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ABSTRACT
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The individual acceptance and use of information technology have been
researched widely, and its role in succeeding in IT implementation project is
recognized. Even though the social, cognitive and emotional aspects that
influence the adoption and also use of IT are examined in some extent, there is
still room for further research, especially how these factors can be influenced
from outside, for example by the organization. This research examines the role of
individuals” emotions and cognitions in organizational IT implementation by
defining user behavior in these situations, which way the behavior can be
influenced and how successful these ways are. At first, different ways to
influence the user behavior are collected from the literature where there are
selected eight different research that is either cognitive-based, emotion-based or
combining both factors. These found ways are later on mirrored with the findings
from the empirical part of the research. This qualitative research has focused on
one large-scale IT implementation project in a large industry organization. The
research is executed with two types of interviews. The preliminary interviews are
kept individually to a group of people from different positions in the
implementation project to collect background information about the project itself
and also to collect used ways to influence the end-users. The primary interviews
are kept to end-users to find out how different ways to influence have succeeded
by their mind. In the results, the ways that are found from literature and the ways
that were found in the interviews are compared and mirrored to each other, and
by this, there found which ways have been the most important, which ways have
not worked and what needs to be considered when using them. The research
revealed that there was actually rather a large similarity with the literature and
the project that was examined. As the end-users mostly felt that they had control
over the change and that the new system was more of an opportunity than threat
the overall emotional reaction towards the implementation was promotion-
focused. It was found that the most important influence had the key users as
communicators and trainers. Also, general communication, training and the
system itself had a significant role in influencing the end users.

Keywords: information system implementation, organizational implementation,
user behavior, emotion, cognition, and user acceptance
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Yksilon informaatioteknologian hyviaksyntdd ja kdyttod on tutkittu laajasti ja sen
roolia onnistuneessa IT implementaatioprojektissa on tunnistettu. Vaikkakin
sosiaaliset, kognitiiviset ja emotionaaliset seikat, jotka vaikuttavat
tietoteknologian omaksumiseen ja kayttoon, on tutkittu jossain maédrin, on
edelleen tilaa jatkotutkimukselle. Erityisesti liittyen siihen kuinka ndihin
seikkoihin voidaan vaikuttaa ulkopuolelta, esimerkiksi organisaation puolesta.
Tama tutkimus tarkastelee yksildiden emootioiden ja kognitioiden roolia
organisatorisessa ~ IT  implementaatiossa  maddrittelemdlld  kayttdjan
kayttaytymisen ndissd tilanteissa, selvittamalld kuinka kayttaytymiseen voidaan
vaikuttaa ja kuinka onnistuneita ndmd eri tavat ovat. Ensinnakin
pohjakirjallisuudesta on kerdtty erilaisia tapoja vaikuttaa kayttdjan
kayttaytymiseen. Kirjallisuudesta on valittu yhteensd kahdeksan erilaista
tutkimusta, jotka ovat joko kognitiopohjaisia, emootiopohjaisia tai yhdistelevét
molempia puolia. N4itd kirjallisuusosuudessa 16ydettyjd keinoja on myshemmin
peilattu empiirisen tutkimuksen tuloksiin. Tutkimuksen empiirinen osuus on
toteutettu tutkimalla laaja-alaista tietojdrjestelman kayttoonottoprojektia
suuressa teollisuusorganisaatiossa kahdessa eri kvalitatiivisessa
haastattelukokonaisuudessa. Esihaastatteluissa on kerdtty pohjatietoa itse
projektista sekd kerdtty jo kaytettyja keinoja kayttdjien kayttdytymiseen
vaikuttamiseksi. Naihin yksilohaastatteluihin osallistuvat ovat kuuluneet eri
tavoin kayttoonottoprojektiin. Loppukayttdjahaastatteluissa on taasen selvitetty
miten erilaiset tavat vaikuttaa heihin ovat toimineet heiddn mielestdan.
Tuloksissa nditd kirjallisuudesta sekd haastatteluista 16ytyneitd keinoja on
vertailtu ja peilattu toisiinsa ja ndin pyritty loytdamddn tarkeimmait keinot, ne
keinot, jotka eivédt ole toimineet sekd keinot joiden kayttoa tulee harkita.
Tutkimus paljasti suuren yhtéldisyyden kirjallisuuden l6ydosten ja tutkitun
projektin valillda. Koska loppukayttdjat pddsddntoisesti kokivat kontrollin
tunnetta muutostilanteessa ja ndkiviat uuden jdrjestelmédn enemman mahdolli-
suutena kuin uhkana, pddsddntoisesti loppukéyttdjien emotionaalinen reaktio
kayttoonottoa kohtaan oli muutosta edistdvad. Tutkimuksessa selvisi, ettd tar-
kein keino vaikuttaa kayttdjiin tutkitussa projektissa olivat padkayttdjat, jotka toi-
mivat niin viestijoind kuin kouluttajina. My6s yleiselld viestinnalld, koulutuk-
sella ja jdrjestelmalld itsessddn oli merkittdva rooli loppukéyttdjiin vaikutettaessa.

Avainsanat: tietojdrjestelmdn kayttoonotto, organisatorinen implementointi,
kayttdjan kayttaytyminen, emootio, kognitio ja kdyttdjan hyvaksynta
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1 INTRODUCTION

This research examines the role of individuals” emotions and cognitions in organ-
izational IT implementation by defining user behavior in these situations, which
way the behavior can be influenced and how successful these ways are. The in-
troduction chapter consists of the main concepts and motivation as well as of
introduction of the research question and the overall structure of the research.

1.1 Main concepts and motivation

The main concepts for this research are information system implementation, or-
ganizational implementation, user behavior, and user acceptance. System imple-
mentation, according to Cooper and Zmud (1990) is “an organizational effort di-
rected toward diffusing appropriate information technology within the user
community.” The organizational implementation takes slightly different per-
spective to the phenomenon and can be defined as a “implementation process
that concerns both technical implementation of new technology and a slower pro-
cess of organizational members adopting the technology in use and aligning it to
their work tasks, probably transforming routine work practices to fit the new sit-
uation” (Vuokko, 2011). As Dolan (2012) suggests, there are two possible ways to
think about the behavior and how it is possible to influence it - the cognitive
model and the context model. Similar dividing is also done by other researchers
such as Kim et al. (2006) in their balanced thinking and feeling model for infor-
mation systems continuance as well as Beaudry (2012) in her emotion-related re-
search of information technology use. This research follows the thinking-feeling
model where cognition is assimilated with thinking and affect with feelings (Kim
et al., 2006). Also, user acceptance is an important concept when trying to under-
stand user behavior. Dillon and Morris have defined user acceptance as “the de-
monstrable willingness within a user group to employ information technology
for the tasks it is designed to support” (Dillon & Morris, 1996).
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Venkatesh has stated that “understanding individual acceptance and use of
information technology is one of the most mature streams of information systems
research” (Venkatesh et al., 2012). It is understandable that successful investment
in technology most often leads to enhanced productivity, but on the contrary,
tailed systems can also lead for example to financial losses or even dissatisfaction
among the employees (Venkatesh, 2000). Stein (2015) points out that the
achievement of the IT system benefits sums up the system with the organizations
work practices that it is intended to support. She claims that the research has
already studied widely social, cognitive and emotional factors that have an effect
on the adoption and use of IT but as much is not known about the actual role of
emotional factors (Stein et al., 2015). Kim et al. (2006) state that most studies on
technology adoption and usage explore mainly cognitive factors which means
that affective factors are left unexamined. Luckily the importance of the user’s
affective side is noticed, and research field opened.

Dolan (2012) highlights that there is spreading an understanding of the
same opinion across the behavioral sciences that human behavior is significantly
influenced by factors associated with the context of the current situation. As Kim
et al. (2006) continue, on the contrary to cognition-oriented theories, the affect has
a more central position in the decision-making process. Also, Stam and Stanton
have made similar observations, and they claim that “employee’s responses to
new technology are necessarily rooted in the emotional experiences in
surrounding events that lead up to and follow the deployment of the new
technology” (Stam & Stanton, 2009). Similar notions are made in the psychology
field. For example, Thiiring’s and Mahlke’s research concerning human-
technology interaction reveals that user experience consists of emotions and
perceptions of instrumental and non-instrumental qualities (Thiiring & Mahlke,
2007). Even though research has already been done concerning user emotions,
they are studied mostly tangentially. Beaudry (2010) calls for more thorough
research for user emotions and especially how they can influence initial IT use.

As Dolan et al. (2012) have pointed out, there are two distinct systems,
automatic mind, and reflective mind, operating in the brain which both effect on
the behavior. Also, Kim et al. (2006) say, that behavioral actions usually contain
both affective and cognitive components. These aspects need to be taken concern
when studying user behavior. This research aims to find different ways from
both perspectives to influence user behavior in organizational IT implementation
by collecting different ways from the previous literature and also by finding the
already used ways from the research target organization with interviews. In the
result, there will be a comprehensive list of different influencing ways that will
be evaluated and measured by the end-users in qualitative interviews. Also the
behaviour development is lightly observed during the research and findings of
the interviews are mirrored to the background literature.
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1.2 Research question and structure of the research

Based on the concept definitions for IS implementation and user behavior, the
research question is shaped as follows:

How individuals” emotions and cognitions in organizational IT
implementation can be influenced?

The thesis is structured into two main parts, literature review and empirical part
of the research. As Schabram and Okoli have categorized, the literature reviews
for graduate student thesis differ to some extent from the literature reviews that
work as a theoretical foundation for primary research as the literature review is
used as an anchor for the thesis (Okoli & Schabram, 2010). There are four pur-
poses for the literature review in a thesis according to Hart (1999). First of all it
needs to demonstrate a prior understanding of the topic, secondly it shows the
persistence and diligence of the writer with the search of literature and its thor-
oughness, thirdly it needs to fulfill the major requirement to provide sufficient
argument to justify the topic of the research and fourthly it follows the required
proper ways to use the literature (Hart, 2018, 16-20).

In this thesis, the literature review follows the type of developmental review.
Templier and Paré describe it as a “assemble of previous research to develop an
innovative approach to the topic of interest” (Templier & Paré, 2015). It is partly
similar with the narrative review as it allows to gather studies that focus on the-
matically differentiative concepts and findings but differs on the literature cov-
erage where the developmental review covers only studies that are central to the
topic area (Templier & Paré, 2015). This kind of integrative literature review “re-
views, critiques, and synthesizes representative literature on a topic in an inte-
grated way such that new frameworks and perspectives on the topic are gener-
ated”(Torraco, 2005). The review is conducted based on Okoli’s and Shabraham’s
eight-step guide by first identifying the purpose and the goals of the literature
review, then forming a protocol for the search procedures to ensuring a review
consistency, fourthly by searching the literature and after that by screening for
inclusion which means justifying why certain studies were eliminated from the
review. The fifth step is the screening for exclusion that stands for justifying the
insufficient quality of certain articles and justifying the quality of those that are
included. After identification of all usable studies, the systematic data extraction
is the next step which culminates to the seventh step of combining the facts in a
synthesis of studies. The final step is the actual writing of the review (Okoli &
Schabram, 2010).

The literature review begins in chapter 2 where the system implementation
is defined and examined as a project and viewed through the implementation
stages. Also, change management as part of the implementation project and as a
behavior influencing channel is discussed in this chapter. In chapter 3, the dichot-
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omy of user behavior in organizational IT implementation as individuals” emo-
tions and cognitions is justified and based on the essential theories from both
aspects of the user behavior. In chapter 4, the used model for the dichotomy is
built, and the influencing ways to user behavior are collected from introduced
theories and frameworks into a charter as a basis of the empirical research.

The fifth chapter begins the empirical part of the research by introducing
methodology of the research. The selected method is theme interviews that are
executed in a large industrial organization that is going through a large-scale sys-
tem implementation. The interviews are divided into two groups. First there are
kept preliminary interviews for project organization members which aim is to
provide background information about the project and the organization as well
as collect already used ways to influence end-users. The primary interviews are
kept for the end-users themselves to find out how these ways have worked for
them in reality. In the end, these results are compared to literature findings to see
how well different ways to influence user behavior work, which are found most
significant and what ways could be utilize more in the future.
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2 SYSTEM IMPLEMENTATION

When discussing system implementation, it is essential to understand the con-
cept of information systems and especially its multilevel nature (Lapointe, 2007).
Rogers divides technology into two components that are “hardware which
consists of the tool that embodies the technology as a physical object and software
that consists of the information base for the tool” (Rogers, 2003). These two
components, the tool and the way to use it, have a close relationship between
each other (Rogers, 2003). Mason and Mitroff’s classic definition for information
system says that an IS “consists of, at least, a person of a certain psychological
type who faces a problem within some organizational context for which he needs
evidence to arrive at a solution, where evidence is made available through some
mode of presentation” (Mason & Mitroff, 1973, 475). The main idea of this defi-
nition is that the information system does not consist only of technological mate-
rial as an important part of it is also the human component. This research focuses
on the interaction between these constructs.

In this chapter, the actual system implementation project is introduced as
well as the stages of the implementation process. In the end, there will be a short
insight into the system implementation from the change management perspec-
tive.

2.1 The system implementation project

As Pult claims, organizations have a high dependency on the use of technology
which makes it a crucial and highly comprehensive resource. IT function’s role is
a change enabler so that the IT sourcing, which means organizations sourcing of
their IT capabilities, effects on the ability to manage the overall business change.
It also has a great influence on the organization’s capabilities and because of this,
on its success in business (Pult & Manwani, 2014). Similar thoughts have also
Chen (2012), who states that “it-enabled resources are assumed to be a force for
organizational change in its operational and management practices”.
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System implementation is usually seen as a project in the organization. IT
projects can be defined as “IT projects consisting of sequential and linear events,
with a clear starting and ending point, consisting of the management of isolated
problems and stable artifacts as well as series of rational judgments about stable
organizational structures” (Iveroth, 2016). Iveroth (2016) points out that this kind
of process has a dynamic nature which demands continuous learning and also
the impact of IT and organizational issues on each other when these changes are
implemented. He emphasizes the main reason for IT-enabled change which is the
extent of how successfully it enables the people in an organization (Iveroth, 2016).

