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ABSTRACT

User resistance to information system (IS) change is an importantngtge
IS literature. However, despite a large body of asleptionliterature, there is far
less literature addressing user resistance to IS change, especially in organisational
contexts. Moreover, there are still left a number of open questions regarding the why
and how resistance takes place. Particularly, previoesunds failed to explain these
guestions for two reasons. Firsione ofthe previous research explained the reasons
for IS resistance from multilevel perspectiveSecongprevious research, with few
exceptions, was empirically conducted afteh#sl beenmplemented in
organigtions. Hence, it can be considered to be observations made on downstream
results of the upstream resistance process. The two ressorsvereused as
drivers for thisresearctatthe AlphaBankduringthe preliminary phases of its core
bankingsystem (CBSypgrading project. The ultimate purpose of this study is to
develop a framework which will be of use to practitioners for understanding and
managing resistance to IS chan@é/en the complexity of the sestance,
explanatory theorieguiding the studyvereargueddiscussedand developed hese
guiding theoriesverebased orthe open system theoyyhe political variant of the
interaction theory, and the status quo bias theory.

The study employedn interpretivist philosophical standpoint and a
collaborative practice research (CR&#®JsadoptedDuring the study, different
methodswere designed and conduciedluding informal discussions,
documentation, senrstructure interviews, staff meetings amdrkshop.In total,
twenty eight participants covering different levels ofi e  bheerarkh§ \sere
involved in the studyBased on the findings, it was concluded tt@nhprehending
resistance from a multil evel | eyosdahel ped
search fom simple explanation of thishenomenoand enablethemto createmore
meaningful and actionable solutiod$e findings contribute to knowledgean

multilevel model for understanding and managing resistance to IS change

Key Words Organisational change; Resistance to IS change; IS implement&tion;
pre-implementationCollaborative practice research
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LIST OF DEFINITIONS

Core Banking SystemCBS Core banking, in a simple term, is a highly efficient
Acustomer accountingod and transaction

office transaction§Jaggy, 20132).

1-tier architecture This is the simplest of all the architectures, but also the least
secure. Since users have direct access to the files (or the database), they could
accidentally move, modify, or even worse, delete the file by adcatesn purpose
(Simcrest, 2013).

2-tier architecture (CBS)It is also called ClierEerver architecture because of the
two component$ the client that runs the application and the server that handles the
database baek&nd. When the client starts, it @slishes a connection to the server

and communicates as needed with the server (Simcrest, 2013).

3-tier architecture (CBS)This involves one more layer called the business logic tier,
service tier or middle tier. By introducing the middle layer, the tieonly

handling presentation logic. It means that only littenmunication is needed

between the client and the middle tier making the client thinner. As more users can
access the system, &i8r solution is more scalable than its counterparts (etigr

or 2-tier architecture) because it is allowed to add as many middle tiers (running on
each own server) as needed to ensure good performasier G4 multipletier)
(Simcrest, 2013).

Basel Il and Basel llIThey are the second and the thirdraf Basel Accords. These

are comprehensive sets of reform measures, developed by the Basel Committee on
Banking Supervision, to strengthen the regulation, supervision, and risk management
of the banking sector (BIS, 2014).

Pre-implementation Once the orgnisation has considered the need to change its
current technology and identified technology options, the result is calladiogation

The adoption point marks the beginning of pine-implementation phaséd his phase
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usually involves activities such alpning for the technology introduction, deciding
on the role of the vendor andouse resources in managing the introduction
(Herold et al., 1995).

PostimplementationThe new technology has been installed or implemented and it

is being used within therganisation (Herold et al., 1995).
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CHAPTER 1: INTRODUCTION

1.1. Research rationale

1.1.1. Reasons for studying resistance to IS change

Knowledge creation, both tacit and explicit, has become a key element in business
administration. With recent advances in Information System @fg§anisations are
allowed to obtain, process, store, and exchange information easily. Furthermore, IS
can suppd transformation within and between tacit and explicit knowledge.
Nevertheless, most of the implementation of IS projects is not trouble free
(Benjamin, 2005; Scott and Vessey, 2002) and up to seventy five per cent of IS
initiatives are ultimately considered failures (Dekkers and McQuaid, 2002; Hong and
Kim, 2002). The frequent reasons for failures are largely attributed to people issues
rather tlan technical errors (Dwivedi et al., 2012) and employee resistance to change
has consistently been identified as the number one reason (e.qg., Joshi, 2005; Kim and
Kankanhalli, 2009). The effects of employee resistance may include delays in the
project duréion, budget overruns, and underutilisation of the new system (Beaudry

and Pinsonneayl2005).

Despite the importance of understanding and managing employee resistance for the
success of an IS implementation, Laumer (2011) argued that most previoustresea
in the IS context focuesd more on investigating key factors contributing to IS
adoptionrather than on factors causing resistance. For instance, Williams et al.
(2009) found that IS research, over the past 20 years, has mainly focused on
individual ISadoption, acceptance (or p@stoption), and diffusion decisiorend

that345 articles have been published in the major journals of the discipline (e.g.,
ManagemeninformationSystemsQuarterly, Information and Management,

Information System Journal, Communications of tega&iation folnformation

Systemy. However, the phenomenon of IS resistance has drawn much less attention

so far (e.g., Dwivedi et al., 2012; Rivard and Lapoi@@,2).In other words, as
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Laumer (2011pargued, related research areas have come across resistance

phenomenon as well but have also ignored the possibly vital difference between a

lack of arguments for IS adoption and IS resistance of a new IS. For mstaac

broad sense, Joshi (1991) defined both adoption and resistance of a system as the
user6s behaviours resulting from fithe pe:]
I mpl ementation of a system brings about |
Tschernip (2011: 418) defined adoption as i
|l ead to an i nt e nnandKankanballi a0&B@8t an | To, K
conceptualised resistance as fian advers
perceived change relatedtoamne | S | mp | eTheecfore,aesistanae bas

been often considered by previous researchers as the reverse side of the adoption

coin (Laumer2011).

Although it can be seen that investigating key factors contributing to IS adoption

(e.g., perceived ea®é use and perceived usefulness of the new system) instead of

focusing on factors causing resistance can serve the same purpose as to help
managerenhancg hei r empl oyanew|§t ae ogpu ¢ ©thi @i now
are seemingly useful technologe met i mes resi sted by poter
(Bhattacherjee and Hikmet, 2Q0725). In this case, the existence of the factors
causing resistance or the Ainhibitorsodo m;
(Cenfetelli, 2004 473). From this point of view, heddedthat factors causing

resistance deserve an independent investigation on the basis of three keyegume

First there exist usersd perceptlEggns that s
implementation risks)and these are qualitatively differdram the opposite of the

perceptions that encouragsage. Secondhe inhibiting and enabling perceptions

are independent of one another and can coexist. Finally, the inhibiting and enabling
perceptions have different antecedents and consequent effecisige beliefs, the

inhibiting perceptions can add to our understanding of the antecedents of usage or

outright rejection. Given preceding discussions, if resistance cannot be

conceptualised simply as the oppositadbption Dwivedi et al. (2012) stragly

believed that studyingdoptionalone will do little to provide insights into user

resistance.
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1.1.2 Existing research and gaps in knowledge

When reviewing the relevant literature, | realised tlespite a large body of IS

adoption literature, thphenomenon of resistance to IS change which is another side
of the same coin is under researched. Irextgnsivereview of ISrelated journals

from 2002 to preserfsee Chapter 2) only identified six of thirty five relevant

articles which explicitlydefined the concept of resistance in the IS context and only
nineopened the black box of why and how resistance takes. pllkeugh previous
research has somewhat explored the reasons for IS resistance, it must be noted that
there are still significarmesearch gaps which require future attention. Particularly,
most of the studies did not examine resistance at multiple levels including the
individual, group, and organisational level of analysis (Erwin and Garman, 2010).
The only exception is the studyrmtucted by Lapointe and Rivard (2005) in which
they allowed for two levels of analysis of resistance to IS change (i.e., individuals
and groups/units) and argued that the nature of resistance is actually at multiple
levels. Yet, vhereas resistance to ISactye probably exists at the individual and

group levelprevious IS researchers have long argued that a critical determinant of
an IS implementation success within an organisation is also depended on the match
or fit between the proposed system and thamiggational elements (e.qg.,

organisational structure, rewards system, leadership) (e.g., Dwivedi et al., 2012;
Hong and Kim, 2002). Therefore, it is questionable whether taking into account of
individual and group level of analysis is sufficient for inygating this multilevel

phenomenon.

Another research gap is that previous studies were empirically conducted after IS had
been i mplemented in organisations. Hence,
made on downstream results of the upstream resianpr ocess o ( Mei sso
Houze, 2010: 540). Given this reasangording to thema lot of acts of resistance

were observed from previous research as beingadskted and related to the ron
appropriateness of IS that employees have to cope witthdén wordsprevious

research does not touch all aspects of resistance facing the practitioners during the
preimplementation stage of an IS change, and, as a consequence, the findings of
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previous research provide little practical guidance to organisattbaage managers
in addressing and managing resistance to IS change initiatives.

Finally, whereas most of previous research mainly focused on rational explanations
of IS resistancée.g., Klaus and Blanton, 2010; Joshi, 2005), irrational explanations
(eg., cognitive misperception of loss aversion) have their own importance and need
to be taken into account when studying this phenomenon (Kim and Kankanhalli,
2009).

Given all the above reasonbere are calls for better theories of resistance to IS
chang in organisational contexts to assist and guide managers to better IS
implementation strategies (e.g., Dwivedi et al., 2012; Laumer, 2011).

1.13. Justifications for choosing the Core Banking System (CBST he context

and a critical event

Vietnam, officially the Socialist Republic of Vietnam, is the eastern country on the
Indochina Peninsula in Southeast Asia. Since the start of its transition from a
centrally planned economy to a mixed economy with greater reliance on markets and
increasegarticipation of privatdinancialand nonrfinancial organisations (or the
Economic Renovation Policy) announced in 1986, there have been significant
evolutions in the banking system, including banking restructuring programs
undertaken for the domesticrida such as the decision to permit 100 percent
foreign-owned banks to enter the market as per commitment to the World Trade

Organisation (Leung, 2009)

In recent years, however, the financial sector has shown signs of financial distress
and weaker growthue to deficiencies in financial regulation and supervision (see
for details; Ho and Baxter, 2011; Ngo, 2012). In order to address the problems, the
reform program was announced by the government in 2010 and officially
documented in the SociBconomic Develpment Plan (SEDP) approved by the
National Assembly in 2011. The content of the program can be extracted as below:
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SOCIO-ECONOMIC DEVELOPMENT PLAN FOR THE 2011-2015 PERIOD

During the first two or threeears, the plan focuses on realisingdbgctives of
stabilisng the macreeconomy, ensuring social security, achieving a proper grow
rate and strongly expediting economic restructuring and growth model shifting.
the next two or three years, it aims for the basic accomplishment of then@con
restructure to serve rapid and sustainable development and make growth, mag
econome stabiligtion am social security goals harmoeis
In terms of the orientations on tasks and solutiestructure the financial market,
focusing on commercial bkimg system and financial institutions, renovate and
improve the effectiveness and efficiency of state management over the securiti
market, the real estate market, and the monetary market, especially the gold a
foreign curency market, to prevent dofiaatiorn; closely monitor public debt as we|
as bad debts owed by statened enterprises, foreign loans, and foreign investec
capital, especially investments in real estate and securities market, and source
loan.
In the meantime, enhanbesiness governance capacity, publicity and transpare
while adopting policies to enabimancial institutiongo fully tap their internal
strengtls, restructure, reduce production cost, and incrédaseoperation efficiency,
production and competitaness.

Viethamese GovernmenOfficial Website

Source GOV (2019

With an ever more competitive and regulated banking environment such as Vietnam,
the AlphaBank (pseudonym for a local bank selected for this study) was undergoing
considerableestructuring. The kinds of restructuring involved inclittee CBS (a

central processing system providing the basic account management features and
information about customers and their accoumtsdernisation to improve the
bank&s oper atveness; asaotherwise @ wople ibevitahly lag behind
foreign competitors. This was important because banks from other countries were at
that time permitted to do business in Vietnam with the same right and privileges as
local banks (D&Vaal et al., 2009).8f or e t he CBS wupgrading

system (based ontier architecture) was seen as nearing the end of its useful cycle.
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In particular,although the system hailven the bank competitive advantages in
operational efficiency (e.g., minimising m&nance at the branch level; decision
making support solutions) and customer relationship management (e-tjmeeal
management; priorging valuable customers), it hagany limitations (e.g., heavy
network load, slow transaction recovery time, and Bohifunctions)Similar to the
points figured out by Jaggy (20)13he AlphaBanlconsideed itsCBS replacement
because athefollowing needs:
1 No or limited support on banking laws and regulations issued by the Basel
Committee on Banking Supervision (e Basel Il, Basel IlI)
1 Multiple customer views and complex process are not easily integrated with
the existing technology infrastructure
1 Innovative, highly interdependeptoduct packages are not supported by the
existing CBS, making it difficult to launalmew products/services
1 Technology inflexibility demands lengthy deployment cycles
Such IS change happened to an extent in my workphackeused to be a credit
controllerat the AlphaBankmy responsibilities were to control and monitor various
steps inoan processing to ensure that all loan applications were carried out timely
and efficiently. Typically, whem loan application is receivele loan servicing
needs to be initiated in the CBS a loan officerBy doing so, each department of
the bank cawmperate autonomously as well as be able to access all the data for
tracking and reportinduring a loan process, my role involved providing support
and guiding the loan officer to perform credit operations on the system; ensuring the
fulfilment of finandal legality before submitting the application to the branch
director for consideration and approval. In this regardepth knowledge and
experience on using the CBS was one of the key requirements for my job.

While the CBS upgrading project at the Affidank seemed less relevant to a
businessoriented employee like me, hlie characterised this eventcasical in

several aspects. First of all, the CBS upgrading promutigited strong emotions
amongstaff engaged in the event. In particular, the CB&uk not be seen as a
separated system within the bank but instead as the sum of all information
technology components in which different modules (general édgemodule,
deposits and loans module, human resource and payroll module) were integoated i
the CBS. However, since the CBS had been custom matesiiphaBank over
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time to fulfil its local tactical goals, the system was difficult to be architected for
change and variation. therwords, the CBS change would not only affect the
future operation of each department involved but also the future financiabell

of the bank as a whole. Hence, the bank found itself in a dilemma when deciding
whether to keep the status quo (leading to the inflexible system that would be unable
to meet busiaess demands) or replace the legacy system (requiring strategic focus
and excellent knowledge of wvariation at 1
were hard to meet even for CBS vendors that make their living from missimal
banking systems (Miosoft, 2008). Moreover, the event was a moment when
decisions between IT staff and businesented staff would be made. Nevertheless,
conflict and polarisation arose with a focus on equal opportunities and benefits
brought by the even&ince 2011seveal meetings about the project for upgrading

the CBShaveturned out to be unsuccessf@it.the time of this study, the CBS
upgrading project is still seen at the j{om@lementation stag@ which the contract

with the appropriate vendor has not been mate.delayin the upgrading project
raisedmany questions which not only involvéhe costs and benefits brought by the
project but al so wh yedthelsysterh changEally,ttenp | oy e e ¢
topic was chosen due to mgsearchnterests which maly revolve around
technological change and its imp@oh the social and business environment
especially in the financial industriyhad been trained in this industry and got
Bachelor Degree in Economicsthe University d Economics (Vietnam). | alsodd
Master Degreé Business Administratiolrom the Northumbria University (United
Kingdom) andViaster of Science in Management and Business Studies Research
from the Kingston Universitylnited Kingdom).Up to the time of this study,ama
member oViethamese Institute of Information Technology (IOIT), Information
Technology Telecommunications and Electronics Association (techUK), and British
Academy of Management (BAM).d¥ing $arted my careesince 2004, | have had

rich opportunities to be involdein differenttechnological improvement efforts both
asatarget for the impvements and as a researabfethe improvementd-ew of

among improvement efforthat! participated infor instanceincludethe
implementation othe Loan Origination Systeandthe Mobile BankingServices

As apractitioner who has many yeaxperience on management and the system
usage as wells a researcher in the IS fi€lce, 2014) the event had sparked my

interest in how to deal with resistance to the CBS change in this case.
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1.2. Research aim and objectives

This study aims to develop a framework which will be of use to practitioners for
understanding and managing resistand&tchange, with specific reference to the

project of upgrading CBS at the AlphaBank in Vietn&nthe baseline, the first

objective of the study is to investigatdy and how resistance to IS change takes

place at the IS pramplementation phaseom a mdtiple-level perspectivelhe

reasons behind this objective are not only due to the current status of the CBS project

at the AlphaBank (which is at the piraplementation phase) but also the importance

for understanding resistance at this phase. As disdys®viously, by focusing on

the preimplementation phasecbuldant i ci pate potential conf
resistance that are likely to evolve when choices and decisions regarding the project

are going to be made. Consequently, the findings of the stilidouch all aspects

of resistance rather than just rely on observations made on downstream results of the
upstream resistance process as discusgéteissonier and Houz010.

Additionally, understanding resistance at this first step caratadytic for the

success of the rest of the project at the AlphaBamée this step involves most of

the key decisions abotith e  htechmddo@jisal innovatiarMore specifically,

because every CBS offered in the market has its own standardised pparasse

functionsand some of which cannot be customjsedt he bank o6sCB8eci si o
change willnot onlyreform the backbone afs systeminfrastructurebut alsoaffect

its service portfolio and operational proceEserefore pnce the decisions on this

projecthave beemade, thepr e | i kely to affect the fut
business modeln other wordsthe focus on this prienplementation stage is

considered to be important sgch big project like the CBS chanigdikely to

impact on the bank for many years as well as set it on a sfetifie direction.

Based on thenvestigationof the first objectivethe next objective is to identify
appropriate different change management strategies according to thesreaso
resistance. This set of change management strategies is then evaluated to examine

whether it helps achieve satisfactory results.

In order to help understand and achieve these objectives, two fundamental research
guestions and sufpuestions needed be answered include:
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1) Why and how does resistance to the CBS upgrading project occur at the
AlphaBankat the pramplementation phase
1.1) What are the key environmental problems that the AlphaBank is
currently facinghat has led to the postponemé the CBS upgrading project?
1.2) What are the organisational factors that prevent the CBS upgrading project?
1.3) Why do some groups of members engage in resistance behaviours toward
the CBS upgrading project but others do not?
1.4) Why do some memltzeof the AlphaBank resist the CBS upgrading project?

Addressing these questions will help me to explore various causes of resistance from

a multiplelevel perspective. The reasons for asking these questions are due to two
reasons. First, although | belethat studying resistance to IS change is more

associated with internal organisational network than external environment, | cannot

reject the eality that there is sommpact of the external environment on forming

i ndividual s6 per age Bacand, as aguedviy Lagoinkeand! S ¢ h
Rivard (2005), the nature of resistance to IS change is multilevel and that instead of
treating resistance to IS change as a black box, taking a multilevel perspective is seen

as one way to open the black box andage our understanding of the phenomenon.

2) How can the major causes of resistance toward the CBS upgrading project be
managedt the preamplementation phase
2.1) Among various causes of resistance, what are the major ones that need to
beaddressed tfoster the CBS upgrading project?
2.2) What are the change management strategies that can be applied by the
Al phaBankds top management to solve the
2.3) What are the outcomes of the resolution actions?

These questiorsimto explore suitable methods or approaches that can be used by

t he Al phaBankds top management to bring
outcomes of their applied solutions, as |
participate in this change processoverall, the answers for these two fundamental

guestions facilitate a critical understanding of current practices at the AlphaBank and

justifications for the improvements to those practices.
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1.3. Research contributions

One primary theoretical contribution of this research will be in investigating why and
how resistance to IS change occurs at thempmementation stage. Furthermore,

this research will alsadd to the existing knowledge on the IS literature by adopting
amultilevel perspective of resistance suggested by Lapointe and RAGIE).
Specifically, while previous research usually examine resistance to IS on either the
individual level (e.g., Bhattacherjee and Hikmet, 2007; Kim and Kankanhalli, 2009)
or at thegroup level (e.g., Meissonier and Houze, 2010), this research will allow for
a multilevel of analysiBy doing so, the results can be applied to a more dynamic
Ssituation and enable us to uncover fdAhow
combine to Bape and constrain social phenomena in ways that we otherwise might
not discerno (Hackman, 2003: 921).

In addition to the above, another contribution will be in the theoretical approach used

to study this phenomenon. Unlike previous research in whicteiearchers sought

either to investigate which, among different models, best explained the resistance
phenomenon (e.g., Klaus and Blanton, 2010; Kim, 2011) or to develop a partial

model to explain a given outconfeg.,Bhattacherjee and Hikmet, 200the

motivation for this study is different in the sense that it aims toadkentagesf

the complementarity of several models (e.g., each model will be applied to explain

the resistance phenomenon at each level of analysis independently) rather than

compaing their explanatory power. By alternatively analysing the resistance

phenomenon with each different model for each level of analysis (i.e., status quo bias
theory, Mar kusdés political wvariant of t hi
model) (see&ct i on 2.4 for details), this study
lenses lead one to see, emphasise, and worry about quite different aspects of an
evento (Allison, 1971: 5).

In terms of practical contribution, the proposed framework will promdeagers

with a better understanding of the reasons for resistance to IS change as well as
possible IS implementation strategies that they could take into account. In other
words, since organisational IS change and resistance often go hand in hand, the
framework can be beneficial because it helps managers to draw attention to problems

at the IS pramplementation stage so that unresolved issues can be addressed
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appropriately. Furthermore, the outcomes of their large investments in terms of time
and money ssociated with the new system implementation can be enhanced.

1.4. Outline of the research

This chapter formed the foundations for the research. It explained the research
rationale, both in terms of practical and theoretical concern. Then the research a
and objectives were formulated. Next, the research contributionsowefly

discussed. In Chapter 2, | will firstly review the literature on organisational change to
gain a better understanding of resistance to organisation change, including reticeabl
change theories and change management models. Also in this chapter, an extensive
literature review on the concept of resistance, different perspectives and theories on
sources of resistance, as well as strategies for managing resistance in the I8 field w
be carried out to: 1) Clarify the research gaps which has been identified above; 2)
Consider different appropriate strategies to manage IS resistance; 3) Identify guiding
templates or models that can be used to investigate sources of IS resisthisce in t
research. In Chapter 3, | will explain in details the underlying methodology of this
research as well as address its quality criteria and ethical considerations. Chapter 4
will present the design and procedure for my research at the AlphaBank. The
findings of the research will be presented in Chapter 5. Finally, conclusions as well

as recommendations for further research will be provided in Chapter 6.
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CHAPTER 2: LITERATURE REVIEW

2.1. Introduction

Organisational technological change is important for steonh competitiveness and
long-term survival (Pugh, 2007), but it also poses managerial challenges (Benamati
and Lederer, 2010). A recent article in tB& (International Business Systems)
Journal(Mosdell et al., 2013)eportedcase studies of banks around the world

finding themselves in difficulties to get their CBS replacement by potential
organisational employees. For instance, Mark Jenkinson, a partner at Capco global
business and technologyrsultants and formerly of Temenoa global banking
software company, insisted that technology is not a determining factor in the fate of
CBS project because most of modern CBSs in 2013 can do basic product processing,
look after customers and offer a cpetling digital experience (Mosdell et al., 2013).
Perhaps, the main reason for the lack of progress stems from the fact that so many
issues are peoplelated rather than technoleggiated, as discussed in another

article in thewall Street Journal

ABreaking through the wall of resistalil
most people would rather keep doing t|
for decades. 0 (Essick, 2005: 1)

This resistance issue might become even more difficult for the practgione

Vietnam when most dhe research inrganisation change management were

conducted in Western countridsquse et al., 2004JFor instance, according to

Cheng et al. (2004)yhereas a Western leader often shpetsonal charisma and

intellectual inspration, an Eastern leadesually displaysuthority, control, and

image buildingSuch cultural differences may lead to different management styles

and practices (Wang and Clegg, 2002) and, as a result, it may lead to either more

severe resistance to c¢lge or lessrom the followersIn other words, because of the
requirements for respect and obedience from the leader in the East, it may affect the
foll owersé intention to express their re:

often seen as negativeaction to an organisational change.
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However, according to Cheng et al . o6s (20
leaders do have some common characteristics and that tloayeafireatly about
their f ol |l &nceresstancéte ehaingentgnseen as emotional and
behavioural responses by the affected followRigdrd and Lapointe, 20)2both

Eastern and Western managers do care about the issues associated with resistance
and how to manage them appropriately regardless of their culttfeabdices. Pugh
(2007) complemented this argument by stressing that there are, in practice, many
modern organisations following change management strategies which were
formulated by accident or problems at hand rather than by sharing the national
culture @ favouring the management of consistency. Moreover, an empirical
research conducted by Oreg et al. (2008) showed that dispositional resistance to
change holds equivalent meanings across nafidresefore although the cultural
differences will be addressed in the latter paf this study (see Section §.éhey

will not be considered asriablesin the present study.

Against this background, the purpose of this chapter is to synthesise, report, and
discuss the relevant literature on angsational change and its associated

phenomenon, resistance. The first part of this chapter will focus on the literature on
organisational change, including noticeable change theories and change management
models. Before going into the extant literaturetioe IS field in the second part, it is
believed that the first part will be useful in terms of portraying a broad picture of
change management. Finally, guiding templates or models that can be used to
investigate sources of IS resistance in this resesitthe put forward.

2.2. Critical review of organisational change management

2.2.1. Definition of organisational change

Over the last four decadenuchresearch from different disciplines (e.g.,

psychology, sociologyeconomics and management) hasn conducted to study
organisational change (Rizzuto and Reeves, 2007; By, 2005) and, as a consequence,
there are various definitions of change. According to Cohen et al. (1995: 396),

organi sational change is defiwntetthe as a pr ¢
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unknown, from relative certainty to relative uncertaintgpirfamiliar to the
u n f a miyét, isuhr définition as above fails to capture the assumptions inherent in

different models or theories of change. For examy@aan and Brightman (2001:

111),as strategy theorists def i ned organi sational <chang
continually renewing an organisationds di
theeveic hangi ng needs of ext.€rommtheirpomtod i nt er n

view, organisational change is a cyclical process in which the change leader scans
the current situation, determines the desired state and develops a change plan to
adopt to the situation in order to ensure good performance and survival of the
organisation. Krell eal. (2008: 1205), on the other hand, defined an organisational
change as fia unique event in a firm duri |
processes ar e méadigfanddwdeéma (2002: @nphdsisel the
role of change leader to bringali change andharacterised organisational change
as fa maledagiennmavhith systematic interventions are designed to
achi eve t arbkyenthoughuthee areneisons.definitions suggested by
strategy theorists, there seems to be an aggeeon these definitions that
organisational change represents a movement from the present state to a desired
future state (Burnes, 2009).

From a different perspective, behavioural and psychological scientists argued that
people are central to organisational chal
organi sationds functioning depends on t h
chmge only when its membersdéd behaviour <ch
change can be viewed as a process in whi
or feel the need for change and then try to persuade others in the organisation to
acceptandio bring about the required changeo |
Smith (2010), in turn, defined an organi :
the right information about the impediments to change and removing them by

assuaging organisatiommle mber sé f ears and uncertainti

Nevertheless, other researchers viewed an organisational change as involving more
than empl oyeesd behaviour or their perce,|]
vi ewed an or gani s amwideapplicatianlbofdbehgvourad s fia sy

science knowledge to the planned development and reinforcement of organisational
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strategies, structures and processes for
Likewise, Amagoh (2008) adopted a broader definitioarobrganisational change

in which change usually involves one or several subsystems (e.g., purpose, strategy,
people, structure) of an organisational system and change in any subsystem of the

organisation causes changes in others because of their iotesagiccording to

them, the goal of change is then Ato I mpi
subsystems with each other, and within t|
organi sation and its external environmen!

By integrating diffeent viewpoints discussed above, the following definition is used
in this study:

Organisational change is an egoing system wide effort led by the top
managemt to enhance congruence amarganisational subsystems and
between these subsysteansithe ewvironment by identifying the impediments

to change and developing appropriate solutions.

This definition helps to furnish a clear conception of organisational change by
characterising it as a broad phenomenon that involves an entire organisation. This
contrasts with approaches that focus on one or few aspect of an organisational system
(e.g., training and development). In these approaches, attention is narrowed to
individuals within an organisation or the improvement of particular processes (e.g.,

job desgn). The approach to study an organisational change in this study, on the

other hand, advocates understanding the organisation as a living system. Since it is a
living system, understanding its behaviour requires attention to narrative (e.g., its
story),patterns of behaviour between its parts, and-irgiationships between those

parts (Beerel, 2009). In addition, because an organisational change takes place on
various levels due to such relationships, it should be seen asgaingnsystem wide

effort led by the top management. This does not to state that the top management
manage the change process based solely on their experience and perspective. Instead,
the change management process should be seen as emergent from within and around
the organisatioms t he organi sationds members cope
environmentThe bp management are the creators of the context and conditions

(e.g., their approval and support) in wharmorganisational change can be brought

forward. This focus will @sult in the improved ability of top management to solve
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the organisationds problems in strategy

to change, such as training and development, typically have a narrower focus on the

skills and knowledge of organtsd on6s member s.

Regardless of various definitions discussed above, certain concepts are common
across various researchers such as types of change, degrees of control over the
change process, forces or sources of change and the targets of change. These
comnon concepts are noted within key sources of change liter@uyye Burnes,
2009;Carnall, 2007Hayes, 2014Poole and Van de Ven, 2004/s these scholars
studied an organisational change, these concepts became critical points of concern in
their analyses. Types of change refewtmtof change (Section 2.2.2). Degrees of
control over the change process (i.e., planned versus emergent alefagehow

of change (Section 2.2.3). Lastly, forces or sources of change examineytbie
change and the targets of change refer totiteome®f change (Section 2.2.4).
These concepts will be the focus of the subsequent sections before engaging in

discussion on what is the best approach to study an organisational IS change.

2.2.2. Types of organisational change

One of the most striking things about organisational change is that it has become the
norm. As Pugh (2007) stated, organisational ch@tjes only constant and is often
seen as one of the focal points of life in institutions making a whole organisation
response to global developments. Unlike the early approaches and theories to
organisational change managemaevitich suggest that organtgans cannot be

effective if they constantly keep changing, it is now argued that a state of continuous
change can become a routine in its own right (By, 2005).

Previous researchers (e.Burke et al., 2009Burnes, 2009t.uecke, 2003)
suggestdtwo fundamental types of organisational change to understand this
phenomenon including incremental and discontinuous. Yet it must be noted that
although different authors (e.g., Balogun and Hailey, 20l&kant and

Ramanarayan, 2006; Norman and Verganti, 2@&#jor, 2002) emplagd different
typologies when describing the change process, their typologies are also based on

these two fundamental types of organisational change.
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According to Burke et al. (2009), discontinuous change is defined as change which
involves fAsi multaneous and discontinuous shi
mar kets, and/ or technology), the distri b
the nature and pervasiveness ofdthmtontr ol
discontnous change also involves a discontin
and beliefsThis kind of shift is often generated by major internal problems or by
considerable external shock (Senior, 208&)ng with the same thoughts, Nilakant

and Ramanarayd2006) explained that because discontinuous change often involves

lot of chan@s introduced rapidly, this caat build on existing structures and
processes and Atends to replace existing
ones o0 .(nghisregadd)contemporary researchers (Auggsdorferet al.,

2013;By, 2005; Luecke, 2003 unarsin, 200Qargued that the benefits from

discontinuous change are frequently in questions because this change approach will
create situations where maj@form is required and, therefore, allows resistance to

changeAs Luecke (2003) argued:

APeople need anchors and a certain | e
order to stay sane and healthy. Doctors, for example, tell us that a job loss or

job change, a divorce or loss of a spouse, and a change of household address

are all associated with subsequent illness and accidents. Combine two or

more of these events and you might as well as keep the phone number of the

local ambulance service in your potkia this sense, too much change is
downright (uiddheal t hy. o

In contrast to discontinuous change, incremental change is defined by Luecke (2003

103 as another approach to change wiliidne organisation and its people

continuallysenses and respasto the external environmeénh small steps as an

ongoing process her ef ore, the focus for change i
process of continuous tinkering, adaptat.
Simply put, whereas discontinuous chamgquires a change of frame (e.g., doing

what the organisationb6s members did not
improvements within a given frame of solutions (e.g., doing better what they already

do) (Norman and Verganti, 2014jence, it is emetimes suggested as a better

approach to change to avoid resistance, as Burnes (2009) drghiedbook
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Managing ange he took the Japanese approaglaiger) as an example.

Proponents of the Japanese approach advocate creating a vision of thanditure
moving toward it in incremental steps at all levels of the organisation. Although the
Japanese are extremely able at this approach which has given them a reputation as a
nation that makes ambitious lotgrm plans which are slowly but successfully

achieved, it is debatable whether this approach could work in situations where speed

is considered as a basis for chanfe Klewes and Langen (2008) stated:

AChange in products and services, tecl
companies and other orgartisas have become, not only much more

frequent with shorter cycles, but simultaneously more complex. Therefore,

the only companies that have a future are companies that change successfully

and quickly.o (p. 42)

Yet, speed is a relative not an absolute ephavhen applied to organisational

change. Obviously, other factors such as organisational size and complexity play a

part in calibrating the changeKotercahdor so6 t |
Schlesinger2008. Achieving the most effective kaice is the fundamental

challenge for those leading and managing change in complex organisations.

Theabovereview on the organisational change typologies could be extended further
by adding other researchers (e.g., Balogun and Hailey, B&38ant, 2009awson,
2003 Maes and Van Hooteger011; Junarsin, 2009 However, the end product
would be the same that organisational change can be viewed as running along a
continuum from smalkcale incremental to larggeale transformational (or
discontinuous) change. While the incremental form is geared tmohangirg the
activities, performance, behaviour and/or attitude of individuals or groups,
transformational form focuses on the processes, structures and culture of the entire
organisationRRandall, 2004 Instead of classifying organisational change according
to the notion of a continuum above, researchers (€after and Schlesinge2008

Poole and Van de Ven, 2004) argued that organisations need to be continuously
transforming themselves through a series of large and small interlinked change
projects spannindifferent levels and functions and having different timescales. In
otherwords, an organisational change can takes both forms in reality (Burnes, 2009).

As Norman and Verganti (2014) concluded:
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AThe bottom |ine is that rnpRadibal f or ms of
[discontinuous] innovation brings new domains, new paradigms, and creates

a potential for major changes. Incremental innovation is how the value of the
potential is captured. Without radical innovation, incremental innovation

reaches a limit. Wthout incremental innovation, the potential enabled by
radical change is not captured.o (p.

2.2.3. Intentionality: Planned versus emergent change

Another major difference in organisational change efforts hinges on planned versus
emergent chang@Bamford and Forrester, 200Barnall, 200Y. Whereas the planned
change approach views changeagsadual, linear, intentional and rational process;
the emergent approach is based on the assumption that change is much more
complex and the change procsbhsuld be seen as the outcome of a complex cultural
ard political process (Hayes, 2014#e further added that the difference between
these two approaches is in whether the end point can be specified in advance:

ABl ueprint [ pl ann e dthe emdIpanhcgrebe spacified t h 0o s «
in advanceéOften, however, it is not |
advance of implementation. While a need for change might be recognised, for
example because the organisation is losing market share or failing t@i@no

as fast as competitors, it may be less obvious what needs to be done to

improve matters In these circumstances, a blueprint approach to change is
inappropriate. Planning needs to be viewed as a moreeymked, iterative

process thatemergesamdr ol ves over timeo. (p. 31)

Sharing the same view with Hayes (2029ple and Van de Ven (2004) explained
the distinct characteristic between these two approaches by highlighting the degree to
which change can be choreographed, scripted, or contrbilpdrticular, they

stated:

ATheories of planned change specify wi

process. Theories of unplanned [emergent] change, on the other hand, imply
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thatchange is to some desgr a force in its own righsusceptible to
channelingbut not necessarily to control or

Regardless of the differenampst research in the change management focuses on the
planned change approach (Poole and Van de Ven, ZD@d planneadhange is a
term firstly coi9%/gtdreediep madel (intludibgnfreezing, s (1
moving, and refreezingo differentiate change that is intentionally embarked upon

by an organisatiarin his model, the stability of human behaviour is based on a
quaststationary equilibrium supported by angplex field of driving and restraining
forces. Thus, he argued that the equilibrium (the forces of inertia or the inability of
individuals to change) needs to be destabilised (unfrozen) before old behaviour of
individuals can be discarded and new behavsoecessfully adopted. In order to

shift the equilibrium toward the direction of the planned change, the change actors
need to increase the driving forces, or decrease the constraining forces, or both at the

same time.

The origin purpose of this threstep model was to resolve social conflict in society,

including conflict within organisation (Pugh, 200i).organisational terms, its

origin purpose is to focus on improving the effectiveness of the human side of the
organisationBurnes and By2012. However, although the planned change

approach is long established and held to be highly effective Baugford and

Forrester, 2003; By, 2008lilakant and Ramanarayan, 2006 has been criticised

since 1980s when researchers moved their focus from indivéahal group

behaviour change to organisational transformation initiatives as a vi®enled(l,
2007;Cummings and Worley, 200800le and Van de Ven, 280Stacey, 2003).

Firstly, it wasargued that the planned approach focuses on-scell and

incrememal change and it is thus not applicable to situations that require rapid and
transformation change (Senior, 20&2nior and Swailes, 2010 his is particularly

relevant where any given change is one of a multiplicity of changes underway. As

Carnall (200 74) commented, the planned chang
simplification when looking at the decisions and choices senior executives must

make during a period of changeo. This is
without value. However, aocding to him, such an owsimplification often leads to

the inappropriateness of this approach on a wide range of circumstances.
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Secondly, the planned approach was developedrfjanisations operating in a

predictable and controlled environment and thay can move in a piglanned

manner from one stable state to anotBamiford and Forrester, 2003)

Nevertheless, an increasing number of researchers (e.g., By,A080%)ings and

Worley, 2008;Stacey, 2003) argued that the current-tstnging enviroment

increasingly weakens this theoAs Cummings and Worley (2008) arguethrmed

change models reiofce the belief that the orgaatoon willfi r e f rindoessame 0

forms of equilibrium following changdn the face of increasingjobalisation and

techrological change,itisnl i kel y that change will =ever
endpoi nt). Hence, ac atomrnmembers mistbe prapaedfor N or g
constanthange in a variety of orgaaisonal features that are not obvious in most

models 6 planned change ( p Similarly, Burnes (2009) added that

organisational change agtenmore a continuous and opended process than a set

of discrete and selfontained events. Thus, he questioned the utility and practicality

of the planned approhc

Finally, the planned approach is based on the assumption that common agreement
can be reached, and that all parties involved in a change project are willing and
interested in implementing iB&@mford and Forrester, 2003). This assumption clearly
ignoresorganisational politics and conflicts, or at least assumes that such conflicts
can be easily identified and resolv&y/( 2005).

In response to the criticisms of the planned approach, the emergent approach has
gained ground by emphasising that only bgtoaious change and adaptation will
help organisations be able to keep aligned with their environment and thus survive
(Burnes, 2009)Moreover, rather than seeing an organisational change -@®tap
driven by the change actors or managers, the emengerttaech more focuses on the
bottomup driven by the change recipienBaMmford and Forrester, 2003)/hen the
emergent approach is involved, the responsibility for change is more decentralised
and requires changes in the roles played by management whodetwre

facilitative than controlling (Plowman et al., 200The rationale underlying this is
that because it is impossible for the change actors to effectively identify, plan, and
implement the necessary responses in a rapid transformational change, the

responsibility for bringing about change should become devoBgd?005).In
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other words, the emergent approach also contrasts with the planned approach in the
sense that calls for the participation or involvement of all employees in the change

process Conway and Monks, 2011).

According to the advocates of the emergent approach, the complexity and
uncertainty of both the internal and external environment nowadays makes this
approach more practical than the planned apprdachd-Tarandach and Bartunek,
2009. Under the emergent approach, an organisation is required to be an open
learning system where strategy development and change emerges from the way the
organisation as a whole acquires, interprets and processes informatiothabout
environment (By, 2005). Moreover, as Burnes (2009: 368) figured out, a successful
change should be Al ess dependent on det ali
an understanding of the intricacy of the issues concerned, including the central role
played by power and politics in initiating and managing change, and in identifying
the range of available optionso.

In comparison to the planned approach, the emergent approach is still Iselztiwve

and, as a consequentiereis lack of coherence due & variety of diférent views

(Bamford and Forrester, 200%uch distinct views, for instance, include creating

flatter organisational structures to increase responsiveness by devolving authority

and responsibilitySenior and Swaile2010) creating aculture for change

(Dawson, 2003), requiring manager 6s skil |
and ambiguity Conway and Monk2011; Stacey, 2003). The emergent approach is

also criticised thait comprises of a rather distinct group of models andriggies

that tend to be more united in their scepticism to the planned approach rather than to

an agreed alternativei(, 2009;Livne-Tarandach and BartuneRp09.

Nonetheless, Burnes (2009) concluded that if the truth is that all organisations

operaten dynamic and unpredictable environments to which they constantly have to

adopt, the emergent approach is then Asui
at al |l timeso (p. 349). I n this case, he
wayor all organi sations, It i s suggested

organisation.
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If, as suggested, organisational change is emergent in nature, it is worth restating

earlier comments from the literature review discussed so far. Firstly, orgarasation
change -gsingoinsepstem wide effort ai med ali
subsystems to the changing environment. Secondly, the role of change actors is not

only to plan or implement change but also to create an organisational climate that
advocags the participation or involvement of all employees in the change process.

Thirdly, although the change actors are expected to turn into facilitators rather than
controllers or doers, it is still their responsibility to give direction to the organisation

by judging the appropriateness of the change. FinallijlakantandRamanarayan

(2006 31) stated, fbef ore you change an or
This statement refers to the planned process, not the planned outcomes (or a desired
endst at e) . Hence, the critical question he
handl ed?o0. In this regard, instead of pa:
ignore the planned approach, it is possible to integrate these two approaches (see for
details;Livne-Tarandach and BartunekQ09. Particularly, as suggested by them,

one approach to handle emergent change c:
within planned boundarieso (p. 9) (or pl
remarks not only help toistify the following theoretical perspectives adopted in this

study but also to classify this study in the change management literature.

2.2.4. Theoretical perspectives on organisational change

In order to understand and explain the process of howhagdrganisational

change, previous researchers have developed concepts, metaphors and theories from
various disciplines (Poole and Van de Ven, 2004). Given the complexity of the

change management literature, one general way to comprehend or to frutifisky

the large literature is to understand the differing perspectives underlying these studies
(Scott, 2003). In their pure form, the perspectives share many features of paradigms

as described by Graetz and Smith (2010) in their review of change maatge

They describep ar adi gms as fAa structured set of

about the way chang@®.13pr ks in organisati
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While it is beyond the scope of this review to attempt to consider every different
theoretical perspective andery theory on organisational change, the four
perspectives (with selected theories as examples) to be considered include:
evolutionary, teleological, dialectical, and life cycldese four perspectives are

based on the comprehensive review of Van dearehPoole (1995) and Poole and

Van de Ven (2004) who argued that these four more or less distinct perspectives can
serve as ideal categories for the explanation of change and innovation processes.
These perspectives have been later adopted by other ressamho attempt to
synthesise the large literature in the field of change management (e.g., Crossan and
Apaydin, 2010; De Rond and Bouchikhi, 2004; Henderson et al., 2011).

The below review will be presented and discussed using the framework: 1) Major
asumptions of each perspective; 2) Some selected theories for each perspective as
examples; 3) Key activities for bringing about change; @aits and criticismsA
summary is showim Table 2.1Overall the change management literature does not
see resistance to change as a separate phenomenon but instead as a part of the change
process. Moreover, each perspective seems to enhance our understanding in some
aspects of organisational change but bypassetnd therefore suffer from some
interpretive drawbacks:or instance fte evolutionary theories provide an enhanced
appreciation of the nature of the interplay between an organisation and its
environmenbut theyhave been criticised for not focusing thee individuals and

groups Likewise, thadialectical theories bypass the impact of the environment or
conflict bases external to the organisatiBmmilarly, thelife cycle theories show

how resistance occurs but do not show how to intervene to fosteatisition

between stage®erhaps, thieleological theories are no doubt the most common
encountered in the organisational studies because a vast majority of the studies that
describe how change is managed are all subsumed under the teleologicatiperspe
(Demers, 2007)Given the research aim and objectives of the study (as outlined in
Chapter 1) which not only involve understand resistance to change but also how to
manage this phenomenon, consideration will be given to the teleological theories,
paticularly the strategic choice theory and organisational development tseuary

it forms the basis for this research. By adopting the teleological perspective, the
assumption underlying this research is #adry organisation is goeakiented and

resigance is a consequence of lack of clear goal setting. Whereas the teleological

Pagé 24



perspective is criticised in the literature as a planned approach due to the assumption
focusing on the prerequisites for achieving an end @¢@idheim and Paivarinta,

2006, other researchers (e.g., Burke, 2013: 172; Hickman, 201®able and Van

de Ven, 2004378; Scott, 2003: 18%/an de Ven an&un 2011 61)views teleology

as open to Amodification of goalsod in a
the abilityto handle emergent change (e.g., planned process of emergent change). In

other words, it is less of a precise activity sequence and more a set of principles and
values guiding the change actors. Theref
insightit o t he process of desWijamsetg@.2h d manac
237). Furthermore, by seeing organisations as continuously changing open systems

which have important internal subsystems but also interact with their environments

(Burke, 2013), théeleological perspective offers a more adequate theoretical

framework for analysing change in complex organisations.

Nevertheless, since the main criticism of the teleological approach is its porous
boundary and foci confusing (e.g., a batch of unrelelhiques and processes), it
therefore needs to complement with other theoretical perspectives to identify its
theoretical lense§@lones and Brazzel, 200@s Graetz and Smith (2010) argued,
rather than focusing on one theoretical or philosophical petrspeat the expense of
competing perspectivethe valueto practice is in developing amderstanding of

the nexus between multiple philosophical

Table 2.1: Summary of four distinct theoretical perspectives on organisational
change

Theoretical

; Evolutionary Teleological Dialectical Life Cycle
perspective
Circumstances, | Change actors se| To balance of Change is a
situational change as power or natural
Reasons for variables, and the| necessary eliminate progression that
change environment conflicts among | cannot be stopped
faced by an its opposing or altered
organisation members
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Change initiatives| Change actors faiji Change Conflict and
lead to to establish a initiatives lead to| polarisation
misalignment unifying goal imbalance of around personal
Reasons for between the among the power or issues; Misfit
resistance organisationsand/ or g a ni s a| conflictsamong | between the
the changing members its opposing i ndi vi dui
environmental members expectations and
conditions realities
Adaptivebased | Openrational, Occasional, Naturatbased
Change process | process Purposefubased | Situational process
process based process
Analysis of the Giving Groups respond | Reconfigurations
internal precedence to to and deal with | of working groups
organisational strategic the conflicts in | and relationships;
Key activities system to ensure decisionmaking | many different | Mastery of
the alignment or | and careful ways and the peopl ebds

fit between the

planning towards

resulting path

skills, knowledge,

organisatiorand | organisational will depend on | and working
its environment | goals the situation routines
New structures or| New structures or] New working New group or
organising organising rules; New individual identity
principles principles individual (e.g., a new stage
Change outcomes identity (e.g., a | belonging)
new goup
belonging)
Organic growth; | Changemaster Social Organic growth
Key metaphor | Self-organising movement
organism
Resource Strategic choice | Paradoxical Model of group
dependence theory(Child, theory of change| development
theory(Pfeffer 1972, (Smith and Berg,| (Tuckman,1965;
and Salancik, Organisational 1987, Political | Tuckman and
1978, development variant of the Jenson, 1977
Noticeable Contingency theory(Lewin, interaction Personal transition
theoriesmodels | theory(Burns and| 1946, theory(Markus, | curve model
and key author(s) | Stalker,1961; Organisational 1983 (Adam et al.,
Woodward,1965 | learning theory 1976

(Cyert and
March,1963;
Argyris and
Schm, 1978

Benefits

Environmental
and situational
focus; Open
system approach;
Large empirical
support

Clear key role of
change actors;
Collaboration on
problemsolving;
Employee
empowerment;
Large empirical
support

Importance of
conflicting
ideological
imperatives;
Irrationd aspects
of a regressive
change

Developmental
sequence of
change;
Theoretical role of
core problems at
each stage; Shift t
focus on the
people instead of
the change actors
or the environmen
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Criticisms the externaland [t he or ga change
internal value of management area
environment efficiency, Unable to address

Lack of focusing
on individuals
and groupsOnly
focusing on a
limited set of
variables within

Porous boundary
and foci
confusing;
Overemphasis on
inter-personal
values; Ignoring

hierarchy, and

Lack of
emphasion the
environment or
conflict bases
external to the
organisation

Lack of empirical
support; Theories
were mainly
originated in the
biological field
rather than in the

the unpredictable

elementsin a
tumultuous
environment

accountability

(Presented by the authbased orPoole and Van de Ven, 2004, pp. 3¥4)

2.2.4.1. Evolutionary perspective

Major assumptionsThe most long held change philosophy has been related to

evolutionary biology (e.g., child developmer®réetz andsmith, 2010) The earliest
study, based on biological investigations of change, focused on change as a slow
stream of mutations, gradually shaped by environmentakinéies (Hannan and
Freeman, 1977 The major assumption underlying the evolutionarygestve is

that change is dependent on circumstances, situational variables, and the
environment faced by each organisati@noss, 2013 As Hannan and Freeman
(1977: 957) de
pressuresn structure arising from both internal arramgnts (for example, internal

argued, Afor wi classes of
politics) and from the environment (for example, public legitimation of

organisational activity). To claim otherwise is to ignore the most obvious feature of

or gani s a trroro thisderspedtii@eyanisations evolve over time and so do

their environments, suggesting that organisations cannot be changed drastically
because of inertial pressures on organisational structure, but instead need to emerge
as change managers becomnare of new situations (Langley et al., 200i)this

case, according tBoole and Van de Ven (2004), setfanising is also usually

known as a key metaphor for change under this perspective because change is mostly
unplanned and requires an adaptased process (or a process to retain a stable

state by continuously looking for equilibrium between the organisation and its

environment).
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Examples Many theories have been formed under this perspective. Selected theories
for discussing includeesource deendencend contingency theory. Each of them is

outlined as below:

__Resource dependence theasya common evolutionary approach to understand
change. lemphasises organisational adaptation to environmental uncertainty through
active organisational magement of resource flows and interdependsn@éeffer

and Salancik, 1978As t hey put it, Asurvival of the
explained by the ability to cope with environmental contingencies; negotiating
exchanges to ensure the continuation of needed resources is the focus of much
organi sat i on aHencagsutcéssful argar(isptions @vbr&ne.are the

ones which are the best at obtaining, developing, and deploying scarce resources and
skills (Graetz and Smith, 2010} his theory also stresses the effect of organisational
constraints and dependence on othermsgdions that control critical resources

(Hillman et al., 200R With recent technology playing a key role in the competitive
advantages of the organisation, this theory has been applied in the IS field for
managers to understand the consequences of$heutsourcing decisions for

achieving cost savings (e.@lvarezSuescun, 20XQ.ahiri and Kedia2011).