In an organization, the outcomes of the implementation can be seen in three
different layers according to Lapointe (2007). These layers are the individual
layer where the result can be seen as IS usage, the group level where the outcome
can be measured thru resistance to IS implementation and the organization level
where the result is the organizational adoption of an IS (Lapointe, 2007). Ehie
and Madsen (2004) describe well the complex structure of the implementation
process as a combination of strategic architecture, change management, and busi-
ness development. The strategic architecture’s task is to analyze the driving mo-
tive for the implementation, especially when it concerns significant change as an
ERP system. The change management’s responsibility is to integrate the human
resource dimension to this process, and business development’s mission is to co-
ordinate the daily operations with the new business process design (Ehie & Mad-
sen, 2004).

2.2 Stages of implementation

There are multiple different models and frameworks concerning implementation
as a process which are made for a slightly different purpose but which also have
much in common. For example, Cooper and Zmud (1990) have described IT im-
plementation as a model of six classical stages, that is founded on Lewin’s change
model from 1952 (see figure 1). the Lewin’s unfreezing stage has similarities with
the initiation stage of Cooper’s and Zmud’s model as well as Lewin’s change
model covers both adoption and adaptation stages of Cooper’s and Zmud’s
model and also Lewin’s refreezing stage can be associated with the next two
stages of Cooper’sand Zmud’s model which are acceptance, and routinization-
These norms can influence behavior (Cooper & Zmud, 1990).
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Process: Active and/or passive scanning of organizational problems/opportunities and IT
solutions. Pressure to change evolves from either organizational need (pull), technological

Initiation . .
innovation (push), or both
Process: Rational and political negotiations to get organizational backing for implementation
o _
Process: The IT application is developed, installed, and maintained. Organizational procedures
Adaption are revised and developed. Members are trained into both.
Acceptance Process: Organizational members are inducted to coomit to IT application usage.

Process: Usage of the IT application is encouraged as a normal activity.
Routinization

Process: Increased organizational effectiveness is obtained by using the IT application in a
more comprehensice and integrated manner to support higher level aspects of organizational

Infusion ok

Figure 1 Stages of implementation (adjusted from Cooper and Zmud, 1990)

Ehie and Madsen (2004) have formed a five-stage ERP implementation process
which can be utilized with any significant system change in an organization.
Here the most critical observation is the continual relationship between the pro-
cess, change management, and business development. First of all, the whole pro-
cess starts with strategic enterprise architecture which drives the implementation
motive. The first stage is for project preparation which concludes organizing and
defining the project and its scope as well as creating the project plan in more
detail. The second stage is for business blueprint where it is essential first to
analyze current business processes and to select the system and then to master
the system chosen to understand the functionalities and configuration as well
designing new needed processes. Stage three is the realization which consists of
technical development and first pilot that is for prototyping and adjustment to-
ward the final system. The fourth stage is for the final preparation by tuning and
testing the system and educating and training the users, and the final stage five
is for going live and supporting the system (Ehie & Madsen, 2004).

Some of the models have focused on the process of adoption of innovation
in an organization which can concern actual system implementation as the inno-
vation can be defined as the adoption of technology among other things
(Damanpour & Schneider, 2006). On these models, the phases have been divided
for example into “awareness, selection, adoption, implementation, and routini-
zation” (Klein & Sorra, 1996) and “initiation, development, implementation, and
termination” (Van de Ven et al.,, 2000). Damanpour & Schneider (2006) have
grouped these for even more generalizable form by naming three general stages
concerning pre-adoption a.k.a. initiation, adoption decision a.k.a. adoption deci-
sion and post-adoption a.k.a. implementation.
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2.3 Change management as a part of system implementation

Murthy describes change as an alteration in change agents which is a bipolar
phenomenon where the aim is to make or become different. These change agents
are people, structure and technology and the changes take place in three levels
where micro change consists of those changes that people face in their personal
lives, macro change, on the other hand, consists of changes that affect people
significantly universally and to organizational change which consists of those
changes that occur in any organization that influence people’s lives (Murthy,
2007, 7-8). Paton and McCalman point out that management and change can be
seen synonymous as it is impossible to understand the process without first ad-
dressing the purpose of it, the planned way to do it and by whom it is done.
Managing the change is about handling the complexities of the process by eval-
uating, planning and implementing operational, tactical and strategic processes
(Paton & McCalman, 2008, 3).

Aladwani (2001) has suggested an integrated, process-oriented conceptual
framework for managing change associated with ERP implementation. This
framework is generalizable to all other large-scale system changes in organiza-
tions. Aladwani’s framework consists of three phases that are knowledge formu-
lation, strategy implementation, and status evaluation (see figure 2). The
knowledge formulation phase is all about identifying and evaluating the atti-
tudes of users as well as other stakeholders. Strategy implementation is the most
critical phase, and it can be described as a three-level, think-feel-do, adoption
process. On the thinking stage, there are awareness strategies needed which in-
cludes communication, informing and educating. On the feel phase, the aim is to
influence the affective component of users’ attitudes that will generate strong
feelings toward both accepting and adopting the new system. The last step that
is executed is the conative stage where it is crucial to get the approval and
support of those involved individuals that are well-known as well as opinion
leaders and the top management. The third phase of the whole framework is a
status evaluation phase where the used change management strategies are
monitored and evaluated (Aladwani, 2001).

Gil (2002) claims that change is too often seen as a ‘quick fix" and dealt with
only through the organization’s functioning without understanding its other im-
plications. It should be acknowledged that the most powerful forces of resistance
to change are usually emotional. Still, change management initiatives do not pay
enough attention to the human and political aspects of change. Gil introduces a
model of transformational leadership that helps to understand the challenge of
change more broadly. The model integrates multiple dimensions and require-
ments of leadership.
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First of all, there is the cognitive dimension that is called ‘thinking,” where
the “effective leadership requires intellectual or cognitive abilities to perceive
and understand information, reason with it, imagine possibilities, use intuition,
make judgments, solve problems and make decisions” (Gill, 2002). The second
dimension is the spiritual one that is called ‘meaning’ that “requires yarning for
meaning and a sense of worth that spirits individuals in what they seek and do.
It depends on the vision and shared values to which one is a party” (Gill, 2002).
The third dimension is emotional and called ‘feeling’ where “effective leadership
requires well-developed emotional intelligence. Emotional intelligence means
the ability to understand oneself and other people, display self-control and self-
confidence and also to respond to others in appropriate ways” (Gill, 2002). The
key is to use personal power instead of managerial power. The last, fourth, di-
mension is behavioral that is called ‘“doing” where the requirements concerns us-
ing and responding to emotion and also comprising the communication in other
ways, such as writing, discussing or physical behavior. As Gill well summarises,
“the effective leadership of change reflects all of these dimensions of leadership

and elements of vision, values, strategy, empowerment, motivation, and inspira-
tion” (Gill, 2002).
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3 THE INDIVIDUALS" AFFECTS AND COGNITIONS
IN ORGANIZATIONAL IT IMPLEMENTATION

As Aldawani’s feel phase and Gil’s cognitive dimension of transformational lead-
ership brings out, the affect side has an important role overall in change as well
as more precisely in the implementation process. As mentioned already earlier,
there is a clear dichotomy in the research of user behavior. In this chapter, there
are introduced two different approaches to this dichotomy. The selected ap-
proaches are Dolan’s MINDSPACE framework (2012) and the Thinking-Feeling
model by Kim et al. (2006). The reason for selecting framework in information
systems but also from psychology field gives a broader perspective to the
emotional side of user behavior and might, later on, result in finding new
possible ways on influencing the behavior especially in organizational of
implementation. Dolan’s MINDSPACE is published at the Journal of Economic
Psychology, and it is specially made for policymakers use to help to recognize
most robust effects that influence an individual’s behavior (Dolan et al., 2012).
In the end, there are also shortly introduced those theories and frameworks
that are used later on in this research. Compeau et al. (1999) highlight that “user
behavior is viewed as the result of a set of beliefs about technology and a set of
affective responses to the behavior.” In the more cognitive-based models, these
beliefs are represented by the perceived characteristics of innovating, usefulness,
and ease of use. The attitude towards use usually stands for behavioral beliefs,
outcome evaluations, and expectations as well as affective responses. Many well-
known cognitive-based theories concern user acceptance and the use of
technology. In this research selected theories are TAM by Davis (1985), UTAUT
by Venkatesh (2012), Rogers’s (2003) diffusion of innovation theory. These
theories and frameworks are selected as they are cornerstones of the cognitive-
oriented research and being named in many of the emotion-oriented studies as
the most important researches in this field of research. Kim et al. (2006) see users
more as service customers whose emotional benefits that stands for the more
hedonic view are also important. This affect side of user behavior has also been
studied for some time, and there are multiple theories available that focuses
especially on the affected side of the behavior. In this research selected theories
are model applying social cognitive theory by Compeau et al. (1999), Beaudry’s
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and Pinsonneault’s (2005) coping model of user adaptation and an emotion-
focused model of acceptance by Stam and Stanton (2009).

3.1 Approaches for the dichotomy in user behavior

For example, Beaudry and Pinsonneault (2010) divide the models that describe
the antecedents of IT use to cognitive-based models and emotion-based models.
The cognitive-based models predict IT use from the instrumental nature of tech-
nology point of view. This means perceptions and beliefs such as performance
expectancy and relative advantage. Beaudry and Pinsonneault claim that based
on psychology, these models cannot by themselves capture all antecedents of be-
havior as the usage of new IT can be seen as complicated and multilateral. Emo-
tions influence individuals” beliefs and attitudes, and also, they have an im-
portant role in helping and guiding the individual’s thinking, decision making,
and actions. Because of this, there are also needed emotion-based models to com-
plement those cognitive-based approaches (Beaudry & Pinsonneault, 2010). Sim-
ilar divisions have also introduced Dolan (2012) and Kim et al. (2007).

Dolan has introduced two different ways to think about individual behav-
ior as well as ways to influence it (see figure 2). The first way is called the ‘cogni-
tive’ model that is based on the conscious thinking of the individual. Psycholo-
gists and neuroscientists call this human brain system the ‘reflecting mind” that
has only limited capacity but which offers analysis that is more systematic and
deeper. It consists of processes which Dolan (2012) is represented to be “reflective,
controlled, effortful rule-based, slow, conscious and rational”. This cognitive
model states that individual analyses the incentives and then acts in a way that
reflects one’s interests. It means that individual can be influenced by ‘changing
minds” which means influencing through conscious reflection on the environ-
ment. The second way is called the ‘context’ model that focuses on the more au-
tomatic processes of judgment and influence. In this model, the way the individ-
ual responds to the environmental concerns more about the context within one
act. This human brain system is called “automatic mind” in psychology, and it is
claimed to process many things separately and simultaneously. One of its main
characteristics is unconsciousness. It consists of processes that Dolan describes to
be “automatic, uncontrolled, effortless, associative, fast, unconscious and affec-
tive”. This model recognizes that people are sometimes irrational and incon-
sistent in their choices and that the surrounding factors are the most common
reason for this kind of behavior (Dolan et al., 2012).
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Figure 2 Dichotomy of behavior by Dolan et al. (2012)

Kim et al. (2007) take another approach to the behavior dichotomy. They divide
previous research into cognition-oriented models and affect-oriented models (see
tigure 3). The cognition-oriented models are based on cognitive understandings
that are the foundation of decision making and human behavior. These models
assume consumers to be rational and to act according to some reasoning, imply-
ing purposive and planned choices. On the other hand, consumer research and
social psychology highlight the importance of efficiency in the decision-making
process. Because of this, behavioral actions do generally contain both affective
and cognitive components (Kim et al., 2007). Kim et al. have built a thinking-
teeling model where the cognition is represented by thinking, which is “the men-
tal process of knowing including aspects such as reasoning and judgment” (Kim
et al., 2007), and affect, which is represented by feelings, that is defined as “affec-
tive reactions to the emotion-eliciting objects/states that are processed by the in-
dividual” (Dolan, 2002). In the thinking-feeling model, these both are affected by
the previous experience. Attitude is seen as the effect of thinking and feeling, and
it comprises both cognitive and affective elements. These all three, thinking,
feelings and attitude have a straight impact on an individual’s intention to be-
have and this way to the actual behavior (Kim et al., 2007).
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Figure 3 Thinking-feeling model by Kim et al. 2007

3.2 User behavior in system implementation

This chapter describes different user behavior models by introducing them
shortly, collecting possible ways to influence user behavior and later on by form-
ing a table of these found ways. These models are introduced in an order that
begins with more cognitive-based models (TAM by Davis (1985), UTAUT by
Venkatesh (2012) and Rogers’s (2003) diffusion of innovation theory) and ends
with models that combine both, cognitive- and emotional-side of the user behav-
ior (model applying social cognitive theory by Compeau et al (1999), Beaudry’s
and Pinsonneault’s (2005) coping model of user adaptation and an emotion-
focused model of acceptance by Stam and Stanton (2009)).

Beaudry and Pinsonneault (2010), for example, have claimed that the tech-
nology acceptance model (TAM), the unified theory of acceptance and use of
technology (UTAUT), the innovation diffusion theory, as well as the social cog-
nitive theory (SCT), are all significant steps toward understanding the anteced-
ents of IT use. They have introduced two different research streams where the
tirst one is the variance approach, which is focused on the antecedents of adop-
tion and usage of new technologies, and the second is the process approach, that
is more concerned about the user adaptation and its effects on outcomes. These
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following theories belong to the first stream that better describes the factors that
can influence user adaptation (Beaudry & Pinsonneault, 2005). On the other hand,
Beaudry and Pinsonneault have also pointed out that it is not the actual IT event
or the IT artifact, that is, in this case, the new system, that triggers emotions. It
found out to be the assessment of the event or artifact by an individual that is
always unique and consists of psychological as well as evaluative characters
(Beaudry & Pinsonneault, 2010). Zhang (2013) states that affect related phenom-
ena and concepts have been studied since the early days of the information sys-
tem discipline, but the interest and need for more consistent research and even
alignment with psychology and other disciplines have pushed researchers to
challenge the cognitive-dominant thinking. He mentions few significant affective
topics that have been under research such as emotional usability that refers to
Kim et al. thinking-feeling theory and emotion on information technology use
that refers to Beaudry’s and Pinsonneault’s work (Zhang, 2013).

3.2.1 Technology acceptance model

Technology acceptance model (TAM) by Davis is an adaptation of the theory of
reasoned action (TRA) which is tailored for modeling user acceptance of infor-
mation systems (Davis et al., 1989). It has been acknowledged as a powerful and
simplified way to represent the system usage antecedents even though its empir-
ical tests have relied more on the usage intention than actual measures of usage
behavior (Taylor & Todd, 1995b). According to Davis (1985), the user’s overall
attitude toward using a system is seen as a crucial factor for the actual use. This
use is called the behavioral response where “use refers to actual direct usage of
the given order and attitude to the degree of evaluative affect that individual as-
sociates when using the target system” (Davis, 1985). This so-called affective re-
sponse consists of two major beliefs: perceived usefulness and perceived ease of
use. They form the cognitive response to the design features of the system. The
perceived usefulness means “the degree to which an individual believes that us-
ing the system would enhance one’s job performance and the degree to which an
individual believes that using the system would be free of physical and mental
effort” (Davis, 1985). These two particular beliefs have significant relevance es-
pecially for behaviors of computer acceptance (Davis et al., 1989). Davis (1985)
highlights the significant direct effect that perceived ease of use has on perceived
usefulness. This exists based on the fact that a system which is easier to use will
most likely increase work performance and this way turns into better usefulness
for the user (Davis et al., 1989). Van der Heijden has made similar observations
and claims that ease of use is a critical system development variable and it can be
seen assisting perceived usefulness in contributing utilitarian value but also con-
tributing itself directly by enhancing or inhibiting the user’s hedonic experience.
He also points out the importance to understand that hedonic value can play an
important role to increase also the acceptance of utilitarian systems (van der
Heijden, 2004).
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Later on, Venkatesh (2000) has examined the role of emotions in TAM and
built a theoretical framework for the perceived ease of use. In this framework,
the perceived ease of use is presented through an anchoring and adjustment per-
spective, and it covers both, the formation and also change of the perceived ease
of use. Anchoring and adjustment are an essential general decision-making heu-
ristic of individuals based on the behavioral decision theory. As an individual
has no specific knowledge, they rely on general information that can be seen as
an anchor. Anchors are central beliefs about computers and computer usage in
general, and the adjustments refer to beliefs that are shaped based on direct ex-
perience with the target system. These anchors are impossible to be ignored dur-
ing the decision-making processes, but when there is more contextual infor-
mation available, it is more likely that the appraisal is made based on that instead
of possible experiences before. This means that individuals are expected to adjust
their system-specific perceived ease of use after gaining more experience to
reflect their interaction with the system (Venkatesh, 2000).

Venkatesh (2000) says that the general anchors in the model are constructs
related to control, which is divided into perceptions of inter and external control,
intrinsic motivation, and emotion. Those are computer self-efficiency,
perceptions of external control, computer anxiety and computer playfulness.
Two main adjustments in the model are perceived enjoyment and objective
usability. Objective usability becomes the adjustment when user experience
increases but the knowledge and anxiety towards the system still continue to
have an effect on perceived ease of use. The perceived enjoyment, on the other
hand, relates to external control, and it occurs the situation when an individual
will modify their original perceptions of external control to reflect the
organizational environment. This is because the perceived enjoyment strongly
relates to the specific system and its environment (Venkatesh, 2000).

3.2.2 Innovation diffusion

Dillon and Morris (1996) claim that one of the principal theoretical perspectives
on technology acceptance is the innovation diffusion theory (DOI) that intends
to “provide an account of the manner in which any technological innovation
moves from the stage of the invention to widespread use and this way offers a
conceptual framework for discussing acceptance at a global level” (Dillon & Mor-
ris, 1996). The innovation diffusion theory is also one of the few technology adop-
tion theories that are at the firm level instead of the individual level (Oliveira &
Martins, 2011). Rogers defined diffusion as “the process in which an innovation
is communicated through certain channels over time among the members of a
social system” (Rogers, 2003). The communication is special as the messages are
concerned with new ideas. Rogers explains that diffusion can be seen as one type
of social change where new ideas are first invented, then diffused and later on
either adopted or rejected. This way they lead to certain consequences that are
modifications in the social system, usually to its structure and/or functions. The
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innovation is an idea, practice or object that is new to the individual or for exam-
ple the organization. Rogers uses innovation as a synonym to technology (Rogers,
2003). As Oliveira and Martins (2011) states, the innovation process in organiza-
tions is complex and involves a number of individuals whom each has a role in
the innovation-decision.

Rogers’s innovation diffusion theory nominates five characteristics of inno-
vations that affect their diffusion. First of these characteristics is a relative ad-
vantage that means the extent to which technology offers improvements com-
pared to already available tools. The second characteristic is compatibility that
stands for the consistency of technology and social practices as well as norms
among the users. The third characteristic, complexity, means the easiness to use
or learn the technology and the fourth, trialability, describes the opportunity to
try an innovation before the actual use. The final fifth characteristic is
observability that describes the possibility to see the technology’s outputs and
gains (Dillon & Morris, 1996; Rogers, 2003, 15-16). Rogers highlights that none of
the characteristics can predict the extent or the rate of diffusion on it's own.
Instead, if all these characteristics are afforded in the innovation, it will more cer-
tainly be diffused faster and better than innovation with opposite characters (Dil-
lon & Morris, 1996; Rogers, 2003, 15-17). Taylor and Todd claim that these char-
acteristics can be described with earlier research as a set of attitudinal belief di-
mensions (Taylor & Todd, 1995a).

Rogers claims that innovativeness in organizations is related first of all to
individual characteristics of a leader, which stands for leader’s attitude toward
change, but also to internal structural characteristics of the organization as well
as the external characteristics of the organization, which stands for the openness
of the system. There are several organizational structure variables that effects on
the innovativeness either positively or negatively. First of all, centralization,
which means that power and control are concentrated to be managed by only a
few individuals, is usually negatively associated with innovativeness. Another
variable is complexity which stands for “the degree to which an organization’s
members possess a relatively high level of knowledge and expertise” (Rogers,
2003, 411-412). It encourages members of the organization to grasp the value of
innovations, but it also might cause problems with achieving consensus about
implementing them. Formalization, the degree of bureaucratic, on the other hand,
acts to inhibit the consideration of innovation by organization members but does
actually encourage the implementation of innovations (Rogers, 2003, 411-413).

Other positively related variables are interconnectedness, which means the
degree of networking inside the organization by its members and organizational
slack that describes the organization’s possibility to use free resources for inno-
vations and that these resources stay higher in cost. Also, the organizational size
is seen highly related to innovativeness, and one reason for this could be that
larger organizations usually have more slack resources. Other reasons are for ex-
ample larger resources overall, organizational structures and this way also em-
ployees’ technical expertise (Rogers, 2003, 409-413).
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Dewett and Todd claim that one of the most significant contributions of the
theory is the statement that diffusion networks are the heart of the internal inno-
vation diffusion process. This means that the modeling and imitation by potential
adopters of their near-peers experiences are the bases of the process (Dewett et
al., 2007). Rogers (2003) categorizes adopters on the basis of innovativeness
where the distribution follows an S-shaped curve. Innovation adopters can be
divided into five different ideal types that are innovators, early adopters, early
majority, later majority and laggards. The salient value of the innovator is
venturesomeness. The venturesome thinking leads them out of a local circle of
similar networks which means that they need to have control of substantial
financial resources and of course capability to understand and apply more
complicated technical knowledge. They should also have the possibility to cope
with the high uncertainty concerning the innovation at the time of adopting and
willingness to accept possible problems and failures when the new innovation
does not succeed as planned. The innovator's role is essential in the diffusion
process as innovator works as a gatekeeper when new ideas are flowing into a
system. On the other hand, the early adopters are innovators that are a more
integrated part of the social system. They can be seen as change agents who are
speeding the diffusion process in the organization. Their opinions are usually
valued by the potential adopters, and they can be seen as a role model for several
other members of the social environment. This means that they have the
possibility to trigger the critical mass when adopting an innovation (Rogers, 2003,
281-285). The third group, early majority, are adopters who adopt new ideas right
before the average members, and this way works as a crucial linkage between
early adopters and others. The early majority concerns one-third of all members
of a system and is this way one of the largest categories. The difference between
the early majority and early adopters lies in the deliberation that makes the early
majority’s innovation-decision period longer. The fourth category is the late
majority that is more skeptical of adopting new ideas, and the adoption usually
happens just after the average member of a system. This group also makes one-
third of all members of a system. Because of the cautious approach, the pressure
of equivalent members is needed to motivate their adoption of the system. The
last type of adopters is called laggards which are the most localized of all adapter
categories in their outlook. Their point of reference is the past, and they interact
primarily with others who also have similar traditional values. This means that
resistance to innovations is relatively high before the laggard is absolutely sure
that a new idea is not going to fail (Rogers, 2003, 281-285).

Based on this categorization, Rogers has collected generalizations of
different sides under three topics: socioeconomic characteristics, personality
variables, and communication behavior (see Table 1). In an organizational
context, observations about earlier adopters having a greater ability to deal with
abstractions and to cope with uncertainty and risk than later adopters can help
to understand the user behavior in the system implementation process. Also,
acknowledgment of differences in communication behavior gives guidance
about the differences as earlier adopters have more social participation in general
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than later adopters which leads to the fact that they have more contact with
change agents. Exposure to both, mass media and interpersonal communication

channels are also greater than later adopters have (Rogers, 2003, 281-285).

Socioeconomic Characteristics

Personality Variables

Communication Behaviour

Higher education

Greater empathy

More social participation

Higher social status

Higher flexibility

Better interpersonal networks and
highly interconnected through them

A higher degree of upwards so-
cial mobility

Greater ability to understand
abstractions

More cosmopolite

Larger companies as employers

Greater rational thinking

Contacted with change agents

More intelligent

More exposure to mass media com-

munication channels

More exposure to interpersonal
communication channels

More active seeker of information
concerning innovations

Greater knowledge of innovations
Opinion leaders.

Positive  attitude toward
change

Better coping skills with un-
certainty and risk

More interested in science
Less believe in faith and
fortune

Higher  endeavors
education, career, etc.

Table 1 Generalizations of earlier adopters (Rogers, 2003, 287-292).

for

3.23 UTAUT

UTAUT, the unified theory of acceptance and use of technology is formulated
based upon similarities that were found from eight most fundamental models
that concern user acceptance. The similarities cover both conceptual and empiri-
cal aspects. These models are a theory of reasoned action (TRA), technology ac-
ceptance model (TAM), motivational model (MM), the theory of planned
behavior (TPB), combined TAM and TPB, a model of PC utilization (MPCU), in-
novation diffusion theory (IDT) and social cognitive theory (SCT). The main de-
terminants of user acceptance and usage behavior that were found from these
models are performance expectancy, effort expectancy, social influence and facil-
itating conditions. The performance expectancy is defined as “the degree to
which an individual believes that using the system will help one to attain gains
in job performance” (Venkatesh, Morris, Davis & Davis, 2003). This is similar for
example with the constructs of perceived usefulness of TAM and outcome expec-
tations of SCT and it is actually the best predictor of intention in each root con-
struct. Effort expectancy is defined as “the degree of ease associated with the use
of the system” (Venkatesh, Morris, Davis & Davis, 2003) and it has similarities
for example with the perceived ease of use of TAM. Social influence is a determi-
nant that is not part of any of the previous models in this research. It has been
anyhow represented in several other models as the subjective norm. It stands
for “the degree to which an individual perceives that important others believe
one should use the new system” (Venkatesh, Morris, Davis & Davis, 2003). The
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last construct is the facilitating conditions that are defined as “the degree to
which an individual believes that an organizational and technical infrastructure
exists to support the use of the system.” (Venkatesh et al., 2003). There are also
constructs, that have appeared in previous research but which are not included
in this model as they are found not to be direct determinants of intention. These
constructs are computer self-efficacy and anxiety, which are modeled as indirect
determinants of intention fully mediated by perceived ease of use and attitude,
that were found significant only when specific conditions were not included in
the model. These conditions mean constructs that are related to performance and
effort expectancies (Venkatesh et al., 2003).

These determinants also have moderators, gender, age, experience and
voluntariness of use, that have specific roles with each of them. Findings reveal
that performance expectancy has a stronger effect on behavioral intention if the
user is a man and especially a younger man. Findings concerning the effort
expectancy shows that it has a stronger effect on behavioral intention when the
user is a woman, an older worker and/or someone with limited experience.
Similar findings also concern social influence. The effect on behavioral intention
is stronger for women, older workers, those that are under conditions of
mandatory use and those with limited experience. Facilitating conditions, on the
other hand, had a nonsignificant effect on behavioral intention but had a
significant effect on usage especially when the user was an older worker with
increasing experience. The behavioral intention also proved to have a straight
effect on actual use (Venkatesh et al., 2003).

3.24 The Thinking-Feeling Model

Kim et al. (2007) state that the change in attitude processes and determinants de-
pends on an individual’s motivation and one’s capability to process relevant in-
formation. It is also acknowledged that attitude guides decisions as well as other
behaviors, and the most important resource of this attitude’s formation is persua-
sion. The direct linkage between thinking and behavioral intention has been
viewed in previous cognition-based studies, for example, diffusion of innovation
and TAM. Also, the direct effect of feelings on behavioral intention has been
found to have a direct connection, and for example, Lazarus (1991) has pointed
out that when action and goal attainment are inferred to feelings, the identified
coping responses are important mechanisms. Behavioral intentions emerge to ac-
tivate plans depending on the feelings generated. Plans are either for avoiding
unwanted outcomes or increase or maintain positive outcomes (Kim et al., 2007).