According toStraub et al. (2008prganisations outsourcing IS activities that are not
their core competencies can concentrate energies on digiresources. Moreover,

IS vendors/outsourcers can drive down the costs of production and technical
expertise by spreading these expenses over a large client base. Hence, organisations
are also able to benefit indirectly from the economies of scale thiattrgctive

pricing of IS products and services offered by IS vendors. Nonetheless, decisions to
outsource can have an adverse impact on the organisation. Such adverse impact may
include performance risk (e.g., not deliver the expected level of sersticggic

risk (e.g., lack of control and high dependency on the outsourcers), financial risk

(e.g., hidden costs associated with the IT implementation) or psychosocial risk (e.g.,
loss of jobs or loss of authority over resources) (Gewald and Diki@p8, In sum,

this theory appears to be well established in terms of the general relationships
between organisations, their environments, and the actions that managers take to
reduce thesdependenciesJross,2014; Hillman et al., 2009The key challenge

associated with this theoryhowever, is that certain key concepts such as resources or
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capabilities are unobservable or difficult to measure directly (Barney and Mackey,
2005).

_ Contingency theory: is also referredf@pen systemstheasy, or i gi nated f
work of Von Bertalanffy(1968),in which an organisatiois seeras a system

combining many interdependent subsystems with the openness to its environment
(Demers2007 33; Rasche, 2007: 75cott, 200396). In the field of manageent,

contingency thinking is most commonly associated with Burns and Stalker (1961)

and Woodward (1965) who both suggested t|
wayo approach for management action and |
should depnd oncontingentvariables (e.g., the nature of the environment or

technology being usediccording to Smith and Lewis (2011he contingency

theory assumes that a successful change can be achieved when there is an alignment

or fit among internal orgasational elements (e.g., technology, structure, strategy,

culture) and with its external environmenithus, most contingency theorists

maintain a teleological view in which change management is seen as goal pursuit by
taking action to adjust organisatids&ructure in order to establish orestablish fit
(e.g.,Battilana and Casciaro, 20118issen and Burton, 2011). For instance, using the
contingency t heor yStoelandMuhanna@00%fsundthef oundat |
contingency theory to be appropgat t o t he devel opment of As
the demands of the organisationbés compet|
(i.e., internallyfocused and externaHpcused capabilities). In another study,

Khazanchi 2009 found that there are four critical factors (i.e., internal/external

business and technological environment variables; organisational readiness and

trading partner support; financial impact; workflow productivity) that must be
assessed by businessestoasb | i sh t he Afito between the
technology, thus enhancing the likelihood of a new IT implementation success.

Among various developed models based on the contingency theory, the Technology
OrganisatiorEnvironment (TOE) framewor#leveloped by DePietro et al. (1990)

and the Diffusion of Innovations (DOI) suggested by Rogers (1995) are the most
frequently cited in the IS literature (e.grpaciet al., 2012; Oliveira and Martins,

2011). In brief, the TOE framework identifiesthreepect s of an or gani
context that influence the process of technological innovation decision making

including:technological contexboth internal and external technologies relevant to
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the organisation such as current practices and equipmentiriethe organisation

as well as the set of available technologies external to the organisation),
organisational contexthe resources and the characteristics of the organisation such
as its size and managerial structure), amdronmental conteXthearena in which

an organisation conducts its business such as its industry, competitors, and the
presence of technology service provideA§kamailaet al., 2013). Meanwhile, the

DOI theory (operating at the organisational level) contends that innovesisén

related to such contingent independent variablésdagdual (leader)

A

characteristic{ t he | eader 6s a tinterindl anatasteristosvoar d ¢ han

organisational structuréthe degree of centralisation, complexity, formalisation,
interconnetedness, organisational slack, and size),external characteristics of
the organisatior(system openness). In overall, despite the slight difference between

the TOE framework and the DOI theory, they both enable the IS researchers to think

beyondthetehnol ogi cal <characteristics of the

forest for the trees and the trees for
flexible nature of the contingency theory means Waaiables such as inertia,

inflexibility, resource immobility and industry pressure often make the fit between
factors difficult to foreseeGraetz and Smith, 2010As a result, the search for the

best fit is limited or even impossible due to the difficulty for modelling all the
contingent factorand heir causal links (Burnes, 200@emers2007). This explains

why a vast majority of studies based on the contingency theory in the IS field have
been seen relatively little evolution because they have been viewed as aligned with
one another and mainly focused on the technological, organisational, and
environmental contexts (Premkumag03; rather than offering a competing
explanation to the technological innovation decision making process which was also
arguedas a political process involving various stakeholda&rsulamiet al., 2013)

This problemwas actually addressed by Raggr995) in his boolDiffusion of
Innovations n whi ch he ciahhedatihos biha&s dptrivat
should be diffused and adopted by all members of a social system, that it should be
diffused more rapidly, ahthat the innovation should be neitheimeented nor
rejectedo (p. 1 {inBoyation Dids,eas qxists ircteei T@Eamhd thper o
DOI as well as other IS contingency models (which are seen as those TOE-or DOI
like models), has led critics to quies their impartiality because they seem to ally

the interests of different stakeholders or technology proponsyarget al, 2006)
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Key activities Under this perspective, the key activities include observation of the
environment to adjusttter gani sati ondés strategic appro
conditions Rasche, 2007 analysis of the internal organisational system to ensure

the alignment or fit between the organisation and its environment (Burt, 2007), and
creation of structures and new organg principles to resportd the environment

(Kezar, 2012 However, the end state of the process mainly depends on the situation
(Burke, 2013.

Benefits and criticism<Collectively, the benefits of these theories should not be

underestimated. An undéasding of these theories provides an enhanced
appreciation of the nature of the interplay between an organisation and its
environment Yoon and Kuchinke, 2005}t is also novel to describe change as
unplanned and examine organisations asaeinisingentities (Poole and Van de
Ven,2004). Moreover, reconceptualising an organisation as an open system also
advances our thinking about change, identifies new reasons for and approaches to
change Demers, 200} Many empirical studies have been conductatustrate

the strength of evolutionary theories for certain types of changes (e.g., Gunby, 2009;
Mason, 2007).

Despite of those benefits, the theories under the evolutionary perspective have been
criticised that they was mainly originated in scientifiamagement rather than
humanbased field and, therefore, they fail to provide needathgstsons about

human psychologgnd the way organisatis fit into society (Kezar, 20}2Scott

(2003 57) further added that even though organisations often embracsybeific

goals (e.g., profit maximisation), such specific gd@al® never the only goals
governingp a r t i dehaveud.tAsother criticism is that it is difficult to directly

link the situational variables and organisational change, controlliroghei

variables. Hence, the theories under this perspective usually ignore the complexity of
organisational life by only focusing on a limited set of variables within the external
and internal environmerind divorcing the development of management thbugh

from a wider socigolitical point of view(Collins, 2005).
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2.2.4.2. Teleological perspective

Major assumptionsThe teleological perspective has several names, including

intentional change, scientific managememig rational models (Kezar, 2012

Whereas those are comon names for this perspectigxott (2003) called this

perspective as opeational perspective to emphasise its openness to the

environment. According to him, this perspective reflects the assumption that

Aor gani s a tdireedsand éhat eharg® takes place via the conscious efforts

of managers to set and reset goals and to manipulate organisational structures so as to
adapt to changing circumstanceso (p. 182
this philosophical doctrines known as teleological because the final destination is its

guiding logic to its desired ends. In order to make a change happen according to
teleological theories, an organisation must be guided by a unifying goal that lends
coherence to its activitieg/hen the organisation is comprised of multiple entities,

they must agree to a goal and collective action for a teleological motor of change to

hold (Van de Ven and Poole, 199%n de Ven an®&un 2011). The outcome of the

change process is similar to tlathe evolutionary theories: new structures or

organising principles (Kezar, 20L2ZI'he changenaster, using Rosabeth Moss
Kanterds (1983) image, 1is also wusually ki
this perspective since the nagers or change acsoare at the centre of aligning

goals(Cross, 2015

Examples As with the evolutionary perspective, the teleological perspective
constitutes an umbrella under which a number of diverse theories can be joined
together. Selected theories for discussintuihe strategic choice, organisational

development, and organisational learning. Each of them is outlined as below:

_ Strategic choice theory: Instead of depending on the contingencies when making
decisions regarding a particular changtherresearchersrgued that the reverse

view may be a cas€or instanceChild (1972: 4) was one of the first who argued

t hat 0 or ga ni-makdrsimayhave cedagnoppsriunities to select the

types of environment i n whi ch iciertmwer wi | | <
to influence the conditions prevailing within environments where they are already

0 p e r aHlence, ghis theory is based on the view that the change actors, through

exercising a range of strategic options, have the ability to reshape tinaiiosis
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rather than simply being powerless recipients of such situational variables

(Kirchgeorg et al., 2010)n the IS literature, the importance of exercising different

choices (e.g., selection of an appropriate system package, selection of the

architecture for running the system applications, outsourcing-boiumse

management) has been emphasised as the key critical success factors (CSFs) for
successful system implementation (eNgh and Delgado, 2008Valden and

Hoffman,2007). The CSFs literature also emphasises the need for top management
support as well as the need for a champion to drive the project, mediate between
stakeholders and lead a specialist project management team that is able to engage in
problem recognition ancesolution during the selection and implementation process
(e.g.,Maditinos et al., 201 INgai et al., 2008 Yet, the strategic choidbeory has

been highlighted for the case in which organisational change objectigealsare

arbitrary in reality (e9., pursuing a number of conflicting goals at the same time)
(Elbanna2006. As Pettigrem(2014 2 65) ar g-makidgin ideci si on
organisations is not merely a thought process that balances goals and means, or a

choice process in which the environmerdiscriminated as a limit to choice only

through the mind of the decisionaker. Rather, it may be understood as a political
process that bal an clressichvaae; Nirdzbesg efpe20@Be r v ect ¢
suggested that the choice should dependoptheact i ti oner sdé under s
situationin order to identify resolution strategies accordingly (e.g., persuasion,

bargaining, or confrontation)

_ Organisational development (OD) theory: Although it is difficulty to precisely
enumerate the exact values that are essential ingredients making OD more or less
uniquely OD (because it is often referred to as normative field of practice), Jones and
Brazzé (2006) figured out four key value orientations help form the underlying
philosophy of OD including: 1) People are capable of empowered action in the best
interests of their organisation, and therefore an organisation that empowers its people
is seen to & more effective; 2) Involvement in decision making and direction setting
should be broadly rather than narrowly delineated; 3) Change efforts should be
client-centred, not practitionarentred; 4) The desired ends should not be defined in
terms of an indiidual, group, or organisation alone but in terms of their impact on

the broader, even global, system (e.g., maximising the profits of a specific

organisation should not threaten the environment or negatively affect a community).
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According to OD theoristé.g.,Burke, 2013Coghlan and BrannicR005

Cummings and Worley, 2008Vaddell et al., 201)1 action research which was

developed by Kurt Lewin (1946) is the heart of the OD procgsghlan and

Brannick @005 9) briefly explined action research@san appr oach to r e
which is based on a collaborative problsoiving relationship between researcher

and client which aims at both solving a |
Meanwhile, open systems theargn be seen as the key theory in thel@ature

since it helps OD practitioners identify important parts of an organisation and how

they relate to each oth@son, 2008. As Greenwood and Levin (2007: 71) put it:

ABoth [systems approach and actiamd r eseal
holistic view of the world. Humans are understood to exist only within social

systems. Social systems are not mere structures, but are processes in continual

motion. They are dynamic and historical. They operate within material boundaries

and are cagade of transforming material living conditions. They are also interlinked,
entwining the individual social structures and the larger ecology of systems into

complex interactingmacre y st ems 0. Gi ven these distinc:
playing an incrasingly important role in helping organisations change themselves by
rebuilding their strategies, structures and processes as well as helping their members

go beyond surface changes to transform the underlying assumptions and values that
govern their behawurs (Waddell et al., 2011). The applications of the theory in the

IS field include diverse areas such as establishing new work routifegsmannret

al., 2009); individual training and developméRthakainermndSiponen 2010; risk
management in saftare process improvement (lversen et al., 2004); just to name a

few. Nevertheless,dzause the OD theory has beseound since 1950s until todaty,

has been devolved into a batch of unrelated techniques and processes, seeing almost

all attempts to chang@ganisations as potential components of an OD effort.

Therefore, this theory has mainly been criticised for its porous boundary and foci

confusing (Jones and Brazzel, 2006).

_ Organisational learning theomyas introduced by Cyert and March (1963) and
became popular since the workArfgyris and Schio (1978) According to the
organisational learning theory, organisations are capable of containing
representations of the environment, in which they operatkeisame fashion that

the human brain is said to contain representations of the outside world. Following
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this line of reasoningCyert and March (1963: 123) concludedthad r gani sat i on:
through the same process of learning as do individual human Iseiegs

unneces s aldoweéver, bacausevorlindividuals within an organisation can

|l earn, Curado (2006: 27) further explaini
learning is, implicitly or explicitly, associated to the meaning of individual learrg 0 .

In the domain of strategic change management, this theory has become important as
it focuses on the way an organisation possesses information and generates
knowledgebased resoura&ayaandPatton 2011). Although each organisation can

and should fud its own way to become a learning organisation, the process of
learning usually consists of the feedback from the environment (external signal), the
modifications in goals (signal recognition and interpretation), operation of new rules
or routines (expémentation and search), successful programs (knowledge

articulation and codification), returning to the beginning of a new cycle by virtue of a
new external stimulus (feedback and iteration) (Berkhout et al., 2006)gdimesic

learning procesdoes embree the assumptions from the evolutionary theories in

taking an opersystems approach, but the overall principles reflect the teleological
tradition (search and learning are gdakcted) (Poole and Van de Ven, 2004).

Despite of the large volume of resdamn organisational learnings main

problematic aspects are due to itsedgent definitions and opinions as wellths

problem for transferring theories and practices developed in one culture to another
(e.g.,Buchanan and Huczynski, 2004; Fagenktendet al, 2004; Thomas, 2003).

The same problem can be found in the IS literature since the deployment of an
information system includes a lot of conteytecific knowledge which cannot be
transferred into another context (elRantapuka and IhanainerZ008;Ruiz-

Mercaderet al., 2006).

Key activities Since the managers or change actors are the focus of the teleological
theories (the changmaster), the activities for creating change are mainly organised
by them who are responsible festablishing egectations, modelling behaviowamd
particularly unleashing individual dynamism (through empowerment and
involvement) Cross, 2013 Approaches consistent with the teleological theories

give precedence to strategic decisimoaking and careful planning tands

organisational goald\illiams et al.,2013.
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Benefits and criticismOne benefit of the teleological theories is that the key role of

managers or changetors in the change processlsarly identified and made

apparent (e.gseeking to impose direction upon an organisatior(iaetz and

Smith, 2010) Another benefit could be that the key concepts of collaboration on
problemsolving and employee empowerment have transformed our understandings

on the role of each or achamgepijad toits8UBCERSS Me mb e |
(Kezar, 2012 Finally, because the teleological theories of change are no doubt the

most common encountered in the organisational stuDiesérs, 200) their

relevance for certain types of change has been proven byppeempirical research

(e.g., Ford and Greer, 2003artmanret al., 2009Zhu et al., 2004).

Nonetheless, a major criticism of the teleological theories could be dueirto

porous boundary and foci confusing (Jones and Brazzel, 2006). Another criticism
may betheir overemphasis on intpersonal values (e.g., openness and trust to the
extent of employeesfireiner and Cummings, 2004s theyargued such attempt

for unleashing individual dynamisiiioften comes at the expense of tlesign of the
formal organisatiorand itsvalues of efficiency, hierarchy, and accountabdlity ( p .
379)

2.2.4.3. Dialectical perspective

Major assumptionialectical perspective asscusedby Pooleand Van de Ven
(200 i s similar to Morganbdés (1986) politi

basic assumption. In particular, dialectical perspective is based on the assumption

thati o r g a ni s anta plaraligic wend iofltiding events, forces, or
contradictory values that compete with e:
(Burke, 2013: 172)Hence, ascott (2003: 181added, an organisational change is

explained byfalterations in the balance of power amapgosinga t i tThee s 0

name fAdialectical o refers directly to the
between thesis and antithesis) in which a pattern, value, or norm in an organisation is
always present with its polar opposite (Kezar, 2012: 198&)0Ach power

struggles and political infighting may not always be prominent, they are likely to

come to the front when resources are limited or organisations are in a changing

process, especially in radical change (Burnes, 2009). Under the dialectical
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perspectre, managers or change actors play a key role within any social movement
by developing working rules (not necessary rational but rather reflect consensus on
what is prudent and reasonable) to resolve the confifets {le Ven and Hargrave,
2004). The soclanovement organisation is also usually known as a key metaphor

for change under this perspective (Hensmans, 2003).

Examples Selected theories for discussing include the paradoxical theory of change

and thepolitical variant of the interaction theorlgad of them is outlined as below:

_ Paradoxical theory of change: This theory, pioneered bth&md Berg (1987),
positsthafigr oup | i fe is inherently paradoxi ca
the group as being filled with contradictory and opposimgtions, thoughts, and
actions that c¢oexi.dgtomiheastanddomt of thissheay,anu p 0 (|
organisational change can be seen as the attempts of the group to resolve the
conflicts or tensions among its members and mitigate its negdteats Pooleand

Van de Ven, 2004 Because paradox can be used as a lens to the conflict or tension
(e.g., exploring how organisations can cope with competing demands at the same
time), the paradox literature has become increasinglydgdwsince the ta 1980s

(Smith and Lewis, 2011). For instance, previous empirical studies applied this theory
including the topics such as tensions between learning and performance (e.g.,
Bunderson and Sutcliffe, 2008an Der Vegt and Bunderson, 20G% between
leadersand employees (e.g., Gibson and Birkinshaw, 2004cher and Lewis,

2008) However, like other theories in the change management literature, one of its
criticisms swirl around the lack of conceptual clarity to describe the tensions (e.g.,
varying termsncluding paradox, dilemma, dichotomy, dialectic) (Smith and Lewis,
2011). Another criticism involves the suggested strategies to respond to the tensions.
Particularly, Clegg et al. (2002), for instance, argued that paradoxes should be seen
as persistent ahunsolvable puzzles. Therefotlegy suggested that a passive

strategy such as working through rather than confronting the tensions may help to
avoid potentially disastrous conflicts. However, other researchers encourage the
change actors to engage anxiahd face challenges surfaced by tensions (e.g.,
Luscher and Lewis, 2008; Smith et al., 2010).

_ Political variant of the interaction theory: was originated by Markus (1983) in the

IS field. The primary assumption of the political variant of the inteoactheory is
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thati i nf or mati on systems f r equoganisdtignale mbody
power among the key act orldracgarfisatiosl ed by i |
power, ashe explained, is an attribute of individuals or subgroups @egartment)
within the organisation and it can be de:
face of opposition or resistance to thos:
when the introduction of an IS specifies a distribution of power whggtifes a loss

to certain individuals, these individuals tend to resist the system; and vice versa.

Although the theory has been applied aested in the IS field by other researchers

(e.g., Hong and Kim, 2002; Lapointe and Rivard, 2005), Markus (1983)
acknowledged the problemsbért heory that i1individual 6s b
represent theireelings adequately because: &pple may misgrceive the loss (or

gain); 2) Rople may feel it is not to their advantage to engage in behaviours (e.qg.,
criticising the system, avoiding it, or trying to bring out the system change) that

could be labelled resistance.

Key activities The dialectical theories focus on groups throughout an organisation as

part of the dialectical process. In other words, it is requirddvte at least two

groups to fill the roles of thesis and antitheBlaWson, 2014 Unlike the

teleological theories in which the activities for creating change are clearly organised

to achieve the organisati onoakectidaksi red en:
theories are not the major focus because conflicts are an inherect aSpuman

nature (Kezar, 20)2Moreover, ifthe change actors engage anxiety and face

challenges surfaced by the conflicts, the developmental path of dialectically driven

change cannot be predetermir@lanneditisbecaus@ goal s and i ntere
di verse, rationalities are multiple, so |
Awhen power and politics play a predomi n:

theppnned change approach tKeckern20d9y B ment wi
these circumstancegroups respond to and deal with the conflicts in many different

ways and the resulting path will depend on the situaBragtz and Smith, 2010).

Benefits and ticisms The key benefit of the dialectical theories is that they reveal

the importance of conflicting ideological imperatives in organisations as well as the
inescapable axiom that change often brings with it the conflicts or tenGwes

the dualist nature of technology (e.g., involving several stakeholders in a project),
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Aithe dialectic approach has been used
explanation to understand the way systems developers thinking about inherent
contradictions related todee | o p MAlsutamiet al(, 2013: 4)Moreover the
dialectical theoriealsoenhance our understandings on a regressive change and
highlighted irrationality such as the dialectic emerged between the features of the
system packages and thganisatiorspecific requirementdNordheim and
Paivarinta2006. However, the lack of emphasis on the environment or conflict
bases external to the organisation (e.g., recession) is seen as its main ptobtam (
2014).

2.2.4.4. Life cycle perspecte

Major assumptionsSince this perspective sees an organisation as a biological system

with a life cycle, some scholars view the life cycle perspective as-phsladsophy of

the evolutionary perspective (e.Burke, 2013Poole and Van de Ven, 2004).
However, Graetz and Smith (2010) figured out that wheteasvolutionary

perspective is based on the Darwinian concept of natural selection or adoption (e.qg.,
to ensurdhe alignment or fit between the organisation and its environnikatlfe

cycle peaspective focuses on the developmental life cycle of individual organisations.
In other words,His perspective embraces a metaphor of organic growth (e.g., child
developmentput attempts to identity phases in tirganisatiordevelopment
procesgScott,2003). The stimulus for considering the life cycle properties of
organisations has also been expandexhfresearch and theory on group and
individual during a change event (Bonebright, 2010; Cameron and Green, 2012).
Under the life cycle perspectiveharge happens asnatural progression that cannot
bestopped or altered (Kezar, 2012

Examples Selected theories for discussing include the moftigtoup development

and thepersonal transition curvaodel Each of them is outlined as below:

_ Model of group development: was developed by Tuckman (1965) and is the most
widely and solidly established based on his empirical research. The model indicates
that a group development often undergoes a series of predictable transitions

including forming storming, norming, performing, and adjourning (the last stage
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was added later in his revisioAjuckman and Jenson, 1977). According to the

model, the group members initially engage in orienting and testing each other, the
situation, and the task requinents in thdormingstage. They then proceed to a

stage which is characterised by conflict and polarisation around personal issues, with
concomitant emotional responding in the task sphere. Resistance to group influence

and task requirements is labellesséorming Resistance is overcome in the third

stage forming in which ingroup feeling and cohesiveness develop, new standards
evolve, and new roles are adopted. The group members then reach the fourth stage
(performing in which interpersonal structubecomes the tool of task activities,

roles become flexible and functional, and group energy is channelled into the task.
Finally, the last stage@journing describes the dissolution or the ending of the

group. Although this model has been developedesir®60s, Miller (2003: 122)

stated that it is still Athe most predomi
in organisational |l iteratured. According
describing how people work in groups, enhancing our uratetstg of the group

development process, and providing practitioners a way to foresee the developmental
sequence in groups. Yet, researchers (Banebright, 2010Cassidy, 2007) also

figured out several key criticisms of the model, including a lineacgss of group
development instead of iterative cycles, unclear explanation of how a group moves

from one stage to another, treating the group development process as a closed system

rather than addressing other external influence on the group.

_ Personatransition curve modeBince the process of organisational change is

about how people (including leaders because they, after all, are individuals) cope

with the often traumatic psychological transitions that accompany change, the area of
individualchang or fiper sonal <c¢change transitionsa
the psychological status of organisational members, has been another focus of
research and theory in the change management field (Graetz and Smith, 2010: 144).
One noticeable modelinthis&@a i s Adam et al . 6s (1976)
model (Balogun and Hailey, 2008). This model assumes that individuals facing
changes within organisations can have very similar experiences or pass through
predictable stages of development (CameronGmen, 2012). In the modéidam

et al. (1976kuggested the seven phases of the transition curve that helps to make

sense of the feelings and reactions of the change recipients. These phases can be
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explained in brief athe following 1) Shock This first phase describes the reaction
when a person is triggered by a change. It represents the misfit between his or her
expectations and realities; Renial: The person tends to minimise the dissonance
experienced or maintain the status quo in st phase; 3pwarenessWhen the

person realises that the change is unavoidable and, therefore, he or she becomes
aware of limits of own competence; AgceptanceOr acceptance of reality that the
change is necessary. In this case, the person is réqailet go of past behaviours

and attitudes; 5)esting The person starts to test new behaviours identified; 6)
Searchformeaning Learning from the personds suUc{
her own knowledge; Aptegration The person takes owrship of his or her new
knowledge and, therefore, increases his or her sense of confidence and competence.
Similar to other models under the life cycle perspective, this model proved useful for
examining the way in which an individual reacts to changehy@ad Chamberlain,
2008). Yet, at the same time, it has also been criticised fovetssimplicity (e.g.,

these different stages may overlap; the stages tend to vary depending on the

situation)(Cameron and Green, 2012).

Key activities This perspectig differs from other perspectives in that it emphasises
people throughout an organisation as critical to the change process. From the
standpoint of this perspective, change will be resisted if all members within an
organisation g not ready for it (Keza012. Moreover, it also indicates that

without modification or intervention an organisation and its members could not move
to the next stage in each associated cycle (Drazin et al., 2004). Therefore, the key
activities usually involve, for instance, fumtental alterations to the way in which

the organisation is managed; reconfigurations of working groups and relationships;

mastery of peopleds new skills, knowl edg:

Benefits and criticismsThe life cycle perspective agdo our understanding of

organisational logics by pointing our attention to the systematic need to resolve core
problems that emerge as the organisatizengesAccording to Drazin et al. (2004)
although some core problems at each stage may exhibidamireg character, the
theoretical role of these core problems is important not only in defining and

measuring discrete stages but also in understanding the transition from stage to stage.

Moreover, its emphasis on the people throughout the organisatianngortant
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shift from focusing on the change actgas in the teleological perspectiva)the
environment (as in the evolutionary perspective) (Kezar, p0¥&hin the IS field,
although understanding the IS change from the life cycle perspective is
underdevelopedsidodk andCarroll (2012 argued that the innovation diffusion
process model proposed by Rogers (1995) and other models of the innovation
adoption and diffusion process (elgn andLee, 2006 Shih,2008 can be seen as
life-cycle models in which change is explained by reference to the sequence of
phases through which the system of interest passes. In fact, the innovation diffusion
process for individuals has five stages (kagwledge stagerherea potenial

adopter becomes aware of an innovation and develops some understanding of its
capabilities persuasion stagehere the formation of either positive or negative
attitudes towards an innovation ocgudscision stag&here a person decides either

to ad@t or to reject an innovatigpimplementation stag&here a person puts an
innovation to useandconfirmation stagevhere either the innovation decision is
reinforced or an earlier decision to adopt or reject a system is reyvargbthese

stages are siitar to the stages in the personal transition curve model as discussed
above Regardless of the benefits of the life cycle perspective for understanding and
explaining the Adiff us dffusedand aecemed)the h o w
changeprocessBurnes (2009) questioned the contributions of the life cycle theories
because of their lack of empirical support. This criticism is mainly due to the fact
that most of life cycle theories were originated in the biological field (e.g., clinical
biology) rather than in the change management &améron and Green, 2012).
Another criticism associated with the life cycle theories involves their predetermined
stages and, therefore, they cannot address the unpredictable elements present in a

tumultuousenvironment (Cross, 2014).

2.2.4.5 Conclusions

Four distinct perspectives on organisational change have been reviewed in this
section by focusing their assumptions, noticeable theories and models under each
perspective, key activities to bring ababtange, the benefits and drawbacks of each
perspectiveAlthough these perspectives aim to describe a change process in

relatively simple, abstract terms as a way to untangle a complex change;
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understanding these perspectives not only pulls our attentitie requirement for
multiple theoretical lenses but also guides us on how a complex change can be
managed in sustainable and constructive directions over time. Particularly,
juxtaposing these four perspectives provides insights for deciding which ofodel
change is appropriate in specific situations. For instandéaasle VerandSun

(2011 argued: 1) The evolutionary theories apply when multiple units or groups
within or between organisations compete for scarce resources. Evolution breaks
down when tkse units are homogeneous and when resources are abundant. The
breakdown in evolution theories can be remedied by applying the life cycle theories;
2) Regulated life cycle theoriese appropriate fananaging many recurrent and
predictable organaionalchangesYet, theybreak down when the rules ameongly
designed and when people or umésist implementing the change mandates,
resultingin sabotage abr mere complianceith mandatesThe frequently observed
breakdown of resistant¢e mandated changesarife cycle modelcan often be

resolved by involving the peopédfected in a teleological model of planning and

goal setting. People, after all, prefer to implenmaans of their own making rather
thanthose mandatedylsome extaral parties; 3) The teleological theories apply
when the organisationb6s members agree on
goal. The theories break down when individuals cannot reach consensus on a goal.
While this disagreement denotes a breakdowmpiementing teleological theories,

it serves as the generating mechanism for implementing dialectical theories; 4)
Dialectical theories, in turn, apply when different organisational units conflict and
confront one another on an issue. The dialecticgltalto dysfunctional methods of
conflicts resolution and power inequalities that limit or inhibit confrontations among

opposing parties.

Given the preceding discussion, each of the four perspectives highlights a particular

set of managerial challengesnranaging a complex organisational change. Yet, the
incompleteness of each perspective may be resolved by adopting other perspectives.
This review of alternative theories enables us to think beyond a single change model
(e.g., the dominant model of planngthnge; Cummings and Worley, 2008) and to
propose a contingency model of organisational change. Morgbedour basic

perspectives can also be used as standards to evaluate the completeness and tightness

of specific developmental theories. For instamcean empirical research conducted
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by Meissonier and Houze (2010) t hey devel opeditsheanitleT tde
which helps the practitioners to anticipate and resolve latent conflicts that are directly

or indirectly related to the IS change durthg preliminary phase of the project.

Their theory particularly holds during this phase when networks of organisational

actors and units emerge to introduce competing alternative approaches or designs

that involve different suggestions for the changeqaiojYet, their theory may fail

during the implementation or pestplementation phase when a particular party has

won the political campaign and becomes legitimated. In this case, the life cycle

theories may best explain the diffusiorthe IS change poess.

If it was argued that multiple models are needed to address complexities of having
multiple changes ongoing in an organisation, then which models should be chosen
and how they can be put together? The answers for these questions will be the focus
of Section 2.4. Neverthelegsjs important next to review the literature on the
resistance phenomenon in the IS field to identify emerging trends and themes which

will provide my clarification for how my research can contribute to the IS field.

2.3. Qitical review of managing resistance to IS change

This review aims to identify and evaluate a wide range of concepts and theories
associated with resistance towards IS chawigeatify emerging trends and themes

which will provide suggestions for howtfure research can contribute to this fiakl

well asinvestigaé managerial actions or practicalidance provided by previous

researchWith these purposes mind, the following strategy to conduct the

literature searclvas usedFirstofallt he phrase fAresi stanceodo A
systemso OR Ainformation technologyo OR |
search (in the abstract before reading thetéxt) for peeireviewed articles in three

academic databases (i.e., EBSCO, Science Dmad PsycINFO), which are

suggested by Bryman and Bell (2007) as widely used databases in the business
managementrom the listing of articles returngthe result was filtered based on a

set of inclusion and exclusion criteria as the followings: 1)aBee this study mainly

focuses on the human aspects rather than technical errors, articles associated with
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technical errors (e.qg., technical system design) were excluded; 2) Some IS are
tailored for individual use (e.g., consumer information systems) wthiers are

targeted toward businesses and organisations needs and use. Therefore, studying
resi stance associated with consumersoé us:
in terms of the theories, concepts, and perspectives. For that reason, éhefshap
review only focused on B2B (businessbusiness) rather than B2C (businéss
consumer) use of a system; B)drder to ensure that the review is up to date and
does not yield a vast amount of literature, the séopesed particularly on

examinng recent articles published from 2002 to pregewer the past ten years).
However, as good practice suggested that literature scoping shocildde the

breadth and deptbf evidence covered in avgn field (Davis et al., 2009), keeping

an open mindoward previous research beyond this tifreane was maintained

during the review process. Particularly, previous reviews on this topic can be found,
for instance, in Lapointe and Rivar2l009 (from 1980 to 2005); Laume2Q11) (no
time-frame and no sepation between B2B and B2C use of a system); Rizzuto and
Reeveq2007)(from 1984 to 2004). Since this section is not intended to present all
papers dealing with resistance to IS change (or as a scientometric review) but a
comprehensive overview of differeanderstandings of this phenomenon, earlier
studies on this topiwhich go beyond the scope of the reviererealsoconsidered

for any significant contributioasin Section 2.3.2The resulting review is presented

in the following sections.

2.3.1. Theconcept of resistance to IS change

Since the core concept of this review is the resistance to IS change, it is necessary to
investigate existing definitions of this phenomenon and its underlying constructs.
Based on the findings of the review, | only idéed six of thirty five relevant

articles whichexplicitly defined the concept of resistance in the IS con#xtause

these definitions were borrowed from various reference disciplines (e.g., economics,
psychology, and sociology), | subsequently aintegearch for commonalities

among the definitions. A set of repeatable primitives was based on the five basic
elements of resistance to implement a new IS suggested by Lapointe and Rivard

(2005), which are weknown and acknowledged by other researchegs, (€¢im and
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Kankanhalli, 2009Meissonier and Houze, 201@)hile these common primitives
were taken from the pool of definitions from previous relevant research, it must be
noted that not all definitions found in the resistance to IS change literaugala

primitives (see Table 2.2). Each of the primitives will be discussed as below.

Manifestations of resistancélthough resistance is viewed as a mdithensional

construct involving how users behave in response to IS change (behavioural
dimension) and what they think about the change (cognitive dimension) as well as
how they feel about the change (affective elirsion), behaviour is the primary
dimension of resistance and resistance to IS change is generally defined as a set of
behaviours enacted by users to manifest some discontent with the implementation of
a new IS (Rivard and Lapointe, 2012). For instancehiJ@005) stated that

resistance to IS change occurs when users experience the distress of inequity or loss
of equity and they are likely to resist it by attempting to minimise their inputs and

ot hersd outcomes as wel | pu $ amothdr @efimgiani n g
provided byKlaus and Blanton (2010)esistance is defined as the behavioural
expression of a userdés opposition to a
definitions in the present review suggests a variety of maaifess of resistance

which range from sabotage (Joshi, 2005), denial or persistence of former behaviour
(Kim and Kankanhalli, 2009), to combination of several resistance behaviours
(Lapointe and Rivard, 2005). While some manifestations of resistanceesr¢oshe

weak, others are strong with or without destructive behaviours.

The subject of resistance=fers to the actor or actors who exhibit resistance

behaviours (Rivard and Lapointe, 2012). In some definitions, the subject is an
individual (Joshi, 208; Kim and Kankanhalli, 200¥Klaus and Blanton, 2010). In
other definitions, the subject may also be a group (Lapointe and Rivard, 2005;

Meissonier and Houze, 20110

The object of resistances explained as the target of the resistaRieard and

Lapointe, 2012) Based on the selected definitions, the object of resistance is mainly
associated with the information system itself and its features Kgmgand

Kankanhalli, 2009Klaus and Blanton, 2010), with few exceptions in which the
change advocatesdpointe and Rivard, 2005) or the conflicts associated with the

system implementatiorMeissonier and Houze, 2018je also seen to be the object
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of resistance because the system becomes a pawn in the interest struggle between the
users and the change adates (Lapointe and Rivard, 2005) or between groups

(Meissonier and Houze, 2010)

Perceived threatMost definitions share the idea that for resistance to occur, the

subject of resistance has to perceive some threat. In this sesis@nce behaviour
canbe seen as a reaction to a present egang situation brought by the change

which is perceived as being negative, inequitable, or as a stressful feeling or a threat
(Meissonier and Houze, 2010). For instance, it was revealed that users resist the
implementation of a new system when they perceive inequity (Joshi, 2005); groups
resist it when they fear a potential loss of interests (Meissonier and Houze, 2010).

Initial conditions include both internal (e.g., ability to gain control of a new

situation)and external conditions (e.g., the characteristics of the environment) that

interact with the object of resistance and influence the assessment that users make of

the situationRivard and Lapointe, 2012). This element plays an important role to

explain wty some individuals or groups may accept a change, but others may resist it
(Lapointe and Rivard, 2005\Ithough all selected definitions do not provide

information about this element, it was discussed in most of the selected studies (e.g.,
Lapointe and Riard, 2005Kim and Kankanhalli, 2009; Rivard and Lapointe, 2012).

For instance, in a study conducted by Joshi (2005), although he did not mention

about this element in his definition of resistance to IS change, this element was
discussed and referredtoi t i al i nputs (e.g., userso ef
environment) that already exist. Similarly, Kim and Kankanhalli (2009) also
provided discussions about t heffisacyefdre ment
change (internal initial conditits) and organisational support for change (external

initial conditions). According to them, if users have a high level ofefélfacy, they

will then be less likely to experience anxiety and uncertainty regarding the change.
Instead, the users may feelndident in performing the focal behaviour (e.g.,

adapting and learning to use the new IS). Meanwhile, external conditions in the form

of organisational support for change (e.g., training or providing relevant resources)

can serve the same purposetontakee user s adaptation to a
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Table 2.2: Five basic primitives of resistance to IS change

Primitives
Author(s) Definition Manifestations of The subject The object of . Initial
) . : Perceived threat I
resistance of resistance resistance conditions

Joshi (2005) Userswho experience the distresgy Attempting to minimise Users The implementation Distress of inequity or | N/A

of inequity or loss of equityare |selsi nput s and of a new system. loss of equity.

likely to resist the implementation| outcomes as well as

of a new systerhy attempting to | attempting to increase

mi ni mi se their othersd inpu

outcomes as well as attempting t(

i ncrease others
Lapointe and Resistancéo IT isconceptualised | Several resistance Unit, The system and The consequences of | N/A
Rivard (2005) | as a unilevel phenomenon behaviour including apathy| Individuals system advocates. | using the system.

emerging from individual (e.g., inaction, lack of

behaviours and will result in interest), passive resistanc

several resistance behaviours (i.€ (e.g., delay, persistence of

apathy, passive resistance, activeg former behaviour), active

resistance, and aggressive resistance (e.g., voicing

resistance) when the consequenq opposite points of view),

of its use are tieatening. aggressive resistance (e.g|

infighting, making strikes).

Kim and User resistance in the IS context | An adverse reaction Users A new IS N/A N/A
Kankanhalli conceptualised as an adverse implementation.
(2009) reaction or the opposition of user:

to perceied change related to a

new IS implementation.




6tlabed

Meissonier and
Houze (2010)

Resistance is considered as an
actual behaviour preceded by
conflicts associated with the
system implementation, and
conflict is defined as a
disagreement of persons or grouy
of persons perceiving a situation |
being inconsistent with their own
interests.

An actual behaviour
preceded by conflicts.

Persons or
groups of
persons

Conflicts associateq
with the system
implementation.

A situation which is
inconsistent with own
interests.

N/A

Klaus and
Blanton (2010)

Resistance is defined as the
behaviour al exp
opposition to a system

implementation.

Behavioural expression.

Users

A system
implementation.

N/A

N/A

Rivard and
Lapointe (2012)

Similar to Lapointe and Rivard (2005)

Note N/A = not available in the definition

Source Based on Lapointe and Rivard, 2005, p. 465.




In summary, although previous researchers provided various explanations of
resistance to IS change, their definitions all contain the five basic elements above and
these elements are not isolated. In particular, resistance behaviours (at both
individual ard group level) should follow perceived threat resulting from the

interaction between the object of resistance and initial conditions. Based on the result
of the interaction, different resistance behaviours (i.e., apathy, active resistance,
passive resistae, aggressive resistance) will then octlmreover, whereas many
definitions show that resistance to IS change is mainly a behavioural phenomenon
(e.g., actual behaviour or behauwalexpression), it is clearly tlease that resistance

to IS change caalso be expressed in both emotional (e.g., apathy or aggressive
resistance) and cognitive dimension (ep@assive resistance suchresgative

thoughts about the IS change). In consistence with Htemnponent model of

attitudes (see for detailRosenbeg andHovland, 1960), it may thus be argued that
resistance can be seen as the negative attitude toward an IS change such as the
Afattitude that opposKassanhdBantdI6Z’Me nt at i 0|
Besides thathte Table 2.2lso providesiseful information for further investigation

of the dynamics of this phenomenon. As shown in the table, the phenomenon can be
studied at two levels including both the individual and the unit (e.g., dyady,gro
function, or organisation) and, as a redalkjng account of this concewill help to

improve our understanding of thesistancgghenomenon

By adopting a multilevel perspective and seeing resistance as the negative attitude
toward an IS change, resistance in this study can be conceptualiseccaliective
negative attitudes of the organisationés
goals for the system implementation cannot be unified among its members due to the
multi-faceted issues brought by the charg@ce an organisational change is the

single individual that is the focus, the consideration for the collective attitudes shifts

the focus to the collective of cooperating members and how they work together. In
addition, by incorporating the teleological perspective into this definition,

emphasises the importance for considering three levels of analysis for studying
resistance to IS change in this study: the individual (#ng.misfit betweerhe

i ndi vidual 6s goals or expectations and t|

among groups)and the organisation (e.the misfit betweeh he or gani sati or
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goals for implementing a new IS and its mission and strategy). Given this definition,

the manifestation of resistance can be seen dsethevioural dimensioaof the

collective negative attitudesf t he or g a n itevard an éSrcliasge.me mber s
Li kewise, the subject of resistance ref el
individuals, groups, or an organisation as a whole). The object of resistance, in turn,

Is associated with the system implementation. Perceived threat for resistance to occur
mainly involves the goalfor the system implementation that cannot be unified

among the organisationds members. Finall"

by the nulti-faceted issues brought by the change.

In line with a multilevel perspective, it is also acknowledged the possibility that the
resulting model for managing this phenomenon will be el®asl, recognising that
there may be the interplay among ebarel leading to resistance to an IS change.
Given that, hefollowing sections will brieflydiscuss the key research which go
beyond the scope of the review but sti# influential and have shapékis

multilevel theoretical argument.

2.3.2 Early research on resistance to IS change

Early thoughts on resistance can be traced back to the work of Lewin (1947) who
suggested that social systems, like biological systemge a tendency to maintain a
status quo by resisting change and reverting bathetoriginal state. Since his

work, IS researchers have dramuachattention to this phenomenon that frequently
results insystem implementation failureBrior to 1980sIS researchers were
primarily interested in this phenomenon for designing systeneffiective use and
organisational performance (e.hlicheal, 1964; Simon, 1965During this period,
theoretical perspectives that dominated IS stuchesbe divided into two groups:
systems rationalism and segmented institutionalism. According to KIB&(),
systems rationalists place efficiency, whether economic or organisational, as the
predominant value. In contrast, segmented institutionalists examine the consequences
of systems on many aspects of social life assume that social conflicts are
particularly powerful because the social world of technological use becomes more

dynamic and a wider variety of groupsisinvolvedor i nst ance, Whi sl e

Pagé¢ 51



comparative studies of the impacts of computing on organisational activity in the life
insurance industry was a milestone for the systems rationalist appidaatiaimed

that insurance firms centralised their administrative offices when they automated and
the locus for making decisions moved upward in the organisational hierarchy.

Managers becanmaore robust after automation while clerical jobs diminished in

scope, variety, and autonomg.other words, the number of interpersonal contatts

the | ower | evels woul-drdanirsasevaoarbebdi ni.
resistance, as he argljeshould be expected in the process of converting relatively
autonomous and yorogramed middlenanagement jobs to highly routinised
programsMeanwhile,Hoos (1960) is a pioneer researcher in the social problems

that could result from widespread autoroatiHer study of 19 private organisations

in the San Francisco Bay Aréaat had introduced electronic data processiag

well known as a critic of systems rationalist approach which often disseg@el
factors(e.g., jobs lost; the trend against the need for decentralisation; personnel work
devalued and so forthf.r om her point of view, fthere
will be a social and not an economic matter as to whether they [the systems] should
bepe f or med by Henedm reaistic amd blalénfed view and

understanding of the effects of automation provide a meaningful basis for applying
thought and action to important problems faced by management, labour, and the

publ i c (ptll2)l ar ge. o

In overall, he painted picture of IS research prior to the 1980ectedthe two
distinctperspectivesn causes of resistanfiee., economigoroductivityversussocial

concern and their varieties both survived and continuously influenced the current IS
research (e.gKlaus and Blanton, 2010; Joshi, 2008¢vertheless, the article

marking the shift into the 1980sTée Organisational Validity of Management

Information Systeswritten by Markus and Robef§1980).Schultz and Slevin (1975

are credited with coining the term fAorgal
conceptualise the successful implementation of applied mathematical models in
operations research and the managémerncesBased orthar work, Markus and

Robey (1980) argued that organisational validity can be easily extended to include
Management Information Systems (MIS) or any technological change in complex
organisatios. With reference tahe work ofSchultzand Slevin (1975and Ginzberg
(1980)theyd ef i ned organi sati onal validity as
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in individuals, small groups, and organisational variables required to implement a
model oraadstyhbt emoonc e pnatchrbetpeercasysterh and ia f |
i ts or gani s(@.t3) lrotmsssénsectioen drgeied that the fit between the
system and user so6 mo(usersysteamififisronlyoone otfaug ni t i v
ways in which a system can match its context of Tise.othes, as they argued,

include the structural dimensions of the organisafwganisation structurgystem

fit), the distribution of power in the organisatigower distributiorsystem fit) and

the interface between the organisation and its envieori(environmenisystem fit)

Central to this point of view is the notion thietvaluationat these levels may yield

di fferent assessment s déncepthegendiiors attthese n a | \
levelwhich fostet he or gani sati onal invalidity of

i nformation systemso (p. 29).

As the first researchers who applied the concept of organisational validity, the work
of Markus and Robe{1980)deparedfrom the prevailing wisdom in tee ways.

First, they viewed organisational validity not as a unitamycept but as a quality

which can be assessed on at least four levels of analysis. Hence, a system that can be
considered valid at one level of analysis may not be valid at other |8eelsnd,

they viewed validity to be a property neither of systems nor of organisations, but of
the match or fit between them. This ingsl thatvalidity could notbe assessed in
absolute terms, but only relatively by comparing a specific system withnitsate

context of use. More specifically, the same system may be valid (on any or all levels)
in one context but invalid in another. Finally, they argued that there is no simple
connection between validity and the effective system use. Insteaarding ¢ them,

the success of the outcome would clearly depend, at least in part, on how effective
and successful are the thinking and behaviour patterns wWiadystem matches or

does notThus, while they pointed out ways in which the organisational valdigy
system can be increasby taking into account of four levels of analyslsey also
acknowledged that there would be no simple prescriptions about the wisdom of

doing so.

Althoughtheir argument shifted tHecus of IS researctirom the people or the
system)into the need for considerirtgeinteraction between the organisation and

the systenbeing implemented t hey concl uded that the na
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spelled out more satisfactorily, unless future IS researchersdueesl by a

deceptively simple concegturthermore, while they illustrated their framework with
examplesthey kept their discussion at a conceptual level. Later, Markus (1983) only
used data from a case study to empiricsllgportthe relevance of theogver
distributionsystem fit(see Section 2.4.2 for more detaiBased on the work of

Markus and Robe{1980) other researchelg.g., Ellen et al., 199Henderson and
Venkatraman, 199%lsofocusedon one orsome but not alldimensions of
organisationainvalidity as the major problems for implementing ehteaogical

innovation

2.3.3 Contemporary research on easons of resistance to IS change

The extensive review of Felated journals over the past ten ydartsd thirty five

articles that treated resistance as a key implementation issue. While the importance
of resistance was acknowledged, most articles treated it as a black box. Particularly,
five articles did not provide any reason leading to resistandetuged on when
resistance occurs (e.g., its manifestations) rather than how and why it occurs (i.e.,
Chen et al.2008 Ferneley and Sobreper&f06 Rivard and Lapointe2012

Selander and Henfridsson, 2012; VaBd04). Two articles considered it as
independent construct and investigated its association with other constructs (e.g., the
demographics of individuals) (i.ddavis and Songe2009 Sanfordand Oh2010.
Becausemost attributes associated wittdividual differencege.g., age, gender)

cannot be changetheythereforewill not be considered asriablesin the present
studybut as one of the sty limitations (see Section §.@wenty eight articles paid
attention to the causes of resistance (as shown in Table 2.3) but only nirs @rticl
bold) opened the black box by proposing theoretical approaches to explain how and

why this phenomenon happens.