In the balanced thinking-feeling model, which structure is already
introduced in chapter 3.1, the attitude is regarded as a summary evaluation of
the usage where the choice of behavioral intention is determined by an overall
assessment of the target information system that is based on a comparison of per-
ceived benefit and perceived sacrifice. User’s feeling is constructed primarily on
pleasure which is defined as “the degree to which a user feels good or happy
with the target object” and on arousal which is defined as “the degree to which
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the user feels excited, stimulated or active” (Kim et al., 2007). The research shows
that pleasure is actually a direct antecedent of behavioral intention, but a similar
linkage was not found between the arousal and behavioral intention. The
dominant construct of thinking in this model is the perceived usefulness that
exerts the influence and post-adoption stages of IS use. It is defined as “the de-
gree to which a person believed that using a particular system would be advan-
tageous to performing the necessary task” (Kim et al., 2007). There are of course
other constructs too, for example, ease of usage, but they have not been found as
critical in the decision-making process concerning the continued usage and in the
post-adoption behavior as perceived usefulness. Also, usefulness was noticed to
have significant meaning for attitude formation as well as straight for IS contin-
uance intention. It was also found that the level of complexity from usefulness to
continuance intention was not significantly different from the level of complexity
from pleasure to continuance intention (Kim et al., 2007).

Based on the results of the research, Kim suggests some possible methods
to enhance the thinking and feelings of information system users. The thinking-
based methods are enhancing the functional usefulness of the information sys-
tem, designing the information system by focusing on the user’s needs and de-
sires and also maximizing the utility of the system to the user. The feeling-based
methods are offering interactive and multimedia interfaces which reinforce users’
teelings like pleasure, promoting the emotional aspects such as peace of mind
and providing new services that consider the emotional side of behavior (Kim et
al., 2007).

3.2.5 Social cognitive theory

Compeau’s model that is applying social cognitive theory (SCT) for individual
reactions to computing technology is based on Bandura’s social cognitive theory,
and its difference to other perspectives like in TAM or DOI concerns their focus.
TAM and DOI focus almost exclusively on persuasions about the technology and
the outcomes of using it, but SCT also includes other persuasions that are inde-
pendent of the actual perceived outcomes, and that can have an impact on user
behavior. It also acknowledges the relationship between the environment, an
individual’s cognitive perceptions and behavior (Compeau et al., 1999). A similar
approach is supported in the model of collective user reactions toward innova-
tion implementation by Choi, who proposes that the implementation situation is
always first assessed cognitively by the employees and after that, based on the
assessment, the actual emotional reactions toward the innovation are developed
(Choi et al., 2011).

There are six constructs on the Compeau’s research model that are com-
puter self-efficacy, performance-related outcome expectations, personal outcome
expectations, affective responses that are affect and anxiety as well as the actual
usage. The computer self-efficacy describes an individual’s beliefs concerning
one’s own capabilities to use computers. The outcome expectations are divided
into two different dimensions where the first one consists of performance-related
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expectations like the improvement of efficiency and effectiveness caused by us-
ing computers. The second dimension is personal outcome expectations. It differs
from performance-related expectations as it concerns more of expectations con-
cerning the change in image or status or even rewards. Affect reflects the positive
side and anxiety the negative side of individuals affective responses towards us-
ing computers. The last construct, usage, represents the degree of use of comput-
ers (Compeau et al., 1999).

The research confirmed that the higher the individual’s computer self-effi-
cacy is, the higher are performance related outcome expectations, personal
outcome expectations, affect of computer use and actual use of computers, and
on the contrary, the lower is the computer anxiety. It was also found that the
higher the individual’s performance related outcome expectations or personal
outcome expectations are, the higher is also affect for the behavior. There was
also found a significant relationship use and between personal outcome
expectations which were surprisingly negative. Finally, it was also proved, that
the higher the individual’s computer anxiety was, the lower was the use of a
computer (Compeau et al., 1999).

3.2.6 Coping model of user adaptation

The coping model of user adaptation by Beaudry and Pinsonneault integrates
two different research streams that are variance approach, which is mainly fo-
cused on the antecedents of adoption and usage of new technologies, and process
approach, which is focused on user adaptation and its effects and outcomes. This
gives an opportunity of studying the antecedents, behaviors, and outcomes of
user adaptations together. When user adaptation is defined as coping, it allows
studying widely different kind of user responses, makes it possible to understand
the antecedents and effects of those user behaviors, and gives an opportunity to
study user behaviors that appears in different staged of the implementation, be-
fore, during, and after (Beaudry & Pinsonneault, 2005).

Lazarus and Folkman have defined the coping as “the cognitive and
behavioral efforts exerted to manage specific external and/or internal demands
that are appraised as taxing or exceeding the resources of the person” (Lazarus
& Folkman, 1984). These cognitive efforts aim at altering the subjective meaning
of the event, and behavioral efforts aim at altering the situation itself (Lazarus &
Folkman, 1984, 141). According to Beaudry and Pinsonneault (2005), French et al.
(1975) say that “internal demands are personal desires or requirements that the
environment must meet.” Beaudry and Pinsonneault (2005) describe the external
demands as “emanates from the contextual or social environment that must be
met by individuals and which are related to those roles that one has to play in a
given environment.” Lazarus and Folkman (1984) say that the actual ways in
which people cope are always dependent upon the resources such as financial,
material, psychological, physical, cognitive and social resources, that are
available for them.
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In CMUA the user adaptation is triggered by a considerably important IT
event that disrupts the work environment of users. The actual adaptation process
of users usually start at different points as the given information of the IT event
in an organization is usually asymmetrical and because they synthesize the in-
formation differently. The trigger starts the assessment of the IT event with
primary appraisal where the user specifies the expected results of the IT event
either as threats, opportunities or both, and how those results most likely are go-
ing to affect the user personally and also professionally. After this starts the sec-
ondary appraisal where users estimate how much control they have over the IT
event and what kind of options the available resources offer for the adaptation.
There are three main components of the secondary appraisal in the context of IT.
They are work, which means a user’s control over their own work, self, which
refers to control over the self as a possibility to adapt oneself to new environment
and technology which means control over the technology as features and
functionalities during the development or usage. The next stage will be the
adaptation efforts which can be divided into two different ways. There is an
emotion-focused adaptation that is directed towards the user and strains for
changing one’s perception of the results or at decreasing emotional distress and
problem-focused adaptation that aims at handling the issues concerning the
actual IT event directly either by adapting oneself, one’s work or the technology.
It is important to acknowledge that as IT events are usually complex, users will
most likely use both types of adaptation efforts to some extent. The emphasis of
these effort types depends on the user’s conclusion based on the results of
appraisal stages (Beaudry & Pinsonneault, 2005).

There are four main adaptation strategies that the user can choose from.
They can be seen as the “pure” forms of adaptation as they combine the two ex-
treme cases, high and low control, of both types of appraisals, which are an
opportunity, and threat (see Figure 4). First of the strategies is benefits maximiz-
ing strategy where the user sees the IT event as an opportunity and where one
feels to have control over all three components (work, self, and technology) of
the appraisal. This strategy will increase the user’s individual efficiency and ef-
fectiveness. The second strategy is the benefits of satisfying strategy which is en-
gaged when the user appraises the perceived results of an IT event as an oppor-
tunity but feels that one has limited control over the situation. This strategy will
have only limited effects on the user’s individual efficiency and effectiveness. The
next two strategies are based on the fact that the perceived results of an IT event
are seen as a threat. With the first one, which is called disturbance handling strat-
egy, the user feels that one has control over the situation. This strategy will give
back the user’s emotional stability and decrease the perceived negative results of
the event. It is possible that it even increases the user’s individual efficiency and
effectiveness. With the second one, which is called a self-preservation strategy,
the user feels that they have only limited control of the situation. This means that
the strategy will also give back their emotional stability and decrease the
perceived negative results of the event. Actually, in those cases where users see
the circumstances too difficult in light of the available resources and where they
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think that there are no worthy options available for them to continue, they might
just withdraw from the situation. It means that the emotional adjustments and
modifications of the situation are too inadequate to give users the possibility to
adapt to the new IT (Beaudry & Pinsonneault, 2005).

Opportunity Benefits Satisficing Benefits Maximizing
Primary
Appraisal
Threat Self-Preservation Disturbance Handling
Low Control High control
Secondary
Appraisal

Figure 4 User adaptation strategies (Beaudry & Pinsonneault, 2005)

As can be noticed, the adaptation process is highly frequent, and it continually
develops as a function of continuous changes. This means that appraisal and ad-
aptation continually influence each other. It is crucial to recognize that the out-
comes of the adaptation process are likely to change also the user’s conception of
the whole IT scene. This can even lead to a new appraisal of the circumstances,
and it can trigger new adaptation efforts. This feedback loop is particularly
crucial because it helps to define both negative and positive repetitive spirals of
appraisal-adaptation-outcomes. As a summary, the selected strategy of a user de-
pends on one’s own evaluation of the new IT and further on of all significant
organizational aspects. It needs to be understood that from the individual all the
strategies can be useful to help to aim at those things that are personally relevant
even though from an organizational point of view these strategies are not seen
optimal as they do not try to maximize the organizational benefits of the IT event.
However, inducing individuals to do so, might require organizational changes
and investments which might result in some cases outweigh the final benefits
that an organization can achieve acting in that particular way (Beaudry &
Pinsonneault, 2005).

Stein has taken Beaudry’s, and Pinsonneault’s work a bit further and found
tive different types of affective characteristics (cues) that causes situations where
individuals respond with a mixed affective response. This mixed response
describes a response that includes emotions from different classes such as
achievement and loss. These cues were IT instrumentality which means
functional and design features of the system that allows or do not allow to
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perform a wanted task, interactions with others that stands for the social
environment, involvement with change, identity work which describes those
characteristics of the IT that communicates something about the user (such as
status or performance) and IT symbolism that means those characteristics of the
IT that user can associate with broader ideas and this way take on various
connotations. These cues can interact either in a reinforcing manner when the
eliciting emotions are of the same class or in an oppositional manner when
emotions are from different classes (Stein et al., 2015). Even though there were
four distinct use patterns that could be identified emerging from the pure
adaptation strategies mentioned earlier, these findings point out well that human
reactions are a complex phenomenon that is not easy to predict or try to put into
a model (Stein et al., 2015).

3.2.7 Emotion-focused model of acceptance

The emotion-focused model by Stam and Stanton tries to expand the understand-
ing of possible motivating forces intrinsic in the concept of promotion focus. The
model synthesizes two theories that are regulatory focus theory (RTF) and affec-
tive events theory (AET). The regulatory focus theory analyses motivation and
emotion related to universal needs of growth/development and security. It sep-
arates two different conditions where the first one can generate positive emotions
as outcomes of gains and where a second can create negative emotions as out-
comes from losses. Depending on which of these the individual sees as an
outcome, prevailing conditions shift one’s regulatory focus. The regulatory focus
can be described as a motivational orientation which can be either promotional
focus which makes individual to pursue an ideal goal or prevention focus that
makes individual to avoid an averting unpleasant outcome (Stam & Stanton,
2010).

The emotion-focused model (see Figure 5) is based on the claim that “an
individual always has a predominant regulatory focus that is a function of both
stable individual differences” (Stam & Stanton, 2010). It means one’s own goals
and aimed states, and the situation that the significant technology-related event
in the workplace has caused. The emotional reaction is generated when the mean-
ing of the event is interpreted by the individual through this predominant regu-
latory. The arisen characteristic reaction ultimately changes the individual’s fu-
ture beliefs and attitudes towards a similar event. If the regulatory focus has been
promotion focus, the resulting behavior is generally an approach behavior, which
means that an individual will respond to a positive event with positive reaction
and an adverse event with a negative reaction. This means that the subsequent
behavior focuses more on the adaptation of the event by mirroring it with the
user’s own growth and development needs. If the interpretation is made through
a prevention focus, the resulting behavior will more likely engender avoidance
behavior which means that the individual will respond to a positive event with
neutral reaction and a negative event with aggravate response. These approach
and avoidance behaviors might differ depending on the phase of the technology
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event which is why they are divided to preparatory phase behaviors which occur
before the technology introduction and adaptive behaviors which occurs during
and after the technology introduction (Stam & Stanton, 2010).
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Figure 5 Emotional-focused model of adaptation to technology (Stam & Stanton, 2010)

Brockner and Higgins (2001) have studied the organizational change through
regulatory focus theory and made conclusions that employees’ resistance to
change, depending on its focus, might have two different forms. If the focus is
promotion-based, the resistance might exist when employees feel that the change
is somehow on the way of the achievement of their individual work goals. On
the other hand, if the focus is prevention-focused, the resistance to change might
exist when employees feel that it can stop them from fulfilling their own respon-
sibilities (Brockner & Higgings, 2001).

3.2.8 The MINDSPACE Framework

Dolan’s MINDSPACE framework’s aim is to help to recognize the effects on an
individual’s behavior that results from contextual influences. Choi (2011) claims,
based on Scott’s institutional theory, that contextual factors can indirectly predict
the effectiveness of implementation as they shape the employee’s cognitive eval-
uation of the innovation by four different ways: the organizational context shapes
employees’ beliefs and actions as it provides meaning and understanding of the
situation. It also offers normative templates for specific behavior as well as regu-
lates employees” actions with the structures of domination (Choi et al., 2011). Do-
lan’s framework consists of nine most robust effects on behavior which are not
in any particular order and which have some overlap between them. These
effects are a messenger, incentives, norms, defaults, salience, priming, affect,
commitments and ego (see figure 6). Messenger stands for the fact that
individuals are usually strongly influenced by anybody who shares information
to them. For example, if the individual sees the communicator as an authority, it
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can generate compliant behavior regardless of whether the communication is
stressful or harmful. The authority can also be a result of more formal sources if
a member of management or expert from higher level deliver it. There might exist
automatic defense to this kind of formal sources. Another trigger to act on
information is to have similar characteristics with the messenger which makes it
easier to take credit from them. This is especially noticed with those from lower
socio-economic groups. People are also easily affected by the feelings that they
have for the messenger, and those feelings are so powerful that they can even
override traditional cues of authority. Sometimes there are more cognitive
reasons to assess how convincing a messenger is. This might occur for example
in a situation where there is no unanimity in the society concerning the matter.
If the messenger is seen credible, it will increase the likelihood of the information
to be true despite its quality. Information is also seen more easily true when the
information is important and significant for the environment. Then the
communication is more likely effectively covered with different elements of
MINDSPACE (Dolan et al., 2012).

M essenger — who communicates information to us
I ncentives —response is shaped by menntal shortcuts
N orms — what others do
D efautls —going with the flow or pre-set options
S alience —individually novel and relevant matters
P riming — sub-consious cues
A ffect — emotional associations
C Ommitments — consistency
E go —way to act so that one can feel good about oneself

Figure 6 The most robust effects on behavior (Dolan et al., 2012)

The second effect is incentives which impact depends typically on factors like the
type, magnitude, and timing of the incentive but also on factors that can affect
more on how individuals respond to incentives. First of all, it is important to no-
tice that the value usually depends on the perspective of the viewing and on how
big the change is experienced from that reference point. Another matter is to
acknowledge that losses loom larger than gains, which is also related to previous
insight. It means that people tend to dislike losses more than gains of a similar
amount and this affects the actual decision-making process. Third insight
concerns are overweighting small possibilities which refer to the fact that people
are prone to overestimate the probability of unlikely but easily imaginary events.
Last factors are more connected to financial aspects, but they can also be seen
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from the goal perspective. Firstly, people tend to allocate money to specific men-
tal accounts which is an opportunity to motivate people on their money usage by
labeling accounts for them but at the same time retaining their own control on
the amounts of the money. Secondly, people inconsistently “live for today at the
expense of tomorrow”, which leads to the behavior when people tend to prefer
to get the payoff right away despite the fact that is waiting for longer would
increase the amount of it (Dolan et al., 2012). From the goal point of view, for
example, guiding to find new directions and on the other hand offering smaller
and easily reachable goals could be used as a way to influence user behavior.

The third effect concerns norms which refer to the statement that people are
strongly influenced by what others do. There are different kind of norms that act
as rules within a certain group. These norms represent the ideal way of behavior
in that certain group of individuals which makes them more of behavioral expec-
tations for its members. This way the norms have a powerful and straight influ-
ence on individuals behavior as the collected cues that individuals find from
other group members’ behavior are turned into a perception of norms on which
the individual assimilates one’s own behavior. This is at least partly conscious.
There are four fundamental ways to use norms as a way to influence people.
Firstly the desirable norm needs to be introduced to people so that it can become
common and widely accepted. Secondly, the norm needs to be related to the
target audience as much as possible for example by utilizing the behavior of
similar groups of people. Thirdly norms might need some reinforcing which can
be executed by making it appealing or reminding the desirable outcomes.
Fourthly it should be remembered that sometimes norms might backfire if people
notice that others behave worse than them. Others bad example can attract even
those who have played by the norm. This means that people are more influenced
by what they see or think others are doing rather than norms that tell what they
should be doing (Dolan et al., 2012).

The fourth effect is defaulted, which means selecting the default option that
is used if there is not made an active choice by the individual even if it has sig-
nificant consequences. This means that the default option needs to either be struc-
tured so that I maximize benefits for the chooser and this way influence one’s
behavior without restricting individual choice or to use an attractive compromise
that is using a required choice especially in occasions where one option cannot
be the best possible for the whole public. The fifth effect is salience which stands
for the fact that behavior is heavily influenced by what one’s attention is drawn
to despite whether the attention has been voluntary controlled or captured by
some external event. It has been recognized that people tend to register stimuli
that are novel, accessible and simple. This is because attention is always more
likely to be drawn to something that can be easily understood. Behavior change
studies have demonstrated that actually the information is taken into account
only when it is salient. This arises another essential matter that concerns decision-
making. It is usual that people lack knowledge about a topic when making deci-
sions. In these cases, the individual tries to find an initial anchor on which to
found the final decision, and this anchor can be any kind of detail about the topic.
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The power of this kind of anchors lies in the fact that they do work in all cases,
even when they are totally arbitrary. The sixth effect, timing, is quite close to sa-
lience by its nature. The knowledge in memory is made more accessible with
priming and this way the processing of new stimuli will be more influential.
Priming can mean exposing to certain sights, words or sensations, even to smells.
It is not understood yet which primers have the significant effects of all the
primers that are daily encountered. This is why priming that is connected to a
smaller amount of attention makes it more conceivable that huge part of
individual’s decisions is likely to be made without one consciously knowing
about them (Dolan et al., 2012).

The seventh effect is affected which in this case refers to the act of experi-
encing emotion. These emotional responses can be quick and automatic which
makes them a significant force in decision-making. In this kind of situations, peo-
ple experience a behavioral reaction and also uses emotional evaluations in their
decision-making process already before they actually realize why they are act-
ings as they are. It means that the reaction is made before cognitive evaluation.
Interesting is that actually, all perceptions contain some emotion which might or
might not affect the final decision-making. The eighth effect is commitment. As
people often have will-power weaknesses they use commitment devices to
achieve long-term goals.,, The effectiveness of these commitments can be
strengthened in different ways. For example, if the costs for failure increases,
especially intangible such as breaking an agreement, the effectiveness will rise.
The final ninth effect is ego which stands for people’s desire to have a positive
and consistent self-image by behaving in a way that supports it. It makes people
compare themselves with others, and it leads to the situation where individuals
tend to think the same way that groups that they identify with. Sometimes self-
consistency of an individual may be disturbed, and instead of changing one’s
behavior one’s beliefs get changed. These remarks are widely utilized in
marketing for example with a tactic that starts with complying a smaller change
and then moves on to the main change that is more remarkable. Similar outcomes
give research where it was shown that the higher the expectation was placed on
people, the better they performed (Dolan et al., 2012).
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4 SUMMARY OF LITERATURE RESEARCH

In this chapter, the previous models and theories are viewed through the research
question and findings are summed up. First, the division of research between
affect and cognition is built based on Dolan’s and Kim’s models, next the actual
process of behavior is examined, and later on, different constructs of user behav-
ior are collected for composing a list of possible ways to influence user behavior.
It is important to acknowledge that modeling is necessary for the research, but it
cannot be perfectly done when the object concerns human behavior.

4.1 Summary model of user behavior and division of research

For this research, the models of Dolan (2012) and Kim et al. (2007) are modified
to one summary model that best suits to be the theoretical base of this research
(see figure 7). The combination of the models divides the user behavior to the
cognition side and affect side. The cognition side is founded in a reflective mind
as in the MINDSPACE framework and represented by ‘thinking’ as in the
thinking-feeling model. It is described as the conscious process of knowing and
it consists of the analyzation of offered incentives and further on acting in ways
that reflect the user’s best interest. The affected side is founded in an automatic
mind based on the MINDSPACE framework, and it is represented by ‘emotions.”
This expression is inspired by the thinking-feeling model, but as the actual level
is deeper than the concept of feelings, the concept of emotion is selected from
Beaudry’s and Pinsonneault’s theory where the coalition is made between
cognition-based research and emotion-based research. Here the emotion-based
research is based on the fact that emotions” influence beliefs and attitudes and
emotions are defined as “mental state or readiness for action that promote
behavioral activation and help prioritize and organize behaviors in ways that
optimize individual adjustment to the demands of the environment” (Beaudry
and Pinsonneault, 2010). The affected side is described to give more automatic
and affective reactions which also include irrational and inconsistent responses
to the environment. It needs to be recognized that these concepts of cognition and
affect are to some extent overlapping and have a strong impact on each other
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which is the reason for the dashed line between cognition and affect on the sum-
mary model.

Founded in
reflective mind
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Figure 7 Summary model for user behavior

4.2 Summary of the user behavior models

As a summary, the different constructs of previously introduced models and
frameworks are collected to table 2 and 3 based on their similarity so that similar
constructs are on the same row. On the first column is the construct that is se-
lected as the most descriptive for all of the constructs of the same row. Most of
these describing constructs come from UTAUT which is explicable of its integra-
tive nature, but there are also other constructs that have not been included in
UTAUT but which can be found important in this research. These are computer
self-efficacy and computer anxiety as well as intrinsic motivation. Few constructs,
on the other hand, have been left out of this research based on their relevance in
organizational implementation and these are priming that means the influence
of sub-conscious cues to people’s acts (Dolan et al.,2012) and observability which
refers to “the degree to which the results of an innovation are visible to others”
(Rogers, 2003, 15-16). Also, the voluntariness of use, one of the UTAUT modera-
tors, is left out as it only has an effect only if the use is mandatory (Venkatesh,
2003). In this research context, the use is always mandatory and this way social
influence is taken concern as one of the main constructs.

Based on this, the seven main constructs in the summary model are perfor-
mance expectancy, effort expectancy, social influence, facilitating conditions, in-
ternal control, and intrinsic motivation. There are also three moderators that have
an influence on these constructs which are gender, age, and experience to work.
In this research these moderators are not examined more thoroughly; just their
existence is noticed.
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Constructs

Performance expectancy
(UTAUT)

Perceived usefulness (TAM)

performance-related outcome ex-
pectation (SCT)

Usefulness (Thinking-Feeling
model)

Relative advantage (Diffusion of
Innovation)

The degree to which an indi-
vidual believes that using the
system will help him or her to
attain gains in the job (Ven-
katesh et al., 2003)

The degree to which an individual
believes that using a particular sys-
tem would enhance his or her job
performance (Davis, Bagozzi &
Warshaw, 1989).

The performance-related conse-
quences of the behavior such as im-
provements in job performance (ef-
ficiency & effectiveness) that is as-
sociated with using computers.
(Compeau et al., 1999)

The degree to which a person be-
lieves that using a particular sys-
tem would be advantageous to
perform his task (Kim et al., 1997;
adapted from Davis et al. 1989)

The degree to which an innova-
tion is individually perceived as
better than the idea it super-
sedes (economic and social fac-
tors, convenience & satisfaction)
(Rogers 2003, 15-16)

Effort expectancy (UTAUT)

Perceived ease of use (TAM)

Complexity (Diffusion of Innova-
tion)

Objective usability (emotion-
based TAM, adjustments of per-
ceived ease of use)

Trialability (Diffusion of Innova-
tion)

The degree of ease associated
with the use of the system
(Venkatesh et al., 2003)

The degree to which an individual
believes that using a particular sys-
tem would be free of physical and
mental effort (Davis, Bagozzi &
Warshaw, 1989).

The degree to which an innovation
is perceived as difficult to under-
stand and use (Rogers 2003, 15-16)

Comparison of systems based on
the actual level (direct behavioral
experience and results of such ex-
periences) of effort required to
complete specific tasks (Ven-
katesh, 2000)

The degree to which an innova-

tion may be experimented with

on a limited basis. (Rogers 2003,
15-16)

Social influence (UTAUT)

Compatibility (Diffusion of Innova-
tion)

Messenger (MINDSPACE)

Norms (MINDSPACE)

Ego (MINDSPACE)

The degree to which an indi-
vidual perceives that im-
portant others believe he or
she should use the new sys-
tem. (Venkatesh et al., 2003)

The degree to which an innovation
is perceived as being consistent
with the existing values, norms,
past experiences, and needs of po-
tential adoption (Rogers 2003, 15-
16)

We are heavily influenced by who
communicates information to us
(Dolan et al., 2012)

We are strongly influenced by
what others do (Dolan et al.,
2012)

We act in ways that make us feel
better about ourselves (Dolan et
al., 2012)

Facilitating conditions
(UTAUT)

Perception of external control / fa-
cilitating conditions (emotion-
based TAM, anchors of perceived
ease of use)

Defaults (MINDSPACE)

Commitments (MINDSPACE)

Norms (MINDSPACE)

The degree to which an indi-
vidual believes that an organi-
zational and technical infra-
structure exists to support the
use of the system (Venkatesh
et al., 2003)

The drive to performing a behavior
to achieve specific goals/rewards
(Venkatesh 2000; adapted from
Deci and Ryan 1987)

We ‘go with the flow’ of pre-set op-
tions (Dolan et al., 2012)

We seek to be consistent with
our public promises and recipro-
cate acts (Dolan et al., 2012)

We are strongly influenced by
what others do (Dolan et al.,
2012)

Table 2 Summary of user behavior constructs part 1
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Personal outcome expectation (SCT)

Incentives (MINDSPACE)

Salience (MINDSPACE)

The personal consequences of the behavior
that relate to expectations of change in image
or status or to expectations of rewards, such
as promotions, raises, or praise (Compeau et
al., 1999)

Our responses to incentives are shaped
by predictable mental shortcuts (Dolan
etal., 2012.)

Our attention is drawn to what is
novel and seems relevant to us
(Dolan et al., 2012)

Computer self-efficacy / internal control
(emotion-based TAM, anchors of perceived
ease of use)

Computer self-efficacy (SCT)

Affect -emotional associations
(MINDSPACE)

Ego (MINDSPACE)

Same as in SCT

Individual's beliefs about his or her capa-
bilities to use computers (Compeau et
al., 1999)

Our emotional associations can
powerfully shape our actions (Do-
lan et al., 2012)

We act in ways that make
us feel better about our-
selves (Dolan et al., 2012)

Computer playfulness / intrinsic motivation
(emotion-based TAM, anchors of perceived
ease of use)

Computer anxiety (emotion-based
TAM, anchors of perceived ease of use)

Computer anxiety (SCT)

The degree of cognitive spontaneity in micro-
computer interactions (Venkatesh, 2000;
Webster and Martocchio 1992, p.204) Intrin-
sic motivation relates to perceptions of pleas-
ure and satisfaction from performing the
behavior (Venkatesh, 2000; Vallerand, 1997)

Individual's apprehension, or even fear,
when she/he is faced with the possibility
of using computers (Venkatesh, 2000; Si-
monson et al. 1987)

The negative affective response
of individual towards using com-
puters - the feelings of apprehen-
sion or anxiety that one experi-
ences when using computers
(Compeau et al., 1999)

Perceived enjoyment (emotion-based
TAM, adjustments of perceived ease of
use)

Affect for computer use - posi-
tive affective response (SCT)

Pleasure (thinking-feeling
model)

Arousal (thinking-feel-
ing model)

The extent to which the activity of using
a specific system is perceived to be en-
joyable in its own right, aside from any
performance consequences resulting
from system use (Venkatesh, 2000;
adapted from Davis et al. 1992).