The review alsondicatedthat previous research in resistance to IS has been diverse

in terms of the theoretical perspectives used tdystiis phenomenoms illustrated

in the Table 2.3, it is shown that whereas some studies focused on investigating how
and why resistance to IS occurs from political perspectives (e.g., Hong and Kim,
2002; Lapointe and Rivard, 2005), others examined it from economic pérspect
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(e.g., Joshi, 2005; Kim, 2011) or from psychological perspectives (e.g., Kim and
Kankanhalli, 2009Klaus and Blanton, 20)0Due to the diversity of such theoretical
perspectives, the reasons or causes of resistance, which have been extensively
debakd in the literature, are also many and varied. According to the Table 2.3, the

explanations for the retance toward a given technolotgn be a simple change in

the nature of the task which leads to the resistafieei$ and Blanton, 2010)

Explanationgan also be complex such as conflicts associated with the system

implementation (Meissonier and Houze, 2010).

Table 2.3: Summary of theoretical approaches and reasons of resistance to IS

change

Categories

Reasons of
Resistance

Key theories/
models used

Author(s)

Perceived threat of
losing status and/or
power

Political variant of the
interaction theoryl T
conflict-resistance theory|

Burchell 011); Lowe
and Mcintosh2007%);
Shang and S12004);
Hong and Kim (2002)
Lapointe and Rivard
(2005) Meissonier and
Houze (2010)

Human Issues

Perceived loss of equity

Equity implementation
mode} Status quo bias
theory

Joshi (2005) Kim
(2011) Kim and
Kankanhalli (2009)

Col |l eagues§
unfavourable opinion
toward the 1Srelated
change

Lack of selfefficacy

Status quo bias thegry
Theory of planned
behaviour

Kim and Kankanhalli
(2009)

Systems Issues

Perceived threat of
losing control over work
procedure

Status quo bias theary
Duakfactor theory
Technology acceptance
model

Kim (2011); Beaudry
andPinsonneault
(2005; Burchell
(2012); Bhattacherjee
and Hikmet (2007)

Complexity due tan
inappropriate system
design

Equity implementation
model IT conflict-
resistance theory

Krotov (2011);
Lapointe and Rivard
(2005) Meissonier
and Houze (2010)

Organisational
Issues

Lack of organisatinal
commitment (e.g.,
resource andffort)

Organisational readiness
for change theory

Enns et al. (2003);
Erdogan et al. (2008
Burchell (201D);
Kwahk and Kim
(2008) Lai and
Mahapatra (2004
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Lack oforganisational
support (e.g., poor
communication,
inappropriate training,
lack of incentives for
change)

Psychological contract
theory

O'Sullivan (2007);
Sutanto et al. (2008);
Naniji et al. (2009);
Klaus and Blanton
(2010} Erdogan et al.
(2008); Abdolvand et
al. (2008);Adams et al.
(2004);Benamati and
Lederer(2010; Gupta
et al. (2007)Lorenzi
and Riley (2003)Adria
and Rose (2004);
Doolin (2004)

Process Issues

Job or job skills
requirements change

Requirements for
additional workload

Equityimplementation
model Psychological
contract theory

Joshi (2005) Wagner
and Newell 2007);
Naniji et al. (2009);
Klaus and Blanton

(2010)

Notes Key theories/models used are mainly based on the nine afiiclbsld)

(Presented by the author)

In order to synthesise the comxly of reasons of resistance, the autblassified

them based on the taxonomy proposedlays and Blanton (2010) which is useful

in this regard. According to them, the reasons of resistance to IS can be grouped into
four general categories including: individual issues, system issues, organisational
iIssues, and process issues. At this padimg,important to clarify that by adopting this

classification, the reasons of resistamternal to users as individuals or grouwas

be put into the Aindividual i ssueso cat e
misunderstanding and reflect the multégénature of resistance, | decided to replace
iIts name with a new one that 1 s Ahuman i

studies which can be grouped into more than one categoryKeahk and Kim,
2008; Meissonier and Houze, 20XJaus and Blardan, 2010, the authothus
decided to discuss only studies which are seen to be significant regarding the issue

involved.

2.3.31. Human issues

Based on the Table 2.3, there are four key reasons (i.e., perceived threat of losing
status and/or powepgereivedloss of equity including switching costs and switching
t owa

benefitsc ol | eaguesd® unf av o u rrdabted changemd lack af n

Pagé¢ 56



self-efficacy) that best fit under this category because they all are psychological
variables influencing how users, as individuals or groups, response to and their

ability to cope with change.

One ofthe most frequently fouhreason for resistanaethelS literature is the

perceived threat of losing status and/or pofeay.,Burchell, 2011 Lowe and

Mclintosh, 2007Shang and Si004). Concerning the loss of power and status,

Hong and Kim (2002) argued that because the system implementatiobrafigsn

with it conflicting views (e.g., type of
perspective [or dialectical perspective] appears to be primary applicable for cross
functional i nf or mheyappliedthe potittabvarmri did p. 14) .
interaction theory proposdxy Markus (1983) in which it waargued that an

organisation is fundamentally a political entity and the implementation of a new IS
usually embodies political struggles or an imbalance distribution of intra
organisationalpwer . Consi stent with Markusods the
survey of 34 organisations showed that resistaassignificantly negative

association with the organisatioriatterprise Resource Planning (ERP)

implementation success and the reasdmegstancarefrequently due to different

power and resourcelatations brought by the change

Using the same theoretical lehsipointe and Rivard (200%)so found that the

system implementation challenges the distribution of power among staff membe
across three cases in the hospital settings, leading to different resistance behaviours
(i.e.,apathy passive resistance, active resistanoglaggressive resistancéjet, the
significant contribution of their study is also on the investigadiomow resistance to

IS change emerges and evolves during prior project stages from a multilevel
perspectiveln particularjt was also found that group resistance behaviours emerge
from individual behaviours is not the same in early versus late implenoergtdge

In early implementation, group resistance behaviours emerge from independent
individual behaviours. In later stages of implementation, if the inequity distribution
of power has become relevant, group resistance behaviours emerge from a

convergene of individual behaviours.

Since the loss of power or status can also be seen as a form of conflict among groups,

Meissonier and Houze (2010) proposed an integrative approach articulating
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resistance and conflict related to IT implementaiimtead of cosidering resistance

and conflict as separated concej@ased on the political variant of the interaction
theory, he main consideratiso f t hei r-rfelsT s¢ amfclei ¢theor yo
summarised as: 1) Act of resistance indicates the way conflicts@messed. In this
sense, resistance is a behavioural dimension whereas conflicts are indicative of
attitudinal beliefs toward IT to be implemented; 2) Conflict types related to IT are
not exclusive and can overlap; 3) Users may resist IT implementatiexpbgssing

only one part of the related conflicts; and 4) One challenge for managers is adopting
conflict management styles enabling identity of 1@xpressed parts of the conflicts.
Using this theory as a theoretical basis, the results from their cdyeasta

broadcating corporation revealdtiat conflicts about the systems (e.g., lack of user
friendliness) expressed by employees actually hide gmitcal conflicts (e.g., loss

of power) betweetheadministrative employeeandthe computer departme

employees. As a consequence, the bottleneck should be theebitoal conflicts
because t was ¢ o rresolvihghe alehtifiedrsystem ifisuesrast being an

automatically sufficient condition fortjel S] pr oj ect Yompl et i ono

Although it was found that power is amportantissue in IS implementation, it is not
always an issue in resistance to IS change. The reason is that power is a factor of
resistance on the group or organisational leavald , t hus, At hte pol i t i
interaction theory] may be more relevant to understanding the implementation of
integrated operational information systems, whesease other perspective, such as

one based on concepts of organisational learning, may apply better teusegle

decisbo n s u p p o r(Markssy1983448 snwther wordsfocusing on this

issue does not leave room for explainingsesice at the individual level. For

instance, in an IS change, the added efficiency brought by the system may also cause
employees to feahat it would eliminate their job8éaudry and Pinsonneault,

20095; make their jobs more difficu{@Vagner and NewelR007) or result in higher

guotas or expectations from managen{8uotrchell,2011) Collectively, individuals

resist a system changeamly due tgparochialself-interest(or the fear of a loss of

something of value) rather than jtisé inequity distribution of power

In this regard, a significant study conducted by Joshi (2005) provides a useful insight

into the explanation aksistance at the individual leyelspecially for the causes of

Pagé¢ 58



resistance involving thperceived loss of equityAccording to him, individuals

attempt to evaluate most changes and changes that are considered unfavourable are

likely to be resisted. Basexh the equity theory developed by Adams (1988%hi
(1991)developed the equity implementation model whiohtends thafin any

exchange relationship, individuals a@nstantly concerned about their inputs,

outcomes, and the fairness of exchan@e231).Accordingtothismode user 6s
analysis of a system change might be carried out at three levels. At the first level, a

user would evaluate the potential impact of the implementation of a new system in

terms of the resulting change in his or heicomes and inputs. The changed

outcomes are defined as the perceived benefits or losses that the implementation of a
system brings about for the user. Similarly, changes in inputs can be either negative

(e.g., additional efforts, skills, or abilities tlmtiser may need to bring to the job) or

positive (e.g., less physical labour). At the second level, a user is likely to compare

the change in his or her relative outcomes with that of the employer. In other words,

a user is likely to evaluate whether therg have been shared between the employer

and him/ herself i n proportion to each on:
that the employer has obtained greater relative gains as compared to him/herself, the

user is likely to become distressed aralv the change as unfavourable. At the third

level of analysis, a user is likely to compare his/her relative outcomes with that of

other users in the reference group or the organisation. If the user feels other users
benefited more than him/her, the usalt assess the change as unfavourable. In

general, his model assumesthat ser s0 assessment of chang:¢
ot hersé inputs and outcomes 0 hymanbeirg8 4) . [

behave rationally (e.g., cebenefit analysis)rad in their own best interest.

In an effort to test thequity implementatiomodel in the IS environment, Joshi
(2005) found that employees, at the first level, tend to resist the new order
management systenetause it requireadditional inputs in theofm of learning and
understanding new technology and bringing higher level skills to the job. At the
second level of analysis, employees reatlise there idikely to be an increase in
productivity and profit due to the implementation of a new systemweier, their
salary scalearenot upgraded and the perceived threat of losing benefits as
compared to the employerseen to be the main reason of resistance at this level.

Finally, whereas the new system aggsto have nearly the same impact for other
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employees within the same department, the asymmetry in the benefits between
employees across departmeista possible source of distress of inequity.

The perceived loss of equity as the main cause of resistance was also addressed and
tested in a study cmluctedKim (2011) Al t hough he considered
implementation model as a useful framework, he also argued that another appropriate
theoretical approach that can be used for explaining the perceived loss of equity is
the status quo bias theorgpecially its rational decision making constriaopting

boththe status quo bias theory proposed by Samuelson and Zeckhause($&688)
below for details of the status quo bias theory) and the equity implementation model
developed by Joshi (199Kim (2011 argued that users often assess the relative

costs and benefits of change (i.e., net benefits) prior to switching and the status quo
bias results when the relative costs outweigh the relative befdfitsugh a survey

of 201 employees across 7 business units, he foundribattainty costs (e.g.,

perception of risk surrounding the performance of a new 1S) and sunkegsts (
investment of time and emotional effort which already incurred in theysligm)

directly increase user resistance, while transition costs (e.g., spending associated with
a procedural change) and loss costs (e.g., benefits and privileges lost by switching to
a new IS) indirectly increase user resistance by reducing the peroaive of

switching.

Although previous research has indicatedt the equity implementation model can

be used to explain the dgmics of employee resistancel&®change, it must be

noted thathis theory also has shortcomin@articularly inthereavor | d, fiuser s
may also lack awareness of some outcomesandmpussnd, t hus, fAonce
installed it should be possi(bobhge199lo0r user
240). Given thisthe model seems to haashortcoming for investigatintpe

reasons of resistane¢ the premplementatiorphase due to, for instance,

empl oyees6 | ack of information about the
Furthermorethe theory is based on an assumption that human beings behave

rationally. Howeverhumans often behave irrationally (Markus, 1983) and thus not

all people behave in the manner prescribethbyequitytheowy.

Given the preceding discussion, Kim and Kankanhalli (2009) argued that despite the

fact that the reasons for resistance to I8rganisational contexts have been
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somewhat explored, there are still gaps in the explanation of how users evaluate the
change related to a new IS and decide to reskirst, individuals hardly make their

deci sions without c opn®onathdesuch opmionthhseoeen c ol |
considered as a salient social influence that individuals subscribe to in their work
environment. Thug; ol | eaguesd unf avourrdaed dhangepi ni on
may cause users to reform their perceptions about elnalisge, leading to increase

their resistance. Second, self f i cacy f or change (or confi
to adapt to the new situation) may also influence user resistance indirectly through its
effect on switching costs (e.g., time and effortetarn how to use the system).

Individualswith lack of selfefficacy(or low level of seHefficacy), therefore, feel

discouraged and may be more inclined to resist the ch8pegeifically,as they

arguedmi ssing in the explanation of usersb®é
quo bias which assumes the reasons of resistance are due to the bias or preference to
stay with the current situatioAdopting the status quo bias theory proposed by
Samuelsomnd Zeckhauser (1988), Kim and Kankanhalli (2009) described status quo

bias explanations in terms of three main categories including rational decision

making, cognitive misperception of loss aversion, and psychological commitment.
According to themratioral decision making implies an assessment of relative costs

and benefits of change before switching to a new alternative. Greater costs than

benefits will lead to status quo bias. The cognitive misperception of loss aversion

implies that losses loom largéran gains in value perception. Loss aversion can

result in status quo bias because even small losses of changing the current situation

could be perceived as larger than they actually are. Finally, the psychological

commitment consists of sunk costs (emvestment of time and emotional effort

which already incurred in the old system
and control (e.g., effort to feel in control or sefficacy) (see for details; Samuelson

and Zeckhauser, 1988; Kim and KankatihaD09).Nevertheless, instead of using

the status quo bias theory to explain the resistance to IS change, they showed the
correspondences between the elements in the status quo bias tloeibry set of

constructs in the Theory of Plannedtaviour(TPB) developed by Ajzen (1985),

which then was used as their theoretical basis. In brief, Ajzen (1985) stated that the
focal factor that explains an individual
behavioural intention and behavioural intention isrfed by three factors: (1) the

i ndividual 6s attit ude subjecwa nodn whibheefldcar get |
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the influence (e. g., soci al pressure) of
individual to perform or not perform the behaviour; an8 ) t he 1 ndi vi dual
perception of the resources and opportunities available to him/her (see for detalils;

Ajzen, 1991).

Based on the results from a field survey of 202 employees across 10 business units in

an IT service company, Kim and Kankanhalli (2pfifund that the key reason of

userso6 resistance prior to a new |I'S i mpl
theirresistance both directly and indirectly throubhir perceived value.
Furthermore, they al so f ousalfefficadgyat bot h c
negatively relate to switching costs. It
toward change and/or lack of seffficacy will increase user resistance through the

effect of increase in switching costs.

Whereas both studies conductgdkom and Kankanhalli (2009) and Kim (2011)
advanceour theoretical understanding of resistance to IS change through the
introduction of status quo bias theory, they both have the same limitation.
Particularly, while it is assumed that loss aversion isabriiee reasons for status quo
bias as well as resistand@rfy and Kankanhalli, 2009}his principle was not

actually tested in both studies. Instead, it was tested via other constructs such as
perceived valueim and Kankanhalli, 2009) or loss costs{Ki2011). Hence, as
Kim and KankanhalliZ009 suggested, future work may attempt to empirically

validate this principle in user resistance.

2.3.32. System issues

Perceived threat of losing contmer work procedurand complexity due tan
i nappropriate system design are two key I

because they are primarily related to system usage.

From a learning perspective, individuals who are accustomed to specific systems will
develop habits and find it hard to cige those habits. Thus, another cause of
resistance can be seenpasceived threat of losing control over work proceduueh

as control over jolvelated tasks (Kim, 2011) or control over the technology and its

usage Beaudry and Pinsonneault, 2Q@&cause, as Burchell (2011) argued, the IS
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change wi | |-andtdiepraatices er years of pedsonal investment and

commi t ment to proven ways of doing thing:
of losing control over work procedure was rated ina study conducted by

Bhattacherjee and Hikmet (200 However, they argued that though it appears that
resistance precedes system usage, it is unclear whether this is association is direct or
mediated by other constructs. To explore the relatipriséiween resistance and

usage, they drew upd@enfetelld €004 duatfactor model in whicHS usage by

potential enelisers is depended on simultaneous consideration of enabling and

I nhibiting factors. While enduméssandy f act ol
ease of use of thesystewhi ch are two key deter mi nant s
toward a technology as illustrated in the Technology Acceptance Model (TAM)

developed by Davis (1989have been extensively studied in the uddgeature

(e.g.,Venkatesh et al., 200¥enkateshand Bala, 2008 they argued thahere has

been little if any consideration of inhibiting factors. Using the Partial Least Squares

(PLS) technique which is distributiefiee and does not impose sample size

restrictians, their results from a field survey of 131 practicing physiciaasspital

setting confirmed that physician resistance to chagaused by the perceived

threat of losing control over work proceduRarticularly, physicians viewetie new

system aa tool that wouldnake them lose control over their work in the way they
madeclinical decisionsprdered patient tests, accessed lab results, and wiorked

general.

Closely related to the abou€rotov (2011) found the complexigue to an

inappropria¢ system desigfe.g., the technical and functional inadequacy of the

system) as another cause of resistance, leading to the system implementation failure

at his case study. Lapointe and Rivard (2005) also found that early in the system
implementation, the objectofrest ance i s t he systemds comp
equity i mplementation model, they found 1
physi ci ans 6-beingecaosenthey wekeephid by procedure and the
systembébs complexity rneaeagquei fed tmaemgtiongs g dl
recor ds. €Eonflctn etsh es t faln@meMeissoreeo and/ Houze (2010

543 ar gued that the conflicts about the sy
ease of wuseo di mensi oemisoomplicateedto ssg)andtus ( e . |

affect the attitudes of individuals toward it. In fatie results from their case study
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showedhat one of the main roots of IS resistans the conflicts about the tesign,
its functionalities, and efficacy. Partianly, wherea administrative employees
askedfor the implementation of an ERP system to ensure a more coherent and
efficient management of daily tasks, thenputer department employees were
opposed to this ERP system solution. The reasons of resistetheertew system
included such as not eagyuse application, lack of user friendliness, hon
appropriateness to user nedulsgs, programing quality standards not ensured,

potential incompatibilities with other applications.

Given the precedindiscussion, while a system change is generally seen as a positive
change (e.g., making reduction in process time or cost savings), it also may cause a
fear of loss of related knowledge on the old systBhaftacherjee and Hikmet,

2007)or the loss in produivity due to the system complexitylg€issonier and
Houze,2010. In order to prevent such loss of user control over@ated tasks,
individuals may need to adjust personal habits to fit the requirements of the
technology Beaudry and Pinsonneal2)(5) or acquire new skills and knowledge

required in order to perform their tagk&m, 2011).

2.3.33. Organisational issues

Lack of organisational commitment and support (peer communication
inappropriate trainingand lack of incentives for changegreall put into the

category of Aorganisational i ssueso becal

aspects |l eading to employeesd6 resistance

According to Enns et al. (2003), the emphasis placed on an IS change project is to

A

buildthetoprmanagement 6s commitment to all ocate

project. Indeed, as they pointed out:

AA critical part of the chief infor mat
change agentso role] is to pautwvesi de t h
making them aware of the potential for information system to support and

enhance the strategy of the firméWith
management team] the project would st:;

156).
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Lack of organisatinal commitment aa main source of resistance was also

underlined in a research conducted by Erdogan et al. (2008) in which employees,

who are pushed to comply with the IS change rather than to commit to it, express

their resistance in a hidden rage whiab they argued, may create more problems in

the future. I n other words, forcing the
readiness levels are low may have unfavourable effects such as their resistance to
change (Burchell, 2011).

In consistence \th this point of viewKwahk and Kim (2008put it:
fiReadiness is the cognitive precursor to the behaviours of either resistance to
or support for a change effoReadiness for changerisflectad in the attitude
toward organiationalchange obrganistional members. It refers to the
extent to whichorganistionalmembers hold positive views about the need
for organisitional change, as well as the extent to wiiay believe that
such changes are likely to have posiiiwglications for themselves arttie
organiatioré Thus, readiness for change would reduce resistance among

employeestoankFlr i ven organi sati onal changeo

By outlining the readiness for change as a way to understand why the resistance
phenomenon occurKwahk and Kim (2008also arguedhat adopting or resisting a

specific system is not solely dependent on the characteristics of the system (e.qg.,
performance expectancy and effort expect:
characteristics (e.g., perceived personal competence)lsbutraother aspects such

as organisational commitment. According to them, organisational commitment

means fithe relative strength of an empl o
a particular organisationo (@mmitged) . Henc
employeemaymore readily identify with and accept organisational change efforts

than their norcommitted colleagues. The results from a field survey of 446

employees in 7 selected companies confirmeddiggnisational commitment
significantlyinfluences readiness for an IS change and, as a consequence, reduces

empl oy e es 0 amlSechangeWlemrad ai artd Mahapatra2004) also

found that organisational commitment is important to minimise resistance to change,
they further emphasised fia shared commit |
organi sationo (p. 2363). According to thi
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commi t me ndodlS planting theredore must support organisational goals

and activities at every level by assessing the external IS environment and its internal
requirements. Concurrently, a shared commitment can also be built by facilitating
well-designed training pigrammes, effective communication systems, and fair

bargaining procedures.

Closely related to the above isslagk of organisational suppart terms of poor
communicationinappropriate trainingand lack of incentives for change is another

key issueat the organisational levélvhen considering the challenges for

implementing a knowledge management systi8ullivan (2007 argued thathe

biggest impediment to the new system implementation success is a lack of
understanding of the rationale for charand this impediment can be seen as a result
of poor communicatiorSutanto et al. (200&)lso posited the intesrganisational
communication as the core issue in their study of three public transport organisations
implementing the fare card system beeatietop management could only initiate
energyto change in therespective organisations, but could not sustain such energy.
Similarly, Nanji et al. (2009found in their empirical research that one main factor
causing staff resistance to bar code soapaystem implementation is associated

with communication issues. Particularly, they found that staff resisted the system
change because they believed that the new system involved a lot more work when it
in fact would make their work a lot easier. Astimep t ed, f@Acl ear commun
around workload expectations during the implementation process may mitigate much

of these misunderstandings and the resul i

Beside the issue of poor communicat@ausing employees untainty about the

benefits of the system and the rationale of the chamgppropriate trainings also

found as an organisational issue @odn be problematic when employees perceive

training to bea waste of timethat trainers are incompeteitte timing of training is

i nappropriate, or if there 2080632) | ack of 1
Er d o g a n 2@08 findings filore sefmitructured interviews with top level

managers in eight companies, covering different industriesqomsultancy,

contracting, architecture, and technology), also showed that insufficient training is

one cause of resistance that made the system implementation less sudodhssul.

regard, the role that inadequate training can play in exacerbatingesiatance to an
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IS change is well recognised (eAhdolvand et al., 2008 dams et al., 2004
Benamati and Ledere201Q Gupta et al.2007 Lorenzi and Riley, 2003For

instance, whereasadequate training is one reason leading employees to feel
uncomfortable with their new working environment, designing and implementing
training programs (e.g., seminars or workshops) can be helpful in diminishing their
resistanceAbdolvand et al., 2008Lorenzi and Riley (2003) further put it:

fiBecause technodfy investments are largetlgade up of things (i.e. hardware
and software)it is easy to make the mistakelmdlieving that a technology is
implementednce it has been bought and installed. In faathing works
without people. These humé&sues becommagnified in the process of
redesigning work processes. Many work procedgsign projects focus
exclusively ontechnology and fail to address the huraad organiational
aspects of work. In thesestances, orgarasions fail to explore netechnical
sdutions to improe organisatiofprocesses such as training or changes in

structures, procedures, and management pragticssp. 20 2)

Moreover lack of incentives for change lack of adequate compensation might also
constrain staff commitment toward andange Adria and Rose, 20Q4particularly

if users do not feel compensated for the workload chatigeig and Blantor2010.

A research conducted by Doolin (2004) within the hospital setting further illustrated
the case in which the new system impleta@an is perceived by the clinical staff as

a change implemented by a financial need to maximise cost recovery rather than by
clinical correctness. As a result, lack of incentives for change leads the staff to

perceive the new system as a threat to thenauny of their medical professionals.

Among these studie&laus and Blanton2010 argued that organisational issues

such adack of organisational suppddr an IS change can be explained by the

psychological contract theorfudopting the work oRousseau (1995), Klaus and

Bl anton (2010) explained the psychol ogi c:
regarding promises made, accepted, and r
(p. 626).Using threephase multmethod qualitative approacth collect data from

three organisations, they found thetk of communication (e.gnot conveying to

users the benefits of the system andithe h yofsthe changg problematic training

(e.g., training noaiccompanying new job requiremeniaid lack of incentives for
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change (e.g., inappropriate compensatiorilferworkload changeyre the key
organisational issues leadingth® breach of mp | o gsgckeokdical contracisnd

their resistance to the IS change

2.3.34. Process issues

Jab/job skills change and requirements for additional workieaxkplaced into the
Aprocess Iissueso category because they
the changed processes synonymous with IS implementation. For instheceas

u s e rsie8s oflinequity or loss of equigthe main reson leading to IS

resistance, Joshi (200f)undthat possible sources of distress of inequity are due to
thejob/job skills changandthe requirements for additional worklo&@onsistent

with the aboveWagner and Newe(R007) found that employees often look at what

the new system offers and be concerned about whether it makes their job easier or
more difficult. According to them, if the new system is seen to make their job
difficult, there will be significant user resistanteéewise, a research conducted by
Nanji et al. (2009) indicated that changing roles is also an important cause of
resistance among staff as some have entirely different job descriptions with the new

system.

In line with the equity implementation modé{laus and Blanton (2010) also found
that job/job skills change and requirements for additional workload are two of the

main reasons of resistance although they applied the psychological contract theory as

a |l ens to under st and KlasandBlantond20l0miSanc e .
de:

change often requires that usersodo job
different job tasks or develop new skills and new ways of thinking for the job

Meanwhile, thechange also causes users to exert addlteffat to perform the

a l

/

same task. Therefore, these two issues are likely to be considéred azp sy c hol ogi

contract briethischse, athey exf@athed) flequity comparisomis
considered aBa moderator of perceived unmet promiseperceived breach of
contracb  ( p .Givén3hat) their model is similar to the equity theory and limited

in explaining irrational resistance behavio(gg., loss aversion)
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2.3.35. Summary and implications for future research

While the research dhe past decade tends to portray resistance as the normal
reaction to IS change, it is clearly the case that it is a complex phenomenon which
cannot be explained in a simple causal fashion. Specifically, through the review of
various theoretical approachasd the findings of reasons of resistance resulting

from these theoretical approaches, it can be seen that there are many different issues
that need to be taken into account when managing IS resistance (i.e., personal
tendency and perceptions, group aggans within the organisation, functionality of

the systemand so forth). The importancd each issue is very much dependent on

the situation, such dthe equitysituatiord Joghi, 20057)or At he conf |l i ct
(Meissonier and Houz€010 549).Thus, #fAno tactics [for man
usef ul i n every si t.iHaweverpalttiougl pvewiouk nesegrch1 9 8 3

on resistance to IS change is characterised as more divergent than convergent, the
present review does figure outnse suggestions for future investigations of this
phenomenonin particularone implication is that it is the interaction of various

threats that produce a particular instance of resistance and resistance is not a simple
adoption or rejection ofaproposedS change. There are the e
which shape their views of change and degree of adoption or rejection. Examining

their attitudes to understand the causes of resistance requires the change actors to pay
attentionnot only to explicit behavious but al so to the change
and feelings by considering the potential impact of the IS change on them. As
Bhattacherjee and Hikmet (20029 put it , Ararely do indivi
attitudes, or express such attitudes in actlissent or protest, without considering

the potenti al negative consequences for

Moreover, resistance to an IS change should not be seen as qoodtative. In

other words, resistance may create barriers for not implementing an unddSirable
change, or at least forcing the change actors-thin& about the change. For
instance, in a research conductedMmissonier and Houze (2010 is clearly the

case thathe computer department employsegported a system change, but not the
one which was proposed due to its inappropriate design. fiduistancehould be
considered aa valuable source of feedback for improving the process and conduct

of IS change rather than seeing it as a barriebstacle to ovemme
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Another implication is that the investigation of this phenomesambe conducted at

different leves of analysis (i.e., individualinit and organisationdével). In this

regard, the review (see Table 2.3) provides different thieatr@pproaches for

investigating the resistance phenomenon. For instance, in order to investigate this
phenomenon at the individual level, the equity implementation model or the
psychological <contract theory mafy best he
resistance; whereas the status quo bias theory may be used to expl#ie both

Ar at i o riratomab a a d Atdhe greup levelthepolitical variant of the

interaction theoryr its related theory (e.ghe IT conflictresistance theorypay

best serve to diagnose the causes of resistance among groups by shifting the focus to
At he-organasational power and poltheg i cso (
readiness for change theory and the psychological contract theory can be seen as
appropriate theoretical approaches for understanding the iasomsd organisational

aspects |l eading to employeesd6 resistance

Nevertheless, while resistance(ldpgntei ts nal
and Rivard2005 467) what preious researchers want is to turn it into a private

decision, with the exception dfepolitical variant of the interaction theowyhich is

based on the Ainteraction between organi
For instanceKwahk and Kimpo08 80) posited that Aif peo
attitude toward change and are ready for
In the meantimeKlaus and Blantoit 2 0 1 0: 6 2 7 ) auseaesperimeidgat hat
[psychological contract}iolation woul likely have strongnegative perceptian

towards the EfEnterprise Systemsg n d t h e Thod) @eavigus r@searchers

tend to link the organisational issues to individual reasons for resistance and,

therefore, aiming at the individual level of analy€$ven thisjnvestigating

resistance to IS change at the organisatilaval requires the need for caution since

it differs from investigating resistance at the individual level or the group/unit level

(see Section 2.4.1 for more discussions).
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2.3.4 Strategies for managing resistance to IS change

In response to the reasons of resistance to IS change, previous researchers (e.g.,
Adams et al., 2004; Shang and Su, 2004; Benamati and Lederer, 2010) have
proposed a variety of strategies to overcome argedesistance to IS change. Using

a change management style model suggested by Shang and Su (2004), the strategies
identified from the literature over past ten years were organised into four different
management styles including directive, participatoasultative, and coercive as in

Table 2.4. Each of management styles will be discussed as below.

2.3.41. Directive management style

This management style refers to the use of managerial authority to effect the change
(Shang and Su, 2004). One of the tfosquently recommended strategic option

this category is to provide employees with proper training (e.g., Adams et al., 2004;
Beaudry and Pinsonneault 2005; Benamati and Led20&0). For instance,

according to Kim (2011)prganisational support iithe form of training could reduce
usersod6 switching costs of time and effor
Similarly, Gupta et al. (2007) suggested tinaining can be used not only to increase

empl oyeesd conf i denc e toemhanceghe sygtemtutiligatioa y st e |
and usersd commit mentHowevenasAddmstetal200dy st em
58) put it, Athere is a danger of traini
have forgotten much of what they learned and/emat as familiar with the product

[ or the system] when t hAdd@ogatlypitasinoti mp|l e me n |
always the case that employees have time for the training sessions because they need

to use that time for the project they are currently waylon (Erdogan et al., 2008).

Therefore, providing training can be time consuming, expensive but will not

guarantee the IS implementation success unless the timing of the training

considered carefullfAdams et al., 2004).

Given the disadvantagef training, other researchers suggested that managers
should document standards so that new procedures are easy,toelgatimg in
reducing learning effort and frustratio@oshi, 200% or simplyclarify job

definition (e.g., job or task reallocation) foee the changeover to reduce switching
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costs (e.g., uncertaintie@{im, 2011); changéhe work schedul® avoid the
workload(Nanji et al., 2009; Rivard and Lapointe, 201&8)dpace conversion to
allow for reasonable readjustment period in ordertbdeavi t h t he syst emo
complexity(Lapointe and Rivard, 2005Another way to deal with resistance is to
give employees higher wage rates in return for a work rule chdogki(2005;

Klaus and Blanton, 2010giter their job titles to reflectheirincreased responsibility
(Lorenzi and Riley, 2003 or give ©meone who employees respadtey role in the
implementation of a change to create peer influeboeeizi and Riley, 2003im

and Kankanhalli2009. Nevertheless, such strategic optiaishave their
drawbacks when implementing. In particular,iithe former set of strategic
optionswill slow down the change process (Leon, 2008); the latter one will lead to
interest and/or power conflicifit is not considered carefulliMeissonier and

Houze, 2010).

2.3.42. Participative management style

Managers adopting this style tend to cresitiespread participation by employees

on direction and process of char{§mang and Su, 2004)he first identified

strategic optionn this category is to get employees involved in the development of a

new system (e.g., Adams et al., 2004; Kwahk and Kim, 2008). According to Adams

et al. (2004), getting employeesd invol v
expectations about tleystem capabilities, but also a sense of ownership which

commits them to the new system. Erdogan et al. (2008) further added that getting

empl oyeesd involvement is critical becau:
specifications and foster a senseofpowerment and ownership by providing

employees with opportunities to influence decisions regarding the system. Similarly,

Joshi (2005) argued that if the IS change is made on an arbitrary basis without

empl oyeesd6 invol vement terirequpylaocpneparsedtovi | | p ¢
the introduction of the same change with proper involet process. Yet, this

strategic optioralso has its own disadvantage. Kotter and Schlesinger (2008) figured

out that getting empl oyeesvarytmeconsurcsingpat i 0|
if participators suggest or design an inappropriate system change, leading to delays in

the system design phase.
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The second identified strategic option in this category is to pes of

communication between employees and managefe.g.,Hong and Kim, 2002;

Naniji et al., 2009Klaus and Blanton, 2010). AccordingAddolvand et al. (2008),
managers should provide employees with channels of communication to improve the
ability of understanding each other and provide them witheeired information.

From a different point of view, Meissonier and Houze (2010) suggested that frequent
communication is an ideal way to investigate and solve implicit qgualical

conflicts (e.g., loss dftatus and/opower) between different grosipf employees.
Communication also helps employees see the need for and the logic of the IS change
(Klaus and Blanton, 2010owever, despite the fact that communication is seen to

be useful, Kotter and Schlesinger (2008) argued that implementing this strategy
requires a good relationship between managers and employees or that the latter may

not believe what they hear.

2.34.3. Consultative management style

Managers adopting this style tend to provide employees with needed information and
support (Shang and Su, 2004). According to Enias. ¢2003), consultation tactic

such as conducting orientation sessions to prepatbdd6 change is an effective

way to achieve a shared vision of the ne\
Mclintosh (2007) further explained that the introduction of a new system often

require employees to put to one side their existing knowledgergmdictice of the

old system and replace them abruptly with best practices brought by the new system.

As a consequence, they suggested that conducting sessions among managers and
employees prior to the IS change is vital to show the evidence as to what be

practices these are and how applicable they are to the organisation.

Whereas conducting orientation sessions to prepare for the IS change is obvious, the
results of it will help managers decide more specific future actions or strategies to be
applied sichasproviding job counselling and organising group therapy to help
employees adjust (e.gddams et al., 200&laus and Blanton, 201@Benamati and
Lederer, 2010)upgrading work environment following change (eJoshi, 2005;

Kim and Kankanhalli, 20®), orredesigning the system when the object of resistance

is system features (e.gzrdogan et al., 2008; Kwahk and Kim, 2008; Rivard and
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Lapointe, 2012)Last but not least, Shang and Su (2004) suggested that managers

should also be receptivetoempleye 6 i deas and/ or compl ai nt
conversation to maintain employee contact and tActording to them, this is

useful when the employees hold misconceptions about the new system

implementations or they do not have sufficient information of theflier@ad gains.

Nevertheless, although tis&rategic optionassociated with the consultative
management style have been proved to be effective by previous researchers (e.qg.,
Benamati and Lederer, 2010; Rivard and Lapointe, 2012), Kotter and Schlesinger
(2008) argued that they can be very time consuming and expensive, especially if lots

of employees are involved.

2.3.44. Coercive management style

Managers adopting this style aim to force employees to stop resisting the new system
by using their coercive power (Shang and Su, 2004). For instance, Rivard and
Lapointe (2012) stated that it is possible for manageampbcitly and/or explicitly

threaen resisters with loss of job or promotion possibilities. Although this approach

is favourable when the speed of the IS implementation is a crucial fictberand
Schlesinger, 2008)t can be risky and should be used only when managers have high
credbility (Rivard and Lapointe, 2012). Specifically, as Rivard and Lapointe (2012:
915) noted:

AWhen cr edi biWiliassgss thessituhticasvmore uhseatening
t han bef or e tradsponse, ang this islikelyttoehave @
multiplicative effect onthe level of perceived threatdence, resistance will

i ncreaseo

2.3.45. Summary

In summay, there are various approaches and associated strategic egtiochsan

be adopted by managers f or ahahangdsge wi t h
Table 2.4) Specifically, the directive approach mainly focuses on guiding the use of

the new system and reducing the empl oyee:

Pagé 74



perceived outcomes. Within this approach, appropriate training for the operation of
thenew system is the most mentioned strategic option for dealing with resistance.
Whereas the directive approach is seen as thddom approach applicable to rule
based organisations in a controlled environment, the participative approach (or the
bottomup approach) aims for involving employees in the change process, for
instance, to encourage their feelings of ownership anprove the ability of
understanding each othand theirsocicpolitical conflicts Meanwhile, the

consultative approach requiregrattention on the morale aspects of the employees

to enhance their perceived value by providing them nattded information and

support Thus, it is useful in helping the employees to adjust to change. Finally, the
coercive approach, which is not lindtéo any cause of resistance, can be seen as a
double sword strateg®n one hand, it is the less timensuming strategy for

quickly managing the resistance phenomenon. On another hand, it can increase the
empl oy e e s 0 managsrs do hoahave digredibility. In concluding the

review of strategies for managing resistance to IS change, it is emphasised that there
is no one single approach for managing all causes of resistanea@nédpproach

has its own merits and drawbacks. Hence, managerfidiake into account various
considerations (e.g., time and budget constraints, the degree of involvement of
employees) before making the choice of strategies. Otherwise, the IS implementation

failure resulting from inconsistent strategies is predictable.

Table 2.4: Summary of different management styles and strategies to manage IS
resistance

Management| Strategic option(s) Cause(s) of Author(s)
style resistance

Directive Pace conversion to allow Complexity due to an Lapointe and Rivard
for reasonable inappropriate system (2005)
readjustment period design
Document standards so | Perceived loss of equity | Joshi (2005); Kim (2011)
new procedures are eas)
to learn and reference
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Train or retrain
employees to be effectiv
users of the new system

Lack oforganisational
support (e.g.,
inappropriate training
Lack ofself-efficacy;
Perceived loss of equity;
Lack of organisational
commitment

Lorenzi and Riley
(2003);Adams et al.
(2004); Lai and
Mahapatra (2004)5hang
and Su (2004)Joshi
(2005); Beaudry ah
Pinsonneault (2005);
Bhattacherjee and
Hikmet (2007);Gupta et
al. (2007);Erdogan et al.
(2008); Kwahk and Kim
(2008); Nanji et al.
(2009); Kim and
Kankanhalli (2009);
Meissonier and Houze
(2010); Benamati and
Lederer (2010Q)Klaus
and Blanton (2010Kim
(2011); Rivard and
Lapointe (2012)

Clarify job definition
before the changeover

Perceived loss of equity

Kim (2011)

Alter job titles to reflect
increased responsibility

Lack of organisational
support (e.g., lack of
incentives for change)

Lorenziand Riley (2003)

Changing the work
schedule

Requirements for
additional workload

Naniji et al. (2009);
Rivard and Lapointe
(2012)

Give employees higher
wage rates in return for g
work rule change

Perceived loss of equity;
Lack of organisational
support(e.g., lack of
incentives for change)
Job or job skills
requirements change

Joshi (2005)Klaus and
Blanton (2010)

Give someone who
employees respect a ke
role in the design or
implementation of a
change

Coll eaguesbd
opinion toward theS-
related change

Lorenzi and Riley
(2003);Kim and
Kankanhalli (2009)

Participative

Involve employees in the
development of new
systems to create
commitment and/or
encourage a feeling of
ownership

Lack of organisational
commitment; Perceived
loss of eqity

Adams et al. (2004);
Shang and Su (2004);
Joshi (2005); Wagner an
Newell (2007); Kwahk
and Kim (2008); Erdogar
et al. (2008)

Open lines of
communication between
employees and
management

Lack of organisational
support (e.g., poor
communicatiorr)
Perceived threat of losin
status and/or power

Hong and Kim (2002);
Adams et al. (2004);
Shang and Su (2004);
Beaudry and
Pinsonneault (2005);
Lapointe and Rivard
(2005);Abdolvand et al.
(2008);Naniji et al.
(2009); Kim and
Kankanhalli (2009);
Meissonierand Houze
(2010);Klaus and
Blanton (2010)
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Consultative

Provide job counselling
and organise group
therapy to help
employees adjust

Perceived loss of equity;
Lack of organisational
commitmentLack of
organisational support
(e.g., inappropriate
training

Adams et al. (2004);
Joshi (2005); Kwahk and
Kim (2008);Klaus and
Blanton (2010);
Benamati and Lederer
(2010)

Conduct orientation
sessions to prepare for
change

Lack of organisational
commitment; Perceived
loss of equity

Enns et al. (2003);
Bhattacherjee and
Hikmet (2007);Lowe
and Mclintosh (2007)

Be receptive to
complaints following
conversion to maintain
employee contact

and trust

Lack of organisational
support (e.g., poor
communication);
Perceived threat of losin
status and/or power

Shang and Su (2004)

Upgrade work
environment following
change

Perceived loss of equity

Joshi (2005); Kim and
Kankanhalli (2009)

Redesigning the system
when the object of
resistance is system
features

Perceived threat of losin
control over work
procedureComplexity
due to an inappropriate
system design

Erdogan et al. (2008);
Kwahk and Kim (2008);
Meissonier and Houze
(2010);Klaus and
Blanton (2010)Rivard
and Lapointe (2012)

Coercive

Implicitly and/or
explicitly threaten loss of]
job and promotion

possibilities

(Not limited to any cause

of resistance)

Rivard and Lapointe
(2012)

Source:Based on Shang and Su (2004), p.

152.

2.4. Explanatory theories guiding the present study

As discussed so far in this chapter, resistance to IS change is aleanfyplex

phenomenon. Although previous scholars have used different theories to explain this
phenomenon, only few have applied different theoreticaklnssee it and none has

examined it as a truly multilevel phenomenon (see Section@nd.2.3.3.

Because it is difficult to use a unique theory that simultaneously explains all of this

phenomenonds di mensions, | particularly

suggested bizangley (1999) for theorising from process data. According to her,

withinthis str ategy the researchers propose 0

same events based on different but internally coherent sets of prior theoretical

premiseso (p. 698). Thus it is more |ike
ondifferamt vari ables and | evels of analysis
(p. 699).
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Using thealternate templates strategy, explanatory theguéding this study are
based on the criteria including: the clarity of the level of analysis of the theory, i
recognition from previous scholars, and its parsimonious nature. The following

sections will provide the justification for each theory in details.

2.4.1. Resistance to IS change at the organisational level

The relevant question to be asked at thigllés: What explains the propensity of an
organisation to resist an IS change? Investigating resistance to IS change at this level
differs from investigating resistance at the individual level or the group/unit level
because its theoretical foundatiom fully developed. Although knowledge in this

area is under researched, previous IS researchers have long argued that a critical
determinant of an IS implementation success within an organisation is the match or

fit between the proposed system and ttganisational el@ents (e.g.Dwivedi et al.,

2012 Hong and Kim, 200R In the review of the IS contingency research (see

Section 2.2.4.1)previous IS researchers (elghazanchi2005 StoelandMuhanna

2009, including mosinotablyDePietro et al(1990) and Rogers (199%dopting the
contingency theory intheISfiellas br oadened the 1 mportanc
between the organisation and the target technology as an attribute deemed essential
for success of technological innovation. As Regéi995) noted:

fi¢ most organisations continuously scan for innovations, and raatch

promising innovatiorwith one of theirelevant problesd ( p). 393

Yet, while the importance of fit or match between the organisation and the target
technology will continue to provide a useful guidance for this study, a critical
problem for assessing the Afito remains.
regardingwhich organisational factors are important when implementing a new

systemDe Pi etro et al . ( ddatisttional tobht@gaptaresallu me d t
relevant properties of theganisationtat makes the adoption de
Meanwhile,Rogers (1995:38) consi dered AdAinternal char :
structureo as independent variables meas:|
Thus, whereas DePietro et al.o6s TOE frami

t h e avithyn vhich a host of vapous factors can be placédhu and Kraemer,
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2005 63),Roger s6 DOI theory has been criticis
organi sational di mensions such as fAbusi ni
is not to maximise benefits but to avoid losségy{inen and Damsgaard, 2001:

183). LundbladZ003 f urt her added that another cri
its overemphasise on diffusion and adoption by individuals (e.g., diffusion as the

process by which an innovation is communicated through nest@nnels over time

among the individuals) rather than within organisations. As he argued:

i tibecomes clear that Rogédsffusion of innovation theory building and
research began with, and still primarily focusesdiffiision and adoption by
individuals rather than within orgaaisons. This provides awpportunity to

more fullyexta d Roger sé work into the organi

For this reason, the theoretical framework used at this level is mainly derived from

the literature on organiganal development (OD) theories since previQi3

theorists have developed a wide range of models that can be used to identify

important organisational elements and their interrelationships. For instance, Noolan

(2006) provided a comprehensive review myous OD models as well as their
strengths and weaknesses including Weisb
Model , Gal braithds STAR Model and so for!
is not for introducing and disssing these models. Instead, theus is on deciding

which model is suitable for the present study. In this regard, Burke (1992) (cited

from Jones and Brazzel, 2006), suggested three criteria for selecting a model. First, it
should be one that the researcher understands and feels essy$econd, the

chosen model should match the organisation under investigation as closely as

possible. Finally, it should be sufficiently comprehensive to enable data to be

coll ected about the organisation accordi |

missing key information.

Whereas the first and the third criterion can be based on my opinion about the chosen
model and my knowledge about possible key determinants of resistance at the
organisational level, the second criterion depends on my basic asswsygiiout my

chosen organisation. From a review of different theoretical perspectives on the
change management theories, my consider af

Specifically, #hough it was believed that studying resistance to IS changeris
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associated with internal organisational network than external one (e.g., Bhattacherjee
and Hikmet2007; Meissonier and Houze, 2010), the review of the change
management literature (see Section 2.2 dirates that there is sonmpact of the
external environment on an organisation. Furthermareeshe open systems
perspective shows that the focus of an organisational change is neither on the
individual nor on the group but on the entire organisation with the openness to its
environment, Scott (2003) stated that previous perspectives which were grounded on
closed system view of organisations need to be radically revised. Similarly, Martin
and Terblanche (2003) added that the open systems approach is one of the best
approachesotdescribe an organisation because it offers a holistic approach that

allows the investigation of external elements.

From the open systems perspectiaes and Brazzel (2006) suggested there

are three OD models which can be applied to take intaiattle impact of external
environment. These model s i nc-Tushdinan Wei s b o
Congruence Model, and Burtatwin Model. The summary of these models is

presented in the Table 2.5 below.

Table 2.5: Comparison of three different opa systems models

Models When to Strengths Limitations Evaluation
apply
We i s b or qYEnvironmentis | TWell known fiDoes not show fDoes not
Box Model relevant bunot | fEasy to explain | interdependencies | distinguish
a significant 1 Helps identify clearly between
factor and focus T Too simplistic transformational
1 Simplicity and priorities and transactiona
speed of diagnosis in
diagnosis are organisational
important behaviour and
change
Nadler TA T Suggests cause | fToo complex and | fToo complex
Tushman comprehensive | effect difficult to and difficult to
Congruence analysis is relationships understand understand
Model required T Highlights both fDoes not
mismatches and examine specifig
congruence elements of an
organisation
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Burke-Litwin
Model

9 A practical
utility is
required

1 Need to see
how
organisational
performance
and
effectiveness
are affected

1 Need to see
how change car
be influenced

9 A crosscultural
application is

required

i Linkages are
explained

1 Distinguishes
between the rolg
of
transfornmational
and transactiona
dynamics in
organisational
behaviour and
change

f Takes into
account the
individual and
group analysis

9 Too complex

9 Practical
usefulness in
crosscultural
research setting

11 Too complex
with twelve
theoretical
constructs

Source Based on information fromones and Brazzel (2006), pp. 1282.

When considering these three modBladlerTushman Congruence Model is

rejected not because of its complexity but also because it does not examine specific

elements of an organisatidmth in terms of formal and informal. For the Burke

Litwin Model, one of its strengths is that it takes into account the individual and

group analysis to explain how they affect the organisational performance. Yet it must

be noted that the purpose of tiiedy is about resistance, not about performance or

effectiveness. Moreover, when considering the upper half of the Bitkin Model

which displays the transformational constructs, the model is also influenced by

el ements of

We i s b o redtidred b$ Buxke &had MtwilM 0982 |

(cited from Burke et al., 2009), their model actually incorporates some important

concepts of previous open systems models. For the sake of parsimony (a model that

provides good explanation while using the fewest coatstrig preferable),

We i

sbordbds Si X

B o x
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Figure 2.1: Weisbordds Six Box Model
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~———— Outside Environme|‘_/
What constraints and
demands does it impose

Source Jones and Brazzel (2006), p. 199.