The positive affective response of
individual towards using comput-
ers - the enjoyment a person de-
rives from using computers (Com-
peau et al., 1999)

The degree to which a
user feels good or happy
with the target object
(Kim et al. 2007; adapted
from Holbrook et al.,
1984)

The degree to which a
user feels excited stimu-
lated or active (Kim et
al. 2007; adapted from
Holbrook et al., 1984)

Moderator: Gender (UTAUT moderator)
Moderator: Age (UTAUT moderator)
Moderator: Experience (UTAUT moderator)

Table 3 Summary of user behavior constructs part 2
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421 From triggers to behavior

To clarify, how these constructs influence on user behavior, they are divided into
three categories based on the user adaptation strategies by CMUA (Beaudry &
Pinsonneault, 2005) - see figure 8. The constructs that have the most impact on
the user’s experience of the adaptation to be an opportunity or threat are perfor-
mance expectancy, effort expectancy, and personal outcome expectancy. The
constructs that have the most impact on the user’s feeling of having either a high
or low control on the situation are facilitating conditions and self-efficacy. There
are three constructs that do not have an impact on both, and they are positioned
in the middle. These constructs are social influence, intrinsic motivation, and
computer anxiety. Also, three modifiers that need to be taken into concern and
those are gender, age and earlier experience of the work of the user. In this
research, the modifiers are only recognized, but their influence is not inde-
pendently measured.

OPPORTUNITY / THREAT

HIGH / LOW CONTROL

Performance Effort Facilitating )
. Self-efficacy

expectancy expectancy conditions

Personal

outcome

expectation
Intrinsic Social
motivation influence
Modifiers Gender Age Experience

Figure 8 The behavior constructs and adoption strategies

Next step is to combine the adoption strategies with an emotion-focused model
of acceptance (Stam & Stanton, 2010) and this way build a model to describe the
forming of user behavior in organizational IT implementation (see figure 9). De-
pending on the effects of the constructs the user will decide whether the adoption
of a new system is an opportunity or a threat and whether one has a high or a
low control to the situation. This leads to the phase where the user selects the
adoption strategy that is either based on approach or avoidance behavior. If a
user sees the situation as an opportunity, it is more likely to one to select an ap-
proach behavior and depending on the feel of control; the decision is made be-
tween benefit maximizing or benefits satisfying strategy. If the situation is seen
as a threat, the choice is made between disturbance handling or self-preservation
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depending on the level of control. These behaviors will either provoke promo-
tion-focused or prevention-focused effects to an emotional reaction.

APPROACH BEHAVIOR
BENEFITS
MAXIMIZING Promotion-focused effects
to emotional reaction
BENEFITS
SATISFYING

AVOIDANCE BEHAVIOR

DISTURBANCE
HANDLING
Prevention-focused effects
to emotional reaction
PRESERVATION

Figure 9 Behaviour development

4.2.2 Constructs of behavior and ways to influence them

Based on the constructs on table 2 and 3, it was possible to name the main con-
structs, sub-constructs and collect factors that have an effect on them. These fac-
tors gave the possibility to find also more concrete ways to influence constructs
and further on to the whole behavior as shown in figure 10. These constructs,
sub-constructs, factors, and ways to influence them are introduced in table 4. The
tirst main construct is performance expectancy. The degree of the perceived use-
fulness has been seen affected by how well it helps to attain gains in the job (Ven-
katesh et al., 2003), how well it enhances job-performance (Davis, Bagozzi & War-
shaw, 1989), how useful it is seen (Davis et al., 1989) and by the amount of relative
advantage (Rogers 2003, 15-16). As the first two are similar, they have been com-
bined as one. Compeau et al. (1999) say that improvements in job performance
that is one performance-related consequence are efficiency and effectiveness.
This is why they are added as ways to influence factors where the new system
helps to attain gains in the job and enhances job performance. The second factor,
usefulness is from the thinking-feeling model, and this research gives few meth-
ods to enhance the thinking part of the implementation process. These were en-
hancing functional usefulness, maximizing the utility of the system to the user
and designing a system by focusing on the user’s needs and desires (Kim et al.,
2007). The final factor, relative advantage, is defined as “the degree to which an
innovation is individually perceived as better than the idea it supersedes which
refers to social factors, convenience, and satisfaction” (Rogers 2003, 15-16). Rog-
ers says that the greater this advantage is, the more rapid is the rate of adoption.

—
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The economic factors in this context are not that related, so they have been left
out of the table (Rogers 2003, 15-16).

The second construct is the effort expectancy, and its factors are the degree
of ease (Venkatesh et al., 2003) and easiness to understand and use (Rogers 2003,
15-16). One way to influence on the easiness to understand and use the system is
the experience (Venkatesh, 2000). Experience refers to objective usability that
means the comparison of systems based on the actual level of effort. As the
expected degree of ease is often based on beliefs from before the actual use,
trialability (an innovation of diffusion) can also give a better view of the easiness
of the system. This can be executed for example with a trial of the system in
training.

A third construct, personal outcome expectation means the personal
consequences of the behavior (Compeau et al., 1999). The factors of this construct
are divided into incentives, that stands for the rewards and saliency, which refers
to more personal needs and wants (Dolan et al., 2012). For both, Dolan has named
certain ways to influence them. First of all, incentives are usually rated by their
type and magnitude, but also their timing in the process is relevant. In an
organization the reference point, which means the amount of change for the
individual, is crucial. When setting an incentive, it is also important to
acknowledge that losses loom larger than gains. It means that incentives cannot
correct all as the losses usually have a larger meaning to people. On the other
hand, there should be noticed the fact that people tend to overweight small
probabilities so that even a quite large effort towards small probability to win or
gain something else does not have an effect on individual’s decisions. Also, when
designing how to sell the new change to users, the salience has an important part
as people’s attention is drawn into things that are novel and relevant for them
individually. The messages and stimuli are important - they need to be novel,
easily accessible and simple for to be noticed (Dolan et al., 2012).

The fourth construct is facilitating conditions, and it is divided into two sub-
constructs. First is the organizational and technical infrastructure and the second
is the external control. Rogers has named different organizational characteristics
that have an impact on the innovation process, and these characteristics are set
as the factors of infrastructure. The characteristics are divided into three groups,
individual, internal and external characteristics — for example, a leader’s attitude
effects on the employees’ reactions toward the change. Also, the organization’s
internal characteristics create a certain atmosphere and also operating models can
either make the change easier or slow the process down — these characteristics
concerns decision-making, resources, and internal social networking (Rogers,
2003, 411-413). External control consists of three factors that are norms, defaults,
and commitments. Dolan (2012) says that there are both social and cultural norms
that influence people in the organization. Even though part of these norms is
generated through time by themselves, they can be utilized and even pushed in
the right direction if needed. Especially the wanted norms should be reinforced
somehow, and new desirable norms brought to common knowledge within the
organization. These both should be executed so that it is as appealing to the target



42

population as possible. The similar idea also works with the overall working in
the organization. People tend to “go with the flow” and select the default option
even though it would not be the best option for them. This needs to be recognized
and also utilized by setting the default in a way that brings the best solution for
the organization and the user. To get the users more involved, one of the ways
that external control could work as a tool could be committing the users. Even
just a simple pre-commitment can help to achieve long-term goals, in this case
succeeding with the implementation as people naturally seek to be consistent
with their public promises (Dolan et al., 2012).

The fifth construct is internal control (Venkatesh, 2000), that can also be
called computer self-efficacy. It refers to beliefs about own capabilities to use
computers (Compeau et al., 1999) which has three factors; affect, anxiety and ego.
Affect here means the act of experiencing emotion and it can be influenced by
provoking the emotion for example when marketing the new system to new us-
ers (Dolan et al., 2012). Anxiety can be seen as the opposite of positive emotional
reaction as it describes the possible apprehension or even fear concerning the use
of computers overall (Compeau et al., 1999). By influencing on affect towards the
system, the anxiety may decrease, and more positive reactions increase instead.
The ego in this context means “the desire to act in a way that makes people feel
better about themselves” (Dolan et al., 2012). The phenomenon of people viewing
the world through attributions that tend to make one feel better about oneself can
be used as a tool when trying to sell the change to the employees. Another thing
that ego provides is the recognition of self-conciseness which means that it is eas-
ier to first change the attitude instead of the actual behavior (Dolan et al., 2012).

The sixth construct, intrinsic motivation plays somewhat with these same
factors. Venkatesh describes it as the degree of cognitive spontaneity, its factors,
perceived enjoyment, and pleasure are rather similar, and they can be influenced
by the same ways. For example, enjoyment can be offered with modern system
interfaces which can be interactive or include multimedia possibilities. The aim
is to have a positive impact on user feelings which means that the emotional as-
pects need to be considered in more particularly when designing services for the
system and later on also advertised in a way that appeals to that emotional side
of the users during adoption (Venkatesh, 2000). Affect for computer use (Com-
peau et al., 1999) is connected to this construct as it can be seen part of the intrinsic
motivation and also arousal is part of this construct as it describes the degree to
which a user feels excited, stimulated or active (Kim et al., 2007). Because these
two were seen more as a part of the construct than actual sub-constructs, they
were left out of the table.

The last construct is the social influence, and it has three factors which are
compatibility, the role of the messenger, how other expects one to use the new
system, ego and norms. Compatibility means “the consistency of the new system
with the existing values, norms, past experiences, and needs of potential adop-
tion” (Rogers 2003, 15-16). Rogers says that innovation that is compatible is
adopted faster and more easily than incompatible idea as the incompatible inno-
vation often requires the first adoption of a new value system which is a rather
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slow process. This has similarities with the self-conciseness that was mentioned
earlier with the internal control construct. Compatibility can be seen as a base of
overall acceptance of the system in the social commune of the workplace as well
as an individual’s feelings towards the system. As social influence has already
been mentioned as one of the most important influencers, the signification of the
messenger, who informs about the change, motivates or work as a leader is great.
First of all, Dolan points out that if the messenger has something similar in char-
acteristics with the recipient, it is easier to accept the given information or in-
structions. If the recipient has negative feelings towards the messenger for some
reason or a feeling of distrust, the message and the respond to it might be affected
by them. Some might even have overall automatic defense towards formal
sources, and the higher the message comes from the hierarchy, the more difficult
it is to be accepted. Sometimes the evaluation of the messenger might be more
conscious, and recipient judge messenger’s convincingness by mirroring the con-
sensus across society or consistency across occasions (Dolan et al., 2012).

Social influence means of course also the fact of how others expect one to
use the system. Ego explains why people tend to think the same way for groups
that they are identified in. This highlights the importance of social networking,
social influence and the overall atmosphere of the change. This is closely related
to norms that might have a great impact on an organization. Dolan describes that
these norms can sometimes have an undesired impact as for example descriptive
norms can backfire in a situation where people finds out others behaving worse
than they do which gives an opportunity to lose one’s own standards or to ignore
rules that are not followed by others too. Another example is the lifting force of
declarative norms which means that people are influenced more by other’s be-
havior that they can actually see or what they believe is happening than norms
that refer to what they should be doing (Dolan et al., 2012). These are things that
can be utilized in the implementation process by influencing the existing norms.

Sub-
Construct | construct | Factor Way to influence Examples
Performance expec- The degree of helping to By providing a

tancy attain gains in job system with tai-

lored functionalities

Enhancing job perfor- The efficiency of the system

mance that fulfill the spe-

The effectiveness of the system cific performance
The usefulness of the sys- Enhancing functional usefulness needs that users
tem have.

Maximizing utility of the system to
the user

* kK

Usability of the sys-

Designing the system by focusing
on the user's needs and desires

Gained relative ad-
vantage

Social advantage

The convenience of the system

Satisfaction for the system

tem should be able
to satisfy all users
and offer improve-
ments compared to
the previous sys-
tem.

Effort expectancy

Degree of ease

Trialability of the system before use

Easiness to understand
and use

Earlier experience of different sys-
tems

Providing quality
training before the
implementation
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Sub-

Construct | construct

Factor

Way to influence

Examples

Expectations of rewards /

The magnitude of the incentives

The timing of the incentives

Amount of change for the individ-
ual

The understanding of the tendency
to overweight of small probabilities

The understanding of the tendency

Providing possible
incentives and plan
the process so that
they have the maxi-
mum effect on em-
ployees.

* kK

Design the inform-
ing as appealing as

incentives for losses to loom larger than gains | possible by using
Personal outcome ex- Salience for the individual | Making stimuli novel, accessible basic principles of
pectations in communication and simple advertising.
Facilitat- . Individual characteristics , . Making sure that
. . =3 Leader's attitude toward change
ing condi- 32 — managers and peo-
tions (ex- < Internall chailractenstlcs of | organizations de-centralization in ple that are in-
ternal 2 a organizational structure | yacision making volved with the in-
control) § forming or training
3 High level of employees' profes- are motivated. en-
€ sional knowledge and expertise thusiastic and that
E De-formalization of the organiza- have the skills to
£ tion move these on to
Q
3 € Interconnectedness of the employ- | the user.
- 9 * kK
c B ees
T': & The project is easier
S i Organizational slack of resources if the organization
Q2 ©
§ v Size of the company (the bigger, have enough re-
g 3 the better) sources, the pro-
o 5 cesses are flexible,
8 £ External characteristics of and employees
£ 8 the organization System openness have good net-
° Norms of the Letting people know about desira- works inside the or-
3 organization ble norms ganization.
% *okok
© Relating norm to target people
Q g Be% peop Employees should
5 Reinforcing of the norms not be let to take
> the "default" way
S Offering structured default options | (with training, sys-
o] . .
p- Defaults or requirement of choice tem preferences,
.°g° 3 Commitment Getting people to make a pre-com- | etc.) if it is not de-
S g mitment signed to be the
Lo . . best option to all.
g < Offering symbolic goals .
)
*3 ;o'; Increasing costs of failure By committing us-
2 o ers to the project, it
g "§ Utilizing the reciprocity (desire for is possible to gain
= 2 fairness) better results.
Self-effi- . . . . Planning marketing
cacy Emotional associations Emotion provoking in @ way that moti
(internal Computer anxiety vates future users
control 3 .
) B Ego Understanding that people view will enhance emo-
5 the environment through attribu- tional associations.
=3 tions that makes them feel better A
e about oneself Selling the personal
2 - :
o Understanding self-conciseness - change as a part of
° attitude is easier to change that be- th.e whole process
5 havior w./l/ promote attitu-
g dinal change.
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Sub-
Construct

construct

Factor

Way to influence

Examples

Intrinsic motivation

Perceived enjoyment
Pleasure

Offering interactive and multimedia
interfaces which enhance user feel-
ings like pleasure

Advertising the emotional aspects
(for example peace of mind)

Providing new services considering
the emotional aspects

Provides pleasure
for example by
investing in the
appealing interface
or by offering
functionality that is
not necessary for
the use but gives an
extra enjoyment for
the user.