Weisbord(1976: 431)ikens his model to &adar screean depicting six common

problem areas in an organisation that help to give insight into why an organisation

may be experiencing problems and wherbdgin interventions for change. The first

box to be examined is the purposes or missfert, is this clear and is it understood

and bought into by the employeedgxt, Weisbordconsiders thetructureas the

way ofhow the work gets divided up, and whether it madessse given the purpose.
Therewardsbox examines whether all the needed tdshse incentivesdowever,

Ahaving a reward system (formal) in no w;
iftheyareremr ded (informal)o (p. 441). Thus, e
should diagnose the similarities and dif

reward (e.g., the compensation package)
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punishments. In turn, tHeelpful mechanismbox is aimed to examinghether the

organistion has adequat®ordinating technologie$Veisbord(1976: 443) refers

this box to Athe cement that binds an or
collection of individuals with separae need s 0. Hence, this als
procedures that every organisation must attend in order to survive such as planning,
control, budgeting, information and communication systems used to achieve the
organi sat i on elationphipshqgx eeferepsimarilytd heow unitsvithin

the organisatiomare coordinated, or not, and can gie to conflictFinally, the

leadershigbox isplaced in the centrddecaus&Veisbordsees theole of leadership

ashelpingto ensurd¢hatthe other five boxes are balance, and if not then to take

corrective actios. InWeisbord s model , the external envir
not considered as a separate box. According todiagnostic analysis of an

organistion, howevermust take into account the influesoaf external environment

since the six boxes are part of an envir
purposes and structure support high performance and ability to change with

conditionso (p. 432).

2.4.2. Resistance to IS change at the groupréd

To investigate resistance to IS change at the group level, the question involves: Why
does agroup of actors engage in resistance toward an IS change? As Lapointe and
Rivard (2005) stated, resistance from a single user would not be sufficient tdysevere
affect the overall IS implementation process or lead to system abandonment, it is
therefore necessary to also consider resistance at the group level. From the literature
review (see Section 2.2.4.3 and 2.3t is clearly tlat power struggles and mftict

of interest are common sources of resistance at this level. To this end, | particularly
adopted Markusdés (1983) political wvari ani
an organisation is fundamentally a political entity and the implementat@mef

IS usually embodies political struggles or an imbalance distribution of intra
organisational power and resources. Therefore, according to the theory, a group of
actors will resist the system if they believe it might cause them to lose power or

resouces, and vice versa.
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Whereas there are other theories or models that can be applied to examine the

tensions or conflicts between groups (e.g., the paradoxical theory of change), the

political variant of interaction theory @hosen for two reasons. Firgtwas

originated in the IS field and previous IS researchers (e.g., Hong and Kim, 2002;

Lapointe and Rivard, 2005) considered it as a classical theory for studying IS
implementabn in an organisatiorbaumerand Eckhard{2012 further added that

i Ma s Wwas one of the first authors to discuss user resistance behaviour through a

t heoretical |l enséEspecially the interact.
implementation projects has made several contributions to user resistance

knowl edge 0 nq this thed@r2does ndb see the tensions or conflicts

between groups as udimensional factors but instead as mditnensional ones

which are formed through interaction between the system being implemented and the
context of usel(aumerand Eckhardt2012). Therefore, its proactive process (e.g.,
solutions are made according to the rese:

the context) seems to reflect the natural nature of the concern.

In brief, Markus (1983) argued that anplementer trying tdecide what to do about
resistancef individuals or organetional subunits may hold onethiee divergent
theoriesabot why that resistance occurs. She
peopled et er mi ned t haaeryd mimteldethe thigrscctioyrd and A
theoryo (p. 431). | n p-detetmineduheayhe accor di |
persors or groupsmay be believed to have resisteatause of factors internal to the

persors or grous (e.g., people withnalytic cognitive styles accetbte system

while intuitive thinkergresist it) In the systerdetermined theorythe persosor

groups may be believed to have resisteetause of factors inherent in the application

or systembeing implemente(e.g., an unfriendly systemfjinally in the ineraction

theory, the persor@ groups resighe systenbecause of an interaction between
characteristics related those personand characteristics related to the system.

Whereas the third theory is difficult to define, she argued that it is notreeamaa
simultaneous belief in the two previously mentioned theories in the sense that
Aineither the system nor the organisati on:
interactiono (p. 431). Hence, tmgeshynter at
the same group of users to different set!H

all ows for more precise explanation and |

Pagé¢ 84



Furthermore, she figured out two distinct variations of the interaction theory. The
sociotechnical variant of the interaction theory focuses on the distribution of
responsibility for organisational tasks across various anéson the workelated
communcationand coordinationraund thedivision of labaur. In this light,

resistance is explained as the result of the interaction of system with the division

| abour (e. g., unfit between the userob6s t:
variant of thanteraction theory emphasises the distribution of tohganisational
power. Therefore, resistance is explained as a product of the interactictenh sy
design features with the intaganistionaldistribution of powe(e.g., a

redistribution of poweunacceptable to those losing power). By illustrating the
relevance and even superiority of the political variant of the interaction theory over
other theories based on the data from her case study, Mdr&dsnore light onthe
cause of resistance at tpeup level by introducing the political context of a new

system implementation.

2.4.3. Resistance to IS change at the individual level

At this level, the question involves: Why do individuals resist an IS change?

Although there are different suggestldories for understanding resistance to IS

change at the individual leMgsee Section 2.2.4.4 and 2.3.3 several attempts to

answer this question seem to converge on the fact that resistanoenigplex

phenomenon and that individuals resist a systetronly because of their rational

reasons (e.gjob or job skills requirements change, requirements for additional
workload) but also because of their irrational reasons (e.g., loss aversion). In order to
capture both rational and irrational aspecteesfstance, | particularly adopted
Samuel son and Zeckhauserdés (1988) status
quo bias explanations in terms of three main categories including rational decision
making, cognitive misperception of loss aversion, psythologial commitment

(see Section 2.3.8B for details). One reason for choosing this theory to explain
resistance at the individual level is that it has been recognised by some IS researchers
(e.g., Dwivedi et al., 2012) and applied by oth&isn(and Kankanhalli, 2009Kim,

2011). Although the present study continues the previous efforts of Kim and

Kankanhalli (2009) and Kim (2011) in examining resistance to IS change using the
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status quo bias theory, it must be noted that there is a distinction betisestudy

and the one conducted by them. Particularly, the theory of status quo bias will be
used to explain the reasons for resistance directly in the present study. By doing so, it
will show how each category in the status quo bias theory contritouties

explanation of resistance.

Another reason, perhaps the most important, is that all of the causes of resistance
the individual leveldentified innine core articles (which provided theoretical
approaches to explain how and why s&snce occursee Section 2.3)8an be

explained in terms of the status quo bias theory as illustrated in Table 2.6. Therefore,
this theory is adopted as the template to examine resistance at this level.

I n an attempt to answer A hSanwuelsbmand ndi vi du:
Zeckhauser (1988) believed that individuals often tend to make their choice or select

the alternative that offers the highest expected utility (e.g., net benefits). However,

under uncertainty, or when individuals face with a complex decidieqn,dargued

that individuals often stick with the status quo alternative by doing nothing or

maintaining their current or previous decision. Based on the results of a series of
decisionmaking experiments designed to test for status quo effects, theytf@mind

decision makers exhibit a significant status quo bias and the explanations for the

status quo bias fall into three categories. First, the effect of status quo bias can be

seen as the consequence of indivundeual s& |
certainty (e.g., when the individuals have sufficient knowledge or information about
their choice set), the status quo bias o
transition costs] exceeds the efficiency gain [or net benefits] associated with a

superi or al t e r-woaddecisieroproblems when time saet & poksible

choice alternatives is often unknown (e.g., lack of information or knowledge about

the choice set), fAa related explanation |
uncertanty [or uncertainty costs] inthe decissama ki ng settingo (p. 3
words, uncertainty or the individual sd pi

alternative can also cause the status quo bias.

Since neither trans@in costs nor uncertainis adegjuate to explain status quo inertia
in their experimental studies, Samuelson and Zeckhauser (1988) contended that other

reasons,such&a hneman and Tverskyés (1979) | oss
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is risk averse with respect to gains but gskking with respect todses) and

Thal er 6 s (m&ndefért)(e.ge lmsbes Wwom larger than gains in value
perception), could be taken their participants to outweigheir status quo choice.
Therefore, as they argued, because the individuathwheir potential losses from
switching as larger than potential gains, they are loss averse and biased in favour of
the status quo. However, they also argued that status quo bias is consistent with, but
not solely prompted by, loss aversion. For insgatibecause gaining a good
understanding of the pros and cons of a single choice is sometimes a lengthy and
complex undertaking, the individual can hardly be expected to carry out a complete
analysis of all choices. Assuming that he or she understandsHes current choice

set, a reasonable strategy would be to undertake a comparative analysis including
only some subset of information about that choice set or take an initial decision value
as a starting point and to adjust this value to yield a firasma value. Such
Acognitive miSanuasoncardZeckhausear (1988 I86klled, might
apply to the individual sé probabilistic

including their status quo decision.

Finally, the effect of stats quo bias can be seen as the consequence of psychological
commitment. One factor contributing to psychological commitment is the presence

of sunk costs or other past resource investments (e.g., time andwlffich)already

incurred | n ot h e greaterdhe othwestmefitinhhe status quo alternative, the
more strongly i 837).vhislfdctorlagthey explaned) armdadso e p .

seen as regret avoidance. From time to time, the individuals often find themselves in

the unpleasant positn of regretting the outcomes of past decisions. Such lessons of
experience teach the individuals to avoid, if possible, regrettable consequences.
Therefore, Aithe individuals tend to avoi
after the fact to have madee wrong choice, even if in advance the decision
appeared correct given the information a\

Moreover, many choices are made within group and organisational settings, where

i ndividual sé i nt er es theeffecbof soamtnorim®d.,|l vy coi n
col | eagu eadecismrpmaker noay ghoose to retain a previous choice to

maintain his or her reputation and decismaking authority. To reverse his or her

position may suggest that he or she have made a pooedramally.A drive for
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such consistency (e.g., the individuals choose their beliefs in accordance with their
colleagues to minimise cognitive dissonance) can also create psychological

commitment.

A third type of psychological commitment contributingstatus quo bias stems from
efforts to feel in control. Making a dec.i
he or she controls the situation. ThBamuelson and Zeckhauser (1988: 41) also
claimedthatit he bi as st emmi ng fsasgmficanhpstentid | usi o

source of status quo inertiabo.
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Table 2.6: Correspondences between previous research and status quo bias theory

Previous research

Status Quo Bias Theory

Cognitive
Misperception

Rational Decision Making

Psychological Commitment

Loss Aversion Net Benefits Transition Costs | Uncertainty Costs | Sunk Costs Social Norms Control
Hong and Kim Loss of power and
(2002) resource
Joshi (2005) Net gain due to Decrease in Decrease in
change is negativ( outcomes (loss of outcomes (loss
power and status), of value of

increase in inputs
(more effort in
learning the new
system, bringing
higher level skills
to the job)

current skills
and expertise)

Lapointe and
Rivard (2005)

Loss of economic
well-being, status
and power

Bhattacherjee and
Hikmet (2007)

Lack of perceived
usefulness (job
performance)

Loss of control over
work procedure

Kwahk and Kim
(2008)

Low performance
expectancy and

Lack of
organisational

high effort commitment and
expectancy perceived personal
competence
Kim and Low perceived value | Low perceived High switching High switching High switching | Co | | e a g u ¢ Lack of self
Kankanhalli (2009)| (loss aversion) value (inequity) | costs (transition) | costs (risk) costs (time and| unfavourable efficacy and

emotional
effort)

opinion toward the

IS-related change

organisational
support for training




odabed

Meissonier and
Houze (2010)

New professional
skills required, loss
of value and/or
power

Systemcomplexity
(i.e., not easyo-
use application,
lack of user
friendliness),
uncertainty about
the definition and
the execution of
tasks

Klaus and Blanton
(2010)

Inappropriate
training,
requirements for
additional
workload

Uncertainty,
system complexy

Jobl/job skills
change

Perceived lack of
capability, loss of
control

Kim (2011)

High loss costs
(benefits and
privileges lost by
switching to a new IS

Low perceived
value (relative
costs outweigh
relative benefits)

High transition
costs (increase in
workload)

High uncertainty
costs high
perceived risk
surrounding the
performance of a
new IS)

High sunk costs
(loss of
previous
investment of
time and effort
which already
incurred in the

old system)

Source Based on Kim and Kankanhalli (2009), p. 570.




2.4.4. Summary

The summary of explanatory theories guiding this study is presented in Table 2.7. In

the table, each theory or model is supposed to explain a distinct aspect of resistance.
However,it is worth restating thagach model, as shown in the table, will be &gabl

to explain the resistance phenomenon at each level of analysis independently rather

than comparing their explanatory powkr particularwe i sbor dés Si x BoXx
will be applied to explore whether the misalignment betwkenS change and the

organs a t i o-sy8temgseatdthe resistance; and if yes thdrich arganisational
parameterseed to be adjusted &hieve the alignmenBinceWe i s b 8ix Bibd s

Model is based on the open systems perspedtiatsooffers a holistic approach that

allows the investigation of external elemeeakacerbating the resistance. Likewise,

Mar kusds pol it i c ahkorywd beiused toinvedtigatenwd er act i o1
group of actorgngage in resistanteward an IS chandey examining the political

context of a new system implementation. Findlya muel son and Zeckha
(1988) status quo bias theamll be applied to investigate hy the organisational

staff resist an IS change terms of both rational and irrationausef resistance.

The outcomes of these investigations will then be put forward to plan appropriate
management strategies for dealing with the resistance. In other Wardsydy in

overall follows the strategic choice theory (see Section 2.2.4)ich | attempt to

manage this phenomenon with the cooperation of the top management at the chosen
organisationby i sti ng fAa set of possible paths a
rationally or action rationalndRKoole,0 pr esci
1995: 517).
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Table 2.7: Explanatory theories guiding the present study

Status quo bias

Mar kusds |

Wei sbor dos

Theory/Model theory variant of interaction Model
theory
Explanation The reason for When the new system| An organisation is

resistance is due to th
bias or preference to
stay with the current
situation.

implies a loss of power
or resources from a
group of actors, this
group will resist
implementation. In
other words, group
resistance to chge
occurs in the context o
political struggles.

described as an open
system which is
comprised of a set of
interdependent parts o
subsystems with the
openness to its
environment. Changes
in one or more parts of
the system will imply
changes for the others.

Unit of analysis

Individual

Group

Organisation

Key concepts

Rational decision
making, cognitive
misperception of loss
aversion, and
psychological
commitment.

Power, interests, tactic

Organisational
parameters (i.e.,
purposestructure,
rewards, helpful
mechanisms,
relationships, and
leadership)

Question to be
answered

Why do individuals
resist an IS change?

Why dces agroup of
actors engage in
resistance toward an I
change?

What explains the
propensity of an
organisation tgesist an
IS change?

General propositions

Individual resistance
behaviours can only b
explained in terms of
both rational and
irrational causes.

When the group of
actors is facing conflict
of interests, the systen
will be resisted.

An IS change will
require to change othe
components/sub
systems within an
organisation to achieve
the alignment.
Misalignment between
the IS change and the
organi sat.
systems will create the
resistance.

(Presented by the author)
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CHAPTER 3: RESEARCH METHODOLOGY

3.1. Introduction

According to Bryman and Bell (2007), business research does not exist in a vacuum.
There are a variety of considerations th:
proceeding into the process of doing a businessarch. These considerations, as
Bryman and Bell (2007) explained, are shi:
what is going on in the real world but also by many of the intellectual traditions (e.g.,
guantitative versus qualitative research} stepe the social science at large. Given

that, these considerations will provide the central focus of this chapter. In particular,

this chapter will first discuss the research philosophy which involves the

epistemological and ontological considerationd how they will form the basis for

this study. This is followed by a discussionofwvhy Ahybr i d approacho
ideas and concepts from action research and case study methodeltbdiechosen

as the appropriate research strategy for achievingegarch aim and objectives

outlined in Chapter 1. Next, the research design and quality critetiagatudywill

be discussed so that the demand for rigour to meet the academic standards can be
fulfilled. Finally, due to the close relationship betwélea researcher and

participants within the AlphaBank, the ethical procedures to ensure an acceptable

standard of ethical practice will be put forward.

3.2. Research pilosophy

When conducting a research, there are several major questions that require

signi fi cant consideration by the researche
research?o0 but central to the researcher:
research?o06. According to Creswell (2008)
sing e or accepted way for the Ahowo of doi
depend upon a range of factors including:

reality (ontology), how knowledge of this reality can be obtained (epistemology), the
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purposes and goals of the research, the characteristics of the research patrticipants, the
audience for the research, the researchel
environment of the researchers themselves (Ritchie and Lewis, 2008). Therefore,

being aware of how differences in the mix of these factors, especially the

philosophical starting point (i.e., ontological and epistemological assumptions) which
affects the methodological developments (e.g., how to research) not only secures the
quality ofthe research produced but also the degree to which its findings are

accepted by the target audience.

In terms of ontological considerations, Bryman and Bell (2007) @oonit that the

central point of debate is the question of whether social entities that have a reality
external to social actors, or whether they can and should be considered social
constructions built up from the perceptions and actions of social act@g. Th

continue by outlining two main opposing ontological positions, which they reter

to as objectivism and constructivism. According to them, objectivism portrays the
position that social phenomena confront us as external facts that are beyond our
reachor influence. Meanwhile, constructivism asserts that social phenomena and
their meanings do not exist within a vacuum but are created from the perceptions and
consequent actions of social actors, and many constructions of reality are therefore
possible. Irthis study, takea constructivist ontology and believe that the experience
of change process and reasons for resistance liypiaaies for different people

because the change process is usually fluid and dynamic. This point of view is in line
with other researchers (e.g., Becker and Niehaves, 2007; Ford et al., 2002) who
arguel that all participants in a change process do not encounter the same initiative

within the same context. Indeed, as Ford et al. (2008 explaired:

i Bsistancas a response ta change inii t | & a groduct of the
background conversations that constitutes constructed reality in which
participants live, rather than existing as saingedrealities found iran

individual or theirexternal conditions

Since resistance thange is a function of the constructed reality, participants in
different constructed realities have different senses of themselves which lead to

different actions and different forms of resistarkg Ford and his colleagues put it,
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nit 1 s tthseaealitydhitgives resisfance its particular form, mood, and
flavouro (p. 106) .

Closely coupled with ontology and its considerations of what constitutes reality,
epistemology considers views about the most@mpte ways for obtaining the
knowledgeof such reality (Easterb8mith et al., 2008). A particularly central issue
in this regard is the question of whether or not the social world can and should be
studied according to the same principles, procedures, and ethos as the natural
sciences (Blaikig2007; Bryman and Bell, 2007). One extreme of the
epistemological continuum is positivism which takes a philosophical stance of the
natural scientists and asserts that the subject of analysis should be measured by
objective methods rather than subjectivies (Easterb$mith et al., 2008). In other
words, positivist researchers belidvhatfionly observable phenomena can provide
credible data or faodsand the researchers sho@fdcus on causality and lalike
generationg (Saunders et al., 200919. The reason why the positivist researchers
can be objective in their approach and the investigation can be viewed afrealue
is due to their objectivist assumptions about the reality in wiithh e wor | d i s
independent of and unaffected by the s e a (RitchieeanddLewis, 2008L6).

Another end of the epistemological continuum is interpretivism which asserts that the
subject matter of the social sciences is fundamentally different from that of the

natural sciences and the study of the social world thereéquires a different logic

of research procedures (Bryman and Bell, 2007). Particularly, in the social world
people are always affected by the process of being studied and the research cannot be
undertaken in a valugee way (Ritchie and Lewis, 200®loreover, because the

social world is far too complex to lend itself to theorising by definite laws in the

same way as the natural sciences, generalisability is not of crucial importance. In

fact, interpretivist researchers ardubat a rich understandjrof the subject matter

is more valuable than the generalisation of the research (Saunders et al.TRA09).

is to say, Athose researchers critical 0
complex world are lost if such complexity is reducedrehtito a series of lawke

generalisationso (p. 114).

When considering epistemological assumptions, | believe that an interpretivist

perspective is highly appropriate for studying organisational behaviour in such fields
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as resistance to IS change. Axdissed previously, because this phenomenon is a

socially constructed reality, it can only be understood from the point of view of the
participants who are directly involved in the IS change process. Furthermore,

because different participants have différegnses about the IS change, it is

necessary to understand the subjective meanings motivating theanresistde

rather than develop lalike generakations. According to Kroeze (201#) practice

this means there are multiple versions of realityl it is required to have more than

one interpretation of such reality which is constructed, complex and

multidimensionalThi s, as he call ed, i's Athe princ
(e.g., more than one interpretation is possible and acceptalbie) interpretivist

epistemology (p. 4).

Taking both ontological and epistemological assumptions into account, the

underlying phileophical stance of this studytige interpretive paradigm of socially
constructed realities, which is based on the vieatttiere are multiple realities to be
understood and that it is necessary to understand the subjective meanings motivating
peopl edbs actions in order to be able to |
meaningful(Hatch and Cunliffe, 2006; Blaikie0D7).

Althought he phi |l osophi cal position is mainly
the relationship between knowledge and the process by which it is developed,
researchers (e.g., Bryman and Bell, 2007; Saunders et al., 2009) trajLitne

adopted philosophy is likely to be in part influenced by the goals of the research and
the researchers should not neglect the importance and significance of them to

maintain the coherence throughout the research. As the goals of thisistedyo

gain deep insights into organisational IS change process and resistance to change and
the research questiomeregener at ed i n fiHowo and AWhyo
similar to previous phenomenological studies (e.g., Nanji et al., 2009; Klaus and
Blantan, 2010) in which human experiences and social realities are involved through
detailed descriptions of the phenomena under review. In other words, the positivist
position which focuses on causality and{lve generations is seen to be not

appropriate fothe goals of the study because the rich insights into the subject matter
will be lost.
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3.3. Research approach

Despite the fact that the interconnections between the philosophical position and
research approach are not straightforward as they are sometimes presented,
researchers (e.g., Blaikie, 20@reswell, 2008 statel that an interpretivist position
usually c#ls for a qualitative approach in which findings are obtained through non
numerical or statistical techniques and the purpose is to reackdaptim
understanding about social realities and patterns create thens $tuithy,

qualitative approach isonsdered and justified to be more appropriate than
quantitative approach for seatreasons. In particular, it wasgued that the
qualitative approach is highly appropriate in studying process because depicting
process requires detailed description rathan credible data or facts and the
experience of process normally varies for different people (Patton, 2002).
Furthermore, this approach can allow the researchers to gain insights into
organisational change, understand its complex process, discoveasbhagéor
resistance, and identify the influence of the external context. In other words, it can
better deal with the difficulties and information associated with organisational
changes to give the researchers a holistic picture about the phenomenest inte
(Cassell and Symon, 2004).

By contrast, a quantitative approach does not enable the researchers to obtain
unexpected information and explore unanticipated avenues (Blumberg et al., 2005)
and therefore is inappropriate if the study deals with som&lgssesRatton, 2002)

For instanceRitchie and Lewis (2008) argd¢hat even as a quantitative study can
of fer a brief solution to unehéedstand par
guestions, a one or two sentence response from a questionnairet witbvide deep
insights as to the real perceptual experience of the informants. They furtedr add
that the quantitative approach would create a static view of participants that is
independent of their experience because the quantitative approach usutllihe
process of interpretation or definition that goes on in their IBggnan and Bell

(2007: 174) also ended with the same view about the ecological validity of the

quantitative research by arguing that:

AHow do we know i f beuequisgeyknowledgept@ ndent s

answer a question or if they are similar in their sense of the topic being
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important to them in their everyday lives?...One can go even further and ask
how well their answers relate to their everyday lives. People may answer a
guestion designed to measure [for instance] their motivation to work, but

respondent sé actual behaviour may be

Given the issue of the ecological validity, adopting the quantitative approach in this
study could lead to the casewhicht he mot i ves beehistantd parti ci
attitudes and responsgsg., why and how resistance to IS change takes place at the
IS preimplementation phase) might be ignored and the author would not know how

the findings connect to everyday cexis

While most studis adopted thqualitative approach is often based on an inductive

reasoning in which the researchers infer the implications of their findings for the

theory (Ritchie and Lewis, 2008),rtust be noted that this studybased on an

abductve reasoning which incorporatbsth induction and deduction (see for

details; Blaikie, 2007) becaes one of t he stbevauaté the sptofr po s e ¢
change management strategies proposed. Similar to an inductive reasoning, the
researchers agting an abductive reasoning also aim to draw on the concepts and
meanings used by social actors and their actions to produce social scientific accounts

of social life. However, the difference is that once the phase of theoretical reflection

on a set of da has been carried out, the researchers continue collecting further data

in order to establish the conditions in which the theory will and will not hold

(Bl ai kie, 2007). An example of an abduct
grounded theory nieod, which they developed to enable generation of theory from

data in an emergent but rigorous fashion and enklahegransferability or

analytical generalisability of the theory through the means of identifying analogous

situations where the theory nhigbe expected to hold.

Although an abductive research aims for the discovery of an emergent theory rather

than testing or replicating an exisj theory, Blaikie (2007: 90) madtequite clear

thathexi sting soci al t hequoed b enagble attmypoe r spect i v
emerge. The extent theorjexademic literature and knowledge of the subject in

general take an important role to sensitise the researchers to areas of possible interest
and the development of analytical concepts. Moreover, suctetiebiperspective

can subsequently provide both additional support for the emergent theory and a
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backdrop for evaluating the contribution of the research. Given that, tbesprof
inquiry in this study wasmformed by defined theoretical lessand pror research
and the emergent theory would developed through analytical induction and

supplemented by a process of feedback with participants.

3.4. Researchtsategy

Generally, there are three traditional research strategies for real world sociairesea
that include experiment, survey, and case study (Bryman and Bell, 2007). Because
the research strategy, as the logics of social enquiry, influences the research design
and the way in which the researchers collect data (Creswell, 2008 )pfethese

research strategies have bearefully evaluated before the conclusiontioa

suitable research strategynmade. When considag the research strategy, it was
realised that experiment is usually used to measure the effects of manipulation,
where the inestigator can manipulate the independent variable to examine its effects
on the dependent variable (Sekaran, 2003). However, dhemeany independent
variables with which Wasconcerned thatould notbe controlled for. As one dhe
objectives of thistudy wago investigate different reasons for resistance to IS
changeprocess in real scenarios, it woulddifficult to control the variables at the
strategic level of the organisation (e.g., allocation of resources among functional
areas). Second, sway researcleould leado the problem of reliability if it relies on

a few respondents. Compared to survey and experimdraugh the bias and lack

of rigourof the case study strategy are frequent &iitilsis strategy iseen to be
appropriate in thistudy becausec) fAWhy o and A Hapropbsediamee st i on
these deal with organisational change process to be traced over time rather than with
frequency or incidence as in a survey; 2) The investigator has little control over the
event; 3) The focus on a contemporary phenomenon (e.g., resistance to change)
within a reallife context and the boundaries between the phenomenon and context
are not clearly evident (Yin, 2009). The fact that case study strategy has been used
in varied investigationgarticularly in the 1S field, is another reason for adopting it

in this study (Orlikowski and Baroudi, 1991; Walsham, 1995).

At this point, it is important to note that the research questions of this study do not
only involve fiwhyo amnd fidewd i lomts dlesag. i H
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resistance to IS change) because it is believed that studying a real world problem

without assisting to resolve or ameliorate it will be perceived as unhelpful. In order

to answer such questionalso pay my attentiorotan action researdAR) strategy,

which is based on an interventionist method and pioneered by Lewin (1946)

Accordingto LewinARcan be seen as fia comparative
and effects of wvarious f owonds, thedenestme i a l a
of knowledge iPAR needs to be combined with changing the social system through

the resear cher 06 sadaac tcilnegaro npiocrt uirne iotf. thHee
researcho by emphasising some i&Kenguirnchar acH
such as an orientation to social change action, a focus on problem solving, a spiral

and iterative process of steps each of which is composed of a circle of planning,

action and factfinding about the result of the action. While other actesearchers

agreel on these characteristics AR, researchers (e.g., Chein et al., 1948; Susman

and Evered, 1978) argdéhatAR projects are likely to vary in the numbers of

phases which are carried out in collaboration between the researcher and the

paricipants. For instance, Susman and Evered (1978) segigesyclical process of

five phases including diagnosing, action planning, action taking, evaluating, and

specifying learning. Meanwhile, McKay and Marshall (2001) suggksstiual cycle

process oAR to make it different with a consultancy work and enhance the

necessity of its dual objectives of both practical and theoretical contribution.

The reason wh@R strategy was not mentioned at the beginning of this section is

that some researchers (eAtkins and Sampsoi2002 Benbasat et al., 1987,

Blichfeldt and Andersen, 2006) platAR as a subclass of case study strategy. For

instance, Blichfeldt and Andersen (2006) peddut that both case study aAR are
concerned with t hrein-depthurdarstanding of spécifig ai ni ng
phenomena in redife settings. Consequently, many action researchers (e.g.,

Cunningham, 1993; Cavaye, 2008) embdabe particular procedures for doing

research which the proponents of case study research offer.

Although | agree that the reasons to make case study research feasible are
correspondingly true foAR, it is necessary to highlight differences between these
two as in the Table 3.1 below. Briefly, despite the fact that both case study research

andAR cope with contexbound information, there is a difference between the
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Adescriberd of case sARuAlcaseatudgdresednice A1 mp | e |
usually initiates with the researcherso :
action research initiatdsequently with the issues or problems within some practical

situation with which the researchers interact. Hence, the aims of action researchers

are not only to make their theoretical contribution but also fulfil their practical needs
(Blichfeldt and Andesen, 2006). In this regard, &R requires the active and

deliberate selfinvolvement of the researchers in the context of their investigation

(McKay and Marshall, 2001). On the other hand, case study researchers often draw

on the participants to investite phenomena which are specified prior to doing the

study (Yin, 2009). Given that, collaboration between the researchers and the

participantds seen to be more critical to the success of an action research than a case

study research.

Another difference étweerARand case study research rel .
stance on how and to whom they distribute their findings. Although case researchers
sometimes take it upon themselves to distribute their findings to participants in the

study, the findings angrimarily targeted at the academic community. In contrast,

action researchers have a commitment to feed data back into the community with

which they cooperated when identifying and resolving a practical problem.

Table 3.1: Differences between case studgsearch and action research

Case study Action research

Researcher is observer Researcher is active participant
Exploratory, explanatory, or descriptive Prescriptive, intervening

Focus on OHowd an(Additional focus «
Findings are primary targeted at the  Findings are targeted at both the practi

academic community and academic community

Source Based on information from Blichfeldt and Andersen, 2006, {3. 3

In terms of considering the appropriatenes8Rfin thelS context, IS researchers
(e.g., Baskerville and Myers, 2004; , Lindgren et al., 2004; Mathiassen et al., 2012)
have long argued that AR should be seen as one significant way to address the issue

of improving practical relevance for future IS researdr.iffstance, Lindgren et al.
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(2004) argud that AR distinguishes itself with other methods because it is an
interventionist method which allows the researchers to develop knowledge useful to
both research and practice. In this regard, the researchers«ihowwtedge of AR and
general theories while the practitioners or client participants bring situated or
practical knowledge (Baskerville and Myers, 2004). Mathiassen et al. (2012) further
adcedthat AR provides the researchers with rich opportunities tigbrihe gap

between theory and practice because action researchers also see-poilegras

their responsibility to assist the practitioners by not only developing but also

applying theory.

WhereadAR is increasingly recognised as a feasible research strategy to bridge the
gap between the research and practiceari$harea, the small representation of
published AR studies as compared to case study research comes as a surprise
(Avisonet al., 2008Knock, 2004). One reason is that even though in AR the
researchers attempt to change the situation being studied, they do not usually have
full control over such situation (Davison et al., 2))@specially when AR is viewed

as Al ived pr d&cteilmdper oo vreaniehnetro t(hJaunda h and
420). In this respecfyvison et al.(2001:30) pointed out that:

AOnce the project has been started
defined are very important. These mechanisms include the determiaatio
action warrants, power over the structure of the project, and processes for
renegotiation and/or cancellation. Action warrants define the authority under
which action may be taken. Rarely will an orgatiisn cede ultimate

authorityfor organigitionalaction to an external researchEnis guarded
commitment is reasonable sincethe s ear cher 6s moti ves

researclgoals and organagional problerrsolvingg o al s 0 .

Given this concern, despite the fact that the strength of AR is the stteggation

of research and practice (e.gsearclgoals and organggional problerrsolving

goals), its most significant weakness is the difficulty to control the focus of the
research procesB¢ Villiers, 2005. Moreover, the action researchers often see
themselves not as experts but as someone who are involved in the research process
(e.g., participants) (Mcniff, 2002). Therefore, decision on action is shared among
people involved instead of being decided by élation researchef®icintyre, 2008)

Pagé 102

t

h



Such decision on action may in some cases force the researchers to abandon the
research site before the study is completed due to events that are outside of their

sphere of control{nock, 2004).

Another reason for eelatively few studies adopting AR in the IS field is the deep
involvement of researchers with client organisations. firtag hinder good research
by introducing personal biases in the conclusions. As Kock (2004: 269) addressed

this problem:

fWhile deeppersonal involvement from the part of the researblasrthe
potential to bias research results, it is inheme®R because it is impossible
for a researcher to bobie in a detached position and at the same time exert

positive intervention on the envirorent and subjectse i ng st udi edo

In order to deal with the downsides of ARpghlan and Brannick (20pSuggested

that the researchers should develop action research skills such as social skills to
engage with others or critical skills to
process. However, in the current study, although | sought to estabtisinaintain

good researcpractice relationships to support the creation of relevant research
results (see Section 3.4.4 and 3.6), gaining complete control over the change project
was not possible, not only as the chosen organisation did not permitisbuats the
complexity (e.qg., differenéxpertisesequired for the project) and high risk (e.qg.,
large-scale change) related to the project. Therefore, another way to deal with this
concern is to adopt a hybrid approach borrowing ideas and concept8Ramd
conventional methodologies in order to study the topic of interest with a flexible

involvement role of the researchers (Mathiassen, 2d@ghiasseret al, 2002:

fi¢ When designing and organising research projects based on collaboration

with practifoners the challenge is not so much which methods to choose.

Rather it is to find practical ways to combine qualitatively different research
approaches to support the diverse, and partly contradictory goals involved in

such an effoé | call this approachadlaborative practice research and it

combines action researdfield] experiments, and conventional practice

studies to strike a useful balance between relevance andaigogrMat hi as s e
2002: 322)

Pagé¢ 103



Given the preceding discussion, this studywasbasa | | y or gani sed as
research effort to interact closely with practice and to support close collaboration

bet ween practitioners and researcherso (|
approach was complemented witle proponents of casaudly methodology,

whenever feasible and useful. Secbombined strategy supports the variety of

research goal@.g., theoretical and practical contributiaigcussed abovas well as

|l everage the case studyo6s uwithafullearietyt r engt |
ofevidlenced ocuments, artifacts, interviews, al

Moreover, it alsccompensates for the greatest weaknegsofe.g.,lack of control

over the research procesd)s a resul t , I nedd hreegs esarwc hmeyrs
with no direct i nvol vement i n action as |
researchero with active involvement in a

Instead, | would view involvement now as more of a spectrum over which the

researchis can decide the degree of involvement which is suitable for their research.

In this study, my degree of involvement (as being established witbEReand IT

Department Director of the AlphaBargee Section 3.4.4) is similarBaskerville

and Myer$ 2004 point of view in whichthe researchers bring knowledge of AR

and general theories while the practitioners or client participants bring situated or
practical knowledge Hence, during this study, I pl
t hanimgeme fit e r 0 a®discussedtby Bliahfeldt and Anders2@dg.

3.4.1. Foundations of collaborative practice research

Collaborative practice research (CP&Y,later called bilathiasser{2002) was
developed as part of a Scandinavian informasigstems research tradition during

the 1980s and 1990s.¢.,Mathiassen, 1981; 199Bjerknes and Bratteteig, 1995;
Nygaard and Sorgad, 1987. Mathiassen (1998) also described CPR as reflective
system developmenthis approaclkemergeddue tothe need oflevelopng an

approach for system development that intertwines both research and practice.
According to Mathiasse(1998) there were two important trends that generated such
need. First, there wasshift away from technology towards its use. Second, the
apgications of strategic systenhave become more integral parts of business

strategies and have transcended conventlomahdaries for using technologhs a

Pagé 104



result, CPR was developed and based on inspiration frauméer of sources from
which a varig¢y of elementhave been picked up along the way to be used, modified,

andcombined.

Following Scham6 £1983 study of how professionals (e.g., engineers or managers)
think in actionMat hi assen (1998: 25) argued that
knowl edge 0 dsaarchers pravide khotvledger dhepractitioners

formulate problemand test the usefulness of research resiltsufficient to

explain how the practitionedeal with problematisituations and think as part of

their practiceln other words, althougthe traditional conception of knowledgeqis
efficient way to organss researcland pactice,it clearlyhas its limits Specifically,

it depends on agreement between the researchers and the practitioners about means
and ends. ¥t, when there is no obvious solution or when endsatdixed and

clear, but confusing and conflicting, there is no sinmg in whichthe practitioners

can selecthe predeterminednethodssuggested by the researchtrsolve
problemsWhenthe pratitionersfind themselves in unique or unstablaiations,

they might criticig their initialunderstanding of thehenomenon and construct and

test a new description of it. Whémey are stuck, they might find completely new

ways to frame theituationand impose these on the situation to see different
problemsand opportunities. In this way, the practitionengage in whaschm

(1983: 268Xxallsii r e f | cenwersations with the situationrhus,professional

practiceis portrayedas an intellectugbrocess of practitioners posing agxploring
problems theyaveidentified themselvedn order to obtain such inside knowledge,
Mathiasser{1998: 19)with reference to Scimy(1983 323),argued that:

fiThe practitioner does not functios a mere user ¢f h e r e speoductc her 06
He reveals to the reflective researcher the vediykinking that he brings to

his practice, and draws on reflective reseazhn aid to his own reflection

in-action. Moreover, the reflectivesearcher cannot maintain distafrcen,

much less superiorityp,t he ex per i e rmerustednenpowgaiot i c e &

aninsidevi ew of the experience of practice

Given the i mportance OPRusesARasthebasicder sd kn
practice form in researclsetting inspired bhecklandand Schol esd (199

notion of thefiexperienceaction cycl® ;he pgroblems, challenges, and opportunities
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involved in systemdgevelopment practice are considered the starting poiat for

CPR. Such problems or challenges are primarily infornyeeabious reference

disciplines (e.g., organisation science or management science) and dialectic
reflections (e.g., the dynamic and contr :
as illustrated in Figure 3.Research activitiesubsequentlyield experiencebased

knowledge that leads to new and improggdtems developmeptacticesThe

knowledge that isleveloped is both interpretive (e.gelpingus to understand and

make sense of practiceand normativée.g.,providingsupport for performing

systems development or improvipgesent practic@gMathiassen1998) In this

way, AR assigngrimary importance tpractice and it emphasis the intrinsic

relations between practie@ad research (BaskervillmmdWoodHarper,1996.

Figure 3.1: Action research in collaborative practice research

Experiencebased knowledge
1 Interpretive

1 Normative
Dialectics
— /
yields leads to
supports
System System
development development
research practice
supports
creates new
Reference
disciplines

Source Based orMathiassen (1998). 18.

On the other handJlathiassen (1998), based the IS research framework outlined
by Vidgen and Braa (19973Jso contended that AR not considered to be a panacea
to systems development reseaitidgen and Braa (1997) mapped previous well
known research methods for studying IS development in organisations by
categorisindAR, field experiment and soft (or interpretivisgse study as three
purified forms of research; corresponding to the resqangbose of change,
prediction, and understanding respectively. Meanwhile, they categaxted case,
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guastexperiment and hard (or positivist) case study as three hybrid research methods

(see for details of each form of research, Vidgen and Braa, 39%B). Vidgen

and Braa (1997: 529), with referenceMoGrath(1982: 69)argued thafi t h e
research process is to be regarded not a:
as a set of di |l e mosg ke trtamgleds dlustéateiinigude wi t h 6 0 .
3.2, pinpoints the conadictions (or dilemmas) that hatebe dealt with irthe

Adi |l emmatico process of designing a rese:
research mighbe designed tmaximise one of the desiderata (e.g., prediction,

understanding or changdlternatively, aresearcher migldlsotry to maximise two

of the three desiderata. HoweverMaGrath(1982 7 6 ) heregsilneway it

in principle- to maximi® all three conflicting desiderata of the research strategy

domaindb . F o r itisma possible feg researcher to be involved with IS

practice as though she/he were entirely iaddtinguishably part of the orgamison,

while also being an outsider who can stdadk from the situation and make

interpretatims, and at the same time produig®rous results in the positivist

tradition.H e n c recreasifig the proportion of one ideal tygeesearch outcome is
counterbalanced by a diminution of one or both of the ottieal typeé ( Vi dgen

and Braa, 1997: 529)

Figure 3.2: Research methods for studying IS development in organisations

Change
Action
‘ Research ‘
Quasi Action
experiment
Field

experiment

Prediction Understanding

Source Based on Vidgen and Brga997), p. 528.
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Although Mathiasser{1998; 2002) appreciated the work\ttigen and Braa (1997
Mathiasser{2002: 331) argued that:

AQuite often it can be difficult to di
experiments as the same research activitybeaviewed from both

perspectivesviewed as an action researchoetfemphasis is put on creating

knowledge based on problem solving and change in the client organisation.

Viewed as a field experiment the emphasis is instead on designing,
implementingand evaluating artefacts (e.g. guidelines, standare)ods,

techniques, or tools}.he difference between these two approaches is

therefore tightly related to the commitment to improving practice (action

research) versus the intention to develop nonaatupport (field

experiments).

Given such similarity, a CPR proposedMsgthiassen (2002: 322Jhich combines

fiqualitatively different research approachessupport the diverse, and partly

contradictory goalgwvolved inresearch desigis similartoh e facti on casebo
discussed byidgen and Braa (1995628. Such combination tends to support three

goals of a CPR which consist of understanding, supporting and improving practice.

This combination also overcomes the weakness of AR and enhanceleagce

and rigourof researclas discussed in previous section

In summary, a CPR which can be seen as a variant of AR has the following
characteristics: 1) The aim is to understand, to develop support for, and to improve
specific professional practices withithe participating organisations; 2) The activities
are carried out in close collaboration between researchers and the involved
practitioners; 3) The research process is guided by a pluralist methodology, with AR
as the dominant approach and other cotiweal methods (e.g., case studies or field
experiments) as supplementary approaches; 4) Each CPR effort can lead to a
portfolio of focused research projects based on the ongoing and emerging problem

solving efforts in the participating organisations (besr et al., 2004: 397).
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3.4.2. Rationale for choosing single case embedded design

It is noted that CPRis likely to includecase(s)Mathiasseret al., 2002)As a
consequence, one frequent challermgeheory building from the castudy method

is thedecision to include one or several cases in the project (Eisenhardt and
Graebner, 2007). Although a single case design can richly describe the existence of a
phenomenon, multiple cases design typically provide a stronger base for theory
building (Bryman ad Bell, 2007). For instance, multiple cases enable comparisons
that clarify whether emergent findings are simply idiosyncratic to a single case or
consistently replicated by several cases (Eisenhardt and Graelbiéx, Rowever,

Yin (2009: 4546) arguedhat a single case is deemed to be appropriate if the
conditions apply to some of these five rationales: 1) When a single case represents a
critical case to test a well formulated theory to confirm, challenge or extend the
theory or demonstrate whether gr@position is correct or an alternative explanation

is more relevant; 2) The case is unique or extreme case which is worth documenting
and analysing; 3) The case is a representative or typical one; 4) The case is a
revelatory case (e.g., it is a situatipreviously inaccessible to scientific

investigation); 5) The case can be longitudinal respectively.

In this study, a single case organisation embedded design is considered reasonable
for sever al reasons. First, vauatethasstef on e
change management strategies proposed, achieving this purpose requires to establish
or test under what condition the emergent theoryamdl will not hold. Second, as

an ARoften requires proximity and intimacy between the researcluethan

organisation, it is extremely difficult for choosing an organisation where the

researcher is not its members. That explains why ARsttudiesare based on a

single case organisation design and conducted at the places where the researchers are
working (Bryman and Bell, 2007). In addition, one important aspe&Raf that the
researcher is required to have some influence over the change process and this
generally cannot be solved within at the departmental level butdom

intervention. In other wrds, support from top management is not likely to be

acquired unless the research is strategically relevant to the organisation in terms of its
mission and benefits. Gaining such support is difficult if the researcher knows almost

nothing about the orgasation.
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Last but not least, the focus of the study is on the 1Snppéementation phase to

avoid making observations on downstream results of the upstream resistance process.
In this case, the risk is that | have to deal with a dormant project andtémmason

periods before making the proposed solutions. A long period of participation in the
problemsolving activity is the key reason that limits my choice for choosing

multiple cases.

3.43. The case organisabn description and rationale for choosirg it

Al phaBank is one of the youngest members
system. Ending the fiscal year 2012, the bank has expanded its number of
distribution channels to 95 branches and developed its staff volume to more than

1,400 people.

With the ncreasing volume of transactions and growth of customer base as well as

the requirements for new services (e.g., internet bankingtinealcard
authorisation, mobile phone payments), t
Appendix A), which was deveped by a leading global provider of CBS in 1997 and

is based on-&er architecture, appears to have many limitations.

Given the need for a more robust system, the upgrading project of the CBS was put
forward and a project taskforce has been setnges2011. The taskforce consists of

two main staff pools from the bank. The first pool includes administrative employees
who have irdepth knowledge of the business processes, organisational structure,
policies and procedures. Their roles in the teammeasure that the proposed

system can be used efficiently and provides mandatory functionalities of the bank.
The second pool consists of IT staff whose roles are to ensure the appropriateness of
proposed system customisation, test the proposed systegaiued further the
bank6és requirements. Since 2011, several
members of the upgrading project have turned out to be unsuccessful. Resistance to
the proposed system within and among different groups of staff has aassmg

delays in the projecit the time of this study, the CBS upgrading project is still seen

at the pramplementation stage which the contract with the appropriate vend®s ha

not been made (see Section 2more details).
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This casavaschoserbecause it is consistent with the research objective which
focuses on investigating why and how resistance to IS change emerges at the IS pre
implementation phasas discussed in Section 1A&dditionally, | used to work for

this case organidan and, theesfore, it is easyor me to gain support from the top
management and staff involving the upgrading profsta middle manager at this

case for over two years, | had good contattsl levels of the AlphaBank and the
particular theme of this study, involving dealing with resistance to IS change, was
known to provide attractive sources of information for the bank under investigation,
especiallythe IT department directevho is the lader of the CBS project. Under
different conditions, it might be challenging or even impossible to exercise the

collaborative practicapproach.

3.44. Access prior to the study

As discussed previously, a CPR is similar to angalyin the sense that requires

the collaborative nature between the researcher and participants. In this regard, the
first challenge for this study eao ensure thahé case organisation understdumv

a CPRworks and what its benefits and shortcomings. In order to\ackigs
understanding, | folloedthe criteria suggested by Davison et al. (2004).

Particularly, beside the reference letter sent to the case organisation (see Appendix
B), my research proposal was also enclosed and several contacts had been made to
thebmk 6s top management t o abecausedusddhoei r
be a member of the bank, there would be high potential for thestonfaf my role

in the project (e.g., a practitioner or a researcher or batbyderto avoid any

potential nisunderstanding over my role in the organisation duringsthidy, an
agreement specifying my role and responsibilities was conducted with both the CEO
and IT Department Director of the AlphaBank (see AppendiXA€gording to this
agreementmy role waslecided merely as a researcher who was expected to work as
afacilitator in this CBS change projedthe reason for this was partly due to the fact
that | was no longer a member of the bank at the time of this $tedge, it was
confirmed that | wouldhot beresponsible foanydaily task assigned to thea n k 6 s
me mber s . I nstead, my responsibilities

management to understand and make sense of their current situation as well as to
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figure out the feasible solutiomar the identified problems in their current change

practice. In addition, since the full scope of the process could not be determined in
advance and it might involve different areas, the implementation of

recommendationwas negotiated as the respondipibf the members of the

organisaton I n ot her wor ds, decidextolbedhe &néssvhome mb e r
would be responsible for when and how this project was goipgpteeedThis is

similar o the single role of the insidezsearcher discussed 6pghlan and Brannick

(2006) However, this did not mean that | wou
with no direct involvement in action (as discussed in Section 3.4) or | would not

i nfl uence t he pmakingpracesp b nontsad, it watsoonenii o n

my responsibilities to embody that role in ways that would challandeeflecthe

pari ci pant sd desires to move this project
reminding the top management that | was notthefetba k e t hem do t hi s
them to do thato. | also was not the sol
be taken within the context of the project. Quite the opposite, | was a facilitator or

would actikeia mi rr or 0 t h atfleat tbembetvedtinallly, psbdingpe m t o
negotiatedthe bank dichot have to allocate any specific financial or material

resource for this study. On the other hand, they ddceallow me to access to

individuals and groups who are essential to the complefitime research, use

collected data and relevant documents only for research purposes and with a promise

of confidentiality.

3.5. Research design

According to Mathiassen (2002), there are different ways to design theasteps
iterationsin aCPR However, as he argued, because of the underlying dual

imperative of a CPR, its design must include three core research activities:

devel op t henderseasdm@af sydteens devielopménbuild new

knowledge that can support practiaadto lean what it takes actually to improve

practce I n Lewinbs (1946) simplest form of
comprises three core activities: planning, action, and fact finding. According to

Coghlan and Brannick (2005)lanning comprises having averall plan and a

decision regardim what the first step to take is. Actimyolvestaking that first step.
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Finally, fact finding involves evaluating the first step, seeing wiet learned and
creating the basis for correcting the next step. So, amnL@@46: 14¢ wrote, there
is acontinuingfispiral of steps, each of which is composed of a circle of planning,

actionand factfindngabout the result of the actiono

Since the work of Lewin, these three core stepge been articulatedifferently by

different action researchers, frdvathiassed 2002 3279)si mpl e Aunder st a
suppori mpr ove o t o (2004 é¢19)scemnplexeattionadsearghsrisk
management framework involving ten steps
Ael i cit urletssedbaracnhd rietser ati ve cycles from s
desigrapplye v al u at e the res@ecle design ef Susman and Evered (1978) is

one of the most widely adopted in the IS field (e.g., Lindgren et al., 2004; Street and
Meister, 2004) andeemed to be appropriate to the situation at the AlphaBank, this

study followed their design framework and waased on a cyclical process of five
phasesncluding: Diagnosingwhich aims to investigate the main reasons causing

resistance to the IS upgradiproject from a multilevel perspective (i.e., individual,

group and organisational levef¢tion planningof different change management

strategies according to the reasons of resistance idenfitadn taking

corresponding to the set of selectedtstyges Evaluatingthe consequences of

proposeca cti ons by investigating how the st af
has changedpecifying learningr reflectingon overall findings induced from the

cycle. Thereflectingphasealso enables me to reach a decision as to whether or not

to proceed through an addition process citleeeded) as illustrated in Figure 3.3.

Pagé 113



Figure 3.3 Research design framework

Theory Building Diagnosing Diagnosing
Action Action
Planning Planning
Description \[ \,
Action Action
Taking Taking
Commentary Evaluating Evaluating
Theory Building Specifying Specifying
Learning Learning
Cycle 1 Cycle 2

Source Based on Street and Meister (2004), p. 481.

Before entering thdetailed researgbrocess, there are several issues that require
clarification. FirstSusman and Evered (1978 588 ) consi dered dall
necessary for a comprehensive defmii o f a c t ilnoother wagds, @araARC h O .
must go through at least one full cycle of these phases if the researchers should call it

a proper AR (Goldkuhl, 2008). However, Susman and Evered (1978) also
acknowledged, with reference to Chein et al. (19¢®&jt only some phases may be
performed and the inquiry may still be seen as BRein et al. (1948) described four

types of AR (i.e.diagnostic, participant, empirical, and experiméntalich reflect

different degrees of intervention and collaboratfor. instance, he used the term

Afdi agnostic action researcho or Aresear cl
the researchers are involved only in collecting data for diagnosis of the problems and
feeding the data back to the community. Withirs tiype of AR, there is no specific

action that is taken within the research process. By comp&tsgan and Everéds

(1978 five phases of AR with four types of AR discussed by Chein et al. (1948), an
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AR project may differ in the number of phases depandimthe degree of

involvement of the researcher as discussed in Section 3.4. In this study, given that the
implementation of recommendations or actia@s negotiated as the responsibility

of the members of the organisatidlonly took a role as backstagupporteat the

Aacti on t althestudtheefbreveubddbes i mi | ar t o t he fdApa
form of AR discussed bghein et al. (1948)

The second issue involves the exit criteria or how we (the practitioners and 1) know
when to stop the reseh process. Obviously, it is appealing to continue with the
research process for as long as possible since resistance is the phenomenon not only
at the preamplementation stageMeissonier and Houze, 20)1But also during the
implementation (Joshi, 2006y even at the posiplementation stage (Wagner and
Newell,2007). Because this study aimed to focus on theipyg@lementation stage as

a stepping stone for ensuring the success of the rest of the project at the AlphaBank,
the research process (asgotiated between the chosen organisation and me) was
supposed to end when we both agree that our proposed solutions framework is in
stable and useful form and that the practitioners no longer needs outsidenhirelp.
exiting point is also seen plausilite answering the research questions (as outlined

in Section 1.2) and for this particular case in which the implementation of actions

was negotiated as the responsibility of the practitioners.

Finally, it must be noted that there are taaiion researchycles functioning in

paralel as illustrated in Figure 318 make this study different with a consultancy

work. Similar to the dual cycle process (i.e., problem solving interest and research
interest) discussed in McKay and Marshall (2001ipekSkerrittand Perry (2002:
175)called t hese cy @adtiemsesearah tclye | ec amaationt he At he
research ¢ .yThel cere action research cycle, which consists of diagnosing,
planning, takingaction and evaluating phasedsveloped according tbé practical
problem which need® be solved at the AlphaBank. At the same time, | also need to
change my perspective from the practitioner to the researcher and concern these
activities from a metdevel (e.g., reflection on the learning process). This m¢aat

| have to evaluate how thiesearctproject is going (e.g., how these steps are being
conducted and how they are consistent with each other) and what | am learning from

the project. In this regard, the thesis action research cycle requires medbaef
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the activities in the core cycle and the inquiry into these activities is fundamental to
the development of actionable knowledge.

Since the reflection on the core cycle is the basis for the thesis cycle, Mezirow
(1991), cited in Coglain and Branmk (2005), suggestetiree forms of reflection
that can be applied in this study:

Content reflectionis where the researchers need to think about the content of what is
diagnosed, planned, acted on and evaluated.

Process reflectionis where the researafsethink abat the process of how diagnosis
is undertaken, how action planning is drawn from that diagnosis
and isdirected and then how evaluation is conducted.

Premise reflectionis where the researchers criticise underlying assumptions and
perspective which govern the attitudes and behaviour under

investigation.

Despite the fact that these three forms of reflection appear to be useful, Coghlan and
Brannick (2005) emphasid¢hat the activities of reflection should be not confined to

t he r e s e apersoh gractcesas the imdwitlual action researcher. Instead, as

they argud, the secongberson practice with the groups and teams engaged in the

AR (which enable the reseher to see him or herself from an external perspective)

should be added to the learning cycle. In this case, the speosoh practice also

attends to the steps of content, process and premise reflection and the dynamic of this
Arefl ecti o;n eomalrleedd etchtd oMR t o be more t ha
(Coghlan and Brannick, 2005: 25). As a result, it is learning about learning or, in

other wordsfi d o uldoplearningg i n whi ch | earning are Ac
be tested by logic thatisiadp e n d e nt  @¢Argyris, RGO3 44t or O

When being applied to this reseapiocess, it is realised that whereas the core cycle
does not have to satisfy academic standards, the thesis cycle should fulfil them. As
Coghlan and Brannick (2008xplaired, the thesis cycle requires the researchers to
focus on the quality and rigour of the inquiry. Given the importance of these two
identical cycles, Chapter 4 will discuss not only the appropriate data collaation
samplingmethods at each stagatlalso the activities relating to my field work such

as how | accessed and engaged others irstilndty;
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3.6. Criteria of quality for this CPR

Similar to an AR, a CPR seeks practice relevance in the research results by
committing to a particular probie situation. Unfortunately, this often leads to a
number of limitations and pitfalls: 1) Lack imipartiality of the researche®) Lack

of scientific discipline3) Mistaken for consultingand 4) @ntextboundleading to
difficulty of generalighg findings(lversen et al.2004 407). Therefore, as they
suggested, collaborative practice researchers need to explg=itef criteria to
ensure both relance and rigoun the execution of the CPR procebsthis study,
the criteria to avoid the above faills were based oHerr and Anderson (2005
According to themmost action researchers agree on the following goals: 1) The
generation of new knowledge; 2) The achievement of actieamted outcomes; 3)
The benefits for both researchand participants4) Results that are relevant to the
local setting; and 5) A sound and appropriate research methodology (p. 54). Given
these goals, they suggedfive quality criteria including outcome, process,
democratic, catalytic and dialogic validity to evaluateA& Each of these criteria is

discussed as below.

Outcome validityrefers tofithe extent to which proposed actions lead to a resolution

of the problem that led to the studyHerr and Anderson, 20055). Similar to

Re as o n 6 K9 ofod Offpursuing worthwhile purposesaction researchers

must continually ask what worthwhile purposes they are pursuing and whether such
purposes continue to be appropriate and relevant. In the present study, outcome
validity was enhanced by working closelywith e bankds t op manage
upgrading project taskforce to ensure that the proposed solutions are relevant to the
problems identified at the diagnosing stage. Moreover, instead of simply focusing on
solving the problems, | also kept my mind openpdate relevant theories and

reframed the problems in a more complex but effective way, leading my research to a
new set of questions or problems. In particular, my initial interest about the

resistance to the CBS change at the AlphaBank was mainlyiatithiglual and

group level. However, when discussing with the IT Department Director, | realised
that the key problems leading to the project postponement are also at the

organisational level, especially for the fingplementation stage when resistance to
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I S change is mainly formed by the i1 ndivii
experience of using the proposed system. Therefore, in order to investigate the

causes of resistance to IS change at this level, an update of relevant literature to

diagnose resiance at this level was put forward to identify a template or model that

can be used to help me decide which aspects of the AlphaBank to look at. Otherwise,
simply focusing on the symptomatic causes of resistance or trouble spots probably

lead to the situ#on in which the problems keep reoccurring.

Process validityrequires that a rigorousR must be conducted in a dependable and
competent manner. As Herr and Anderson (28@pstatel, this validity not only

deals withfithe quality of the relationshipbat aredeveloped with participanidut
alsofthemuchdebatecgproblems of what countsasvi dence t o sustain
During the study, several acts were done to ensure the process validity. First, as
relationship with participants needs the develept of trust, | spent months with the
bankd6s top management to ensure they und:
and drawbacks for them. A researchkent agreement letter which contains mutual
guarantees for behaviour in the context of theystuals also designed to provide a

solid basis for building trust with the client participants. Second, the interview guide
used for semstructure interviewat the diagnosing phases firstly sent to both the
CEO and IT department director to check fdevance and meaning difficulties as

well as ask for suggestion on any missing key area. It then was sent to my research
supervisors to get some academic feedback before applying it in the fieldwork.
Finally in terms of confidence in the truth value of eoted data, methodological
triangulation using a variety of data collection methods (see Chapter 4 for details)
was applied so that the findings are not depended on only one kind of data source.
Additionally, the data collected from sesstructure intervie/'s were verified by

observing norverbal responses (e.g., facial expressions and gestures), giving the
participants opportunity to ask questions during the interviews as well as sending the
transcripts bdcto the participants via emddr checking whethethey recognise

their responses. Meanwhile, in order to avoid any risk of making the research
findings at the strategic development and implementation phase teideaeor

even distort (e.g., through my own experience and personal perspective), | always

maintained a positive and némreatening selimage by avoiding my influence
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during the participantsod decision making
conduct with the participants at the end of each activity.

Democratic validity refers toii t hxtent te which researdk done in a collaboration

manner with all parties whimave a stake ithe problems under investigatim(Herr

and Anderson, 200%6). Another version of this criterion is whBeason and

Bradbury (2001448) calediir e | atd toin@é 0 pwli ch requires i
respecting the perspectives of all participants involved. As theydrgumeark of

quality in anAR is that people will get energised and empowered by being involved

and, therefore, they possibly will provide actionei@shers with newly useful

insight as a result of their increasing critical awareness. In this regard, Ozanne and
Saatcioglu (2008426 figuredoutthati o ut come val i dity i s thr e
democratic validity is not achievedBecause collaboration is anportant

characteristic of anjR, | realised from the beginning that the motivation leading to

this study should not only be derived from my interest but also from those who are
participating. Given that, several <cont a:i
management to ensure that the problems under investigation are also their concern.
Moreover, informal discussions with both CEO and IT Department Director during

that time were done to identify different aspects of the problems and who should be
involvedin the research. Finally, the new knowledge creation was developed as the
involved parties (i.e., client participants and me) discussed the meaning generated

within the process of solving practical problems to the satisfaction of all involved

(see Chaptes for details).

Catalytic validity:while this criterion overlaps to some extent with democratic

validity in terms of collaboration and empowerment, Ozanne and Saat(200ila
427)distinguistedthis by explaining that it ifithe extent to whicltheresearch
collaboratorsareinvigoratedto understand and change social reddiyh within and

beyond t he rAithowasewwrl adstwasgpgriormed to deepen the
involved partiesd understanding of the r
chdlenge is how to energise the participants to take actions to change the current

situation or the unsatisfactory conditions at the AlphaBank. In order for meaningful

actions and change to occur, | follegithe suggestions made by Davison &i &.

(2004759 fAprinciple of cimahichthe explanatonsgdithea ct i on o
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proposed actions were offered to the client participants before the intervention stage
and only approved actions were implemented.

Dialogic validity: Similar to the belief in the sigiitance of peer reviews to improve

the research quality, Herr and Anderson (2@ suggestdthat a goodAR must

fipass through the process of peer rewvielhis criterion, as Ozanne and Saatcioglu
(2008) explaied requires that the researchers engagkscussions to challenge the
research findings for alternative explanations, inconsistencies, problematic
assumptions, biases, and so forth. In order to enhance dialogic validity, | not only
participated in critical and reflective dialogue with my swsrs but also my
participatory research group which consists of my critical friends and other action
research students from different disciplines. Moreover, | also engaged in peer review

to gather feedback on the findings from key informants at the Rigtia

3.7. Ethical considerations

Ethical procedures are an important part of all research, especiadlR fiorwhich

the participants have much more control and involvement in the research process
(Stringer, 2007). Hence not only because of the reqeinésrof the academic world

for ethical considerations, it is also
and behave along with the ethical bases. Moreover, since | need to attend to the
continuing change process, | cannot act as an outgisieancher who gets in,

collects the data and leaves without any regard to the consequences of my actions.
Given these reasons, besides a completion of a research ethics form sent to the
Research Ethics Review Panel at the London Metropolitan Universityeldto
BrydonMiller and Greenwood (2006) and their key ethical issues to ensure an

acceptable standard of ethical practice.

Coercion:One of the issues raised by Brydihiller and Greenwood (2004.25) is
how action researchefprovide assurances thae individuals with whom thewish
to conduct the study do not feel any pressui@y wayto participaté. This issue
becomes even more important when | used altaypn approach in the data
collection to gain more support and trusinfrthe employeetee Section 4.3 for

details). In this case, it probably exist the situation in which the employees agree to
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participate not because of their willingness, but because their leaders ask them to
take part. | therefore made sure that the consent form (geendix D) was

discussed in person and explained in details. | also gave them sufficient time to
consider their participation, including time to talk with their colleagues at work. In
terms of the leaders, they have a more complex role than the emplegaesdthey
make contributions not only to the primary data but also the research process in
which they also act as gesearchers. Therefore, the same procedure was performed
in addition with explanations about their collaborative roles to help themke ama
assessment of their collaborative involvement. As this is a voluntary research, all
participants were also offered the right to skip any question they do not like to
answer or even withdraw from the research and take back the records of their

responss at any time for any reason.

Confidentiality Because | used different data collection methods (i.e.seuature
interviews, documentations, informal discussiqsge Figure 5.2and the data

collected are seen to be private and confidential ji@rtant to ensure anonymity

and confidentiality. Besides the declaration of confidentiality provided by me before
each interview, all participants were assigned pseudonyms so that they cannot be
identified by anyone except me (sgection 4.3 and 4)4Furthermore, all data were
recorded and kept by me personally. However, the issues of confidentiality and
anonymity also raise problems with regard to the secondary analyst of qualitative
data. Particularly, during the coding procés=e Section 4)6l had asked one of my
critical friends to act as an independent coder to generate separate lists of codes and
code the transcript, which then were used to compare with my work in order to
reduce the bias and subjectivity in the coding phase (e.g., my attempkée the

data fit). In this case, as Bryman and Bell (2007) dtaite difficulty is how to

ensure that the same safeguards concerning confidentiality can be guaranteed when
the secondary analyst who is provided by the primary researcher examines such
records. To address this challenge, the secondary analyst was only provided with the
transcript which had been checked by me for anonymity. Moreover, a letter of
agreement (see Appends) was made to ensure that neither she nor anyone acting

on her behalWill disclose or use the information provided.
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Protection for participantsAnother ethical issue is that the researshasst take all
reasonable precautions to ensure ftia¢ participants are not harmed by the research
process n whi ch t h e yBrydonMillet aackGreeryvoop, 2008.23).

In the present study, | attempted to minimise potential harm to the participants by not
releasing any collected information into the public domain. Furthermore, because the
findingsat the diagnosing stage need to be reported to the upgrading project team as
well as the CEO to identify appropriate change management strategies according to
the reasons of resistance, | also acknowledged a potential risk that they will
recognise the respse providers since they all work for the same organisation. To
solve this problem, instead of simply reporting the findings, | only gave them a
summary of problems under investigation so that the report was anonymous and any
response the participants pided could not be traced back to them personally.
Although this solution probably made my diagnosis less convincing to them, my
politeness and ethical behaviour really opened doors to the next stage.

3.8. Chapter summary

This chapter outlined my philophical standpoint as an interpretivist. This

philosophy is based on the view that there are multiple realities to be understood and,
thus, it is necessary to understand the
actions. In line with this philosophicalsice, qualitative approach was considered

and justified to be more appropriate than quantitative approach for a rich
understanding of the subject matter. Furthermooe]laborative practice research,

which was proposed lyars Mathiasserwas adoptedsa suitable research strategy

to study the topic of interest with a flexible involvement role of the researchers as
well asenhance theelevance and rigowf researchFinally, quality criteria and

ethical issues related to the study were discus3eaper 4 will disaiss the question

of how this CPRoroject is being conducted (e.g., the chosen data colleatidn
samplingmethods) and provide the details of the activities relating to my field work

at the AlphaBank. Also within that chapter, the questadmggour and relevance will

be argued.
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CHAPTER 4: DESIGN AND PROCEDURE AT ALPHABANK

4.1. Introduction

This CRR took place in the period between February, 2013 (when the initial access to
the AlphaBank was made) and July, 2014 (when the final reparsuamitéd to the
AlphaBank). Its aim wato develop a framework which will be of use to

practitioners for understanding and managing resistance to IS change. Therefore, the
data was collected firstly to investigate why and how resistance to IS daakge

place at the IS pranplementation phase from a multigevel perspective, and

secondly to identify appropriate different change management strategies according to
the reasons for resistance as well as to evaliad¢¢her the effects dheresolution
actionswererealised as planned@he choices of dataliection and sampling

methods during this (®Pwere both advocated and contested by weighting up their
strengths and weaknesses in relation to the research objectivesaatiquesented

in this chapterWithin this chapter, the choice of data analysis method was also
discussedAccording to the agreement with the leaders of the AlphaBank, the
research was decided to end when both parties (i.e., the practitioners and I) agree that
the set ofappropriate resistance management stratégiaesstable and useful form

and that the practitioners no longer needs outside Tiepdesign and procedure at

the AlphaBank, which will be detailed below, followed three major phases (i.e.,
diagnosing phasection and planning phase, and evaluation phase) corresponding to
three core research activities proposedaghiassen (2002i.e., understand,

support, improve) as well d@isree cyclic phases discussed@®grdno and Pigget

Irvine (1996) (i.e., reconmssance of the problem situation phase, intervention phase,
and evaluation of intervention phaséhesehree major phasedso match th&ey

steps of an IS pranplementation phase discussed\Mbgissonier and Houze (2010).
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4.2. Overall design

There are many sockcientific methods that can be used during an AR (Coghlan

and Brannick2005 Mathiassen2002;Jones and Brazze2006. Hence, it is vital to
consider any particular case to examine whether the chosen methods are suitable to
achieve the research specific objectives. Moreover, given the nature of AR, such
decision not only depends on these objectives but also restshgo@stlts of

reflection of the former step or phase as discussed in Section 3.5. In this regard,
Coghlan and Brannick (2005: 9git it:

fAction research has a large degree of messiness and unpredictability about
it, in that it is research on rekifle adion. As the story unfolds unforeseen
events ardikely to occur. Environmental events ynereate a crisis in the
organiation;fellow key actors may changadso on. The action researcher

as actomdirectoris both creating and acting a scapt

Due to tle messiness and unpredictabilitiyan AR, the critical dimension to AR is

to ensure that the review of each phase is undertaken and managed. In other words,
reflection and learningill not only be the last phase amAR.1 n s t éwalldun A i

in continwal parallel with diagnosis, planning, implementation and evaluation

(Goldkuhl, 2012: 63)If review is undertaken in this spirit then each major phase in

this study can be seeni@xperiential ear ni ng cycl eo which con
acting, observing, and reflecting (Cardno and Pidgane, 1996 21; Coghlan and
Brannick,2005 35). Hence, a total of threexperientialearning cycles

corresponding to three major phases.(dagnosingohase, action and planning

phase, and evaluation phaweere realised as in Figure 4Briefly, a number of

different data collection methods, in both formal and informal settings, were utilised

during this study. After several contacts and meetivitst he bankés t op
managemerior defining and establishing an agreement on the scope of the study,

there werenformal discussions with IT staflocumentary data collection involving

the CBS project and the organisation, as well as-saéuonitured interviewat the

diagnosis phasand the evaluation phase. Interventions conducted involved a
brainstorming session with the bankés t o]
CEO, and a workshop with the project team memlbagsire 4.1 also gives an

overview of he timeline and general goals of each phasee explanation for the
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chosen data collection, sampling, and data analysis methods will be discussed in

details in the following sections. The reflection and learning in eaphriential

learning cyclewill be provided in Chapter 5.

Figure 4.1: Processof fieldwork
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4.3. Diagnosing phase

Having defined and agreed on the scope of the study after my initial access to the
AlphaBank, the aim of this phase was to explore the prip@iyiems causing
resistance to the IS upgrading project (Research Questierd 4 This phase

started in May, 2013. At that point in time, it was important for me to develop-my in
depth understandings of the changing context, not through a reduation an
simplification but rather in a holistic fashion. Consequently, | decided to conduct a
qualitative exploratory diagnosis. Different data collection methods were applied for
the purpose of cross validation or triangulation. Although the choice of
methodolgical triangulation reflects the good practice which tends to obligate the
researcher to triangulate and enhance the validity of the findings (e.g.-Btiyer

and Allen, 2006; Rchie and Lewis, 2008), it must be noted that the possibility of a
failure o collaborate findings (e.g., the data obtained through triangulation may be
inconsistent or contradictory) always exists and the researchers still have to provide
their rationale for each single chosen method (Bryman and Bell, 2007). Therefore,
the following sections will discuss the appropriateness of each method and associated

sampling technique.

4.3.1. Documentation

At the baseline investigation, it is necessary to develop my initial understandings of
the changing context such as current organisdtfmaatices and directions

involving the upgrading project. In this regard, organisational documents can help
me to trace back previous strategies and plans and supply the possibility of
examining reasons of resistance to the CBS change. Moreover, a atayme

method also offers valuable opportunities for enhancing the validity of primary data

collected through crosshecking of sources of information (Barnes, 2001).

As the documentary method is adopted, it is important to identify the boundaries of
documets and to make the purpose of collecting such documents explicitly so that
the data collection procedure will not mislead and the contenbe interpreted

correctly(Yin, 2009). In the study, the list ofganisationatlocuments accessed was
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firstly developed and then sent to IT Department Director to make sure that they are
accessible and relevant to the research purposeehall the collected documents
involve two principle categories that consist of those specific to the system
development and peess activities and those general to the organisation and its
financial services. The list of documents is summarised in Table 4.1. Any document
which could not be obtained in full because of the confidential agreement with the

organisation was examinedtiigh the extracted key information.

Despite the most important use of documents for collaborating and augmenting

evidence from other sources, it must be noted that some of collected documents in

the studymight not be accurate duefior e p o r t i nhgreflécts bias othew h i ¢
author(s) of the repoflrin, 2009:102). For instancethe collected report oarrors

logged during business transactionwkich was madéy usinggt he current CBS
reporting functionmight reflect he CBS Admini stratoro6s per
system. Thus, as suggested by Yin (208@¢hsource of evidencgi.e., proposal,

report, deployment plan) were treated onlglags worthy of further investigation

(e.g., informal discussions or intégws) rather than as definitive findings because

the inferences on teecollected documents could later turn out to be false.

Table 4.1: Documents gathered from the case organisation

Information Number of Purpose of
Document type :
gathered documenti(s) collection
Information about the |  Definitions of the | § Three brochures To gain initial
proposed CBS proposed CBS provided by the understandings of
selected vendors changing context
Quality assurance 9 Quality standard 1 One Request for
information for an expected Proposal (RFP)
CBS (i.e.,
functional
requirements and
technical
requirements)
System development |  Timeline and delay| § One detailed internal
plans and strategies in deliverables deployment plan for
1 Implementation the CBS projec
strategies
information
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Help desk calls record

Types of problem

One extracted report

To use as a measurg

associated with the on call statistics of the culi
current CBS (from May, 2012 to | quality
May, 2013)
Quality control data Information about Oneextractedeport
defects found in the on errors logged
current CBS during business
transactiongfrom
May, 2012 to May,
2013)
Annual financial Information about Three recent annual | To provide

reports

the market,
competition, and
organisational

financial reports
(from 2010 to 2012)

performance
External data (i.e., Information Eight local and
publications, involving the international

newspapers, and
journals)

organi sat

newspapers; seven
white papers from
the vendors; two
publications from
international

financial institutions

background and
understand internal
and external
influences on the
necessity of
upgrading CBS

4.3.2. Informal discussions with IT staff

Unlike traditional research, the data generation iARralso comes through active
involvement in the daily organisational processes relating to the AR project. In other
words, an AR can include all typekdata gathering methodsiformals et t i ngs 0
(e.g.,meeting3¥or finformals e t t (e.0.,discussion®ver coffee or lunch)

(Coughlan and Coghlan, 20029). In the present study, although | engaged in the

CBS upgrading project with some paderstandings of the problem under
investigation, | realised that it is necessary to retain an awareh#se importance

of the staffds understandings @ditig t As
usually a pitfall when action researchers believe that they fully understand their own
contexts but in fact their perspectives are only partial. lerai@familiarise myself

with the context, | also had dozens of informal discussions with IT staff (e.g., IT
Department Director, Software Test Analyst and Engineering Manager) during the
diagnosing phase, ranging from brief exchanges to long conversat@nsoffee or

lunch. The content of these conversations varied broadly from general (e.g., the
process of formation and development of the proposed CBS) to specific topics (e.g.,
the obstacles they have faced, the merits and drawbacks of the currenSQEBB)

to some characteristics of unstructured interviews, | approached each conversation
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only with the studyods purpose in mind th;
guestions in response to the staffds nar |
research instrument, in that there were no predefined questions to structure the

inquiry (Ritchie and Lewis, 2008)Given the fact that | did not know in advance

how each conversation flowed and which conversion could give me additional useful
information, | only took brief notes for any valuable conversation and wrote up more
detailed notes in my research journal later on the same day as recommended by Bell
(2005).

4.3.3. Semistructured interviews

As the diagnosing phase aimstofocusomv est i gating the staff:¢
current CBS and their perceptions toward the upgrading project, using naturally

occurring techniques such as direct observation is unable to genatdtikes behind

their resistanattitude because the attitudeconcern is usually imputed by many
unobservable reasons (e.g., participantsi
observational technique are unethical and immoral, especially in the banking context.
Thus, interactional techniques (e.g-diepth interviews, focus groups) are seen to be

more appropriate at this phase. The merits and drawbacks of each interactional

technique are carefully considered below.

Based on the suggestion of Finch and Lewis (2008), focus groups seem to be more
effective than irdepthinterviews because the major causes of resistance toward the
CBS upgrading project are easier to be identified and interrogated by members in a
group themselves and by sharing experiences of others as well as reflecting on what
others say. Besides thdtgtfocus groups technique gives participants a direct and
explicit opportunity to convey their own meanings and interpretations through the
explanations they provide and interact with group members, whether spontaneously
or i n answer t estiohsiiGummessere 2005kdhn group dynamia

and group interaction (e.g., interruptions, agreements and/or disagreeroeids)
alsobe seen as part of the data armbuld beanalysed at the group level of analysis
(HesseBiber and Leavy, 2010PDn the other hand, if ofie-one interviews are used,

the interviewees will not always be challenged because | do not have sufficient
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insight or experience for a variety of issues generated from the implementation of a
new CBS. This is further explained Byyman and Bell (2007) who suggedthat
interviewees in conventional ofte@-one interviewing usually do not say things that
are consistent with earlier replies and the researcher is often reluctant to point out

such deficiencies, but in the context of#is group, individuals will often argue with

each other and challenge each otherds vi

chance of ending up with more realistic accounts of the subject matter. Given that,
the answers generated by qualifying ordviof yi ng onedés Vvi ews wi
more interesting than the questifwllowed-by-answer approach of normal

interviews.

Despite the fact that choosing focus groups technique can generate better answers, it
has been argued by a number of reseasdhat group interaction can also be a

major disadvantage for focus groups because it probably inhibit the exchange of
opinions and ideas from the minority (Ritchie and Lewis, 2008), for the topic

involving lack of selfefficacy to use the new system (K$aand Blanton, 2010), or

for identifying causes of resistance which are due to the conflicts of interests
associated with the IS change (Meissonier and Houze, 2010). Last but not least,
because all participants are in ftithe employment there is littlepportunity for

them to physically attend in focus groups. In other words, it is difficult to persuade
participants to turn up at a particular time. Due to these major disadvantages, using

in-depth interviews are gauged to be better than using focus gabtips stage.

As resistance to IS change has never been studied from a multilevel perspective (i.e.,
individual, group and organisational level), there is no prior assumption about the
nature of the process can be made. The only exception is the stadyteahby

Lapointe and Rivard (2005) which allows for a multilevel analysis. Adopting their
bottomup process by which individual resistance behaviours emerge into group
resistance, | assumed that the opinion of director of each department or each banking
branch would represent the convergence
and responsefn this case, personal interviewing of their opinions can be used to
investigate the group or even organisational issues leading to resistance. This
approachtelat a col |l ection is similar to the
i ndi vi dual i sYurduseV(2812: 12b)he, With beference to Watkins

Pagé¢ 130

t

0 |

Vi



(1968), ithesndigiduadid not ohhyaniethgdologically, but ontologically

prior to the cdlectivitesd . Consequently, as he argued,
i n social sciences, to vi ewoihtbfe i ndi vi du:
collectivities (e.g., group oOor organisat.

only moving ageh s 0 .

In order to allow for information to flow in both directions instead of usirey
guestionfollowed-by-answer approach of normal intervievaseries of semi

structured interviews were conducted at multiple levels of organisational hierarchy
coveringtwo pools of interviewees. The first pool consisted@bartment directors

and branch director$leanwhile, the second pool included experienced CBS
employees, who are from different departments or branches associated witt the f
pool and have at leagvo yearworking experience at the case organisation. The
latter criterion for selecting participants in the second pool was based on the fact that
the first announcement of the upgrading project was made in 2011 and that it takes
average 6 months for westaff to get used to the CBS. The purpose of using this
purposive or criteriofbased sampling is to ensure the richness of information
collected Ritchie and Lewis, 2008)

Participants in the first pool were interviewed first because they presentti® ke
decision makers and their insights into the current resistance problems are the basis
for further inquiry. After each interview, the participant was asked to suggest his/her
followers within the associated department or banking branch. This sequdience o
interviewing demonstrates that the study is supported by top leaders, which
consequently helps me to gain more support and trust from followers in the second

pool.

Although there is10 strict requirement for the sample size in qualitative research,
Bryman and Bell (2007) suggesithat twelve interviews are usually necessary for
information saturation that is achieved when no new information is uncovered. Yet,
they further adddthat it is necessary for a movement backwards and forwards
between sampig and reflection on findings to see whether the saturation occurs or
not. For the second pool of interviewees, | expected to obtain new information within
the first twelve interviews according to the above suggestion. It appeared that this

was the caseater on. The following six interviews only confirmed the information
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and they did not provide any new information. However, whereas the information
saturation was achieved in the second pool of interviewees, it was probably not the
case for the first poaf interviewees for two reasons. First, only department where

its operationsrerelated to the CBS was considered in the study for the relevant
purpose. Second, because the upgrading project of the CBS could be seen at a very
early stage where the conttiag process with the appropriate vendor has not been
done and the proposed system has not been installed yet, only a small number of
management directors were involved in the project. As discussed with the CEO, they
include three department directors.(il@, Finance, and Marketing department) and

two branch directors (i.e., those from the branches which are often chosen for testing
any IS project). A full attempt was made to include these directors and all of them
agreed to participate in the study. &imhe fact that a high number of interviews are
not strictly required in fac-face interviews as compared to other quantitative
methods (Bryman and Bell, 2007; Creswell, 20R&chie and Lewis, 2008), it was
decided that a total of twentiiree interiews (i.e., five directors and eighteen
associated operational staff) covering different levels in the organisational hierarchy

were sufficient. The sample details are showmnable 4.2 below

Table 4.2: The sample detail$or semi-structured interviews at the diagnosing
phase

Position Pseudonym Years of Experie_nce
AlphaBank Banking Industry

1. IT Department Director QUD 6 10
2. CBS Administrator HIA 5 5
3. System Analyst TRA 6 6
4. Technical Manager SOM 4 9
5. System Development Officer TRO 4 4
6. System Operation Officer VUO 6 6
7. System Operation Officer MIO 5 5
8. Finance Department Director VID 3 10
9. Foreign Exchange Officer THO 4 4
10. Marketing Department Director MAD 6 6
11. Branch Director TID 3 15
12. Branch Director TRD 4 6
13. Transaction Controller NGC 3 8
14. Credit Controller THCC 2 6
15. Cashier THC 2 2
16. Loan Officer OAO 2 2
17. Loan Officer ANO 2 2
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22. Custoner Service Representative  VAC
23. Custoner Service Representativy ~ ANC

18. Credit Analyst DUA 3 3
19. Credit Analyst LYA 2 2
20. Teller NGT 2 2
21. Teller THT 3 3
2 2
2 2

Even though the exploratory nature of the diagnosis stage means that it is necessary
to achieve both breadth and depth across key issues, it cannot be so unstructured that
| cannot at least specify my research focus. In this regard, an interview guide was
developed accordingly to the relevant literature about the reasons for resistance to IS
change in Chapter 2. Table 4@l present the main sections of the interview guide

and the reasoning for these sections. A full detail of the interview guide (both
Vietnamese and English version) can be seen in Appén@inbquestions that were

not included in the guide might be asked as needed when | needed more clarification
of provided information. In order to avoid the case that the research questions are so
spedfic that alternative avenues of enquiry that may arise during the data collection
are closed off, | eadieded qtue smaiomlsy (a&s kg . |
Why) to give the participants opportunity to address their individual perspectives and
meanng concerning the topic. The consideration for not using leading questions was
also taken into account at this stage as suggested by Ritchie and Lewis (2008).

Table 4.3 Contents of interview guide and justifications

Part/Section Objectives/Reasoning

Opening section 1 To provide background information about the stu
and its purpose.

1 To discuss about confidentialjtyonsent formand

data protection agreement.

To explain the partici

= =

Section 1- Biographical To gain information needed for grouping the

questions participants.

1 To give the participants time to talk about
something common to make them feel relax and
comfortable with the situation.
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In-Analysis:

1 Section 2 1 The content of the question waased on key
external variables discussed by Scott (2003).
_ Question 2.1 _ To investigate possible environmental factors
leading to resistance to IS change at the
AlphaBank.
1 Section 3 1 The content of these questgmere mainly based o

_ Question 3.1 3.5

_ Question 3.6 3.7

_ Question 3.8

_ Question 3.9 3.13

_ Question 3.14

_ Question 3.15

Wei sbordés (1976) diag
_ To investigate the purposes of the CBS
change project and examine whether the
purposesvereclear, and whether thayere
understood and bought into by the employee

Toinvestigate the way how the work relatin
to the projecgotdivided up, and whether it
madesense given the purposes.

To investigate whetherformal reward
system existednd whetheemployees felas if
their contributiols wererewarded accordingly.

To examine what helpful mechanisms esdst
to facilitate the CBS change and how vibky
met their objectives.

__To explore the level of consensus within thg
top management about the project and exam
if there was anygonflict.

To investigatevhetherthere wasan
approprlate leader for the upgrading project.

i Section 4

_Question 4.11 4.2

1 The content of these generic questions were bas
on Lapointe and Rivar@2005 to reflect the natural
nature ofgroup conflicts which is situatien
dependent.

_ Toinvestigatewhich group of employees wa
affected by the CBS changed explore how
and why they were affected.

i Section 5

_Question 5.1i 5.4

_ Question 5.5 5.6

1 The content of the questions in this section were
mainly based osamuelson and Zeckhaugefl 988
concept of status quo
categorisation of changes in outcomes and inputs
account of implementation.

_ Toinvestigatehow the participants appraise(
the consequences of switching from the curre
CBS to the new one (e.g., costs and benefits
associated with the switching including the
impact of past resourésvestment and control
they felt they had over the new technology).
_ To examine the impact of cognitive
misperception of loss aversion on their
decisions.
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_ Question 5.7 _ To explore the effect of social norms or

c ol | e@ionersth@ir decisions.
_ Question 5.8 _ To investigate the overall effect they
perceived the CBS change had on them.
Closing section 1 To ask for any additional comment that the

interviewee feels has been unsaid.

9 To ask for any advice on lessdearned from the
change process.

1 To ask for suggestion for future appropriate
interviewees (only used for managerial positions

1 To thank the interviewee for his/her participation.

Before applying the interview guide in the fieldwork, it was senttbbot he bankds
top management and my research supervisors for checking relevance and meaning
difficulties as discussed in Section 3dhce both the CEO and IT department

director agreethat there was no sensitive question and that the participants would
not be harmed by the researtie CEO wrote a personal letter to all other directors
involving the CBS upgrading project via the intranet to inform them about my
research and ask them for their participation. Further contacts with each director
were directy organised by me via email and telephone, in which | explained my
current research and its general purposes. Because every director within the
organisation was very busy to accomplish their daily tasks, the appointments were
mainly set by theniThe sequete of interviewing was carried out as discussed

previously.

Prior to each interview, the interviewee was explained and asked to sign the consent
form, which ensures the anonymity and confidentiality of the information as well as
informs him/her in advancabout the approximate length of the interview. Previous
qualitative researchers (e.g., Cassell and Symon, 2004; Patton R2@b# and

Lewis, 2008) also suggestthateach interview session should be audicorded so

that the researcher can pay his/her full attention to listening to the interviewee and
probing indepth. In order to obtain permission to audkoord, | took couple of

minutes at the start of each inteswi to reassure about confidentiality and provide a
clear, logical explanation about the purpose of using an aadader (e.g., only use

for the research purpose, difficult for me to remember a large amount of

information). The interviewee was also agsuthat the recorder could be turned off
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at any time they wanted it to be. In the present study, all twngg interviewees

had no problem to be audiecorded.

The interviews were mainly held in the quiet meeting room of each department or

branch dumg working time. Therefore, any feeling of restriction or

uncomfortableness was avoided. Without-necorded conversation both before and

after each interview, the recorded interviews varied between thirty minutes to one

hour and they are very dependentot he i ntervieweeds positi
the organisation. The only exception is the interview with IT department director,

which lasted for two hours. In total, an approximately ninetesir record was

generated. All interviews were laterriszribed by me to ensure confidentiality and

that every pause or nalommunication was noted. It took an estimated six hours to
transcribe one hour of interview. The total length of the transcription is 99, 904

words.

4.4. Action planning and taking phase

Considering the next logical step, it was clear that beside integration of management,
there must be a concrete action plan that would enable quick resolution as the

AlphaBank was facing a lot of pressure from resistance to its CBS project. Hence,

this plase aims to identify and apply appropriate change management strategies to

solve the major causes of resistance identified during the diagnosis phase (Research
Question 2.1 and 2.2). The activities within this phase included one brainstorming
sessionwith he bankds top management, one sepa
one workshop with the project team. The total number of participants in this phase

was seventeen peogs in Table 4.4
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Table 4.4: The sample size at the action planning and takinghase

Activities Position Pseudonym
Brainstorming session with the board | 1. Chief Executive Officer DuT
2. IT Department Director QUD
3. Finance Department Director VID
4. Marketing Department Director MAD
5. Accounting Department Director PHD
6. Human Resource Director THD
7. Retail Banking Director LUD
8. Corporate Banking Director TOD
Personal meetingwith the CEO 1. Chief Executive Officer DUT
Workshop with the project team 1. IT Department Director QUD
2. Finance Departmeitirector VID
3. Marketing Department Director MAD
4. Branch Director TID
5. Branch Director TRD
6. Technical Manager SOM
7. Operation Manager PHM
8. CBS Administrator HIA
9. System Analyst TRA
10. System Development Officer TRO
11. SystenOperation Officer VUO
12. System Operation Officer MIO

Total: 17 Participants

This phase was allocated in the time period between December, 20M&agnd

2014. My role during these activities cal
Saunders et al.o6s (2009: 294) typology of
Specifically, | took part in these activities as a facilitator and the participants knew

about me (e.g., a researcher) as well as the reasons for my attendance. Giwven that,

order to avoid any risk of making the research findings at this phase tsidedeor

even distort (e.g., through my own experience and personal perspective), | always
reflected on my conduct with the participants at the end of each activity (a.g., vi

brief conversation for their feedbacks). Additionally, when taking the role as

participant as obseer, Waddington (2004) suggestibat the researcher should

maintain a positive and neahreatening selimage. Therefore, building a
relationshipoftrusand avoi ding my influence during
making process was always the primary of my focus. The data generated during this

phase were all recorded by anaudi@ c or der wi th the particirg
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by taking field notes. Furtherore, short discussions about confidentiality consent

form and data protection agreement were also held prior to each activity. The design

and procedure of eaélttivity is discussed in turn he following sections

4.4.1. Brainstorming sessionwithtt bankd6s top management

Brainstorming is considered as one of the creative techniques available for idea

generation and is by far the most used by practitioners and organisation development

researchers (Herring et al., 2009). Hender et al. (2001) furtp&aieedthat the
purpose of this technique is always to figure out as many solutions as possible for
problem solving. According to them, three main steps of this technique include the
establishment of common ground on the problems, the generation obid&ae
association and continuous generation of ideas using other ideas generated as
stimulus. Thus, this technique follows a participatory, inclusive and open process
bet ween the participants and the fact
action research tradition (Robbins, 2003). According to these characteristics, this

technique was deemed to be appropriate at this phase.

I, in coordination with the management board, therefore decided to plan a

brainstorming session to develop a commaoderstanding on the issues of resistance

between them, and to figure out an action plan for the further CBS change process.

Since this activity focused on the key decision makers in the organisation, their
primary areas of concern, and the desired fugtate of the project, | began with the

bankés top management that became t he

CEO also agreed that he wanted to work with different directors at the same time and

that he wanted to create an atmosphere in which ttieipants could discuss the
issues associated with the project frankly and critically. The brainstorming session

was planned and took place at the beginning of January, 2014. It was held in the

t

gr

conference room, equipped with a projector and a video screemt t he Al phaB

headquarter. To consider different views, the group included seven directors (i.e., IT,

Marketing, Finance, Human Resource, Accounting, Retail Banking, and Corporate
Banking Department) and the CEO. Because verbal brainstorming droulol s

experience synergy that increases as group size increases, but not too large to
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monitor, the group size of eight members was seen as sufficient and in fact equal to
the ideal size suggested by Paulus and Nijstad (2003).

Since it was difficult to sethe time and place for a meeting with all the participants

at once, the CEO decided to plan the brainstorming session after their regular

meeting about important issues beside the CBS project. Hence, it was early afternoon
before a start of the sessiontod be made with the topic #fAF
resistance to the CBS changeo. Unl i ke t hi
conventional role which positioned me as an external researcher (e.g., who consulted

the organisational participants, decided prynaversight of the research design, data
collection and analysis), | switched to a more collaborative role at this phase to share

the research responsibilities while leveraging the different knowledge of the

researcher and subjects (Coghlan and Brangi@B5). Under this mode, data

collection and analysis become tightly interwoven. In other words, data were co
created and analysed as the research coni
and Bradbury, 2001: 24). Through collaboration, we soughtpoaus k t he A bl ac

boxodo of resistance to CBS change.

The brainstorming session was organised to include thresessiions. Because

there is a danger that the change management strategy can be considered as a

separate entity in itself (Pugh, 2007), thetfsubsession was to fimtroduce my

research and present the findings at the diagnosing phase so that the participants

could find a common ground on the issues and develop the action plan accordingly.

The ethical issue involving a potential risk thatthae nk 6 s t op managemen
recognise the response providers since they all work for the same organisation was
carefully considered (see Section 3.7). The secondgesgion was called

Aresi stama&e ngens &exkl dilMdOd tphpati Bseheemse
process of Astructuring the unknowno by |
framework that enables us to ficomprehend,
extrapolate, and predict oallowlsuostoaurtheer wor d:
circumstacesinto 1 aituationthat is comprehended explicitly in words and that

serves as a spr(Wechgdl a.a2008: 409Ad dscussedt | on O
previously in Chapter 2, whereas some previous researchers (e.g., Bhattacherjee and

Hikmet, 2M7; Klaus ad Blanton, 2010) consideradsistance as negative sources
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which need to be overcome or eliminated, others (e.g., Meissonier and Houze, 2010;

Ford and Ford, 2009) argiiehat resistance should be seen as a building block for

the practitioners to reonside whether the change is favourable or not. Thomas and

Hardy (2011) further explagdthat negative reactions to change may be motivated

by positive intentions and that they can make an important contribution to change
through t he pr aotthechamme Ender this perspedive] the gaaln g
ofthesecondsubessi on was to enable and examine
sensema ki ng. Similar to the first st-ep of L
session served to unfreeze the existitigasion or status quo as well as build trust

and recognition for the need to figure out the resolution actions.

The purpose of -malki f gessic s alsotoestablsm s e
Achange readinesso which hameodbtbekey s uggesH
factors in determining whether a given change intervention will be successful or not

(e.g., Armenakis and Harris, 2009; Kwahk and Kim, 2008). According to Stevens

(2013), simply reducing resistance does not guarantee active efforts ontthie pa

change recipients in support of change, but only in lessening potential resistance
behaviour. In other words, the role of t|
belief, attitudes, and intentionso rathe:]
toward positive and active participation in the change effort (p. 335). In contrast to

prior research which assumes that once readiness is established it is sufficient to

guide changeupportive responses through a change implementation, this study is in

line with the argument made by Stevens (2013: 351) that subsequent events may
create fibreaksodo that require the change |
change, and that whether some prior evaluation of the change still holds or must be
revised In the study under investigation, for example, significant changes in the

external environment may bring into question whether an initial evaluation of

business priorities and market conditions is still accurate. Thus, it is required to

reassess the evemsing information from individual, contextual, or collective

sources before determining a response profile.

In terms of my preparatory work for this saession, | used the technique of Force
Field Analysis suggested by Lewin (1951) to provide new imsigto the

evaluation of the CBS project. However, instead of dividing the forces associated
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with the CBS change into driving forces and restraining forces, | decided to break

them into four components (i .e., fAenabl el
changingo) to provide the bankds top man:
of the CBS project. I n this case, the dri
changingd and fAblockers for not changing
refecedv a fnenabl ers for not changingo and 0
subs essi on, | played a role asmdlkicndo taulor
sessiona short animation movie aboOwercoming resistance to changé s n 6t i t
obvious?2010 was shown and a haffour exercise was allocated for this sub

session. The participants was then asked to: 1) Use differeasienst their own

lensi to see the issues; 2) Consider not only the enablers and blockers for
Achangingod but also for Anot changingo t|
goo for the CBS project. A simpl &thsacori n
field strengths (Lewin, 1951) or rating the importance of each force (Cagle, 2003),

was not applied at that time for two reasons. First, we tended to focus on the

qualitative assessment rather than its counterpart. Second, a large number of

restrainng forces, for instance, might not be as important as a short list of driving

forces. One possible solution for this issue is to put a weight (e.g., using a rating

scale) into each force for the evaluation. However, the problem is that an important

force reeds not follow its weight. This may indeed happen if one force has very few

recognition among the participants, but very severe. For instance indkaluation

of Lewinds (1951) wor k, Cronshaw and McC
simplistcapr oach used in force field analysis
that i s not nearly up to the task of ass:

an extended period of time. Given that, we decided to leave the numbers out
completely and fags on the impact each force has. | then summarised the responses
on a big blank paper and discussed to make sure that there was a consensus

agreement that the CBS change is still favourable and unavoidable.

The last suksession was to brainstorm as mangposedactions as possible to

amend the causes of resistance accordingly. Prior to thisession, | began by
explaining five brainstorming rules, as suggested by Hargadon and Sutton (1997), to
the participants: 1) Defer making judgement; 2) Build anitleas of others; 3) One

conversation at a time; 4) Stay focused on the topic; 5) Encourage wild ideas. None
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of the participants had any problem with these rules as they had got extensive

experience as participants in brainstorming before. A table staeske items, which

had been identified during the diagnosing phase, and a blank table for filling
proposedactions were designed in advance and displayed on the screen. Hence, the
participants could stay in the track of solution development and the pposons

could be typed directly on the template. Again, | played a role as a facilitator in

which Schiendés (1999) confrontive inquir:
to think from a new perspective on their current practice (e.g., Have yoghtho

about establishing internal communication channels?; Have you considered that

adjusting the earning and bonus system might be a solution?). The advice on lessons
learned from the change process generated from tvilergg interviewees during the

diagnhosis phase (see Section.8)3vas used at that time to help me build up the
content of these inqui-aceson€@ohsstguewas!| g:i
This list was long and very detailed (22istance items and 33 proposadions).

The proposd actions were then evaluated and prioritised by asking the participants

to determine: 1) The degree of importance among resistance items; 2) The degree of
effectiveness of each associated action. The priorities were based on both

guantitative (e.g., byaunting the votes) and qualitative assessment (e.g., the

consequence of the resistance item in question, the effect mfojpesedactions).

The participants were also asked to account for and reconcile their differences. In

other words, while the votervgere asked to explain their choices, the-moters

were asked to explain their disagreement with others. The benchmark for deciding

the priorities was based on the point value of five among eight participants

(excluding me because | did not want to hawe effect on their decisionshs the

outcome, the proposexttionswere slightly reduced to 31 priorities. However, the

problem was that not every priority could be implemented due to the difficukt cash

flow and resources constraints. Therefore, we allage d t h a tFeetDhoed A Thi nKk
model, developed by Lavidge and Steiner (1961) and adopted by others (e.g.,

Al adwani , 2001) to set up strategies that
be used in this case to provide a good framework for assessiciy pvlority would

be taken first. According to the model, the change actors appear to process through
cognitive (thinking), then affective (feeling) and finally conative (intention/doing)

stages. It is then best to first try to affect the cognitive compot o f t he act o

attitudes. At the end of the brainstorming, the CEO suggested that a report of the
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brainstorming could be useful for him before making his decision on the prioritised
actions. Therefore, a separate meeting with him was organised.|nheta

brainstorming session lasted for nearly three hours.