Social influence

Compatibility with the
social environment

Improving consistency with the ex-
isting values, norms, past experi-
ences, and needs of potential adop-
tion

The role of the messen-
ger

Finding similarity of characteristics
between the receiver and the mes-
senger

Noticing possible automatic
defense towards formal sources

Observing overall feelings towards
the messenger

Cognitive inconsistency

How others expect one to
use the system

Making observations of the social
influence in general

Ego

Understanding that the individual
thinks the same way for groups
that one is identified in

Norms of the
organization

Understanding that descriptive
norms can backfire

Taking into account the lifting force
of declarative norms

The system needs
to fit also to the
values and norms
that the work envi-
ronment already
has. FHE

It is best that the in-
forming comes as
close from the end
user as possible.

* kK

If the majority of
the work team has
negative feelings
towards the new
system, it is more
likely that the rest
of the team will
change their opin-
ion too.

Table 4 Constructs and ways to influence them
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5 METHODOLOGY

The thesis consists of two parts that are a literature review and empirical research.
The literature review aggregates the main theories together and sums up the dif-
ferent ways to impact on user behavior. These ways are compared to the target
organization’s used ways that are collected with preliminary interviews for man-
agement and different roles of the project. Later on, these collected ways are gath-
ered and used as a base of theme interviews for final users of the new system.
This chapter gives a more detailed view of the methodology of the empirical re-
search by introducing the selected data collection method, execution of theme
interview as well as analysis and reliability evaluation of the results.

5.1 Data collection method

The empirical research is executed in a large industrial organization that is in the
middle of a large-scale enterprise resource platform (ERP) enabled business
transformation that consists of new ERP system implementation and also
processes changes. The reason for selecting a large implementation project gives
better opportunity to get versatile results and obtains more likely highly devel-
oped change management, project planning and this way different ways to influ-
ence the end users.

Qualitative research was selected research method for this research as the
aim is to examine users’ feelings toward the implementation. Stake (2010) em-
phasizes the fact that qualitative research is mostly based on human perception
and understanding which means that personal experience, intuition, and
skepticism are important parts of it. It is important to realize that there are always
two separate but simultaneous realities, personal experience and the reality of
group relationship, that exist in every human activity. Even though these two
connect to each other, overlap and even merge but are always recognizably dif-
ferent. As he says, “what happens individually is much more than the separation
of collective relationships” (Stake, 2010, 11-18). Stake (2010) has also named few
of the special characteristics of a qualitative study which consolidates the choice
as it is seen interpretive, experimental, situational and personalistic and it can
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aim at knowledge production, emphasize the most logical view and work toward
generalization (Stake, 2010, 15-16), which are goals of this research.

One of the most common methods of qualitative research is interviewing
(Stake, 2010, 18) which is also selected to this research. Actually, according to
Myers and Newman, it is the most common and also most important data gath-
ering tool of qualitative research in IS research. Hirsjarvi & Hurme emphasizes
interviews as a method that helps with clarifying the answers and getting deeper
with the collected information for example by requesting more argumentation
for the answers or with asking additional questions. They highlight the inter-
viewee’s role as a subject in the interview situation where one needs to have an
opportunity to bring up matters concerning oneself as freely as possible as the
interviewee is an active party of the research that creates meanings (Hirsjarvi &
Hurme, 2008, 35). The most used type of qualitative interviews is the unstruc-
tured or semi-structured interview where there is only an incomplete script. This
gives room for improvisation, but there might be some of the questions prepared
beforehand (Myers & Newman, 2007).

5.2 Execution of interviews

There are two types of interviews in this research. The preliminary interviews are
directed to managers and other levels of the project organization. In these
interviews, the interviewees are selected discretionarily. As Hirsjarvi and Hurme
explains, it is more useful to select only few interviewees by their knowledge and
suitability to the research when the purpose is to understand certain event more
deeply, to get information about some local phenomenon or to find new theoret-
ical views to events or phenomenon (Hirsjarvi & Hurme, 2008, 58-59). In this case,
the primary interview’s aim is to collect more information about the project, pro-
ject organization, the implementation process and ways that are used to impact
on end users” behavior. The selected interviewees are the Head of change man-
agement in the change program, communications specialist of the roll-out, busi-
ness transformation owner and global implementation owner. The preliminary
interviews are more semi-structured than the primary end-user interviews as
there is certain basic information needed. Even though some of the questions are
prepared beforehand, this type of interview requires flexibility, improvisation,
and openness from the interviewer (Myers & Newman, 2007). The questions are
from three different topics; background, the user as part of the implementation
project and additional questions based on interviewees role in the project. Back-
ground questions were divided into three categories which were interviewees
own background (job title and role in the project), organization (decision-making,
support in change, etc.) and the project itself (why is needed, who are involved,
project organization, other stakeholders, current status, etc.). The user’s role was
tirst examined by interviewees thoughts about the amount of change for an
individual and the importance of users’ role in general in this kind of a project.
Then the most important question collected the different ways that the
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organization had or was going to use to influence the users in different phases
(before, during and after) of the implementation. Also, additional questions were
possible; for example, an interview of a communications specialist consists of
more detailed questions about communicational ways. These questions were for
example: Do you think that communication can have an impact on the end user's
behavior? What ways of communication has been used in this project? What has
been challenging with communication in this project? The interviews took from
45 minutes to 90 minutes depending on the discussed topics. The average dura-
tion was 55 minutes. Two of the interviews were kept in the offices of the inter-
viewees in Jyvéaskyld and two via Skype as the interviewees worked in another
location. The interviews were executed during office hours in February 2019.

The primary interviews concern the end users and are the main results of
the empirical research. Kvale has claimed that the number of interviewees is usu-
ally problematic as there often is too many or too few interviewees in qualitative
research. He also points out that the most ordinary number of interviewees is 15
(Kvale, 1996 ,102). This is why there were planned 15 primary interviews in this
research. The end users are from three different business units which are under
the same business line, and the interviewees were suggested by the global imple-
mentation owners from each unit. This gives a wider perspective to the results,
but the same business line assures that the usage of the new system is rather sim-
ilar. Some of the interviewees had a special role in the project as key users which
gave a new perspective to the topics as these interviewees had a deeper outlook
on the project and its goals. As the aim is to consider different ways of influencing
end users, it is crucial to minimize social dissonance. In these interviews, the se-
lected interview type is theme interview with only a few key questions and use
of mirroring technique. According to Myers and Newman, mirroring means tak-
ing some of the interviewee’s used words and phrases and constructing a subse-
quent question based on them. This allows better focus on interviewee’s world
as the interviewee is able to explain it in one’s own words. It is important to use
rather open questions, focus on common events and stories and move from gen-
eral to more specific topics. This technique demands skills of listening, prompt-
ing, encouraging and directing the conversation from the interviewer (Myers &
Newman, 2007). In the first interview, the constructs that were previously found
from the literature were used as themes, but it was noticed that they were too
specific for truly open discussion. This is why the constructs were later on di-
vided under four main themes that are the system, the organization, the user and
the social environment related ways to influence the user (see Figure 10). This
theme division was used in all of the next 14 interviews as a support material.
The used frame for the primary interviews can be found in Appendix 1. These
interviews took from 38 minutes to 72 minutes, and the average duration was 56
minutes. The interviews were executed in the target organization’s own confer-
ence rooms during office hours in March 2019 so that the interviewee's participa-
tion was as easy as possible.
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Figure 10 Interview themes

Myers and Newman have brought up some problems and pitfalls that might oc-
cur with qualitative interviews (Myers & Newman, 2007). These have been taken
into concern as follows. The artificiality of the interview and lack of trust are po-
tential problems according to Myers and Newman (2007). In this research, the
fact, that researcher has an earlier work history in the company, and this way is
known with most of the interviewees, makes the interview situation easier and
interviewer more trustworthy. There has been taken an hour for each interview
which helps to mitigate the problem of lack of time (Myers & Newman, 2007).
The research has been started with the business transformation owner and the
global implementation owner who are from the managerial level of the project
but also grounded strongly to the end users. This means that the pitfall of the
level of entry (Myers & Newman, 2007) can be bypassed as it has been easy to
reach for a higher level of the change program as well as for end users.

As the interviews are done in different levels of the change organization,
the elite bias (Myers & Newman, 2007) can be avoided too. The last potential
problems, hawthorne effects, constructing knowledge, the ambiguity of language
and interviews fraught with fears, problems and pitfalls, concern more about the
interviewer. It is important that the interviewer understands that the interview
is always an interaction with the interviewee (Myers & Newman, 2007) which
makes the interview quite fragile. The interviewer needs to maintain as neutral
as possible, use clear language and make the interviewee feel as comfortable as
possible. Luckily the topic of the research is not highly sensitive even though it
does relate to interviewee’s emotions and feelings. As Myers and Newman say,
the construction of the knowledge is a difficult task as the interviewee construct
their stories by reflecting on issues that might be considered explicitly for the first
time. This story must be knowledgeable, rational, logical and consistent (Myers
& Newman, 2007).
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5.3 Analysis of the material

As Hirsjarvi and Hurme say, material that is collected by theme interview is usu-
ally abundant, and this is why it is important to plan the analysis during the in-
terviewing process (Hirsjarvi & Hurme, 2008, 135). The selected analysis method
is based on one of the different ways of analysis by Eskola and Suoranta which
starts with breaking the material into smaller parts, then continues by coding it
and after that ends with the actual analysis. In the first part, the material is tran-
scribed and then gone thoroughly through. After that, based on the interview’s
question frame, the theme register is built by marking appropriate theme num-
bers in the material and later on by selecting each team’s text part into their own
theme cards. This coding will change and grow during the analysis (Eskola &
Suoranta, 1998, 109-115). After the coding, starts the meaning analysis, which can
be done in different ways. In this research, the used ways are meaning compac-
tion, which means that the meanings that interviewee has brought up are verbal-
ized in a shorter form (Hirsjarvi & Hurme, 2008, 137).

In this research, the previous is taken into concern, and the process of ana-
lyzing the material is started first by transcribing the recorded interviews into
written documents in suitable accuracy. By this accuracy, the unnecessary dis-
cussions or stories during the interview are left transcribed. As the researcher has
done the transcribing herself, it has been clear to recognize those parts of the dis-
cussion that are general and not related to the research particularly. After the
transcriptions have been made and saved properly, the material is gone through.
The preliminary interviews are coded straight to printed transcriptions as there
are only four interviews to go through and in all of them, the main focus is a bit
different caused by different focus points based on the interviewee's role in the
project. The different used ways to influence the end users are collected based on
the interview and observations are documented in the research. This part of the
research acts as a base for the second, primary part, of the interviews.

The theme register in the primary interviews follows up the classification
that is based on the interview themes and divided under main categories that
have risen from the interviews. Excel chart has been a good tool to collect
thoughts and to sort them. This way it has been easy to find the general opinion
of the employees and also possible alternative views for the topics. Each inter-
view has been gone through systematically so that first the background infor-
mation is collected to the background table and then the feelings and comments
concerning the different phases of implementation are collected on their own ta-
ble. In the last phase, the main themes of different ways to influence end users
that are the system, the user, the organization and the social environment are
collect each on their own tables. Codes for different ways are collected through
the whole work phase so that there are build clear entities under each of the
themes. For example, under the theme of an organization, such codes are training,
the role of the key user and communication. After all, interviews have been gone
through the tables can be sorted out by the codes and this way it is easy to build
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up a general view of each one of them. Later on, these are going to be handled in
the research firstly by themes and then by codes and the users’ feelings, and
thoughts concerning them are introduced as widely as appropriate. The inter-
viewees are presented by their gender and age. In situations where the answer is
given purely based on the key user role, the status is informed instead of inter-
viewees gender. After this, there is drawn conclusions about how the different
ways to influence end users” behavior can work and what thing s needs to be
considered when using them.

5.4 Reliability evaluation

The evaluation of the research is tight up to analysis of the material in qualitative
research (Eskola & Suoranta, 1998, 151). Obviously, as Hirsjdrvi, Remes, and Saja-
vaara say, mistakes are always tried to be avoided in research, but the reliability
and validity may vary. The reliability of the research means the repeatability of
the research, which is, does it give non-random information (Hirsjdrvi et al., 2007,
230-231). The results of this research are bounded into a specific time and this
way they are no reliable in a longer time span. Despite that, it is likely that if the
research were done again, the results would be rather similar. This results from
the fact that the results represent the common opinion that is risen from the in-
terviews.

The validity of the research, on the other hand, means the ability to exactly
measure what was intended to measure (Hirsjarvi et al., 2007, 232). Validity is-
sues can, for example, occur in qualitative research in the differencing under-
standing of the interviewer and interviewees. This problem is yielded by forming
the questions as simply as possible and using, especially in secondary interviews,
the familiar concepts concerning the implementation project and everyday lan-
guage that is easy to understand. Also, all interviews are kept in Finnish to make
sure that both parties of the interview can use and understand the language in
the best possible way. If needed, the additional questions were asked and used
contexts or words clarified. For the research paper, the answers were translated
into English as exact as possible, and special attention was given to keeping the
message similar to its tone and nuances.
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6 FINDINGS

As the empirical part of the thesis consists of two different interview types, the
findings are also divided into two main parts. In the first part, the
implementation project is introduced more detailed, and the structure of the
project organization is described. The second part concerns the secondary
interviews for end users where the actual results are represented and justified.