4.4.2. Meeting with the CEO

A half an hour meeting with the CEO was organised and took place one week after
the brainstorming session at his office. This was an intermediate activity in the sense
that its purpose was about synthesising the brainstorming session and getting the

CEOG6s approval on the prioritised acti on:

In terms of action taking, my contributi
resistance items arpgtoposedactions. Previously in the brainstorming, both the

bankb6és top management and | explicitly a;
overview through development of abstract categories of resistance itenmssinadta

categories of proposexttions because tlier e s i-s&d taincred | i st was t
difficult to interpret, and did not provide strategic oversight. Compared to the
Aresi-sadtaincred | ist, the fiabstracto | ist coc
specific resistance items andfoposedactiors but it would provide us with an

overall understanding of causes of resistance (at the aggregate level) directly related

to strategies (in terms of aggregpteposedctions). Regarding this concern, |

studied organisational change management in thratlites with the aim to identify a

set of comprehensive and workable strategies (not strategic options) which could be
applied in this context. A key challenge was that most of previous research focused

more on specifiproposedactions or strategic optis rather than general strategies

to manage resistance to change (e.g., Hong and Kim, 2002; Klaus and Blanton,

2010). The first exception is the work of Kotter and Schlesinger (2008) in which they
attempted to categorise methods for dealing with resistatasix general

approaches (i.e., communication, participation, facilitation, negotiation,

manipulation, and coercion). The second exception is the research conducted by

Shang and Su (2004) in which they suggested four different change management
styles(i.e., direction, participation, consultation, and coercion) and these are, in fact,

a short version of Kotter and Schl esinge:l
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work of Kotter and Schlesinger (2008), m
list was challenged as their categories do not account for external environment and

its effect on internal capabilities. Further development through a detailed

examination oproposedactions mentioned in the literature (e.g., Iversen et al.,

2004; Johnson etl., 2005; Mento et al., 2002; Pugh, 2007) as well as reviewing the
Aresi-adtaincered | i st identified during the &
overall strategies (i.e., timing, communication, participation, facilitation, negotiation,

and manipulabn strategies) (see Section 3.4or details).

Meanwhile, the development of higHewel abstract categories of resistance items
was based on four different areas, also representing different level of analysis (i.e.,
individual, group, organisationand external environmental level), in which the

practitioners might identify the causes of resistance:

M External constraints:Threats from the external environment which could
have an impact to a greater or lesser extent on the organisational

implementatiorof the new IS system.

1 New IS misalignmentMisalignment or unfit between the organisational
elements (e.g., purpose, structure, reward) and the new IS system.

1 Conflict of interest:Political struggles or an imbalance distribution of
intra-organisationalpower and resources generated during the new IS

system implementation.

1 Status quo biasThe bias or preference to stay with the current situation

(both rational and irrational aspects).

Finally, | designed the str-attd oy 0s Hadestt ha:
the Aabstracto |list and used the AGroup
among the bankdés top management . AReason:
di sagreement 6, and other comments were al
summaryot he qualitative assessment and refl
ADr awbac ks 0 Sectioh udinmable 6.3 fer eetails). On the basis of the

strategy sheet, the CEO agreed to cover firstly third of the prioritised strategies,

focusingonthecognt i ve component of the change re
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previously in the brainstorming session. Another meeting with relevant department

directors who would be responsible for performing these strategies was subsequently

held by the CEO. Meanwlei, he expressed that winning over the project team and

helping them to manage resistance wouldurelamental to the success of the

project. Therefore, a workshop with the project team was later planned and designed.

4.4.3. Workshop with the project team

In accordance with the importance of the project team on the success of the project,
this workshop was set to: 1) Offer the rest of them the same information as the
bankd6és top management had (i .e., the

finoi

managememmdé $ ment on the fAgoo decision);

about their responsibility to support the CBS change and act as resistance aware

during the project; 3) Present them the strategy sheet which could be applied in their

particular context. Thparticipants in this activity included the entire project team
(i.e., five directors, two managers, and five technical staff). Such full meeting also
meant that they had space for discussion and opportunity to express their

expectations on the resistancamagement approach.

The meeting took place on the"2af January 2014. The entire project members
were invited by the CEO via email although he could not attend the meeting due to
his arranged appointment. The meeting lasted for nearly one hour andwitbsed
consideration of what would be their next activities, according to the results of the
brainstorming session with the top management. Again, | joined the workshop as
facilitator and, therefore, | adopted the role as participant as observer (Satinders e
al ., 2009). During the meeting | made
developed and after the meeting | recorded their feedback on the approach for

managing resistance.

With this meeting, the action planning and taking phase was finished. mnaihds,
| presented the approach but | let the practitioners themselves apply the process,
assisting only when they got stuck. At the end of this phase, both the board of

management and the project team were informed about the importance of the CBS
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projed, the prioritised strategies, and specific associated actions for managing

resistance.

The next phase (the evaluation phase) started with an interpretation of how the
practitioners applied the strategy sheet in their particular context, which actions had
been taken later by them to manage resistance toward the CBS project, and what
were the outcomes of those actions. As discussed with the CEO, three months
seemed to be a reasonable time frame before starting the evaluation phase so that the
practitionershad time for executing the prioritised actions. Moreover, thethree

month time period also seemed to coincide with the formal end of myeato

action research project.

4.5, Evaluation phase

Reviewing the proposed solutions and insider perspeactiges critical to the
theorybuilding of a research (Street and Meister, 2004). This phase started in June,
2014 (approximately four months after the implemented activities were on the
ground) and the final report was submitted to the AlphaBank in thefldtdy 2014.

In this phase, | sought to investigate the outcomes of the resolution actions which had
been taken later by the practitioners to manage resistance toward the CBS project
(Research Question 2.3). In other words, this phase aims to explotrenthnet

effects of the resolution actions were realised as planned and whether these effects
released the staffédés resistance. Based
decided whether an additional research cycle needs to be proceeded if the sutcome

are negative.

Prior to this phasenechallenge was that the practitioners (who had been assigned
and responsible for performing the priorities strategies) might perceive threat
because the use of evaluation results subsequently led to the judgethent of
performance. In this case, Love (2004) suggested that experienced evaluators should
adopt a participatory approach by involving them as partners rather than research
objects in the evaluation process. According to him, a partnership is essenéal sin

the external evaluators must rely on the internal implementation evaluators to collect

accurate data and supply crucial information (e.g., program descriptions, outcome
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metrics). Moreover, as Eason (2005) added, the internal implementation evaluators

are also often the best peofecause they have lived through the intervention and

they can give evidence about the way in which overall effects have come about

Given that, the evaluation phase was subsequently performed with two practitioners

(i.e., IT Department Director and Marketing Director) responsible for improving

project management and both were skilled project directors with experience in
technological transformation or strategic change management. The interviewing

technique was used to obtalreir feedback on issues, patterns, and meanings that

they had identified by scrutinising the intervention data (e.g., their observation notes

or records of feedbacks received from their followers). The focus group technique

was not considered because d@itlbusy daily tasks. My role during this phase was

to combine identified patterns, pose alternative explanation, and craft a more

integrative framework. ice | took a role as an indirect evaluator in this phtise

small sample size was not an issuesther and Lewis, 2008). However in order to

enhance the validity of the findings and avoid the problem associated with the
sampling bias (e.g., the assessments wer
perspectives), both practitioners were askedédimvant hed indicators (e.g., number

of participants in the IS change programme, number of feedbacks or complaints) as
evidence to support their assessments as suggested by Popova and Sharpanskykh

(2010). These two sources of evidence (i.e.,awdt hardndicatos) were later used

to triangulate the research findings in this phase (Yin, 200&eover, the purpose

of using both soft and hard indicators vedsoto take into account the process

evaluation as well as the outcome evaluation. According to Glasgoliramah

(2008:490)Ai pr oc e s s e Vv a kaitadicatorjmedsures thel extenhtg

which an intervention was delivered or i
evaluation is therefore essential for an:
have leen effective (or ineffective). As a result, it can help tease out negative

outcomes and can help expand understanding of positive outcdOm#ése other

hand, Aoutcome evaluation [by using hard
effectso waindlestthus , bppsios for answering v
may have been effective or not.

Another challenge that we faced prior to this phase invdheduestion of what

hard indicator could be used as a primary outcmieatorfor measuring the
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overall impact of our interventionsn this study, the answer for such question

became more difficult since the main purpose of our interventions was to help the
bank6és members to think differently and
ar gued som@gaims areeneasureable, who can put a value on the opportunity

to work for something you believe in? @stimate the psychological impact of

witnessing your words move and motivate people to join you in an attempt at

c h a n ¢dengedhis is often theeason whyssessing the impact of communication

and participation has been rarely done in a business change (Klewes and Langen,

2008) Nonethelessafter a discussion with the practitioners involwed,decided to

choose the level of engagement for a hanof reasons: 1) Because the purposes of

our interventions were not only to chang:
their participation or engagement as an effective way for developing a better
implementation plan and managing risk associatiél twe change; 2) Because we

all agreed that managing resistance not simply involved removing its sources but

required making sense of them, especially for functional sources of resistance (e.g.,

loss of important operational modules); and 3) Becausealsed that moving our

staff away from the fAdenial stageo woul d
of the fAacceptance stageo as illustrated
curve model (see Section 2.2.4.4) and, therefore, other clioraagasuring the

i mpact of our interventions such as empl
Erdogan et al., 2008; Meissonier and Houze, 2010) or their commitment toward the
change (Lowe, 2007) were considered as not reasonable at that time chs#) as
defined by Carnall (2007: 279), MnAengagemi
feedbacks or ideasé[that] we seek to sti.]
engagement could be seen as a sign of thoughtful adoption of an organisational
changgFord et al., 2008)

In order to arrange thsvaluationphase, ontacts via emaivith both the CEO and

these two directors were made to ensure that the time frame between the action
taking phase and the evaluation phase was long enough to evaluate the effects of the
resolution actions. The appointments for interviewing were mainlyystitem later

on. Online faceo-face interviews which took place in synchronous mode using

Skype, an online communication tool, were conducted. The reason for choosing

online faceto-face interviews was due to distance problems between the target
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participants and me. Moreover, since both participants knew about me as well as the
reasons for my research, direct fadodace interviews were considered as

unnecessary. Similar to the sequence of wering which was carried out dte

diagnosing phaseachinterviewee was explained about the anonymity and

confidentiality of the information provided. Both of them had been participants in the
previous phase of the research and thus | referred to the consent form they had

already received (seé&ppendix D) All interviews during this phase were audio
recorded using MP3 Skype Recorder versi ol
Each recorded interview lasted for approximately thirty minutes. The verbatim

transcription process followeddlsame procedure asthé diagnosing phasaA.full

detail of the interview guide (both Viethamese and English version) in which specific
guestions asked for their descriptions of the change activities, key positive and/or

negative outcomes, and their learnings from partigigati those activities was

enclosed in Appendi%. Following the reviewing session, the main investigation of

this CPRwas closed because we (i.e., the practitioners and |) all agreed that the

resistance management approach was in stalgleiseful form @e Section 5)5

This exiting point is in line with suggestions madeMgthiassen (2002338) in the

sense that dna full | earning cycle of und:
practiceo is required to hel p staldereatee s e ar
opportunities for testing the usefulness of their interventions in realistic settings. This
exiting point is also seen plausible for answering the research questions and for this
particular case in which the implementation of actions wegiated aghe

responsibility otthe practitimers as discussed in Section 3.4dwever, it is not to

argue that further research cycle is unimportant or that our resistance management
process should stop at this point. Quite the opposite, | acknowldugexkit point

as one of the limitatizs of the study (see Section 6.Bleanwhile, the practitioners

at the AlphaBank were encouraged to keep the resistaacagement process going

on.
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4.6. Method of data analysis

The data collected during this RRvas mainly analysed from an interpretive
perspective, which focuses more on reaching atepth understanding about social
realities and patterns creating them rather than producing a static view of such
realities. As each phase in the research cydieasily depended on the previous
one, the data analysis started immediately after the data collection at each phase.

In overall, the data sources included adtlamscripts of serrstructured interviews

at the diagnosis phase and the evaluation phages on informal discussions with

IT staff, relevant documents about the upgrading CBS project,-tnaaliscripts and

notes on workshop and staff meetings during the action planning and taking phase.
Because all the data sources can be treated as textisten documents, qualitative
contentanalysiswhi ch aim i s Ato account for how
to reader so ( Br y maiwasusal toBmalyse the dat.Befare p. 5°
proceeding further, there are two points that need tdaliied. First, it must be

noted that texts are only seen as carriers of information and not the objective of the
analysis; but the meanings underlying the texts are the objective of the analysis and

can function as indicators to make statements abowsbttial realities (Hsieh and

Shannon, 2005). Second, whereas the qualitative content analysis usually focuses on

the way the theme is treated and frequency of its occurrence (Spencer et al., 2008),

the qualitative content analysis in this study is defimede broadly by some

previous researchers to also include techniques in which the data are analysed solely
qualitatively, without the use of counting or statistical techniques (e.g., Forman and
Damschroder, 2007, Hsieh and Shannon, 2005; Patton, 2002icxtlg, the
gualitative content analysis in this stui
and sensenaking effort that takes a volume of qualitative material and attempts to

i dentify core consistencies and meanings

Similar to other qualitative analysis method, previous researchers (e.g., Bryman and
Bell 2007; Hsieh and Shannon, 2005) sugeptistat the researcher who uses the
gualitative content analysis should consider the choice between two primary ways for
analysing lhe data: an inductive or deductive wexatton (2002) further explained

the inductive approach as an approach in which the themes identified are strongly

linked to the data themselves (e.g., grounded theory). In this sense, this form of
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analysis is datariven and the process of coding therefore will not try to fit the data
intoapreexi sting coding frame or the researc
ot her hand, the deductive approach tends
or analytic inerest in the area. Then, during the analysis, the researcher engages him

or herself in the data and allows themes to emerge from theHfaéd @nd

Shannon, 2005Because | attempt to build new knowledge on existing knowledge

and the data cannot be codedn epistemological vacuum, the deductive approach

with an operminded attitude towards the data was applied. A number of themes

were borrowed from previous theories or research findings sushmselson and
Zeckhauserodos (1988Narskwag@us @QLDP8 D) apoltihteioa
i nteraction theory; Hong and Kimés (2002
implementation and so fortifhe process of qualitative content analysis was mainly

based on the guideline provided Bgrman and Damschrod@007)
Phase 1Engagement with the data

The purpose of this phase is to help me familiarise with the data. All the data sources
were read again to gain a sense of the whole. | also returnieel hotes taken during

this CRR several times to examine my perspective and to further develop my coding.
In terms of audieecords, while the process of transcription was tomesuming,
frustrating, and boring, | found that it was an excellent way to start familiarising
myself with he data. Moreover, when all taped sessions had been transcribed, | also
read through the transcripts back against the original audio records for checking
errors (e.g., typing errors, missing words). Throughout the study including this phase,
memos were maglto record ideas about ways of categorising the data, emerging
themes or patterns. Similar to the field notes in the research diary, memos are notes
that serve as reminders for not losing ideas and thoughts and provide the building
blocks for a certain aount of reflection during the analysis process (Bryman and

Bell, 2007).

Phase 2Generating a list of codes and coding the data

According toForman and Damschroder (200@9des refer to a feature of the data
(e.g., topics, attitudes or beliefs, though@t appears interesting to the researcher
and are used to reorganise the data in a way that facilitates interpretation. Despite the
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fact that deductive coding was chosen in the present study as discussed above,
Goldkuhl and Cronholm (2003) wardthat thee will be a risk of destroying the

freshness of the data i f the researcher 0

in the coding process. Therefore, once | had read and familiarised with the data, a list
of initial codes was generated from theadedllected. Then | approached the data

again with my analytic preconceptions that | wished to code around. Furthermore, |
also remained open to identifying new codes throughout the analysis as discussed
above. The final list of codes, with comprehensigsaiptions and examples, is

presented in the codebook (see Apperit)ix

The process of coding or indexing the data was conducted manually as well as with
NVivo 1071 a qualitative data analysis computer software package. In particular, |
firstly coded thaesponses made by the organisational members using the software.
The purpose was to understand what issues they were preoccupied with and hence
what was important to them. Then | combined the responses of the organisational

members with my field notes amelevant documents to include all the data sources

from the research as a whole and, t her ef

i nstance, the participants6é reports of
checked against the documentation awdédrom the records of defects found in the
system. In this regard, triangulation across the data collection methods (i-e. semi
structured interviews, documentations, and informal discussions) served to
strengthen the interpretations made (Yin, 2009). [&tier coding process was

mainly done manually with the traditional way of systematising the data (e.g., cutting
with scissor and pasting with gluélthough | realised that theoding process is
subjective (e.g., depending on my decisions to code thegasegments, phrases,
sentences, or words), it was seen as a upedgkss for sifting and orgamg the

data. Moreover, during this process, it had provided me with some ideas about
interconnections between codes or issues which later helped th E@ateemes or

patterns.

Before going to the next phase, it must be noted that, in good practice, the researcher
should attempt to reduce the bias and subijectivity in this phase (e.g., attempting to
make the data fit). One way to reduce the subjectisity establish the coding

agreement (Forman and Damschroder, 2007, Neuendorf, 2002). The agreement is
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achieved when two or more coders, who code the data independently, using the same
codebook, can consistently apply the same codes to the same texttsggimenan

and Damschroder, 2007). In the study, | asked one of my friends, who is a bilingual
qualitative researcher and has sufficient knowledge in using NVivo, to use the
codebook developed by me to code five interviews at the diagnosing phaselte test t
quality of coding. The comparison was conducted using N\&ing the cubff

figure of 70% as the benchmark for an acceptable agreement (Neuendorf, 2002), the
comparison of her results and mine showed congruence to a great extent, with a

minimum agreme nt at 89. 04 % for thel AOtherso
Phase 3Searching for themes or patterns

When all the data had been initially coded, | tried to group different codes into higher
order headings or potential themes. During this phase, some of the themes were
identified based on previous theories or research findings as discussed above whereas
others were formed by writing the name of each code on a separate piece of paper

and playing around with organising them into thepiies.
Phase 4Reviewing themes

In this phase, | attempted to refine a set of candidate themes by examining whether
there wa any theme that needed to be deleted (e.g., not enough data to support them
or the data are too diverse), or broken down into separate themes, or grouped
together. Moreover, as suggested by Patton (2002), | also considered whether the
data within themesaheres together meaningfully while there are clear and
identifiable distinctions between themes. Specifically, at the level of the coded data
extracts, | read all the collated extracts for each theme to consider whether they
appear to form a coherent patteBesides that, | considered the validity of individual
themes in relation to the entire data set. During this processadeng the entire

data set also helped me to code any additional data within themes that had been
missed in earlier coding phasés Ritchie and Lewis (2008) stated, because coding
IS an oRgoing organic process, it is necessary fecading the data set until the
refinement does not add anything substantial (e.g., the coding frame fits the data

well).

Pagé¢ 153



Phase 5Defining and namig themes

At this phase, all the borrowed themes (e.g., conflict of interests, cognitive
misperception, loss aversion) were defined and named based on the original work of
previous researchers. Meanwhile, others were defined and named by determining

what apect of the data each theme captures. .

It must be noted in the codebook that there are some overlaps between certain themes
such as-NBWCB$H.oQwoaslt s0 ahds8Aveatsi onal I n t
fiRationaiNewCBSH. Cost s 0 i s maitmihy whedpfaort icefpla
money, and effort for changing to the new CBS and this is taken into account with

the perceived benefits before making their decision on the new system. Meanwhile,

Al rr altoisosnfavier si ono ref |l echattheloshwsuallyar t i ci pa
causes larger proportion or effect than the gain and, therefore, they tend to resist the

loss. Given the distinction between these twaedided to keep them as separate

themes in the study.
Phase 6Interpretation and drawing conclims

When a set of fully workedut themes had been done, the final analysis and writing

up of the findings was ready to begin. | decided to choose particularly vivid

examples or extracts which capture the essence of each point | was demonstrating in
the findings, without unnecessary complexity. In order to go beyond the description
of the data, | further used examples from the literature and placed them within the
discussion to produce a comparison of the findings with previous research.
Additionally, arguments were also made in relation to the research questions.

4.7. Chapter summary

This chapter focused on the questadriow this CRR project was conducted and
providing the details of the activities relating to my fieldwork at the AlphaBank.
Moreover, the issues regarding the development of questionnaires, sample size,
sampling technique, and data analysis technique were also diclissenext
chapter will discuss the findings thfis CHR project according to each action

research phase presented in this chapter.
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CHAPTER 5: RESEARCH FINDINGS

5.1. Introduction

This chapter presents the empirical analysis and findings ofrtraephases (i.e.,

diagnosing phase, action planniggd takingohase, and evaluation phase)

corresponding tthe research questions as documenteddrprevious chapter

Consequentlythe reflection and learningineathe x per i ent i al l ear ni
illustrated in Figure 4.1 iprovided In this chapterl will discussthe findings

relating to the causes of resistance to the CBS project at the AlpheBa@gtion

5.3 Section 5.4 will then discuss how we made sense afahse®f resistance and

our decision on thimterventions. Finally, the outcomes of our interventiontlvei

examined in Section 5.5.

Becausd used to be a member of the AlphaBank and | brougimyimprior

experience and knowledgetbie context under investigatioa common pitfall in

this case is that my understanding perhaps is only partial. Thus, care wa®taken

ensure that my understandingwa® nsi st ent with the staff d:¢
situation.For this reason, an overview of the CBS development process at the

AlphaBank, which was generated as part of my informal discussions with the IT staff
during the diagnosing phaseill be provided in the next sectig®ection 5.2%0 that

the BS project can be understood in reference to the broader contexicakthe

This overview of the project from the st
perceived the situatio@s problematic antheresistance management would be

beneficial tothe organisation

5.2 An overview of the CBS development process at the AlphaBank

The first attempt to modernise and bring the bank up to the international standards
(ISO 9001:2008)took place back in 2011. At that time, a meeting was held to set up
the strategic directions for the period 2e4015 and vision to 2020. One important

Pagé 155



issue in the meeting was the increase of operational and maintenance costs of the
current CBS. As the IT department director recalled one of his arguments:

Aél t us smdrdthan 10% &f éhe IT budget just to keep the system
running. So the question is how we can gain advantage over competitors with

little money left.o (Journal Entry,

He further added that:

1 ¢

ARéWhile there has not edleydheexmstmy severe

system, there is no doubt that it is inflexible and therefore unsuitable in

todayods competitive environment. The

di fferent from what it was in 1980s

In respmse to the issue, the- €O made a commitment to the CBS upgrading
project. The main forces for changing could be seen as inflexibility and high
operational and maintenance costs of the current CBS. The IT department director,
who has previous knowledgediexperience on implementing the CBS, was
appointed as the project leader and responsible for the planning and implementation
of the project. The first meeting organised by the IT members was to consider
whether to build it ifhouse or buy a packaged systbecause the CBS is

responsible for the most critical tasks of bank operations and requires definitive
control by itself. However, due to the significant cost, resources and expertise
involved in inrhouse development and implementation, the IT departdiesttor

later suggested purchasing a packaged system from a vendor and then hire a system

i ntegrator to customise it to suit the

In the latter part of 2011, the project taskforce arranged workshops to look at the
future operationgr requirements beyond the existing system, and how the bank can
optimise the future CBS. As part of the analysis, the taskforce initially considered
eight vendors and three, in which one is the vendor of the current CBS at the
Alphabank, were selected forore exhaustive screening (sggpendix Jfor vendor
selection criteria). The IT director and CBS administrator also made field visits to
these vendorsé offices and facilities
their processes and profioiges. Local consultants from these vendors were brought
in to consider the Al phabankds current
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taskforce overcome their initial fear of the implementation process. ThaeutoNas
negotiated with each vendtwr be completed in two years. Meanwhile, the bank was
required to follow a Request for Proposal (RFP) process for competitively selecting a
vendor from among the approved vendors

requirements.

In 2012, another meetnwas held to reconsider the project. At that time, conflict
happened in almost all issues involving the project, not only from the uncertainties
brought by it but also from differences in understanding about certain
implementation issues (e.g., gaps imktedge between IT members and pure
business members). Moreover at that time, the Alphabank was experiencing financial
problems due to the significant loss from its securities investment, which caused
severe resource constraints. As a consequence, idtpatling the project forward,

the top management was more interested in solutions to work around the problems
for not changing. Irearly2013, following the announcement of the CEO

replacement, the project was decided to be halted. However, as theafihoeyg
director stated, the project could not
long-run goals. In that case, resistance to change will again be the main

consideration.

5.3 Findings at the diagnosing stage

The aim of this stage is to invegdite why and how resistance to IS change takes
place at the IS pramplementation phase from a multigkevel perspectiv€Research
Question 1.1 1.4). As discussed earlier in Chaptertl2e nature of resistance to IS
change is multilevel and that insteaidreating resistance to IS change as a black
box, taking a multilevel perspective is seen as one way to open the black box and
enhance our understanding of the phenomenon (Lapointe and Rivard, 200&.

phase, Bhough the relativémportance of the causes for resistacamot be

established due t o t hesthisphase can beseerass 6 di f |

successful when allowing both opposed categories of(blagfness versus technical
staff) to surface their concerns antbpide ahint attheissues associated with the
CBS project.
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5.31. Environmental factors leading to resistance

The most general layer of the environment is the mankironment that consists of
broad environmental factors which could have an imfmaatgreater or lesser extent
on the AlphaBank. As | analysed the data at the diagnosing stage, the effect of the
external environment became evidence. In line with the open systems perspective
(e.g., Scott, 2003]lones and Brazzel, 2006), it could benséat organisational
resistance to IS change is considered to be a rational formulation of organisational
goals based on the analysis of the environment in which it is functioning. The
environmental factor leading to the CBS upgrading project postponénent
primarily economic. Meanwhile, the political/legal and technological element

appeared as contributory in only one case.

Theeconomic elememwas found as a main external factor which influenced the

CBS upgrading project in all cases. For instance dineetor explained:

Al't can be seen as a consequence of

prolonged high inflation rate, which sometimes was in 2 figures. As you
know, the bank activities are strongly associated with the business
performance oindividuals or enterprises. So their losses [due to the
economic downturn] have led to an increase in bad debts at the AlphaBank.

Given that, | suppose the bank needs to focus its resources at this time rather

than investing in any big project.
And another expressed that:

fiThe economic situation is going down so we need to be conservative to be

0

(o

suitable with the current situationé. |

system, cutting costs but stil]l ma i

requirementa r e our priorities. o (QUD)

Even though the CBS change project was generally seen within the bank as essential

for achievingflexibility and reducinghigh operational and maenance costs of the

current system, the overall pressure to decrdssevelopmenexpenditureduring
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the economic downturalsoresulted in shifting the questions of the system change

under investigation:

i éThe CBS change project really is to deal with how much the bank is
willing to spend on t ecWweamhadnoneyférTher e |
the project buthanges in the environment are truly a move against

t h aFroen my point of viewrather thamebating whether to changeis

the time for us t@oncentrat®n when and howve have to change in order to

serve the bestinterst of the bank during the eco

I n the case under investigation, the banl
economic pressures as threats to the org:
project. There was general consensus antliffierent department or branch directors

that the economic downt ur n feasibiiteadwetl he m t
as its urgencyThe found effect of economa&ementon resistance to IS change
confrmsDamanpo r and S 2006 fimdindsehat@rganigationsyhen

facingeconomic problems, tend not to largely invest in innovation, partly because

they cannot afford to take risk or absorb the cost of failure.

Similar to the economic element, thelitical/legal elemenivas considered as

having a negative impact on the project. This was attributed to the economic
situation in which securing physical resources for a large scale project such as the

CBS change has become increasingly difficult for the bank:

fiThe unstable diical system does somewhat affect the project. In particular,

the real estate law has been changed so much by the government since last

year and, therefore, many SMEs [Small and Medium Enterprises] owe tax

arrears of hundreds of billions dong. What is tiext consequence? Many

banks are facing bad debts which cann:

reconsider our business strategic pl al

With supportfomP f ef f er and Sal adependen@esthedrihed 7 8) r e s
findings indicaédthat a certain level of dependence on the external environment is

vital for the organisational survivaince external influences can lead to instability

and uncertainty aboudin tohdeor gvamidsat Nomwd ®

completely sdlcontained or in complete control of the conditions of its own
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exi stenceéSurvival comes when the organi
environment, not only when i Pfeffenarkdes ef f i
Salancik, 2003: 19Accordingly, in orderto protect the internal operations from
externalinfluences the chosen strategy for reducing external pressures, as occurred

at the AlphaBankentailedthe postponement of the CBS projexaddress the

shortage ophysical resources

Thetechrological elementvas also mentioned as an external factor affecting the

CBS change in one case. However, unlike the other two, this element generated the
question of the urgency for changing even though the feasible technological solution
to the current sstem was seen as only temporary:

A5 gagaifrthe system dimbt meet the requirements for new features or
new product, the replacement or upgrade wouldr®vitable. However, in
recent years, by adding a middleware to implement new features that the
current system cannot do, most banks then choose this solution because the
CBS replacement project is often expensive and-tiaresuming than

expected. But iy opinion,itisjgt a temporary soluti on

These findings are consistent with Scott
directly affects organisational outcomes.
subsequent perceptions and decisidhe joboft he bankés top manageé
therefore, is to Aalign, fit, or adapt t|
objective reality that exilesotr®cootwolt t her eo.
(Ford, 1999480). While thefindings on the effects ofxéernal environment seem

obvious and are similar to previotexhnologicaimplementatiorstudies (e.qg.,

Khazanchi2005 Molla and Licker,2005 StoelandMuhanna 2009, they provide a

wakeup call forstudyingresistance tan ISchangeFirst, environmental turbulence

can be a hindrance when adopting a ne\{|8rnehoj andMathiassen2010 and,

therefore, be an important souffoe resistanceSecondthe sensitivity to the

dynamic environment is an important characteristia lafrge scaléechnological
changgMathiassen and Vaini@007). At the AlphaBankthe findings revealed how
environmental fluctuations reduced the b
and how the increase such environmental dynamics hettanged the premises

their implementation practicevhich embracethe focus orshorttermperformance
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to be fitted to the actual situatiolthoughthis outcome is supported by previous
researchd.g.,Damanpar and Schneide2006 Nguyen, 2009 it is contrary tahe
empiricalfindings ofRothenlerg and Zyglidopoulo&007) in which it was argued

that organisations should not cut down their innovation expenditures in order to deal

better witheconomic uncertainty. In this regamhe explanatiomay bethat

investmeni n t he CBS project was not consi dere

the bank fronthe businessrientedsenior manageré&nother explanatiois that in
highly dynamic environmenthe shortterm survival of the bank was evaluated to be
more importanthan its longterm investmenin innovation This trap, whichwas
resulted frombecoming too responsive to faalsdotherfinoise in the environment

as well azenhancing shoiterm performance at the expense of reduced-term
flexibility (Volberdaand Lewin 2003: 2127)explairedwhy we found ourselves in a

dilemma in the next research phase.

5.3.2. Organisational factors leading to resistance

Previous IS researchers have long argued that a critical determinant of an IS
implementation success within an organisation is the match or fit between the
proposed system and the organisational elements (e.g., Dwivedi et al., 2012; Hong
and Kim, 2002). Wth respect to internal forces leading to resistance to change at this

level, themisalignment between the project and the organisationalgrort

strategic planwas identified as eajorbarrier to the CBS implementatiamall
casesBecause organisatie such as the AlphaBank are open systems that interact
with the environment, any large scale and long running IT project is more likely to
experience significant changes in business priorities and market conditions. As a
consequence, such changes can i@ affect the original conditions of the

project:

Al nvesting on the CBS wupgrading proj et

bankbés strategic plan. But it is no

the IT Department Director that the project shdutdviewed as a loRtgrm

i nvest ment . Yet , it mu s t be noted t hat
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formedbyshot er m deposi ts. So we candt make

considering the current predicament f

e T he ¢hBnge requires loAgrm planning and investment. It helps the

bank to secure its future growtecause it is a complex and larggale

project,we are uncertain of how long it takes for the GBflacement to

wor k i ts way t hGQomseqgetly, whatinteérdste othere s ul t é
directorsis the shortterm performanceFrom their point of view, it is hard to

say that the CBS proj ect -term strategicl | al i
planin thegivendynamic environmemd ( QU D)

In line with an empirical study conducted Kgiodel (2004 49), the greatest

challenges facing the ganisational decision makers of an organisation is
Aprioritising demands from the various b
goal so. ®HugmtheaCBI progedt, in the case organisation studied here,

became far more urgent because cost containment and improved return on

investment (ROIwere bearinglown on the senior managers with all its pressures

The findings are also concurrent witte work of Chan and Reich (2007) in which

the main problem with IT alignment is often due to the time lag between business

and IT planning processehatis,as t h ey @iverpthadthe buesidess i
environmentnd technology change so quickbyice @& IT plan is enacted, there is a

high probability that the pl am29nd the t
Consequently, from a positive point of view of this source of resistance, it can be

argued that conflict associated with balancing sterhand longterm goal may

attract new ways of thinking about thaure state vision of the project. In other

words,the reactions aomesenior managers toward the importance of stevrm

strategic plan are not necessarily dysfunctional conflict (e.g., generating negative

effects). On the contrary, th@ppositereactions can serve as opportunities for

ensuring theppropriateness of tHeBS changand, therefore,ae en as fAan a:
and a resourc@ its implementatioa(Ford et al., 2008: 368 r as fAa vit al S

avoiding poor decision®R@him, 2011: 11)

Thelack of urgencydue to the feasible alternative solution durirg¢hange

process, was also found amther maircause of resistance:
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Aélt [the current system] i's stil]l abl
acceptable manner. o (TRD)

fiSo far as | know, wst of requested modules can be added into the current

core Sometimes, it just takes longer than expected( MA D)

Aln principle, everything [new functi

system] éTime is the only issue to mak:

According to Kotter (2008), with less urgency, peoplees@n less inclined to look
outside for the new possibilities, and they are solidly content with the status quo
rather than launching into the unknovivhoreover, vihen the urgency for change is
not strong enoughmong the people involvethe transformatioprocesscan slow
down or even cannaucceedSutanto et al., 20087 he lack of urgencyor
changing the systenas found at the AlphaBank, may be also explained by
significant changes in the environment which lethemisalignment between the
projectand the organisational shderm strategic planrhe project leadermm
particular,did notconvincee n o u g h-terinsebutisr tdive other senior
managersredibility and mometum for driving them out of their comfort zortdis
messageluring the interview seesio move toward restablishing the sense of
urgency for the project, but fdib doso:

fé | could notdrive others [the top managemeatyayfrom shortterm

problems we are facingersuadehem thathe CBS change is essenfiai

t he b an;kaddsatthfe sgama timagnoretheir reasonable concerns.
Thisis mainly due to the fact that our motivation for changing the CBS seems

to belessrelevantduringthe challenging economic tinkgQUD)

In overall, he findings confirnthe importancef the sense of urgency and the role

of the changenanagergor establishing urgenady an IS change project @.,

Caldwell et al., 2008Jmbleet al., 2003 However, the findings also provide new

insights on approaches for creating sease of urgency. Unlike previous research in

which the need for establishing urgemwegs emphasisesls At he f i r st gr ol
stepséto creat e aeEngamngenag®urrye 2008613)on me ittt & e (
ear |l i er par tLeeKaléy, 2008 472)pt was foend in this tudy that

seeing the challenge of creating a sense of urgerey fsdhroée ef f ort 0 seel
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plausible innowadays rapid changing environmeh. illustrated by the findings, the
turbulentenvironmentouldlead to a gap betweehe original conditions of the
projectand its actual state, resulting in lessening the sense of urgency tbeard
CBSchangeThus, creatingind maintaining sense of urgency aseen to be

equallyvital.

Theimplementation risksvere identified as a next key factor that strongly

influenced the CBS upgrading project. One fundamental source of the

implementation riskss the scope of change:

AfBecause the majority of activities of
replacingi has high probability of disrupt
operations. o (QUD)
i A |-scalegmject like this one is often associated with high risk.
Imagining that the bank is like a moving car, the replacement of its engine
when it is running is not eagiht all. Although the CBS replacement can be
preceded in a piecemeal manner to mini
operations, its impact is obvious and
Meanwhile, another source contributing to tim@lementation riskss the estimat
timeline for the project:
Aln reality the project | ike this oft

implementation process will certainly generate more requests. And it will

take time to solve all the requests. Second, changes in personnel during the

prolonged project will beinavoidable. If they are members of the project

team, the new members wil| né€rRkM) ti me |
fi éThere are plenty of decisions that need to be made at the stdge.
Being cautious oany variables can save considerabbeble at the later
stage. This is a common reasoradfigproject such as this one running late
and over(TIDudget . o
I n this regard, the projectds complexity

difficult to estimate how long and how much a projsik cost because it is so

complex or its clarity is so low, Pearlson and Saunders (2012) digutehat a high
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level of planning is not only almost impossible in these circumstances because of the
uncertainty surrounding the project, but it also makdsficult to adapt to external
changes that are bound to occur. Iversen et al. (2004) furthed thadd such risks

are also a primary source for resistance to change.

When a project is complex, Pearlson and Saunders (2012) sagmatral
solutiors to overcome this problem. The first solution is that it is helpful to have a
project leader with experience in similar situations. In the case organisation, the

project leadershiwas identified as a contributing factor to overcome such problem:

fThe IT department director, who has previous knowledge and experience on

I mpl ementing the CBS, was appointed a:
But it is also a possible source leading to resistance:
ARéThe project | eader is surely a techi

[other staff] do not have experience in the core system transformation, they

donotwanttohavany ri sk on their side. o (QUD

AThe project requires the participati

department. But we do not have a vice presidentwhopse ci al i sed o
(VID)
ARéA | eader who had experience on the

far more valuable than a team of people who had been through few weeks
training prggramme for the core replacemeniis [having the CIO with the
CBS transfaomation experience] is the biggest advantage we have in the
project. But to pull the change project to its emd create a change
organisation to push it there, a good project leatsmrequires both
technologicabnd business expertésdnstead ofconcerratingon
technologicalssues as the needs for change, finding ways to convert them
into business aspects will help others [busiregnted managers] engage in
the project. In general, people are willing to change orthyely see what

their benefits ee in the futured (MAD)

The findings clearly revealed that an IS change is not, and shouié n@tated as,
solely technologicalmplementation that fails to integrate the unavoidable and
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significant human system impacks.the context of an IS implementation, the role of
leader therefore would be éstablish a goal congruenas well asdentify and act

on causes of conflicts affecting the IS change prodéssimportance dkeaders
consistent with the IS change liaure (e.g.Bergmaret al., 2002; Ke and Wei,

2008; Umble etl al., 2003), and Weisbdi®76 440 described the leadea sair i
controller®  wdhauldfind the problems and create approacHor resolving those
problems.ln order to do saagood ISleader shoulélsobe renowned for the level of
management skills since the attributes which maggeagltechnician probably will

not be the necessary attributes for a good manager.

The second solution for managing a complex project, as Pearlson andrSaunde

(2012) recommerat], is to rely on the vendors. One director at the AlphaBank said:

AnSince we have |little experience of
steps could be seen as not specific and they are just the initial steps of the
project. The detked guidelines and specific assignments are dependent on

the chosen vendor. o (VI D)

Yet, Pearlson and Saunders (2012) also ndtitat it is important to balance the
benefits achieved from bringing outsiders with the costs of not developing that skill
set in house. In other words, when the project is over and the consultant leave, will
the organisation be able to manage without th@Pearlson and Saunders, 2012:

315). This problem actually existed at the AlphaBank:

fiThe replacement cost [license and equipment] is not the highest but the
maintenance cost is. It maybe 3 to 5 times higher. We also have to contact the
vendor for every pblem occurred. Given these disadvantages, it is important
to be proactive with the system and, therefore, the implementation team must
include our staff.o (QUD)

The solution for the above problem requires the bank to have team members with
significant exerience. Unfortunately, it is not the cadehe AlphaBanland thdack

of human resourcewas found as a factor that strongly leads to resistance to the
CBS change:
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fAt the moment, we dbave a team with at least thngearexperienceBut it
is the eyerience for operating the system, not for solving complex problems
of the systeg@uUDyepl acement. 0

i é We lordywesv people who have been with the bank from the
beginningand know it from inside out. The lack of human resource is often
an issue for a small and medium bank like us. Even in our larger counter
counterparts, having a group wahfficient experience for the CBS
transformation is also difficult as the life cyd&a core usually last for many

years oreven decadeo ( T I D)

At the same time, thiack of physical resourcaesgas also found as a cause for

resistance at the organisational level. There was general agreement that the bank
faced shortages of internal exjgerced staff and a corresponding lack of securing

funds for the CBS upgrading project:

AiThe initial |l i cense cost for the new

dollars, regardless of equipmentcast&a ot her costs i ncurre

Nfé The | mpl etheeaewtCBS] depends heavily on the available

funds and human resources of the bank.

fié We found lack of physical resourdesan important issue because we are

facing financi al probl ems at the momel

Similar to the findings oprevious resaah, factors that inhibit the adoption of a new
systemalso involvethe cost of the project (Premkumar, 2088) the human

resource (Nguyen, 2009) which can contribute to the success of the IS change
project.Hence resources constraints can force firms to consider the alternative
approach or solutontds ecur i ng the missing funds or
(Gibbert et al., 2006L5).

The third solution for managing a complex project is to establish good
communi@tion among the team members so that they can operate as an integrated
unit (Pearlson and Saunders, 2012). Regarding this issue, it was foulad kit

communicatioracross departments wasother cause of resistance:
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ACommuni cati on aocevenris [wutlthiakgtésndt effecive s d
because we [IT staff and businesgented staff] do not speak the same

| anguage [different professional expe.

i € We ¢ o tind d common language for any issue discussed. Therefore,
any problem asgiated with IT is completely resolved by the IT department
itself. 0 (QUD)

AFr usétReaatleldy pr apWaekrpérientedn certain parts

along the way a large disconnect between what the CBS change was expected
to deliver and what our business expected from the €brs.is mainly due

to our communication problengs. ( MA D)

Moreover, the lack of communication or involvemehtarious stakeholders,
especially operational staff who were not involved the decision making process, was

another potential source for resistance at the latter stage of the project:

nStaff who are not invol vedifthdinew pr oj e

system is deployed and put into operaf

fé It is unquestionably that staff communication is the cornerstone for the

pr oj ect @stondythe ey personnel and relevant staff were

informedabout the projedt this stagegWed on 6t want to be fr
limited outlook of others. It is simply the way we do businesséhéré ¢ a n

help reduce work overload for the executive managementde@RD)

fié For every project or strategic decision, are still following a topdown
approach. That is to say, all decisions are made by the top management and
the staff justfolloe Thi s approach someti med makes

event to become a bigang surprise for the subordinate®A D)

It is for sure that the senior management team have irrefutable strengths and they are

in a unique position to do things that no other group in the organisation can do as

well. However, one can argue thatthebbaki t s approach half wro
willfailtofully | ever age the real powerFrischhd compet
2011 3), especially for a complex change project such as tkeisnowhich their

limitations wereunderstoode.g., unclear about threquirementshat a new system
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must have)Although it can be seen that tissueassociated with lack of

involvement of various stakeholdegses beyond the scope of the diagnosis at the

moment, it must be noted that failure to include and manage various stakeholders,
especially operational sfaiho will directly interact with the new system and affect

the projectdbs outcomes, can | ead to cost|
supportive of the new systefdarlson and Saunders, 2Q12) empirical research

conducted by Wagner and Well (2007) supported this point and showed that user
participation during the prenplementatiorphasecan avoid user resistance and the

need for modifications of a system at the gogtlementatiorphase

The lack of communication also tends to follow the organisational structure at the
AlphaBank, which is primarily in the vertical handoff decision making process.

Based on Mintzbergbés (1980) model of or g:
can be seensahe archetype of the divisionalised bureaucr@bpughMintzberg

does not overtly posit the relationship between his divisionalised form and the

propensity of the organisation to regtst change, Pugh (2007) figuredt that

information, skills and kowledge sharing across divisions or the organisational

boundaries is difficult to achieve at this form and this is a serious disadvantage in

dealing with multifaceted change.

The lack of communication also led to a problem for measuring ticernes of the

project:

fiThe technical members believe that the outcomes should be measured based
on applied aspects of the new system while others [busimesged

members] are more concerned about its

Ainmyviewe i t i s thisisarelT grofeet &and we cannot simply apply
business techniques for measuringitsvalBeut t hen what happe
project fails or the new system is not as expected? Of course, millions of

dollars of investment is goingto bewaste 06 ( VI D)

I n this study, the projectds |l ow clarity
stakehol dersd conflicting expectatdions f
that change initiatives are only successful when key stakeholdersargtrgsation

fully participate in the development of the vision, process, and expected outcomes
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for the change. In order to enhance their fully participation and involvement,
organisational supports in terms of openness to discuss the problem and toaining
leverage the technical skills of the team are a critical factor (Pearlson and Saunders,

2012). However, it was identified thiaick of organisational suppoytsoth in terms

of discussion and training, was another root that slowed doweh#reye procesat
the AlphaBank

AThe chosen vendor will provide trali

sign the contract. Besides that, we are-lgelfning by doing and evaluating
things. o (QUD)

Alf there is any problem oceé&urred,
motivated to contact others by phone or email, or arrange for a direct
meeting, if needed. o0 (QUD)

filn my opinioré wellé not much has beeamforthene t o

project since it is still at the initial stage. In termgobperatioé i f | T st af f

ni

h

Cr

need any information, we provide them

Meanwhile, the participants at the managerial level also claimed that then® was

specific reward policyr programme designed to foster the change:

fiBecause the project is at the early stage do not havany specific policy
for rewarding staff involved the project. Only extra paid for working
over t(Tine . o

feWe need to think aTeyprbjecttdain espécslly u e
IT staff, are those who need to put a lot of energy into this project. Miagy
be required to spend days and nights in the office that reasonheywill

really need some incentives other than extra fuidvorking overtime 0

(QUD)

The findings above are ngruence with the equity implementation perspective of
Joshi (2005) in which the issue of distributive fairness could lead the individuals
involved to perceive procedural inequity and question the fairness between their
inputs and deservingness. In othards,whereas organisational supports for change

are an effective tool to reduce resistance, not building these supports when the
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penalties for failure are obvious will decrease the effort or the performance of the
individuals involvedKim and Kankanhalli, 2009Finally, borrowing the suggestion
made by Pearlson and Saunders (2012), it is believed that an important way to
increase the likelihood of organisational change success is not only to gain
commitment from various stakeholdénst also to sustain that commitment

throughout the change process.

5.3.3. Group factors leading to resistance

The political variant of the interaction theory proposed by Markus (1983) indicates

that an organisation is fundamentally a political entity @nedmplementation of a

new IS usually embodies political struggles or an imbalance distribution of intra
organi sational power and resources. Base:
nor changing the features of the new system will reduce resistanorg as the

conditions which gaveriset i t per si s t488). GiWathak Latso 198 3:
preceded the case organisation to uncover whether such conflict of interest due to the

new CBS implementation exists at the AlphaBank.

The most salient findig was that the reasons greuesist the CBS change were not
identical across the organisational boundaries and the degree of group resistance very
much depended on the functions of each group at the AlphaBank. It is consistent

with prior studies that fustional and cultural differences within organisations tend to
influence ontrasting interpretations of an & be developed (e.g., Lapointe and

Rivard, 2005; Meissonier and Houze, 2010). In the case under investigation, three

antecedences ebnflict of interestwere identified.

The first cause of conflict of interest is due toitherease in workloatbr some

groups but not for others. In this case, the resistance group was composedf only

department employees who were strongly affected by the C&@dipg project:

Al't takes approxi mat el y-orientedstaffkBait f or t |
the IT staff must spend at least 2 years for training, understanding, and

implementingthe newsyt em. 06 ( QUD)
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ARéWhen the new system inmanytroulpdseajl@ nt e d,
staff] have never experienced before because we are not familiar with it. It is

possible that we wil/ be paralysed by

(QUD)

Given this finding, another question raised was that while the initiafcdebhe CBS
change was generated by IT members, they were also the ones but not business
oriented staff who disclosed resistance toward the CBS upgrading project. By

delving deeper into this issue, it was found that:

AéAt the moment mankementdonside IT bsaaooltb o f
achieve the bankds business objective:
strategyéWe have a reward system for

depart ment éWhat the | T staff have her

In line with theresearch conducted by Klaus and Blanton (2010), the IS change often
requires that userso job descriptions ar
additional effort for their tasks. Therefore, these two issues are likely to be

considered as a source fesistance to IS change, particularly if they do not feel
compensated for the change this sense, thisutcomecan also be seen as the result

of the reward issue which was identified previously at the organisational level (e.g.,

no specific reward poligyHowever, thanteresting findinglerived from this

outcomeis that the root othis type ofconflict can also be partly explained by the

seni or ohiereatgereaptsod of the role adhe CBSatthe AlphaBank

Previous research (e.dgshi, 2005Nanji et al., 2009; Wagner and New&Q07)

frequently reportethat the increase in workload feome groups but not for others

is the major cause for group rdaisce, but none hagiestionedvhy it is always the
caselnsteadthe possible underlyinggason for the above source of resistance to

exist is probably due to the busingss i e nt e d migparceptigneot the dole of
thetechnologyin theorganisationin particular, vihnen asking about the purposes of

the system changether noticeablérequentterms use@mong the business

executives to representthe CBR® r e fit ool 6, fAmecdtani smo, o
achieve the businesperational efficiencyThis is not to say that the CBS does not

continue to influence competition. It does, as moshefinterviewees perceived, but

its influence over the bank was misunderstood because the exact value of the
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proposed innovative investment was not providedrly. Anothertrap that business
executivedell into, as in this study, wasssuming thaiechmology is simply a

mechanism for doing busine$sading totheir underestimation of the role of

technology as well ahe absence of, or difficuliy, establishing the IT staff

performance appraisal§his issue also explained why timvestment in the BS

project was not consi deduendtheeoondme fessent i

downturnfrom the businessriented senior managers.

The second cause of conflict of interest is due tagbestribution of powerAt this

time, the new system impliedp@awer shift which was considered as unfavourable to
functional departmenlthough heir reasons for resistance seemed to reflect their
suspicion about the real purpose for change or lack of interest for changing the CBS

during the economic downturn

i M a rmodern CBSs have a feature for crosanaging and controlling to

enhance the bankos internal security.
NéThe decentralisation feature of the
strict supervision and monitoring. o (°

fié Everything can be tracked daviby the new systenit. can track who,
what, and whemve are doingA report can be made in minutes instead of
hours ordays as in theurrentsystemB ut | d this@nd otherh i n k
featuresareworth enoughfor our money whileve are facinghe economic
issued TRD)

Similar to the second cause of conflict of interestréadlocation of resourcegas

also identified as another reason for functional departments to resist to the CBS
changedue totheir lack of urgency for changing tharrent system as well as the

negativeeffectof changeon their performance

AWhil e t heisdilicapaderta helfCUBirancialdepartment
employeelkover our tasks, replacing it will affectodre par t ment 0 s
performance becausgisting modulesntegrated in the current CBS we have
built so far will be probably lost or changed. If the new CBS can provide such

functions or featureshten it i s okay for me. o (VI D

Y
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i é T her asodisagreement between departments when deciding the
important apptations or features thahouldbe deployed first because it is
impossible to integrate every existing application [from the current GB&]

the new CBS within2yedri me as suggested. o0 (QUD)

Absust | i ke a Samefdeparsnents] hgvedaaifie [their
modules] in ordeto minimise the customisation [of the new system] and

speed uphe implementation procesgMAD)

In the present study, the political variant makes some precise predictions about where
resistance is likely to occur at tgeoup level. The pattern of the outcomes is
concurrent with the research conducted by Markus (1983) and that organisational
units may differ in the extent to which they actively pursue to gain power and
valuable resources, but it is not likely that thelf appily give these valuable
resources up. When the introduction of a new system embodies a loss to certain
groups, these groups are likely to resist the sydiethis regard, the process of
implementing a new system is the same as the politicaliolecisakingprocess

reported byMeissonier and Houze (201@t least during the frostalf of the IS life
cycle where socipolitical conflict is consideredis an important source of resistance
andthis, withoutcareful interpretation, could be hindereddygtemor taskoriented
conflict (e.g., the unnecessary features of the new system or the negative effects of

change on the performance)

Even thought was found that conflict of interest is an issue at the IS pre
implementation stage, care was taken bectheseesponses afepartment director

or branch director may only be their personal opinion toward the project and do not
represent the convergence of individual
Therefore the next section will provide a useful insight into the exploration of causes

of resistance at the individual level.

5.34. Individual factors leading to resistance

There were two problems when | proceeded to explore causes of resistance at the

individual level and these problems reflected the distinctive different characteristics
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between the pramplementation stage and pestplementation stage of an IS
change. The first problem was that not every operational staff had been informed
about the change h&y are mainly businegwmiented staff who will receive the
notification if the new system is deployed and put into operation only. As one

businessoriented staff explained:

nRnéAny decision involving the CBS or ol
bankpsmamagement or the project teaméT
when it is done. o (THC)

However, | decided to include them in the sample because they are those who will
directly interact with the new system ani
outcomeslin other words, there was a risk that taking into account only those who

involved the projecwill not guarantethe success of the proje&trevious research
(e.g.,Hawariet al., 2010Spenceet al., 201) have pointed ounany cases in which

the IS project is considered esmplete opartial failureand underperformance

becaus®f lack ofsupportof erd users in the new systenesultingin the actual low

return of the ISnvestment.

Another reason for including businessented staff was thabey all wereworking

closely with the project team undée same departments or brancl@snesenior
managers also expressed the view that it would be useful for them if they know what
their subordinates was thinking and feeling aboudB& change. In fact, all
businessoriented staff, in one way or anotl{erg., regular meetings or colleague
conversations), were inforriia informed about theroject before this study

~

Al heard about the CBS change from my
bank and | think we have the right to

el kwbwt is going on her why[ddtheeopCBS <c h
managers keep the communication until the end? The answer may thésthat
[ftopodown approach] has become our managc¢

The second problem was that the new system has notristelted yet. Hence, the
findings at this level of analysis are primarily associated wittbtistnessoriented

st af fntos to iegist tlee new system, rather thtiagir actual behaviour.
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Accordingt o Fi shbein and Aj zenoOdion(TRA,Zh8) Theor
focal factor that predicts the individual
his or her intention. Particularly, intention provides the essential point that reflects

how hard people are willing to try, of how much of an effoetytare planning to

exert in order to perform a behaviour (Fishbein and Ajzen, 1975). As such, it is
believed that managing the individual 6s I
result in reducing his or héutureresistance behavioutonsequetty, the

assumption about the nature of resistandais studyis similar to Markus (1983

43 inthe sensethdtb e havi our s can be observed, but
thereforefir esi st ance i s a rel ati vEonmrtraspomter t ha
of view, the resistance phenomenon can also be expressed in both emotional and
cognitive dimension and, therefore, resi:

formed.

The findings from eighteen operational staff at the AlphaBank indiché¢diespite
the fact that the current CBS has some limitations (@ayy transaction recovery
time, limited support functions); most of them, both technologicainted and

businessoriented staff, were quitgatisfied with the current syste@pecificdly, it

was perceived as usefulness:

néOof course it [the current CBS] cann:
am satisfied with itéthe bamk@GBHO®equi |

fil think even though it is an old technology, it still meets ouracusie r s 6

requirements. So why do we have to mal

As well as ease of use:

Al't is not sophisticated and easy to |
other systens | have known. o (NGC)

Al't i s not too di ff i prababtyfeelalittte se. But |
crestfallen because it is entirely in

The staffds sati sf aastaisaune ofwesistancetcbnBrmsc ur r e n |
earlier findingf r om t he bankds senior managers wh

for changinghe CBS was an important issue leading to the postponement of the
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project.Nonethelesswhen proceeding to the next question that is whether they
would like to have the current system changed or not, the data collected allowed me
to divide operational sthinto two groups: the promoters (who support the change)
and the resistors (who against the change). The promoters are mainly business
oriented staff, with only one exception. Meanwhile, the resistors include only

technical members.

In terms of the sinfarities between these two groupggh relative costéi.e., time,

money and efforts) for changing to the new system were found as a key source for
theirresistance tahange at the individual level. In particular, these costs can take a

form of uncertaity costs:

Al do not know how beneficial it [the

have to spend a lot of time and effortfoe ar ni ng t he new syst

Ae[lf the new system is implemented]

possible opton 6 ( VUO)
Or transition costs:

Al't is possible that we cannot make
hardware [of the current CBS]. If it is, we will then have to go back from the

beginning and provide training to al

AWe [ | T st duldféenthusmsencandtpasitivie thinking about the

project. As technicians, we loved to explore new technologies and new

met hods to solve the bankés probl emsé’

realised that the CBS change required us to have better skillshawledge

t han what we expectedéJust being ent hi

this change. 0 (SOM)

ARéBy replacing dull€ stafflworkioadwill bes y st e m,

double@ On one hand, we have to take care

the bank eperation. On another hand, we have to spend time on the groject.
(PHM)

As well as sunk costs:
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ilt wi | | take a | ot of ti me for |l ear ni

Not every issue [when using it] can b

fAThis [the current CBS] is the onbne that | have been trained and mastered

my skill séAs t he Frgawiuailotoftime and effors my | ol
for checking and fixinganyisseec cur r ed duri ng.Suche bank
knowledge and experiengained could be lostue to the system chang®

(MIO)

With respect to the differences between these two groups, the different degree of
relative benefits was one of the key answers to thegiisiondo resist or adopt the
new system. Whereas the promoters perceived high relative benefits brought by the

change that can compensate for their costs or losses:

ARél am quite satisfied with the currel
smoother, faster, artzk able to serve our customers better, | totally agree
with the change. o (NGT)

filt is usually that a new technology is better than an oldeoreme, it is
hard to believe that the opposite is |

spendalotomoney for noANEpod reason. 0o (

The resistors perceivédw relative benefitbrought by the change:

AThough it [the current CBS] is old, |
integrated on it via middle | ayers. o |
fi éThe only thingl will gain from the project is the experiedce No r ewar d

or incentive for keeping (HMAMe project

Al d o n @ will benefit frokn the systemmhangebecause the end users of
the new CBS armainly the businessriented staff, nbothetechnical
member séFor i nst awrtiegandiegtingcads andthe nv ol v

new system cannot make my tasks easier( T RO)

The pattern of the findings is supported

model in which individuals attempt &valuate most changes and changes that are
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considered unfavourable are likely to be resistéareover, this pattern also

confirms the model in the sense that the individuals are likely to compare their

relative outcomes with those of other groups to enthe fairness of the change.

However, thenconsistent finding ishat businessriented staff faoured the project,

not because they clearly understood the effects of the system change but because

they simply held optimistigiews about the nevechnology (e.g., new technology is

usually better)In contrast to the findings at the group level, none of them expressed

the view that the CBS change could lead to their underperformance due to the loss of
some existing modules associated with thekda&iven this, their optimistic views
wereinterpreted as aegative sigmather than aa positive one. In other words, it is

possible that these promotevsl quickly turn intothe resistors ithe inequity

distribution ofresources (e.g., loss imiportant applications) becomes relevant
(Lapointe and Rivar®005.L at er, the i dentified patter:t
mi sperception due to | ac k-orentedistafffsapportsat i o n
this argument.tlis thereforeessentiato understanthe concerns of all parties

involvedduring the pramplementation phase to prevent letggm implementation

failure of the system chang®leissonier and Houz2010.

Theeffects from social pressu¢e.g., colleagues) were found as anothifferent

characteristic between two groups and alpossiblesource for resistance.

Specifically, whilethes ef f ect s di d notgropccur in the

i We o n | gdalibut warking issues because they are our major

concern® ( OAOQ)

~

i | dhink lovas affected much by my colleagues because we shared the
same view about the projedn our view, it [the new CBS] was to improve

our working performance. ( NGC)
They were considered tave sufficient effectsinthee si st or sd gr oup:

i We [ ff] fad oriversations sometimes and he [thepai ci pant 6s
colleague] complainethat thereveres 0 many t hings for pro
(TRA)
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AThera mwamour about the CBS replacemer
conversations about it. UOheyoOove affect

Prior research (Kim and Kankanhafli)09)has shownthat o | | eaguesd opi n
towardan ISchange can increase resistanidee patten of the findingsextends this

idea by indicating thahe effecs of social pressumayvary across groups (e.g., the
promoters versuthe resistors)Therefore, thiutcomecorroborates the findings of

previous researcfe.g.,Daviset al., 1989 ousafzaiet al., 2010pnthe uncertain

theoretical status of social press(we subjectivenorms)in the technology adoption
context.Perhapsthe reason for the absence of the effects of social praasure

previous researds likely due to the contexih which the new technologyay be

perceivedn overallasa goodinnovationby the end users

Neverthelesghe abovdindings can be used to explain how the resistance takes
place but provide little room to uncover why it takes place. The twist to the question
helped me to find out that perceived control in terms ofeféifacy was another
important issue between two groups under investigation. In particular, whereas the
promoters felt that they have ability to cope with the change (e.g., via training or
practicing), the resistors believed that the CBS change requires them to obtain new
skills or complete new tasks which sometimes exceed their capability or skill level:

i ndeed, it [the current system] svhased on the-ter architecture. So it will
be very difficult for transferring the data into other modern CBSs which are

usually basedome Nt i er architecture. o (SOM)

ASome parts of the current system wer

| anguage. It is rare and out of our ki

Theresultsindicated that lack of selfficacy was also a source for resistance.

Further proeeding also helped me to find the ansveertfie exceptional case in the
promotersd group. 't was found that this
current situation and maintained his status quo. However, his lack of sense of control

over the I1Sevent was the main cause that forced him to accept the change:
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AThe fact is that i1 f | do not hold a
upgrading project, it will be preceded anyway as long as it is beneficial to the
bank. o ( MI O)

The above findingsamoms i st ent wi th Aj zeno6sehayidup 85)
(TPB)whichisbased n Fi shbein and Ajzenodstionl 1975)
(TRA). According to him, the individual so
control in which they can decide at b perform or not perform that behaviour. In

many situations, the resources and opportunities available to them, to some extent,
dictate the likelihood of their behaviourah&&vement. Hence, as he explained
perceptions of behavioural control must digotaken into account since they can

impact both intention and behaviour. As such, given an insufficient degree of actual
control over the behaviour (e.g., lack of s&fficacy, little control over the

situation), the individuals will not be able to gaaut their intention (Ajzen, 2002).

The last difference between two groups was their perceyibarard the CBS

upgrading project. Whereas the promoters saw the gains as their major concerns, the
resistors did not and believed that the project put theaheurisk in larggpayoff

magnituds. As a result, the resistors tended tddss aversiomo minimise their

losses as much as possible:

AMIi ni mi sing the | osses means that my
|l osses first. o ( MI O)

i An ot h ewhichugsesitke,same CBS as ours, is currently upgrading its
system. |l suppose we should wait to
(SOM)

Aélt i s alrl naobbo uatn someeastafffldeus. lawetsagyc hni ¢ a l

0yesod, we t hen .Gthemwsse, weonushexglaen thie teasdne n e

S

1

T

b

for our 6énod6 answer. I t iathisbank. accept

They [top managers] dichot understand for our coming issues alonthe

change process. Hence, ltfsometimesitwa s af ero 6t d ogaywvdn di

my persoRHM) risk. o
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At the same time, it was also found thagnitive misperception due to lack of

informationabout the project and/or the proposed system was a potential source of

resistaneinthepr omot er s group:

il h seee aor idteracted with the new CBS. So, to be honest, | am

worried that | have to |l earn from scr

fWe [busineswriented staff] do not have much information about the new

syst emagpénotasmuchb enef i ci al (&AC)we thought .

The findings illustrated that cognitive misperception, both in terms of loss aversion
and lack of information, was another reason for status quo bias as well as resistance
(Kim and Kankanhalli, 2009)et, theinterestingfindings of the interviewsvere

that the importance dbss aversion and lack of informatiwarieddepending on the
circumstances sur r oumtermsmoblosd aveesiorhd af f 6 s de
technical staff wereisk aversge.g., loss avoidancghile the businessriented

staff became risk seekin@.g., looking for the benefits gained from fhreject)

Despite the fact that lack afformation about the project wahe issue among
businessoriented staffno loss aversion was found becausd;rav et al. (2008)
arguedthey might believe thaheir decisions were made smaltpayoff
magnitudege.g.,being able to cope with the changa training or practicing In

terms of cognitive misperception duelack of information, the patterronfirms

earlier findingghatlack of communication or involvemeat operational staff was a
major issue at the organisational level. This outcansémilar to prior research (e.g.,
Naniji et al.,2009 O'Sullivan,2007) which found that lack of understanding of

change i common isge among théusinesemployeesvho are not involved in

the IS changerocessAccording to Shang and Su (2004jistissue could leaib the

e mp | o miscensePtionsr lack of truston the changeaesulting in their

resistance
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5.35. Summary and discussionsat the diagnosing phase

The results of the transcript analysis andsingports from other sources of evidence

(for triangulating the findingswhich led to the identification of causes of resistance

at the diagnosing phase a@nmmarised in Table 5.Categories werereated and
incorporated into this table to provide a better conceptualisation among the causes of
resistance based on their similar characteridiiesides that, the table also

summarised the dynamic links amorajegories across levels, corresponding to the

evidence and discussi®im previous sections.

In overall, eighteen categories of causkgesistancemerged from the interviews.
Nonethelesshis researcltphase identified new categories of issues notesded in
previousresearch (see Table Z@ the comparison First, the categories involving

the external environment weaémost abserit those studies, although the changing
environment during an IS i mpl emseitd ati on
the change. Secontthe categories at the organisational level are somewhat similar

to, forinstancefit h e dri gpanrail s KHlasissandeBtamton (2010put the

identified categoesin this study also addetew categories (i.efimisalignment

between the project and organisational skenn strategicplam; fil eader shi p
probl emso). Thi r mdividiaheeelincladedthgfosr a teiss faa ¢ ttihocen
with the camWifiendnistyiswe mbi sperceptiasn due
determinantsof resistancevhich werenot included in prior researchinally, given

the dynamic |Iinks across categories, the
decision to resist an IS change is not a result of a simple reason. Instead, it is a
consequence of the complex interaction of various threats which has been being
createdduring thechangeThus, byviewing resistance through a multilevel lens, the

identified categories provide a more comprehensive perspective on the roots of

resistance.
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Table 5.1 Summary of the findings at the diagnosing phase

Level of Category Causes of Link with other Supports from other

analysis resistance categories sources of evidence
External Economic _ Financial crisis | _ Misalignment | _ Publications: Vietham
environmental| element _ Economic betweerthe inflation rate has been
level downturn project and persistently higher than

_ Prolonged high

inflation rate

organisational
shortterm
strategic plar{2)

_ Lack of physical
resourceg?)

_ Conflict of

interest (3)

other emerging market
eoonomies in the region
(IMF, 2013.

_ Newspapers: While the
global economy has seen
si g
economic growth rate is

recovery

expected to remain low in
the coming years (The
Saigon Times, 2014)

_ Company documents:
The

and financial statements

bankés a

showed that its rigrofit
decreases from 364 billior
VND in 2011 to 16.8
billion VND in 2012.

Political/Legal
element

_ Change in real
estate law

(Similar to above)

__ Newspapers: Itis
difficult for the real estate
market in Vetnam to
recover (BBC News, 2013

Technological

element

_ Middleware can
be used to
implement new
features that the
current system

cannot do

_ Lack of urgency
@)

_ Greater costs
than benefits
brought by the

new system(4)

_ Newspapers:
Middleware is how banks
are circumventing the
problem (Forbes, 2013)
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Organisational

level

Misalignment
between the
project and
organisational
shortterm

strategic plan

_ Large scale and
long running IT

project

__Economic
element(1)
_ Political/Legal

element(1)

_ Company documents:
The deploymenplan
showed that they spent
quite a period of time for
assessing the technical a
functional requirements of|
the bank to mitigate the
implementation risk.

_ Informal discussions:
AThere were
meetings to discuss the
issues relating to the
technicaland functional
requirements of the bank.
It seemed that we would
not be able to reach an
agreement on these

0( QUL
Entry, 17 Jun 2013)

i ssues.

Lack of

urgency

_ Feasible
alternative solution
__ The current
system is still able
to fulfiltheb a n k
requirements in an

acceptable manne

_ Technological
element(1)

_ Leadership
problems(2)

_ Greater costs
than benefits
brought by the
new system(4)

_ Informal discussions:
iAAt t he mome
using a middleware layer
to launch our internet
banking services to
enhance the system
security and handle the
unexpected peaks of
customersoé d
(HIA) (Journal Entry 15
Jun 2013)

_ Company documents:
The help desk call records
and the error log showed
that up to 70% of the
errors or problems are
cased by the

errors.
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Implementation

risks

_ Large scale and
long running IT

project

N/A

_ It was supported by the
company documents and
informal discussions with
IT staffin which the
banko6s spenmb ¢
quite a period of time for
assessinthe technical and
functional requirements

(Similar to above)

Leadership

problems

_ Requirement for
the participation of
many departments
__Lack ofa
suitable project
leader with power

and prestige

_ Lack of urgency

)

N/A

Lack of human| _ Lack of N/A _ Informal discussions:
resources experience for AWe have |it
solving complex of the types of projects the
problems of the are incurred with the CBS
system replacements. It is the
replacement biggest project that we
have ever ha
(SOM) (Journal Entry 15
Jun 2013)
Lack of _ Lack of securing| _ Economic _ Company documents:
physical funds element(1) The bankés 4
resources __High _ Political/Legal | and financial statements

replacement cost

element(1)

showed that the bamkade
a significant loss of 238
billion VND from its
securities investment in
2012.
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Lack of
communication
and/or

involvement

_ Different
education
background
between IT and
businesworiented
staff

_Lack of
involvement of
various
stakeholders,
especially
operational staff,
due to the vertical
handoff decision

making process

_ Cognitive
misperception due
to lack of

information(4)

N/A

Lack of

organisational

_ Depend on the

chosen vendor for

_ Greater costs

than benefits

_ Company documents:
The RFP indicated that th

supports training brought by the scope of work for the
_ Lack of new systeng4) chosen vendor also
established includes the identification
channels for of trainingneeds, planning
interchange and out an effective training
discussion programme, and
developing skills for the
staff.
No specific _ Difficult to _ Conflict of N/A
reward policy | establish a reward| interest (3)
structure for the _ Greatercosts

project team at the
early stage of the

project

than benefits
brought by the
new system(4)
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Group level Conflict of _Increase in _ Greater costs | _ Company documents:
interest workload than benefits The deployment plan
_ Redistribution of | brought by the showed that most of
power new system(4) activities were planned for
_Reallocation of | _No specific and carried out by IT
resources reward policy(2) | members.
__ Economic The brochures provided b
element(1) the selected vendors
_ Lack of urgency| indicated that most moder
(2) CBS cartrack and report
on employee queries by
recording each time he/sh
accesses a screen.
The RFP showed that only
essential modules were
requested to be included i
the new system in order tc
reduce the implementatior
time.
Individual Satisfaction _ Usefulness and | _ Lack of urgency| _ Company documents:
level with the current| ease of use of the | (2) The help desk call records

system

current system

showed that most of the
problems were not
associated with the curren
system errors, but the
human errors (e.g., ut
errors and/or wrong

procedure).
Greater costs | _ High relative __Technological | N/A
than benefits | costs for changing| element(1)
brought by the | in terms of time, | _ No specific
new system money, and efforts| reward policy(2)

_ Low relative
benefits that
cannot compensat
for the costs or

losses

_ Conflict of
interest(3)
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Effects from _ Col |l eaq_Greatercosts | Informaldi scuss

social pressure| unfavourable than benefits do agree with others that i
against the opinion toward the| brought by the things start to go wrong,
project change new system(4) the cultural blame axis wil

point to us rather than the
complexity of the project
itself.o (TR
Entry 15 Jun 2013)

Loss aversion | _ Losses loom (Similar to above)| N/A

larger than gains ir
valueperception

__Unknown future

Cognitive _ Business _ Lack of _ Company documents:

misperception | oriented staff do | communication The deployment plan

due to lack of | not understand the and/or showed that internal
information new system and/of involvement(2) communication will be
hear about its given after the building
benefits and testing phase of the
_ Unfamiliar way new system.
of working

Notes The numbers in parentheses inregrdset(lfil i nk wi th
External environmental level; (2) Organisational level; (3) Group level; (4) Individual level.
__ N/A: Not available

5.4. Findings at the action planning and taking phase

The aim of this phase is to identify appropriate different change management

strategies according to the reasons for resistance and how these strategies can be

applied at the AlphaBaniResearch Question 2.1 and 2Rjfferent activities (i.e.,

one brainstorming session with the bank?o:
a wokshop with the project team) were conducted during this phase. However,

because the findings from the brainstorming session were highly related to the

meeting with the CEO (in terms of strategy development), the findings of these two

activities are subsequtly presented in the same session.
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5.4.1. Brainstorming session and meeting with the CEO

Previous research in organisational change management emphasise the importance of
change agent senseaking of resistance (e.g., Thomas and Hardy, 2011, Ford et al.,
2008) and the importance of top management commitment to the realisation of

change process (e.g., Aladwani, 2001; Pugh, 2007). Therefore, it was important to
involve the management board of AlphaBank as many as possible in this activity. At
that time, the diagnosis phase was finished and the board showed their interest in
being informed abouhe findings and developing their further actions accordingly.

I (with agreement of the board) decided to run a brainstorming session. At the
beginning of the session, the results from the diagnosis phase were presented to the
bankodés top maaiter gnaninaduction ty yhe @EO. The picture of

causes of resistance was becoming clearer when the presentation was finished. In
overall, the participants all confirmed that all aspects of resistance were sound and
important to consider. Their specifarnings were that they underestimated what

the process transformation implied and that they needed to view the CBS change
from a much wider angle than a mere IT project, as one expressed:

AAt the first sight, |t msuchadits t hat t |
capacity to embed the change, was a major barrier that caused people to

resist. However, according to these findings, so many issues are-people

rel at ed é N eotientedrcdnffict hutealsdinterestiented conflict

appeared astheb@th ec k f or the resistance. o0 (T
Or:

AWe seemed to focus so much our atten
change but we have neglected and ignored the equally importance of human

di mension when i mplementing this chan
And the CEO commeatl that:

ASurely no bank enters into a CBS repl
different problems. However, the most important point is how we learn from

our own |l essons. o0 (DUT)
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Since the presentation was only a skeleton, the first task of the brainstsesgign

was to work out in details what decision had to be made regarding the CBS change.

Two different scenariosf the future state vision weexamined, including: 1)

Maintaining the status quo by staying with the current CBS and abandoning the
changeproject; or 2) Rebuilding commitment to the CBS change and putting the

project forward. In order to make a decision on these two scenarios, the Force Field
Analysis suggested by Lewin (1951) was brought forward. After half an hour,

different driving forcesand constraining forces associated with the CBS change were
plotted and discussed (see Figtr#. However, we found ourselves in a dilemma

when proceedingtoawe r t he A go aAsLlLuschergm dewig (R@8)t i o n
explaired a dilemma creates arsse of paralysis or stucless because it implies

that a choice must be made between pol ar/|
has high costs and/or risk as well as valued benefits. By unpacking one polarity (e.g.,
choosing t he nAaeconfrahtecwittsotherisdues (evge lack of

physical resources), and vice versa. Such dilemma proved that therssisg sub

session was valuablin particular, it illustrated that the first and biggest barrier in

managing resistance to change igstablish the top management commitment

toward the realisation ahange processes (Pugh, 200HRis was quite a challenge

at that point wuntil we figured out two i
the current CBSO anyd offt hteh ea cCtBuSa Ic hparnagfeiot. a |
former, one member of the management board argued that:

AéWhy do | say that the project cannol
of the limited capacity of the-Rer architecture system, which is probably
around100 to 120 units [branches]. If we reach that limit, we have to change

the system no matter what happen. o (Q

Supporting this point, another added that:

AOver the | ast decade, our balance shi
customers and newlinefo busi nesséHence, | agree t
system that is scalable and fl exibl e

Meanwhile, the latter was generated after a period of discussion and debate. In
particular, there was a general consensus about the prdfjtabithe CBS project
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(e. g., enhancing the systembés flexibilit)
maintenance costs) because these were the initial driving forces for the CBS change:

nfél have no comment or question about

becaise they used to be the key drivers
And another explained these benefits mordepth:

ATaking the processing cost for accoul
takes 20% of the total operational cost. If we decidemfilement a smarter

CBS, we could eliminate from 50% to 100% of duplicated activities for

account opening. As a result, the total processing cost could be reduced by

7% to 13%.0 (QUD)

However, it was debatable among the participants about whether itevagthtime

for changing:

AnAt the moment we are facing a | ot of
and external sources. So we need to e
AEvery change, including the CBS chan:

Whenis it ever right to change? | am afraid that that day never exists unless

we need serious heads on to ultimatel:"

In order to get the participants away from the dilemma, the CEO decided to tell the

participants what he really thougdmd felt at that time:

AThe main point is whether we shoul d
point of view or an investment one. According to what we have discussed so

far, | suggest that we should see it [the project] as an investment rather than

an pense that needs to be cut over. Moreover, the results from our

investments during the last two years indicate that it is no longer a wise move

to invest in securities. So | believe that it is the time for us to consider the

investmentinITasanoptionn our i nvestment portfold]

Instead of continuing postpone the CBS project or implement it without any

intervention (accept continuing resistance and conflict), an intermediary solution was
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to manage resistance accordingly before signing theamiwith the appropriate

vendor. In other words, the board expressed that it was important to resolve

resistance situation and implement the CBS change in a modified way. Again, the

CEO repeated how important the commitment to change is, and that he tente

rest of the management board to make their commitment toward it. Following his

words, all the participants were happy and eager to figure out the solutions. At that

time, the needs for change were reinforced (by two forces mentioned above) and the

management

ustrated i

board

n Adam

Figure 5.1 Force Field Analysis during the

wer e

from
(1976)

mov ed

A

et al 6s

resistance sensmaking sub-

t he

t

session
Enablers Blockers
Changing | _ Meet the needsf future both in terms of| _ High replacement costs (e.g., hardware
customer sd r equi r e | andsoftware, license fee)
vision (e.g., be a tefive bank in Vietnam | _ Restraining external environment (e.g.,
by 2015) economy, politics/law)
_ Reduce the operations cost _ Busness disruption due to the system
_ Reduce IT maintenance change
_ Increase customer acquisition _ Lack of technical and managerial know
_ Increase revenue per customer how of CBS replacement
_ Enhance the systesecurity _ Inadequate training and support
_Increase the scalability, agility and _ Insufficient and/or unsecured resources
flexibility of the system according to the | _ Lack of urgency for changing the
market requirements Aburning platfor mo
alternative technical solution, not fully
understand the benefits of the new systel
_ Fear of unknown brought by change
_ Conflict of interest among organisation:
members (e.g., increase in workload,
redistribution of power and resources)
_ Staff satisfaébn with the current system
Not _ Cost savings on the project _ Unable to meet the future needs
changing _ Avoid the implementation risk _ High operational and maintenance cost
_ Leverage the benefits of existing syste _ Difficult, and in some cases expensive,
(e.g., existing modules, investment alrea( add new features and/or modules
incurred, current expertise) Sl ow response to
terms of new product development
_ Loose the market competition due to th
aging system (e.g., slotransaction
recovery time, heavy network load)
Notes _ The driving forces are a sum of
changingo
_The restraining forces are reflected via
for changingbo
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Once the top management commitment had been reinforced, the questions at that
time were: What can be done to avoid the change recipients dropping out of the
change process or preventing the attempt to change the currentddBS f

happenng? What are specific proposactions that need to do now? In order to

answer these questions, we approached into the resolution brainstorming.

Literature about organisational change management also suggests that it is important

to createemployee commitment beside the top management commitment toward
change (e. g., Kotter and Schlesinger, 201
(1951) unfreezing stage in his thvstage model of organisational change illustrates a

critical point that empmlyees will only accept the change if there is some kind of
confrontations or interventions. In this case, Kotter and Schlesinger (2008) put an
emphasis on the role of organisational managers to create such confrontations or

interventions through a strateglan for dealing with employee resistance.

After explaining five brainstorming rules as suggested by Hargadon and Sutton

(1997), the entire management board brainstormed to identify relencgased

actions or strategic choices to deal with resistahteeaAlphaBank. In total, the
Aresi-adtain@cred | i st wparaposegdectorsirom R rekistancet h 3 3

items as illustrated in Tabk2

Table5.2.The fAreacstanoeli st generated from t
Resistance items Proposedactions
_ Changes in market conditions _ Switch f rnoema |toh ea pfppreq

Abbgngo approach (1)
_ Set timeframe for the change in alignment wit

the defined deliverables (1)

_ Changes in business priorities _ Develop and unite the stakeheld s 6

commitment toward the new and shared vision

_ Large scale and long running IT project _ Avoid focusing overly on customisations (e.g.
technological and functional requirements) (1)

_ Allow for reasonable readjustment period (1)
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_ Feasiblaalternative solution

_ Conduct a cost/benefit analysis to evaluate

alternatives (6)

_ The current system is still able to fulfil the

bankés requirements i

_ Make the results of change visible (2)

_ Implementation risk

_ Hire consulants (4)

Reuse othersodd succe

__Adoptweltk nown approachesg

replacement model) (1)

_ Requirement for the participation of many

departments

__Make use of current available communication

channels (e.g., email, regular meetings) (2)

_ Lack of a suitable project leader with power

and prestige

_ Develop an ambidextrous leadership style wit
dual abilities (e.qg., technical skills and reflective
skills) (4)

__Assign a ceproject leader to overcome

anotherdés weaknesses

_ Lack of exrience for solving complex

problems of the system replacement

__ Train or retrain staff (4)

_ Lack of securing funds and high replaceme

cost

Do

internal staff instead of hiring a consultant

i o n (e.dh doing thegestmaby

company)6)

_ Different education background between IT

and businessriented staff

_ Develop collaboration and learn to work acros
departments (4)
_ Be receptive to complaints following conversi

to maintain staff contact and trust (4)

_Lack of involvement of varias stakeholders,
especially operational staff, due to the vertical

handoff decision making process

Combi nda otwme ftpe@p oac

Aibotupdmn approach (3)

_ Depend on the chosen vendor for training

_ Train a small group (e.g., the projecn® to
lead the change (4)

_ Lack of established channels for interchang

and discussion

_ Establish new communication channels (e.g.,
project wall, forum, internal newsletters or

magazines) (2)

__ Difficult to establish a reward structure forthh _

projectteam at the early stage of the project

Start readjusting the reward system (5)

_ Alter job titles to reflect increased responsibili

®)
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_ Conflict of interest due to the increase in
workload, redistribution of power, and
reallocation of resources

_ Change the work schedule to be more
appropriate (4)

_ Offer incentives (e.g., higher wage rates) to
compensate for the perceived losses (5)

_ Design separate performance measures and

bonusandearn system for the affected group (5

_ Usefulness and eastuse of the current

system

_ Communicate the need for and logic of chang

@)

_ High relative costs for changing (in terms of
time, money, and efforts) and low relative

benefits that cannot compensate for the costs

_ Provide job counsellingna organise group

therapy to help employees adjust (4)

losses
Coll eaguesd unf av o _ Initiate discussions and/or exchanges about
change experience and problems (2)

_ Losses loom larger than gains in value

perception and unknown future

_ Focus on the benefits of change (e.g., enhan
future job performance) (2)
_ Create and encourage a feeling of change

ownership among stakeholders (3)

_ Businessoriented staff do not understand the

new system and/or hear about its benefits

_ Communicate the plans, problems, progress,
results (2)
Il ncrease empower men

involvement in the change (3)

__ Unfamiliar way of working

_ Document standards so new procedures are

to learn and reference (4)

Note The numbers in parentheses in fireposedaction table denote the strategy to which the

proposedaction belongs (see Tab#e3). In particular, theyrepresent: (1) Timing strategy; (2)

Communication strategy; (3) Participation strategy; (4) Facilitatgirategy; (5) Negotiation

strategy; (6) Manipulation strategy.

Because the identified strategic choices varied and they were mainly based on the

A

participantsd practical experience, we di

time to categoristhem. Therefore, the classification was depended on me after the
brainstoming as discussed in Section 2.4n order to save space and easy to
follow, the classification which was developed later (prior to the meeting with the

CEO) was applied here to present and discuss the results. The qualitative assessment
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of the board on each specific strategic choicecismmar i sed i n the fHAAd
ADrawbacksodo cob2mns as in Tabl e

Timing strategyAlthough choosing the right time for the introduction of the project

and delivering the project etime tactically to manage organisational change is vital,

it is often neglected in thinking about strategic change (Johnson et al., 200%).
diagnosis phase, it was found that any large scale and long running IT project (e.qg.,
the CBS change) is more likely to experience not only significant changes in market
conditions (e.g., economic, political/laws) but also within the organisation (e.g.,
changes in business priorities, changes in requests). Researchers (e.g., Mento et al.,
2002; Pugh, 2007), including ntasotably Mintzberg et al. (2005have offered a

critical perspective on strategic management in rapidly changing environment, and
that, the first and important key element influencing the content of change
management strategies is the environmental characteristics. According to Mintzberg
et al. 009, the envirmmental school of thought helps to bring the overall view of
strategy formation into balance, by positioning environment as one of the three
central forces in the change process, alongside leadership and organisational
characteristics. Perhaps it is traetheory as well as in practice. For the fact is that

all participants confirmed that changes in the environment created a mismatch
between the existing internal capabilities and the new environment and, therefore,
they considered the minimisation of tinmestrategic change, specifically for a large
scale and long running IT project, as crucial to the success. According to the
participants, although the ategic options in this categomad their own drawbacks,
theycould help the AlphaBank to overcomadt@a y 6 s r api d change bus
environment and, as a reswavoidthe misalignment whiclwaspartly due to the

lagging time. Moreover, as one direcf®@OD) arguedistretching the CBS project

over a much longer period could lead the bank into another problem in which the
new systenis nolonger modern and quickly beme a victim of legacy.

However, when considering the degrees of effectiveoiets® optionswithin timing

strategy one concer from the board was th#tese strategic optiongould produce
contradictoryeffectson otherqi.e., communication, participation, and negotiatjon)
especially for t he-méakapproach into liggngappra mhd he p
option which was not consideredtah e b priarity fviihsgroup sum of 3)
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According to them, this optioseemed to ignore the complexity of the CBS, the risk
and conflics involved, and themportance otommunication angarticipationof

their staffin handing this major projedtor instanceascommentedy one director
(PHD), i c h o 0 s i n-gand] diterrmativg idbjusiglike wadd fuel into the fire
becausave will bypass allotherissues.

Another concermof the board n v o lawiéfdcusingoverhon cust omi sati o
Whereashis optioncould help themto save time on thprojectand avoid risk

brought by customisations,vitould generate conflict of intereftr the affected

group due to their losses gperational modules. Yet, this option was still considered
asgroup priority, not only because of the importancéhefcauses aksistance

associated with ifi.e., misalignment betweethe projectand organisational strategic

plan) butalso because of icceptabldeasibility. First, the boardelieved that

group conflict associated with the losses of modules could be compensated by
designing separate performance measures for the affected group (or using negotiation
strategy). Secondt, wasargued thathis type of conflict wapartly due to the

s t albw pérseived benefitsf the CBS changkecause they did not ste need

for changeH e n ¢ acethefm@edor changas reinforcedby takingthe limited

capacity of the current CB& another driver for chanfigy using communication

strategy] they will understanthat weall are put under a real danger andytin|

change their views or behavioar®T).

Communication strategy_hange in business often brings uncertainty. With the CBS

replacement, the need to communicate the benefits to the stakeholders it will affect is
essentialAs Rogers (1995: 35 p u tommunigatiof i€a process in which

participants create and shanéormation with one another in order to reach a mutual
understandi ngé][ Th ean educerthe flegreerof uncerthioyyw i d u a |
obtaining information. During the brainstorming sessidhwas agreed that

communication should not be used as a simm@ehanism to inform the stakeholders

after the CBS implementation. Instead, it should be seen as an important strategy

prior to the change to deal with resistance. Particulactymmunicating the new
systembs benefits,willdmtwhéhet bankebhsl det sD|
realisation of the need forchaige as one part i Alddwaaint ( MAD)

(2001)alsoemphasised this point by explaining that employees are often reluctant to
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welcome the new system if they do not know what the system can deliver to the
organisation and its workers. In this case, communication stratedy helpto build

trust across thbankand move the stakeholders from the desiiatje into the
awareness stagAnother importance of communication strategy was thaiutd be

seen as a twway processo leveragehe organisational learning. Feedback on
communi cation was seen by the bankds top
development of a better implentation plan as well as the risk management process,
particularly for the highly complex and complicatgject Similar to the education
strategy suggested by Pugh (2007), communication strategy in this case exhibits
characteristics like a problesolving approach using the input of the change
recipients as an assessment of the way the change is affecting the orgafigation.
focusing on the importance of feedbackocmmmunicationthe proposed actions
associated with communication strategy (e.g., maksggof current available
communication channels promote the participation of many departmemngiate
discussiongnd/or exchanges abaexperience and problens understand the
staff ds unf gmightbe sebnltocovedap witrarticipation strategy
because thegmgoposed actionwould createthe opportunity for the change

recipients to express their concerNsnetheless, due to such overlap between
communication and participation stratethese two strategiegould bringthe same

issuedown the lineas discusseith the following paragraph

Participation strateqy | nst ead of #Afl i pping a coino t

management process should be-dogvn (e.g., centralisation and exclusion) or

bottomup (e.g.decentralisation and inclusivity), Mintzberg et @005 figured out

an i mportant point that the choice shoul
of what is broken in their own organisation before deciding how to fix it. In the
presentstudy, vas found at the diagnosis phase t
had failed to create the bury from the noAmanagerial employees, especially the
businessoriented staff. This cause of resistance indicated that although senior

managers favour the conceptempowerment in theory, they in reality tend to prefer

the commaneandcontrol model that they seem to trust and know best (Argyris,

1998).
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During the brainstorming, the b-getskds top
about the need for participatidBome of them believed that the involvement of

different stakeholders should be avoided becauseutd actually slow down the

CBS change and create confusion in their decision madtogesgor conflict with

the timing strategy)However, the majoritgrgwed that managing a large scale

project such as the CBS change should be open and inclusive so that the infermation
gathering from the tendency wouielp to identify and address the change

reci pi ent sAsonedrector@VBAD)e ap ulagk af itvolveriient of our
stakeholderstendstoaddrisko t he project and, i f we do
thinking, canwastemoreour time and money at the later stag¢ence, he findings

on the importance of wvarious stakehol der :
of change management (e.g., Kotter and Schlesinger, 2008; Pugh, 2007) in the sense
that participation strategy helps to lead to commitment (not merelylizorog) and

that, the classical approach which sees the organisational change management as a

top-down process is becoming less logical procedure in practice.

Facilitation strategy As Woodward and Hendry (2004ygued developing

empl oyeesd skills and c¢ dhmphangerecipiensss i s hel
absorb and cope with changfeis certain that no organisation nowadays enters into a

change project without realising the importance of being supportive such a

providing training to obtain new skills, changing the work schedule, providing job
counselling, andfolistening to complaintdt wasnot an exception here at the

Al phaBank. The bankds top management gen:
organisatioal supports, especially education and training to generate their new

internal capabilities necessary to manage resistance to the CBS changeaRoejnst

they agreed that they woubdlobably go back to their old ways of doing things

without education anttaining.However, the main obstacle that prevented them to

do sofrom the beginning watheir expertise on providing traininéss ore member

of the board explainediwe have expertise on running a bank, but not on a CBS
replacement. Thatddewkhhowendepeamaoro for t
Giventhiss t he questions during the brainstor
necessary to provide training?0 to AWhet|
the vendor is suf fi ci eldlrifgdnoatsiddrs iithVvh et her |

specialised expertise?o. Regarding these
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idertified, the suggesteactions included not only providing additional adequate

training but also hiring outside consultants to provide group or individual assistance

as neededNevertheless t he fAhire consultantso option
fimplementation riskwas not suported by the board when evaluating its

effectiveness because of lack of inside knowledge of the outsider. For instance, as

one member\JAD) ar gued, Adif the project managert
the banking industry; the insight, communicatiordanf or esi ght wi | | be
Moreover, fAhe or she wil/ al so have i ssui

new entrant o, as added by athouhthe gainingne mber
options (e.g., train the project leader, a small group totleadhange, or staff) were
considered as feasible according to the |
effectiveness varied depending on the scale of trai@rmg, number of staff

involved)due t o t he bank 0 sThalefofedthercoptiontsfe.gi n cash
Afdevel op col | abor arbsedepartmary fibe recepiveto t o wor k
complaints following conversion to maain staff contactandtrust, or fichange
wor k schedul e t o)wérepermseivedas naore pasfedpve by the e 0
boardandasessentially needed to allow the change recipients performing their new

roles.

In terms of leadership, there was a consensus agreement that algaoiectvho

hadexperience in the BS transformation in the past wideely to befar more

valuable than anyone who hiaden through a short training programme. However,
according to the findings at the diagnosi
that an appropriate leader should go beyond his technical skills (e.g., ability to
achieve the IS objectives, ability to de:
obtaining special skills (e.g., making sense of complexity, motivating a variety of
people, building trust and networ k). Si mi
Byrnes (2005), leading a large scale IS project calls for a leader who is not only able

to Ado a good job of doing what al ways wi
paradigm find ways to fundamentally improve it, and manage the lacgée change

toa successful concl wewlopnganargbdextroBy . I n t hi
leadership style with dual abilities (e.g., technical skills and reflective skills) was

seenbythd o ar d 6 s asmeathbrémpartant strategic option in this category.
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Negotiation strategyit was found from the change recipients at the diagnosis phase

that thee wasno specific reward policy to motivate them to adopt new behaviours
necessary to embrace the CBS change. Moreover, conflict of interest due to the
increasen workload, redistribution of power, and reallocation of resources also
appeared as the main causes of resistance. Angdalthe board of management,
these issues even bewa more crittal when the resisting group wehe people they

neeadthe most tamplement the change. In order to manage these issues, offering

incentives to active or potential resistors was identified as vital for a long change

effort bytheboard Suggested possible strategic

the rewamaldsyest ¢egmd, titles to reflect

incentives (e.g., higher wage rates)

Afdesign separate per f candearmsystemifoetles ur e s

af f ect eAlthoggh thellgvébf consensuwithin the board was not high about
these options due to the difficulty to readjust the reward system at the pre
implementation stager the probability to lead back to the conflict of interest if not
carefully designedthe majority of the dard argued that these options would be an
efficient wayto guarante¢he fairness of the CBS chandge.t 6 s f air t o
for any extra effort. This change is all about the bank and our staffrendfore we

d o n 6 tthemta se¢the change a& pudhingdecision againgheir deserved
benefit® , as one me mb e rinthisDddard, theroparatbetions e d
under thiscategoryareconsistent tahe argument made by previous researchers
(e.g., Kotter, 1995; Mento et al., 2002) in a senseithavery difficult to keep the

change recipients sednergised if they do not see any tangible benefit or reward

op
i nc
t o ¢

an

C 0 mj

corresponding to theirlei@d f e f f or t . From the perspecti

(2005 power school of thought, these strategic optmarsbe seen as a process of
negotiation between the organisation and its stakeholders to break through the

obstacles of conflict of interest to necessary change.

Manipulation strategyAccording to Kotter and Schlesinger (2008), in some

situations, it$ needed for managers to covert attempts to influence the resistors.

Mani pul ation, according to them, nor mall

information and the conscious structuri n:

this strategy clearerytdefining manipulation as the purposeful and opportunistic

attempttoceo p t i nfluence, or control i nsti
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In response to the lack of a suitable project leader with power and prestige, one

quickly and highly effectivestrategic option suggested by theardwa s t o fiassi g
coproject |l eader to overcome anotihcer 6s we
optation tactic, in fact, was suppodecheutralise the opposite pressures on the

project leader as well as gaimpport from the change recipients. Hence, it is not a

form of participation as discussed previously.

Another strategic option in this category to deal withilaek of securing funds and

high replacementcasvas t o Ado on t he todgbyiatermal (e. g. ,
staff instead of hiring a professional testing compa@ghsidering the effectiveness

of this proposed action brought one major issue down the line that was the
fimplementation risk i n vAslone endmber (VIDgxplained @A wh e n

approackng to testing, there may be some areas where working with specialists will

hel p to avoid any idviestaYstiiveegiebamdtthe e t he &6 g
discussion involvindesting, there waslaghtendencyamong the boartb work

with internal staffAs anotherfMAD) arguedfie but at t he end, speci
able to test everything.g., end to end functionality testingiie to their lack of

knowl edge of o uirBeesxiidsetsi negk pseynssti evhabletoe st i n g
respond quickly to any problem after-tige and, therefore, taking ovéris part and

building an internal teamwith knowledge of the new systamimportant Providing

a short training may be neede$ing facilitation strategybut this options

achievablf accordi ng to t he adcesteffedtivsé(@UDsIhi ng e x
overall, d&though it was recognised by the top ragament that a CBS replacement

was very expensive, they all believed that trying to keep the implementation eost to

mi ni mum was seen as useful for developing
the new system and helping the bank survive in its current competitive environment.
Unlike the ceoptation tactic above, the objeatiof this controlling tactic wa®

dominate (e.g., attempt to control the budgetary processes) rather to neutralise or

influence organisational sows or processes (Oliver, 1991).

The | ast strategic option, which can be
terminology,wast o nfidcucct a cost/ benefit a@ml ysis t
middleware solution versus core replacement solutibim} tacticwasdirected

toward the organisational criteria by which feasible alternative solutmuld be
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evaluated. Thus, the maniptitan was supposed to lveflected in the efforts of
applying an analytical technique to rati:¢
of the CBS changéeverthelessalthough this option was seen as group priotitg,
requirements for full informatiowerea problem that decreased the effectiveness of

t hi s dlpst[aptom is fedsible but will be timeonsuming. Furthermore)

order to win the contract, the vendors oftemvince their customers that signing the

contract would deliver the exped value or evepresent their financial solutions as

a panacewavith untrusted or untested informatidiVe canuse their provided

information for our analysibut care must be takeras one membdQUD) asserted
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Table 5.3 The strategy sheet presented during the meeting with the CEO

Causes of Resistance

Strategy Proposed &tions External New IS Conflict of Status Group Advantages Drawbacks Gr oup
. L . Sum Priority
Constraints | Misalignment Interest Quo Bias
_ Switch from the a 3 Faster Higher risk; Lower X
Ape-meal 0 ap implementation error tolerance level
intobdbgag cycl e; i Q
approach results
_ Set timeframe for the a 7 Avoid delays in the | Evoke a feeling of a
change iralignment project duration; stress and anxiety;
with the defined Create a sense of | Affect the quality of
deliverables responsibility toward work
the project
_ Avoid focusing overly a 5 Save time on Sacrifice some a
on customisations (e.g., deciding technical | business
Timing technological and and functional requirements (e.g.,
Strategy functional requirements r_eqwrements; Lowerl modules and
) risk when the new | features)
system go live
_ Allow for reasonable a 6 Generate positive | Slow down the a
readjustmenperiod and proactive change processes if
attitude toward not reasonable
change
_ Reuse oth a 7 Avoid disaster; Save Probability of not a
successes time on problem being suitable in the
solving current context
_ Adopt weltknown a 6 Bring f bu| Requirementfor a
approaches cl ari tyo; | modification when
CBS replacement on planning adopting and

model)

applying
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Communication
Strategy

)

__ Communicate the nee
for and logic ofchange

Draw stak
attention and
realisation for
change; Create a
sense of urgency

Create the chaos
from unrealistic
empl oyees
expectation

_ Make use of current Canbe used

available communicatiof immediately; Staff

channels (e.g., email, familiar with

regular meetings) current available
channels

_ Establish new Enhance

communication channel
(e.g., project wall,
forum, internal
newsletters or
magazines)

ifrequenc
gualityo
communication

Staff may use
communication to
disagree or argue
with the need for
change

_ Initiate discussions
and/or exchanges about
experience and problem

Can be used as a
problemsolving
approach to assess
the effect of changeg

Time-consuming,
especially for
multifaceted
problems

__ Focus on the benefits
of change (e.g.,
enhancing future job
performance)

Remove the status
quo bias

Create a feeling of
anxiety if the
benefits of change
are not true and/or
visible

_ Communicate the
plans, problems,
progress, and results

Build trust across
the organisation

Time-consuming,
especially for
multifaceted
problems

_ Make the results of
change visible

Effective way to
Apull 6 th
stakeholders towarf
change

Requirements for
full informationT
sometimes it is
fifeasier s
doneo
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_ Develop and unite the 8 a
stakehol der
commitment toward the )
new and shared vision Move _the'entlre
Combine t a 5 orr?alnlfatlondas a a
= R whole towar
Participation g 8 ZVP-L? po(;an pappr pO ;hsnge; Cor eat](ca trhec Srllc;vr\]/gdeo;vg:nrégfe
Strategy __Increase empowermel 5 staff;uH}glp to confu_sion in t_he a
P vovementine deniy andaddress | cC MK
change the cha}nge_
_ Create and encourage 6 rea?lyc tpient a
a feeling of change
ownership among
stakeholders
_ Hire consultants a 4 Bring expertise Costly; Lack of X
from outsiders knowledge from
inside
_ Develop an a 7 a
ambidextrous leadershiy
style with dual abilities
(e.g., technical skills anc Generate new Expensive; Time
reflective skills) . consuming;
Facilitation _ Train or retrain staff a 5 '”ter”"%"_ . Requiremgnts for a
Strategy Develop collaboration a 8 capabilities; Enable expertise on a
- staff to absorb and -
(4) and learn to work across . training for aCBS
departments cope with change replacement
_ Train a small group a 6 a
(e.g., the project team) t
lead the change
_ Be receptive to a 7 Build trust across a

complaints following
conversion to maintain

staff contact and trust

the organisation

Time-consuming;
Slow down the
change process
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_ Change the work
schedule to be more
appropriate

_ Provide job
counselling and organisi
group therapy to help
employees adjust

_ Document standards ¢
new procedures are eas
to learn and reference

Useful for
adjustment
problems; Build up
confident among
thechange
recipients

Negotiation
Strategy
()

_ Start readjusting the
rewardsystem

_ Alter job titles to
reflect increased
responsibility

_ Offer incentives (e.g.,
higher wage rates) to
compensate for the
perceived losses

_ Design separate
performance measures
and/or bonusind-earn
system for the affected

group

Relatively easy and
efficient way to
solve the conflict of
interest (e.g.,
compensation) as
well as create the
staffos nm
to complete their
tasks

Costly; Difficult to
readjust the reward
system at the pre
implementation
stage; Notifyothers
to negotiate for
compliance; Lead
back to the conflict
of interest if not
carefully designed

Manipulation
Strategy

(6)

_ Assign a ceproject
leader to overcome
anot her 6s w

Quickly solve the
issue of leadership;
Neutralise the
opposite pressure
and/or avoid the
task overload on
the current project

leader

Requirements for
cooperation,
coordination,
knowledge and
responsibilities
sharing
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_ Do dAon th a
(e.g., doing the testing
by internal staff)

Develop the
stakehol d
positive feelings
toward change;
Help to survive in
competitive
environment

Probability of
leading to disaster
due to the time and
expertise issues

_ Conduct a cost/benefil a
analysis to evaluate
alternatives

Can be usetb
rationally influence
the stake
perception of the
change

Time-consuming;
Requirements for
full information

Note:

_ The proposed actions are grouped by strategy according to the numbers in parentheses as in Table 5.2

_ Theassociated causes of resistance to be addressed are decided by the level ofatnahsisthey emerged as in Table 5.1

_ Group Sum represents the number of votes of the top management (Maix: = 8)
(1) The degree of importancé resistance item
(2) Thedegree of effectiveness of associated proposed action

_ Group Sum with the point value of five or above is considered as Group Priority




Once the appropriate resolution actions had been created and evaluated, | decided to
shift the focus from strategy creation to strategy implementation, as suggested by
Kaplan Norton (2001). In other words, because the essence of this research is to take

adions in order to change the current situation (e.g., resistance to the CBS change) at

t he Al phaBank, it is necessary to get thi

actions before being implemented (Davison et al., 2004). When approaching to

straegy implementation, the top management explicitly believed that although the

speed oproposedactions needs to be taken into account, it needs to be balanced

with the amwmdot, of hiet dlieyggee | evel of i nv

and key situonal variables at the AlphaBank. For example, as the CEO stated:

AWe all realised the i mportance of em

large scale change process. However, if we aim to involve our staff in this
change but, at the same time, requined quick strategy implementation, our
change efforts will become either delayed or less participative. Instead of
being in a bind, | think it is probably best for a slower implementation

process to eliminate any resmpsd anceéO

into the CBS change so quickly, with
From a situational point of view, another member of the board added that:

A We ar e flancdiffioully asdaesdurces constraints at the moment.

So, for instance, althoughaining was considered as a prioritised strategic
option to reduce employeesd resistanc
time to provide a massive training to
(VID)

Given these concerns, one member of thealr d s ugge s-Feetbo ® he WA Thi
model for assessing which priority would be taken first and we all agreed on the
usefulness of this model in ocurrent context (see Section 4.4or discussions). At

the end of the brainstorming, all the board memberisraced the results of the
brainstorming and felt a strong sense of

surprised because you figured out a | ot
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A separate meeting with the CEO was held one week after timstoraning. On the

basis of the strategy sheet, he agreed to cover firstly third of the prioritised strategies

(i.e., communication and participation strategies), focusing on the cognitive
component of the change r ec herkpessedhid at t i
positive outlook toward the planned str af
[strategy sheet] is very useful in a sense that it helps us to set the ground floor

solutions for moving forward. However, as the ground floor solutions,d lot

planningand works still have to be domévleanwhile, he also expressed that

winning over the project team and pielg them to manage resistanceswa
fundamental to the success of the projecil
the people [th@roject team members] we need most are those who fear of the
change, simply because of heavy responsi |

Therefore, a workshop with the project team was subsequently carried out.

5.4.2. Workshop with the project team

The aims of the workshop were to: 1) Inform the project team about the findings at

the diagnosis phase and the top manageme.]
Create a personal concern about their responsibility to support the CBS change and

act as reistance aware during the project; 3) Present them the strategy sheet which

could be applied in their particular context.

The workshop started with the presentation about the findings on the causes of

resistance and then turned to the reasons why thedaopgement made their

commit ment on the Agod decision. Unti |l t|
replacement was considered as not urgent, but now it was apparent among the project
team that the existing system dpmégntnot ei !
(e.g., due to the | imited capacity of t hi
performance. To back up these assertions, information on the differences between 2

tier architecture and mudtier architecture (Simcrest, 2013) and the value for

switching to a modern core banking (IBM, 2012) was given during the presentation.

When the IT and Finance Directors (who had attended the brainstorming session)

nodded several times to support the assertions, my presentation at that time was
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followed attentivéy, as facial expressions and gestures of the other participants
showed (Journal Entry, 22 Jan 2014).

I n order to create a personal concern ab:¢
the CBS change and act as resistance aware during the project, | then spent much

time during the workshop to explain what Pugh (2007) told about a personal self
awarenss. In particular, it was stressed in the workshop that a personal self

awareness does not only involve the hone:
understanding of the othersdé | imits or f
developing this skillbselfa war eness, it could help the
where an intervention i s necessaryo and i
influenced on themselves (p. 195). Moreo

help them get in touch withtheirentpaday f or t he ot hersd situa
consequence, assure the acquirement of information about where others see the

problems in change.

According toPugh (2007, managing resistance to the CBS change, however, does

not stopthere since theexprées®n of each partyds probl ems
managing resistance and serves as input data. | subsequently presented and explained
them the strategy sheet which could be applied in their particular context. Intensive
discussions among the partiants had taken place afterward. Their overall comment

was that the basic idea and the strategic sheet were appeared to be useful and they

were happy with theroposedlan, as | could observe some smiling faces at that

time (Journal Entry, 22 Jan 2014).dddition, they suggested that it would be better

if | documenéedthe framework in a way that would allow them to add eithe

resistance items or proposed actioastinuously as these items would probably

arise during the change process. Yet, this shahatdthere was still work to do to

manage resistance. At the end of the workshop, the project team members were

invited to provide their feedbackut no further feedback was made except one that:
AFrom now, we are supposedwithawaktandséeow t he
attitudeo. This comment meant that it wa:
obtain more dtailed plans via relevadepartment directors. On the other hand, it

also meant that although the resolution plan was noticeable, thewambme r s 6 t r us

toward these proper resolutions was still easy to be broken because they were
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foll owing the CBS change with a Await ani
team members felt informed and, indeed, affected at the end of the workshop.
Therefore, it caused a feeling of responsibility among them to make the CBS change

happen

5.5. Findings at the evaluation phase

This phasaimedto investigate the outcomes of the resolution actions which had

been taken later by the practitioners to manage resistance toward the CBS project
(Research Question 2.3). As discussed in Chapter 1, the work with exploring and
developing the framework which lps the practitioners to appreciate different areas
causing resistance and possible strategies to deal with the resistance issues is the
ultimate purpose of this research. Hence, the staging of the practical operational
plans was negotiated as the resplifisy of the members of the organisation. It is
important that the organisation does not distribute these tasks to me, and in fact they
did not. One of the reasons is that the members at the AlphaBank are the real experts
in the areas of their daily wotksks. Hence they should be the ones who design and
implement the strategic detailed plans. Another reason, perhaps the most important,
is that their knowledge about understanding and managing resistance toward the CBS
change had been enhanced after afieactivities during thistudy(i.e.,

brainstorming session and workshop). It is therefore necessary for the practitioners to
obtain the competence required to manage the resistance issues by themselves and
keep up with continuous development work basedhroad participation with limited

supports from the outsiders.

Prior to the evaluation phadegnly took a role as backstage suppofeeg.,

coaching on how to interpret the strategy slaeelgiving commers on the activities

to creat@. Although I did not directly facilitate the intervention, contsaatere

maintained with two directors who weresponsible for improving project

managementia emailto ensure that we were on the right track. During the process,

one discussion made withetlalirectors was that the proposed strategic options (e.g.,
Acommuni cate the need for and |l ogic of «cl
stakehol dersdé commitment toward the new
selling the val ueon(e.§., the beaefitb @ ch&ngey and helpingr e v |
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the stakeholders to see the danger for maintaining their status quo (e.qg., their future
jobs security). As Kotter (2008: 120)

content with the status quo will begindot differently if a fire starts on the floor

beneath their feeto. Aetisian bnehe prishargautaoms i 0 n

indicator for measuring the overall impactafr interventios as provided in Section
4.5.

Since | took a role as backstagygporter, the reviewing session started with
guestions aiming to clarify and increase my understanding of the implemented
activities (e.g., What activities had been taken place?; How and why did those
activities come about?; What are the aims of thoBeitees?) as suggested by Love
(2004). According tahe participantsdifferent activities coming out of the strategy
sheet were staged on the ground. After one month since the workshop, two different
activities covering the communication and participastrategies were in place in
February, 2014. The first activity involved the establishment of colowful e
newsletters via the intranet to keep every staff with specific information about the
CBS change project; such asentorhagmodermnk 6 s
CBS, the need for and logic of this CBS change, the issues which are likely to affect
each group of employees on their personal level, the benefits of change not only at
the organisational level (e.g., profits generated from the projecidmat the

individual level (e.g., reduction in duplicate job activities, enhance job performance):

ARThe bank aims to keep every staff
information about the CBS change project. Every firshiay morning of

the month thenarketing @partment distributed a colourfulnewsletter via

the intranet. We [@rketing staff] have been working closely with technical

staff, especially system analysts who have both IT and business knowledge,
for issuing these monthlymewsletters. Far issues of the-eewsletters [up

to June, 2014] have been done and comments received via email showed that

ar

r

V |

e

people started to be enthusiastic abol

Another activity involved the establishment of an online discussion forum where the

bankdés staff across different department :

associated with the CBS project:
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AWe decided to create an online discu!
communication and participation strategies. For the project team members,

thisis a place where we work collaboratively to redefine our technical and

functional requirements or exchange about experience and problems. For

others [the rest of the staff], this is a place where they can find specific

information about the project as wal provide their feedbacks or

suggestions. o (QUD)

In terms of what aspects of those activi
CBS change project, both participants agreed that communicating the need for and
logic of this CBS change was really enportant factor that helped to create a sense

of urgency among stakeholders. One participant explained that:

AThe bankds staff wused to |l ack clarit:
even express suspicion about the real purpose of this changetédioever,

responses about current views of the project indicated a sharp contrast to their
reactions on the very first day of the intervensioiWe all recognised the

current worth for implementing a modern CBS as well as how a thousand

cuts [operationaand maintenance costs] caused by the old system can lead to

the organisationés death. o (QUD)

Meanwhile, it was also expressed that openness to share detailed information as well
as focusing on the effects of change was considered as another sucoess of th

activities:

Al nstead of providing employees with
openness to share detailed information about the project such as benefits and
problems others may face helped us to generate feedbacks from them.

Therefore, we are becong clearer about what kinds of support are

necessary. o (MAD)

Finally, both participants stressed that creating and encouraging a feeling of change
ownership among stakeholders helped not only to transfer skills and knowledge
across the AlphaBank, but alsoreduce their resistance by giving them the

opportunity to participate in the decision making process:
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ARThe responses r eceineweskkttelsandonline hose acH
discussion forum] helped us to distinguiste t we e+h i §wibsand &6 mus
have$of a new system. For instance, the responses generated subsequently
helped us to decope some lesmportant functionality that was planned to
insert. o (QUD)

ABy broadening the information fl ow al
all recognised that ware sharing a common fate and facing similar
problems. o0 ( MAD)

However, there was a consensus agreement from the participants that the provision
of information and empower ment was not s

resistance, ae participans explained:

Al't is dangerous that we are trying t
problem not involving the need of information that we understand their
problems but no action is going to be

perception towardthe CBSchang as wunf air. 0o ( MAD)

ARThe negati ve s iswgasthaithe nunhber oficomplaintsv e nt i o0 |
also increased as a foreseen consequence. Most of complaints came from the
IT staff, especially the programmers who were threatening to quit due to the

increase n t heir workload. o (QUD)

In this case, both participants suggested that the resistance management process

could not be continued by simply focusing on the communication and participation
strategies. Indeed, at a meeting one week before this revieggai@s, the
participants had successfully convinced |
external consultant company to readjust its reward system, create their supports in

terms of offering incentives (called the project salary) for the project team membe

and change the work schedule to be more appropriate for the programmers (e.qg.,

relieving penalties associated with missing deadlines, flexible work schedule).

Again, both participants found the strategy sheet generally useful for appreciating

differentareas causing resistance and possible strategies to deal with the resistance
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issues, but found the advantages and drawbacks particularly useful for foreseeing

consequences of each resolution action.

In overall, although the initial outcomes were considéodae mixed, the

participants agreed that the resistance management project showed much positive
change. In particular, the results from forum analytics indicated that participation in
the online discussion forua place where every staff could get speenformation

about the CBS change projectrakeasedn the enewslettersleave theifeedbacks

or commentsanddiscuss any issue associated with the prpjecteased greatly

from few dozen visitors to 1,018 visitors on th&'2% June, 2014 (equéalent to 72

percent of engagement across the AlphaBank). As previous researchers (e.g., Burnes,
2009; Pugh, 2007) proposed, communication and employee involvement was key for
dealing with resistance. Moreover, the high level of engagement in this case als
proved vital because it illustrated a degree of comfort with conflicts or tensions
embedded in the organisational change process (Luscher and Lewis, 2008). Given
these satisfactory results, we (i.e., the practitioners and I) all agreed that although
there was still work to do as the resistance management process should be seen as a
continuous process, the proposed approach was in stable and useful form and,
therefore, we decided to close this research at that point of time.

Back to the aim of this phagevolving the question of what were the outcomes of

the resolution actions, it is clear that this question cannot be answered satisfactorily

by the few remarks that | have presented above. Moreover, it is by no means that |

can get a fully answer for theggiestion because | have hardlycbed upon the very

end outcomesf this resistance management process due to my limited time with this
project.The veryendoutcomesas a suggestion made to theectors should not be

seen as the successistallation of the new systembut f r om Rogersé (19
perspectiveasthe successful diffusion and acceptance of the system among the
bankbés staff becaus emayaseoccuresen atthaposte phen

implementation stage (Wagner and New20(Q7)

However,according to Eason (20Q3jhe satisfactory outcomes should be seen from

the practitionersoé interpretsadthen of t he
outcomes because what are to be regarded as facts will, to a large extent, be

depenlent on the context of the case. Anywidng outcomes of a CPshould be
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judged not only by the practical uses of the proposed solutions but also by its
contributions to both theory and pract{dééathiassen2002. Hence, the discussions
on the question of the outcomes of ttidlaborativeresearch project as a whole (i.e.,
theoretical contributions and practical implications) will be the focus of the next

chapter.

5.6. Chapter summary

This chapter focused on thiadings from the field work at the AlphaBank during the

time period betweeMay, 2013 and July, 2014igure 5.2 presents a global

synthesif this collaborativeresearchThe activities which were designed and

conducted aimed to develop a frameworlpired the members at the AlphaBank to
understand and manage the primary causes of resistance toward the CBS project. In
particular,after defining and establishing an agreement on the scope of the study,
documents about the upgrading CBS project, infornsalugsions with IT staff and
semistructured interviews with tweniyiree participants (i.e., five directors and

eighteen associated operational staff) were collected and analysed to diagnose the
primary causes of resistance (Research Question from 1.4)tdr'he findings were

then used to enabl e and examakimgdy t he part |
examining two different scenarios of the
status quo by staying with the current CBS and abandoning the charmgp@ ct 0 or
ARebuil ding commitment to the CBS change
the needs for resolution actions were rei
the brainstorming session was conducted to figure out as pnapgsedactions as

possible to amend the causes of resistance accordingly (Research Question 2.1 and

2.2). The following workshop was then conducted to create a participation of the

entire project team members into the CBS change and help them to act as resistance
aware dumg the project. Finally, the reviewing session was performed with two
practitioners (i.e., IT Department Director and Marketing Director) responsible for
improving project management in order to investigate the outcomes of the resolution
actions (ReseardQuestion 2.3). Given the satisfactory outcomes as perceived from

both parties (i.e., the practitioners and me), the main investigation of this research

was decided to close.
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CHAPTER 6: CONCLUSIONS AND RECOMENDATIONS

6.1. Summary of the findings

This study aims to develop a framework which will be of use to practitioners for
understanding and managing resistance to IS change. Thehsfipiag the

practitioners to uderstand this phenomenon and developthssible strategigsr

managing ibecame central to the process and focus of this study. In hindsight, it is

not surprising that the consequences of I
understood in a varigtof ways by users, triggering equally plentiful, varied, and

compl ex us eBeaudreasdPinsoanealt) 2005: 494). Consequently, a
puzzle generated from the usersoé respons:
requires a more orderly understandirtgence, it was argued in the study tlaifting

the notion of resistance from a label to a multilevel isgoeld enhance our
understandingdndeed, comprehending resistance from a multilevel lens helped the

Al phaBankés manager s asmopleexplanatiproohthis issues e ar c |
(e.g.,the resistance was not simply causedh®ymisalignment between the project

and the organisational shderm strategic plabut by varioudactorsand their

interactior). Particularly eighteen categories ofuses of resistance and their

interactions emerged from the intervieshging thediagnosing phas@hese

categories were supported by other sources of evidence (i.e., documentations and

informal discussions with IT staff) as illustrated in Table brief, it is concluded

that there is the interplay between the AlphaBank and its environment, which not

only created the need for changing its current CBS but also later became a source of
resistance to change. The beaomdmkcs ext er nal
downturn, was found to be influential dme CBS upgrading project postponement
because it forced the banko6s top managemi
well as its urgency. The data also showed that the regulatory changes d&abible

alternative technological solution to the current system were other external variables
which in turn affected the top managemenil

toward the CBS project.
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Within the context of a rapid changing external envirentnthe internal context at

the organisational level further explained why the resistance took plaee.

misalignment between the project and the organisationatdrortstrategic plan

was identified as the result of the impact of the environmentalieemce.

Examination of the external environment by some top managers tended to favour the
strategic decision aiming at cutting costher than investing on the CBS change

during the economic downturn. Besides that, the implementation risk due to the

proect 6s compl exity and size was another r
CBS change and the bankés purpose (e.g.,
investment) becoming larger. The shortage of experience staff for implementing the
CBSchange,cqul ed with the bankdéds budget const:H
supports (i.e., training, reward, communication) ko# of a suitable project leader

with power and prestigereated other barriers to the implementation of the project.

Although the exteral constraints along with the misalignment between an IS change
and t he or gsysteamsweteifoanad dsswo sraas where the resistance
occurred, the findings shed more light on the causes of resistance by proceeding to
investigate the phenomenawi the individual and group leven line with

previous research that functional and cultural differences within organisations tend to
influence contrasting interpretations of an IS to be developed (e.g., Lapointe and
Rivard, 2005; Meissonier and Hou2§10), three antecedences of conflict of

interest including the increase in workload, the redistribution of power, and the
reallocation of resources brought by the CBS change were identified at the group
level. Specifically, it was found that thenderlying reasons for the IT department
employees to resist the change were actually because of the reward issues (e.g., no
specific reward policy). Meanwhile, the underlying reasons for the functional
department employees to resist were because ofldissiof power (e.g., loss of

control and freedom over their tasks due to the decentralisation feature of the new
system) and their parochial satterest (e.g., negative effects of the loss of some

existing modules on their departmentés p

Inter ms of the reasons why the bankbés staf
that their satisfaction with the current CBS, their greater perceived costs than

benefits, their colleaguesdé unfavourable
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tendency to avoithe losses, and their cognitive misperception due to lack of
information were the sources of resistance at the individual i€eéectively, the

above findings are in line with the open system theory (e.g., Scott, 2003; Jones and
Brazzel, 2006)n the sase thathe focus of an organisational change is neither on

the individual nor on the group but on the entire organisation with the openness to its
environment. Yetthe inconsistent finding of the interviews was that none of
businessoriented staff expssed the view that the CBS change could lead to their
underperformance (e.g., due to the loss of some existing modules) as found at the
group level. The explanation for this inconsistency was the lack of information about
the project among the businessented staff. Hence, whereas the busikurgented

staff held optimistic views about the change (e.g., expecting that new technology
would enhance their performance), they could quickly turn into the resistors if the
inequity distribution of resources (e.thss of important applications) later becomes
relevant (Lapointe and Rivard, 2005).

Despite the fact that the multilevel lens of resistance was unarguably a way to a

better understand the complexity of the phenomenon; the impact of resistance could
obviously lead to two scenarios: 1) The IS change was still favourable but there were
probl ems with the organisationds current
change was unfavourable and sloeirces of resistance could be seen as a building

block forthe change actors to-o®nsider the changBuring the action planning and

taking phasewe found ourselves in a dilemma because a choice had to be made

bet ween polarities (e.g., Agod or fAno go
well as valuedenefits. Nevertheless, such dilemma proved that our resistance sense
making session was valuable. The top management commitment toward the
realisation of change processes was est al

resolve resistance situation antplement the CBS change in a modified way.

As a result from our collaborative problesulving process, 33 proposed actions

from 22 resistance items were developed, corresponding to 6 overall strategies.

Given the difficult castilow and resources consinés at the AlphaBank and the

i mportance of the cognitive component of
decided to cover firstly third of the prioritised strategies focusing on the

communication and participation strategies.
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Given the importance of th@oject team on the success of the CBS change, the

following workshop was then conducted to create a participation of the entire project

team members into the CBS change and help them to act as resistance aware during

the project. Within the workshop, tkechnique of personal sedfvareness was

taught to the team members. The lessons from this technique included: 1) The honest
assessmentofsdlfi mi ts but also the understanding
during a change initiative; 2) Seeing setirh the perspective of others; 3) Exploring

t he ot her s 6 f-empdthy. Fugthetmiore, the grategy sbdetfgenerated

from the brainstorming was presented and explained to the team members as how it

could be applied in their particular context.

Prior to the evaluation phase, | only took a role as backstage supporter butscontact
weremaintained with two directors who were responsible for improving project
management via email. During that time, the practitioners were supported to solve
any difficulty associated with the interpretation of the strategy sheet and decide the
primary outcome indicator fayur interventions. At the evaluation phase, although
the initial outcomes were considered to be mixed, the participants agreed that the
resistance @nagement project showed much positive change. The high level of
engagement of staff in the established forum indicated that our interventions had
helped to build trust across the bank and moved its stakeholders from the denial stage
into the awareness g, in which the need for the CBS change was recognised.
Moreover, the high level of engagement also illustrated a degree of comfort with
conflicts or tensions embedded in the organisational change process (Luscher and
Lewis, 2008).

In conclusion, if it is seen from a point of view of the success of our collaborative
resistance management process, one can argue that our process is only partial
because the resistance has not been completely managed. However, if it is seen from
a pointof view of the success of our developed framework for understanding and
managing resistance, particularly the strategy sheet, it can be said that it is successful
not only because the practitioners perceived it as useful for appreciating different
areas casing resistance and possible strategies to deal with the resistance issues; but
also because they has obtained the competence required to manage these issues by

themselves and keep up with continuous development work based on our framework
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with limited siypports from the outsiders. The support for this argument is the fact

that they have become more proactive in their change management process (e.g.,

they had successfully convinced the bank:
negotiation and facilit&wn strategy beside the communication and participation
strategy). Therefore, by taking a role a:
todo knowledge that we coll aborative creal

6.2 Model for managing resistancet an IS pre-implementation stage

The high rate of failure of IS change in organisations is in part due to the inadequacy
of well-planned diagnoses of the causes of resistance to change (e.g., Dwivedi et al.,
2012;Pearlson an@aunders, 20)2Furthermore, such high rate of failure is also

due to the lack of prescriptive and practical models to investigate the causes of
resistance from a multipllevel perspective (Lapointe and Rivard, 2005).

By taking a multilevel lens asvaay to open theesistance black bar this research

the substantive categories resulting fromdlagnosing phase (see Section 5.3.5 for
discussions of new categories of issues not addressed in previous pesearch

demonstraté how a multilevel lens ofesistance helped shed new light on
managerial challenges of an | Sachange. F i
list was generated with 33oposedactiors from 22 resistance items as illustrated in

Tabl e 5. 2. Al t haocutg ho ntohsiierégtoebsimssetusefulthan

an fiabstracto model (e.g., easy to use i1
easy to build the practical operational plans and easy to identify a range of possible
relevant actions to resolve specific causesefs i st ance), su-ch det ai
actiono |ist may not be able to-transfer
dependency (e.g., the contextlo¢ AlphaBank) (see Section &6élow for

discussions on this issue). Therefore, instead of keepngthd et ai | €ed fAr esi
a ct i o ntbecdntribaition tathe resistance to IS change theory as what other
researchers have done (e.g., Adams et al., 2004; Shang and Su, 2004), it is decided to
build up a model that combines abstract categories of resistance items and abstract
categories of actits (overall strategies). The best known of an abstract model, for

example, is the IS portfolio adel developed by McFarlan (19882 which he linked

three aggregate risk items involving an IS change (i.e., project structure, project size
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and experience wittechnology) with four aggregate resolution actions (i.e., internal
and external integration, formal planning and formal control). Another recent
example is Luscher and Lewisbs (2008)
change in which they related threeyanisational change aspects (i.e., paradox of
performing, belonging and organising) to three aggregate resolution actions (i.e.,
confrontation, acceptance and splitting).

Getting inspired by their approach, the proposed model is developed based on the
strategy sheet generated during tloflaborativeresearch (see Table 5.3) and chosen
strategies takenylithe AlphaBank (see Section h.fn the model, | came to view the
resistance issues in terms of its fowels of effectqi.e., external constrais, new

IS misalignment, conflict of interest, and status quo l{geg Section 4.2 for
definitions), each h a feasible coping strategfip( the sake of the simplicity of the
model)(i.e., timing, communication, negotiation, and participati@y)illustrating

and elaborating the causes of resistance resulting from the nature of the interplay
between an organisation and its environment (Yoon and Kuchinke, 2005), the
misalignment between a new IS and organisational elentéatgy(and Kim, 2002;
Dwivedi et al., 2012), conflict of interegenerated due to the new IS system
implementationl(apointe and Rivard, 2005; Meissonier and Houze, 2010)rend t
change recipientsdé bias or prKafaad ence
Kankanhalli, 2009Kim, 2011), the proposed model demonstrates the importance of

the change actor so6 u maweobrésastandel figgre @1f  t

shows the proposed relationships among each resistance area. Yet it must be noted

that such relationships are foer complex by their interplay in realifgee Table
5.1).

As shown in Figure 6.Wvith the arrows pointing in both directions (except for the
external constraints which have eway effect), it is suggested more reciprocal
interplay among each area leagliio resistance. For instance, the misalignment
between the IS change and the organisational reward structure may lead to the
conflict of interest (e.g., increase in workload which is not appropriately
compensated for) and, in turn, create the changeirecipt s bi as or
with the current situation (e.dnigh relative costsaused by the increase in workload

for changing to the new system). Likewise, changes in the environment (e.g.,

Pagé 225

t o

he |

pref



economic downturn) may lead to the misalignment between the IS change and the
organisational purpose (e.ggeds to focus the organisational resources rather than
investing in the IS chan@eSuch misalignment between the IS change and the
organisationapurpose, in turn, probably fuels conflict of interest among groups of

change recipients (e.g., suspicion about the real purpose of the IS change effort such

as the new system will imply the redistribution of power) and subsequently results on
thechange®i pi ent sé6 status quo bias (e.g., |o

change).

The above interwoven patterns, in turn, signify the potential for feasible coping

strategies to manage resistance. In particular, external constraints (e.g., changes in

mariket conditions) are mainly due to the lagging time of the IS change project.

Hence, the actors, for example, may consider the minimisation of time in strategic
change to overcome todayés rapid change |
speed of change taken into account, it needs to be coherent with the organisational
situations (e.g., resource dependence) and other resolution strategies (e.g.,
communication, participatiqror negotiatioip For example, it was found during the

research thatracticirg the timing strategy (e.g., avoid focusing overly on

customisations) would produce contradictory effects on the negotiation strategy (e.g.,
generating conflict of interest for the affected group due to their losses of operational
modules). Moreovemracicing both the timing sttagy and participation strategy

put the Al phaBankds top manadsevouldnt i n a ¢
become either delayed or less participative). Therefore, the actors are suggested to
balance their chosen strategies atchd_ikewise, new IS misalignment are mainly
related to the change recipientsod under si
communicate the need for and logic of change) may enable reframing by sharing

detailed information about the IS change projectutn,tcommunication that

exhibits characteristics like a problesulving approach (using the input of the

change recipients as an assessment of the way the chaifigeting the

organisation) magreate the opportunity for the change recipients to ppatieiin

the organisational decision making process. As a result, participation strategy (e.g.,

i ncrease empower ment and/ or stakehol der s
remove the change recipientsd stagdus quo

ownership. Through communication and participation strategies, the actdiisely
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to become more adept at understanding the sources of conflict of interest and become
more able to ngotiate with the affected group break through the obstacles of

conflict. Nevertheless, ongoing resistance management may require all of the above
strategies as well as others (e.g., facilitation or manipulation strategy) (see Table 5.3)

because coping with one resistance area may require coping with others.

Figure 6.1: Multilevel model for managing resistance at an IS pre
implementation phase
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6.3 Discussions on the contribution®f the study

The main area of contributianvolvesa multilevel model for understanding and

managing resistance at an IS-prelementation phasélthough the literature on

resistanceéo IS change (see Section 2.3.3 and 2.Ba4 identifiedca number of

causes of resistance and possible resolution actionsl@pginte and Rivard, 2005;

Shang and Su, 2004), | started this stwiti the doubt that the IS resistance

phenomenon has not been appropriately addressed because previous research onl
allowed for two levels of analysis of resistance (i.e., individuals and groups/units)

and neglected to focus on thedf&implementation phase. Addressing these gaps in
knowledge, | investigatedthy and how resistance &m IS changeaook place at the
pre-implementation phase from a multigkvel perspectivat the AlphaBankBy

proposing and applying different conceptual lenses (see Sectiothis4heoretical
approactopened opportunities fars to converthe problematic situation (that

initially made little or even no sense for the practitioners) into the proldtemsthat

we could developur workable strategieé\lthough the proposed mod@slee Figure

6.1) is based on prior modelis originality canbe seen as the firstodelto depict

the resistance phenomenon from a multilevel perspective. Moreovenpttetalso
providesseveral insightgto the IS resistance management prad@sskey insight

is that there is no sole determinant but mixed dateants of resistance ranging from
external constraints (e.g., politicalll e
status quo bias (e.g., loss aversion) and that there are interconnections among these

mi xed deter mi nant s. O005equtyimpementatoseodal c h, J «
posits thaindividuals attempt to evaluate most changes and changes that are

considered unfavourable are likely to be resistéd.r k us 6s (1983) pol it
interaction theory further indicates that individualsl wakist the system if they

believe it might cause them to lose power or resoufdeshe first glance, the

proposed model appears to recognise the explanatory potential of their contentions
through the fAstatus quo bctakdowevaerrtits Aconf | |
argued that understanding of why resistance takes place requires us to consider a

wider set of its determinants and links between tHauaning this research, for

example, although technologieatiented staff experienced both unfavourable

outcomes brought by the CBS project and conflict of interest due to their increase in

workload as compared tmusinessoriented staff, the root for theiesistance was
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actually stemmed from the misalignment
system and the CBS projeBly shifting the focus neither on individgalor grougs

but on the organisation as a whulith its openness to the environmeiheproposed
model helps to surface the roots of resistance. Moreoye@miphasising the

existence of, and interactions among, mixed determinants of resistance, the model

offers a richer portrait of the resistance phenomenon.

Another key insight regardirthpe solution strategies in the proposed model is that
managing resistance at an IS-prelementation stage requires distinctive solutions.

Managing resistance at this stage does not merely involve reducing resistance

(O

behaviour but also influencingthechg e r eci pi entsé6é6 attitude,

thinking about the IS change and encouraging an openness for learning and
development. During this research, it has been stressed that lack of information about
the project and/or the proposed system is an impioctzaracteristic of the IS pre
implementation stage, especially when the new system has not been installed yet.
Thereforewhen the resistance to |I'S change i
perception rather than their experience of using the promyseéein, it is then best to
affect the cognitive component of their attitudis important point is, in fact,
emphasised in both Sectid.1( e . g . FeefiDlohoi nnko d%4dllje.g.a n d

choosing to firstly apply theommunication and participation ategies) This

insight is supported by Venkatesh and Bal
they suggested that pmr@plementation interventions should be made in the areas of

design characteristics, user participation, management support, and incentive

alignment. Meanwhile, posinplementation interventions m&mbrace training,

organistional support, and peer support. Msissonier and Houze (2010: 541)

not ed, f a-inplententation@hasefsithas important, as IS managers need

to anticipatgp ot ent i al conflicts and usersodo resi

The last key insight ithat no single resolution strategy is good enough. Given the
multilevel and interaction nature of resistance, it is possible to imagine a situation in
which thechange actoraim tocommunicate the need for and logic of the IS change
to the change recipienfasing the communication strategy in the modei) their
resistance toward the new system does not disappear be€zaaseccurred in this

study (se&ection 5.5)the increase in workload and the inappropriate compensation
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In such situations, there is a need to developagpdy other intervation strategies
(e.g., negotiationrather than simply focusn a single one. As th@oposed model
demonstreed understanding and managing resistaiecglires the change actdocs
balance their chosen strategies hedperminded to develop accurate and effective
interventiors. Although this insighhas the disadvantagé providing no universal
advice it is believed that thiss equally useful as othefor appreciating resistance

and developing varied and creative strategies to deal with resistance when it arises.

Nonet hel ess, although it has been emphasi
resi st a mtdingply rethaviegsor etfiminating this phenomenon but

constructing a more understanding of timelerlyingmeaningf resistancavhich

could lead to reject the CBS projédcs e e Section 4.4.1 and 5. 4
sensema ki ng o) , t h e anceemanagemeniopfocessihinghisstedgis s t

similar to most previous research (eBhattacherjee and Hikmet, 20&im and

Kankanhalli, 2009Kwahk andKim, 2008 in the sense that its final purposesti

to enhance t he techeolgcal syateho Ip this aase, ttef t he
contributions of the study should also be seen from the technological adoption

literature. Based on the discussions in Section 4,2vhereaghis studyconfirms

Roger so (19 9 5advastdgesiditechalogical tnnovahoe (e.g., an

innovation should be diffused and adoptékig, proposed model can be used to

addresghe maincritique that mospreviousadoption researcbeemedo ally the

interests of different stakeholders or technology proponéataéj et al, 2006)and

neglected to focus aie dialectical perspective (e.g., the political proeessgroup

dynamic$ during the technological innovation decision making prot&lssilami et

al., 2013)

It is need not to satpat this study is also claimed to makeaxiginalcontribution in
the innovation adoption literaturk contrastbecause not much effort has been paid
on the literature review of previous innovation adopstudiesjt can only be said
that at least from the previous adoptistadiesexamined in Section 2.2.4 and from
the literatureeviewconducted bypreviousresearchersAfpaciet al., 2012;
Tscherningand Damsgaar@008, the proposed model adds value to the existing
adoptionliteratureby concentratingpon the mandatory setting (in whiafstitutional
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power, enforcement, and user resistance Jexingt targeting the multilevel level of
adoption.

6.4. Implications for practice

Information system is extensively believed to beantignt for an organisation to

gain its efficiency (e.g., cost minimisation and performance enhancement) in a

constantly changing competitive environment (Pugh, 2007). Therefore, the multilevel
model can helphe IS change managdosbetter understarehdeffectively manage

the sources afesistanceHowever, realising a full potential resistance issues for
securing the success of an IS change req!

a number of actions highlighted below.

First, building commitment to change should go along with maintaining it. Building
commitment is a necessary part of any change. For instance, previous researchers
(e.g., Kotter, 2008; Luecke, 2003) critically indicated this point in their work (e.g.,
establishig a sense of urgency or mobilise energy and commitment through joint
identification of business problems and solutions). Indbiborativeresearch, the
senior managefsuilt a commitment to the CBS upgrading project because they
believed that inflexihity and high operational and maintenance costs of the current
CBS made the bank less competitive. However, significant changes in the external
environment (e.g., economic downturn, middleware solution) and internal situation
(e.g., lack of securing funylBad lessened their commitment or even reduced the
urgency for the CBS change. Therefdog,a large scale and long running IS project,

it is suggested that establishing commitment to change is necessary but maintaining
it is much more important. This matart from the topna n a geassaesément of the
changing situations. If the IS change is continuously perceived as nectssary,
commitment needs to be rebuilt or reinforedth a probably new set of reasons for
change (e.gthe limited capacity athe current CBS and the actual profitability of

the CBS change as in the present study). Moreover, the effort for gaining and
sustaining commitment should be also targeted at various stakeholders (beside the
top managergthroughout the life cycle of tH& project to increase the likelihood of

IS project success.
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In addition, communication should be seen as awag process. Communication
unarguably is the most effective strategy which is often used to c@utegptancef

an IS change (e.g., Abdolvaet al., 2008; Nanji et al., 2008hang and Su, 20p4

Yet, because many organisations nowadays still embrace the hierarchical
organisational structure which is based on the concepts of division of labour,
specialisation, spans of control and unity aihoeand; the importance of broad
communication is often neglectdégarlson and Saunders, 2012). Moreover,
communication is sometimes performed in a passive form asasple mechanism

to inform the organisationods ¢g)tBasedkohol der
the findings during the brainstorming session in this study, it is thus suggested that
communication should be seen as a-imay process to leverage the organisational
learning by making use of feedback on communication. Moreover, in order to
communicate effectively, the IS change managers can pay attention on the
followings. First, frequent communications should be done during the IS change
process instead of only at the IS pwsplementation stage. Second, they should

focus on detailed infonation about the project and its effect at the personal level

rather than provide the stakeholders with general information. Third, they should
listen to others by giving them the opportunity to participate in the decision making
process by initiating disssions. Finally, they should stay actively involved in the
change recipientsd probl ems. I n other wol
resolution actions (e.g., changing the work schedule to be more appropriate) for those
who have problems not relagjio an information need.

Another implication that arose from this study is that participation does not merely

involve widespread decentralisation. It is obvious that any large scale IS project

should be open and inclusive so that the informagiatimerirg from the tendency

will help to identify and address the <chi;
Nonetheless, although the findings during the brainstorming session also supported

t he i mportance of various st kdsmtceltder soé |
must be noted that sont@p managers at the AlphaBabé&lieved that the

involvement of different stakeholders should be avoided becawseild actually

slow down the CBS change and create confusion in their decision making process.

Sucha gument is worth for the IS change man

5.3 there is always a traawf for each resolution option and the participation
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strategy i s not an exception here. Ther el
shoulddepeth on the | S change managersd assess
complexity) and other organisational contingency factors (e.g., the urgency of IS

change). Otherwise, simply practicing widespread decentralisation without

considerations will lead to iffeciency and unnecessary cost and effort (Greiner and
Cummings, 2004).

6.5. Implications for methodology

| hope that this study offers an exemplar for the study of resistance to IS change at

the preimplementation and the practice@PR However, theollabaative nature

of CPRduring this study provided me with both opportunities eimallenges. On

one hand, it all owed extraordinary acces:
the AlphaBank through our emperation process to solve the resistaasees

associated with the CBS project. Brainstorming session enabled us to surface and
chall enge our existing frames on the roof
toward the CBS project before working togetherngoife out appropriate proposed

actions. Reviewing session added to our resistance management efforts and expanded

insights by engaging directors in scrutinising the intervention data.

However, as | experienced during the brainstorming session, | needed to be aware of
not making the research findings too eiged or even distort due to my previous
experience and personal perspective. At the same time, | also needed to help the
practitioners to enact the change by engaging with them and challenging them to
think from a new perspective. This requirement for a degree of flexibility actually
provoked anxiety for me (and possibly also for even a-trathed researcher). Yet
through our effass to construct shared understandings about the issues relating to

resistance, the outcomes were rendered more accurate and valuable.

6.6. Research limitations and recommendations

The limitations of this study mainly involve tleellaborativenature ofCPRand its
research design. Similar to case studyRis contextbound ad addresses real life

problems Mathiasseret al., 2002) By coping with contexbound informationit is
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necessary to firstly discuss its context bound impacts on generalisabibther
words, although the AlphaBank was considered as an excellent case for studying
resistance at the IS pmaplementation stage due to its current project on the CBS

transformation, its exceptional setting requires the need for caution.

Like many oher organisations indbith East Asia, the AlphaBank wesnfronting
disruptive environmental changes, responding with its strategic restructuring.
Moreover, the bank Gmwmbraceap Asiamamaaagemend styfai g h t
which, according to Cheng et alO@4), displays authority, control and image

building. These leadership characteristics not only caused the problem of red tape but
also led us to decide to focus on building trust and collaboration rather than the speed
of the CBS change. Therefore, altijbu hope that the findings of the present study

may be appropriate to similar settings; further research must determine the extent to
which such findings can be extended to include other settings. The recommended
way for doing this is to enable comparisamong varied organisational settings

(e.g., different industries or different organisational sizes) or between Asian and

Western organisations.

Second, the study limitation is also related to alterndfigereticalexplanations of

thesources of resistance as well as the proposed strategfiestndy Particularly

variables associated with individual differen@esre not taken into accoubécause

it was argued that they could not be changétin the scop@f thisresearch

project However, previous research (el@avis and Songer, 2009; Sanford and Oh,

2010 indicated that severaldividual attributes (e.gtenure profession or

technology experience) could affect the likelihoodhalividual resistanceo an IS

change Moreove, such individual attributesiighta | s o af f ect pointhe 1 ndi
of view onhis/herchosen problersolving stylesor the appropriate solutions that

should be madg@Jablokow et al., 2010 onsidering this issue in the present stuidy

woul d be probabl y t hviohadaesrein thelorganisatidmer b a n k
many years would exhibit stronger status quo bias because they might be more
embedded ithe old way of doing their tasks as compared to new memnber
Meanwhile,seniormanagers with lesechnology experienaaighttend tochoose a

safe way for managing thiargescale ISchangeas compared to the experienced

ones (e.g., bypassersus confrontation strategsee for more details Boar, 2002)
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Giventhe precedingliscussionfurther research could investigate the effect of
individual differences oboththe sources of resistance and the feasible strategies
in the proposed modeBy determining the contribution of individual differences,
this mayadd insight intareas of concern such as providusgful advice about

where to focus actions for improvement

Thethird limitation issue stems from the unclear letegm impact of our

interventiors. This study was preceded as we (i.e., the CEO, IT Department Director

and ) believed thatthe CBS changesva c r i t i cal f or -runboals bank 0
and that manag@resistance to this IS changesvat he bankds main col
Previous research supports this point broadly by highlighting the negative effects of
enmployee resistance (e.g., Beaudry and Pinsonneault 2005; Dwivedi et a)., 201

Moreover, duringthis e search, the bankds top manage.l
paybacks of their decision to set aside the speed of the change and focus on

empl oy e e s 0Ot. Forexamdleyaetheaaviewing session, both participants
stressed that widening employeesd6 invol v
empl oyeesd resistance andSecionbdtret, a | ear ni
whether such positive outcomesé m t he bankoés resistance m
continue is questionable. Specifically, as illustrated in our strategy sheet (see Table

53y , the key drawback of widening -empl oye
consuming and slow down the change prec&smilar to what Greiner and

Cummings (2004) have argued, an attempt for unleashing individual dynamism often
comes at the expense of the organisation
pressure for changing the CBS increases (e.g., due lionitexd capacity of the

current CBS), would the bankés top manag:
implementation process to deal with any resistance? Such question requires for more
longitudinal research. For example, further research could follow the erdaesgr

of an IS change to examine longerm impacts of the interventisn

Another limitation involves our decision on the exit criteria. This collaborative
research was initiated to support the current project at the AlphaBank irtianesal
setting.Due to the complexity and high risk related to the project as well as the
requirement for éong period of participatiom the problerrsolving activities, this

research was decided to focus on the projecirppdementation phase and | took a
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rol e axs ld tfaft or 6 r at her t hBventhaughtiiei mp |l e me n
exiting point of this CPR was argued to be plausible for this particular sase (
Sections3.5 and 4.50or discussionk it must be acknowledged that the impact of this
research on managy resistance at the AlphaBank was limited by this exiting point.
In particular, he research effortould be seen tsolelysupport managerial sense
making of the problematic situatiorellaborativelydevelop workable strategie
andbuild related thery with incomplete evaluation of the proposed stratediss
negotiated with the practitionersassisted them to construct a necessary foundation
for their futureactions and only approvestrategiesvere implementedOn one hand,

by not seeking to force the practitioners to pursue my research irfeegegest the
impact of every planned strategigs could be claimed that the research process was
conductedhlong with the ethical basssggested bBrydonMiller and Greenwood
(20069. On another handby onlyevaluatinghe impact otommunication and
participation strategies, other proposed strategies have not been tested in this
researchGiven this limitation, @irther research may attempt to empirically validate

the effectieness of our proposedatiegies in each resistance area

Closely related to our decision on the exit criteria, the last limitation involves the

scope of the study which mainly focused on theipyg@lementation phase instead of

a whole process of managing resistance to an IS chAsgkscussed previously,

resigance isa relativephenomenomnd managing this phenomenon should be

viewed as a muklstage processeeSection 3.5)During the study, for instance, it
wasarguedthat businessriented staff held unrealistic prmplementation

expectations of the nesystemdue to their lack of informatioabout the project and

they, thereforegould quickly turn into the resistoifsthe inequity distribution of

resources (e.g., loss of important applications) later becomes relghaiabver,
whereagesistance at the pimplementation phasemainlydue t o t he i ndi v
perceptionthis phenomenon at the pastplementation phase is likely to bemed

by the individual sd experience of wusing
illustrate thepointthatthere is inconsistency in both the sources of resistamde¢he
appropriatesolutionstrategiescross different implementation phasésin IS
changeConsequently, although it can be argued that managing resistance at the pre
implementatiorphasecan enable the change managers to adtkedg sources of

resistancend to take corctive actions at an early stagare must be taken when
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applying our research findings, or the proposed model in particular, to other phases
of an IS changdn this regardfurther research would be valuable to gain an
understanding as to whether the components withipriblgosednodel exist across
different phases in an IS change (e.g., during and post implementatia))as |

hope, will be another aveador further research.

6.7. Concluding remarks

Technological innovation has rapidly changed every aspect of our lives and the way
of doing business during the last decade. An increasing number of organisations are
focusing on changing their current inflaation systems as a way to reduce their costs
and enhance their performance. Yet a system change is frequently a challenge for an
organi sation due to its memberso resistal
to understand and manage the issuesimgl#o resistance at the AlphaBank. As our
reflective learning during the journey, attentions are called for the multilevel nature

of resistance and the double meaning of managing it. Whereas the multilevel lens
helped us tanove beyond a search fasimple explanation of the phenomendtme

double meaning of managing it enabled us to question the benefits of the change and
challenge our existing frames on the roots of resistance. When | arrived, the top
management felt paralysed by contradictory opinmm$he CBS project. Upon my
leaving, they expressethew comfort in their situation. Nonetheless, the resistance

at the end of my journey did not disappear. Indeed, the practitioners at the
AlphaBank were convinced that acting as resistance aware and keeping-an open
minded toward resolution solutions duritg project is a means for reaching the

very end of the road.
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