6.1 The implementation as a project and preliminary interviews

The research was started with preliminary interviews for representatives from
different levels of the implementation organization. The head of change
management works in the change program and is in charge of the program’s or-
ganizational change management, and communications specialist of the roll-out
takes care of the roll-out specific communication and is responsible for the com-
munication plan. Other interviewees are the business transformation owner rep-
resents the business line in the program and coordinates operations in the busi-
ness line, the global implementation owner, who manages the overall implemen-
tation and takes care of schedules. The meaning of the interviews was to first give
an understanding of the whole project, the project organization and other details
concerning the implementation. This was also supported with other materials
such as internal communication material and previous survey for the end users
that was executed by the change program. The second aim of the interviews was
to map different ways to influence end users” behavior that was used in this
particular project and interviewees” own thoughts concerning those.

6.1.1 The implementation project

In 2015 the organization was the IT department started an investigation
concerning the problematics of having globally over 20 different ERP-systems
simultaneously in use as a result of mergers and acquisitions that had received
thousands of customizations. This has increased costs and complicated
maintenance and system development. Because of this, in 2016, the



53

organization’s management came to the conclusion that the new central and
modern ERP system was needed to simplify the IT landscape and increase the
efficiency of operations and system maintenance. Another strategical problem
was also varying ways of working across different product lines that argued with
the strategic aim to have excellence in processes.

“The ultimate reason for the change is that the older system cannot shortly be used
anymore as it is at the end of its road. Then another reason is that it has been seen
important that these systems and working ways are unified globally.” Global implemen-
tation owner

These both together make the foundation of the ERP enabled business
transformation program which purpose is to ensure operational excellence by
designing & implementing a standard project and service delivery processes by
using the central ERP application through the whole organization. The original
estimation of users was at the beginning of 6000, but as the project has continued,
the amount of users has rapidly risen. The actual implementation is executed in
several roll-outs. In every roll-out, there is a set go-live date when the implemen-
tation as a big bang-start. This means that all users in the same roll-out will
change to the new system once at the same time. Estimated time of completion is
in 2021.

The ERP enabled business transformation program’s core team consists of
40 organization’s employees that form small teams that are responsible for pro-
cesses. The structure of the project organization is presented in figure 11. They
are supported by consultants from the partner that is responsible for the software
and from a consulting company that has expertise in project management. Addi-
tionally, there are also over 300 organization’s members that act ass representa-
tives by providing their own business line expertise to the program. These are
business transformation owners that are responsible for scope management de-
cision making and business sponsors who support the changes by standing be-
hind them and being part of the decision-making. At the beginning of the project,
there were nominated 260 subject matter experts who represent the special ex-
perts on their field. Experts formed the blueprint that covers all the business pro-
cesses which means that they had a key role in building the new system. Nowa-
days 200 of them works as a key-users who train and support the end users.

CFO

ERP-enabled business transformation program

]

I Global Process Owners |

Additional stakeholders

| Subject matter experts | | Key users I | End users |

Figure 11 Structure of the project organization
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6.1.2 Used ways to influence users

The preliminary interviews summarized well the overall understanding of dif-
ferent tools that are used in the implementation project. It also made clear that all
the interviewees had a similar vision of the project, the purpose of it and their
own role in the project. It was commonly acknowledged that the end user’s role
in succeeding implementation is prominent. There were noticed two main ways
to influence user behavior which were communication and training, and they
both have multiple purposes. The used ways to influence user behavior are col-
lected in table 5 and introduced further on below.

WAY TO INFLU-
ENCE CHARACTERISTICS WHY

Messenger is the user's own manager who knows
what information is needed and how it should be
brought to the knowledge

Possibility to get the same information from differ-
ent sources multiple times

Communication From up to down

Different sources

All material is free for use There is enough information, maybe even too much
The trainer knows what kind of information the user
needs and comes from close

Selected by the business units - the best people for
Key users the task!

From the same level as the end users - easy to ask

and accept support from

Training / sup-
port Train the trainer

Managers Important role as a communicator

Important role as a support and motivator
Accuracy and preciseness, on which people are used

Social environ-

ment Organization's culture to, cannot actualize in IT projects
Social contractiveness The word goes around in both good and bad
User Possibility to get heard Possibility to propose changes or fixes
Different types of surveys
Support Support from key users and managers + team spirit
Good industry fit and system capa-
The system bilities Better performance

Visual interface More comfortable to use, easier to use

Role based authorization Safer, more convenient content

Not ready yet Unstable at the moment

Table 5 Used ways to influence user behavior

6.1.3 The beginning of the project

The system itself has been selected instead of others as it had better industry fit
based on supplier’s industry knowledge and system’s capabilities, strong focus
on collaboration as an organization has good ability to influence on supplier’s
development portfolio, and it was recommended by IT department based on
tindings of benchmark testing. The system has a better interface than the old one,
and it is more logical in use.
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“The user interface is distinctly better than in the old system, and another thing that
we want to invest into is this role-based interface thinking that impacts there in the
background.” Head of change management

One of the main issues with the new system’s acceptance concerns the high level
of modification in the old system. As the old system has been in use for over 20
years, it has been modified very specifically for different usages. Now, especially
when the processes have been unified, some of the tasks need more time and
effort to be done. This may deform the perceptions of systems usability and con-
venience.

The implementation project in a business line starts with the selection of the
management group whose task is to nominate the needed key users, key manag-
ers and name other important roles for the project. This core team starts planning
and prepares the project plan. This means that they are the main communication
contacts for the change program team and the actual end users might still not be
even recognized. The program’s organizational change management is responsi-
ble for all the communication in the program and in the roll-outs, and it engages
the different stakeholders such as line managers. The program does not do the
communication, but they support the roll-outs, supports the forming of the mes-
sages and makes sure that everybody in the communication network works by
the same rules. The program, based on this, supports the business line and its
head of communication with the communication plan. The communication plan
has an important role as it shows when the management group of the roll-out has
meetings, when the decisions are informed for the business line management
group and when the information is moved to the line management calls, when
different workshops are organized and when the newsletter are sent. In short, the
communication plan sets the target groups and specifies what kind of messages
each group needs.

6.1.4 Communication as a part of the project

The communication process is first of all done in stages, and the message is al-
ways moved from the program step by step to the end user. The reason for this
is the better targeting of the messages to the receivers when the messenger is their
own manager.

“The concentrated communication is not necessarily the best way to influence users
feelings. Actually, we have tried hard to communicate to managers that they would
transfer the message to the end users as it is important that the message comes from
somebody the end user knows and more efficient when it is received in a face-to-face
situation.” Communication specialist of a roll-out

Of course, there is also concentrated communication, mostly via e-mail, but its
main aim is to inform the receivers. The communicational part of the program
has got relatively good rates in surveys, but there have been some challenges. As
the whole project is so large, the planning of the overall communication is not an



56

easy task. It has been noticed that end user’s long for more targeted messages
that would give more details about how the changes affect them individually and
in the working group they belong to. It is not possible to give this level of con-
creteness from the top of the program, and much of the responsibility lies on the
managers of the end users.

“The development team of the program has done systematic work with the commu-
nication so that the change has been recognized early enough and I believe that the
information has reached reasonably well the receivers.” Business Transformation Owner

“The attitude of the managers, that they are involved with the project and they believe
in it is important. They need to be given the information so that they are able to follow
it and that they know what is coming up and so on. It is crucial that they take it to heart
so that they are able to tell about it in a positive way ...If there is uncertainty and they
don’t know themselves where things are going, the feeling is noticed in the lower level,
and it will affect the end users too.” Communication specialist of a roll-out

Problematics in communications are related first of all to the line managers role.
The change program takes care of the different interest groups such as manager
groups and managerial level overall and tries to make sure that they understand
what kind of activities the implementation includes and what issues they need to
communicate forward actively. Even though the line managers are provided
with communication package of their own implementation project with needed
advice and guidance, the hurry and other duties concerning their roles can be
found obstacles in the way of sufficient communication.

“To end users, the arrival of the messages varies considerably depending on how fast
their manager catches them up.” Head of change management

There have been organized info calls for the managers where the status of the
project and other relevant subjects are handled. In these occasions, managers
have an opportunity to ask and give feedback. These opportunities have not been
used as much as they could have been. When the group of people is large, there
is a higher threshold to participate in the conversation. Another issue is also the
program’s language. When people are not familiar with the subject, the possibil-
ity to discuss it in their own language has an important role.

“It is not enough that you receive some kind of newsletter or that you attend some
sort of workshop. You need to hear the same thing from your own business group
management and from your own manager so that you really understand the message
and why it is important.” Head of change management

Additionally, information can be found from the program’s site and from differ-
ent info boards and screens. One communication channel is also Yammer, an
organization’s internal social media, which has not been actively used.3 The site
includes different contents from the program’s team introduction to IT support
information, training materials for different groups and for example contact in-
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formation of key users. The informing starts in quite an early stage with an-
nouncements of becoming changes. It is recognized that these announcements
are important as they calm down the anticipations of becoming users. When the
information is given about the upcoming changes and schedules concerning the
people can be assured that they don’t have to worry about it before the time
comes.

“The development team of the program has done systematic work with the communi-
cation so that the change has been recognized early enough and I believe that the in-
formation has reached reasonably well the receivers.” Business Transformation Owner

Sometimes it can also be hard to find the relevant information from a large
amount of material. Program’s material is free of use, but it has not been utilized
as much as it could have been. There were found two possible reasons for this.
Firstly, the communication of material’s free use might not have reached all that
it concerns, and secondly, the shortage of abundance might decrease the usage.
Especially for the end user, the offered materials in the program’s site might be
difficult to understand and assimilate when there aren’t yet any concrete contact
with the system.

6.1.5 Training and key users

The training process is very similar to communication. There is used “train the
trainer” -model which means that the process owners and concept owners, who
are employees of the organization, will train the key users and the key users will
train the end users in the roll-outs. Training and supporting the key user network
are also responsibilities of the program’s organizational change management.
Taking care of the training means more than just scheduling them as there is
needed a working version of the system in the training environment, the system
needs to contain some basic data for the training and attending users needs to
have appropriate access rights to it. The user training is intentionally kept just
before the start of the implementation to ensure that all the new information is
still fresh in mind when it is needed. Key users do also support users with usage
after the implementation. In the beginning, the users are offered with intensified
support for the first six weeks. This time period can be rather short depending
on the need of use.

” Of course, the organization will learn, but it will surely take time before there are
high-level end users. Especially in operations where the system is not in use all day
long, the challenge of learning is real.” Business transformation owner

The key user selection has been in an important role in the project. They need to
have good trainer skills but also exceptional people skills. Some of the selected
employees have long experience and vision about the system needs, and others
complement the group with young enthusiasm and desire to learn new systems.
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To success in the implementation, the user needs to be involved with the change.
User’s acceptance, willingness to learn and ability to find personal benefits in the
change are crucial factors.

“The end user is the main thing in the project; how we are able to transfer the know-
how of the system usage to them.” Business transformation owner

6.1.6 User as an individual and social environment

For every user as an individual; the change is different. First of all, the actual
changes depend on the process that the user is part of and how much this partic-
ular process is going to be changed. It needs to be recognized that the circum-
stances differ considerably between different business areas. There are things
that will be changed significantly and understanding of it all as well as figuring
out how it should be handled will take quite a long time. In the program level,
the sensed attitudes of the users have remained positive. Secondly, the user’s
own capabilities, motivation and support form the key user has an important role.

“It (the system) has an impact on the work of quite many people, and at least it adds
the stress especially when things don’t work, working is slow and all other reasons. In
my opinion, this group (change organization) should be able to give at least some hope
that things will get better.” Global implementation owner

The actual motivation toward the change was seen positive in the interviews as
the essential reason for the change is easy to understand. The old system cannot
be maintained anymore so the change is inevitable and it is easier for the user to
be part of it rather than fight back. The users have the possibility to impact on the
system after implementation by answering different kinds of surveys and also
suggesting possible fixes. This is, however, a double-edged sword as the actual
process is quite slow in the beginning when there are several changes waiting to
be managed and in some cases, the change is not possible or beneficial for the
company to put an effort on it. This can cause a negative attitude and frustration
especially when the reasons have not been understood properly.

“What is really a pity in this from the communicational point of view, is that part of
these benefits that are gained from this project are in company level so that all of them
are not targeted at to us little ants in here. We might not be benefiting from all of these
things. And that is unfortunately just so.” Head of change management

“People should not have to feel that they throw their change requests straight to the
waist. They will not make a new one when they feel that it is not useful. They will just
accept that this system is what it is and work with that for years on.” Global implemen-
tation owner

“A person can stand in the head of a pole if one knows that it will last only a while.
This means that the dialogue in these situations should be enhanced and the waiting
time shortened.” Business implementation owner
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One way to ease the possible anxiety towards the change is trialability of the sys-
tem. The system can be used and learned in training, but the main processes are
also gone through the system before the start and this way the usability on
different occasions can be ensured beforehand. It is already noticed, that users
have open questions about the change that worries them and fears concerning
their work becoming more difficult which increases the overall uncertainty
towards the change. One finding was that when people work at their own
business units and they are not aware of others working ways; it is easy to
imagine that own working is some way special and unique compared to others.
The social aspect also rises from the interviews. It had been noticed that
employees are curious towards the new system, but the organizational culture
which is strongly connected to detailed knowledge, accuracy and finished end
results fights back to some extent. This means that typical characteristics of IT
project, that are incompleteness, unrecognized future solutions, and ongoing
changeability causes annoyance and also worry as the punctuality with customer
service might be affected because of the possible problems with the system. One
problematic phenomenon is the spreading of negative and sometime even false
information rapidly through the organization. As the employees are strongly in-
terconnected and the social network is highly developed, it is difficult to cut
wings from rumors and on the other hand strength the impact of good news.

“I am not sure if it comes from the organizational culture or from the national culture,
but especially negative things are communicated very efficiently. In this case, the social
network can easily work as an opinion setter for its members.” Business transformation
owner

Especially in the early stages of the usage, as the system is still incomplete and
needs a lot of modification and fixing, the negative aspects empathize more in
the overall discussion among the users.

6.2 End-user interviews

The second part of the interviews were the primary interviews that concerned
the end users of the new system. 15 interviews were done for the end users, and
part of them also had specific roles as a key user whose task is to support the
team, train the end users and work with testing of the system. The main goal of
the primary interviews was to find out which of the used ways to influence end
users behavior had an impact actually and what kind of thoughts and feelings
the end users had in different phases of the project. The interviews were struc-
tured so that it was divided into three part. The first part included background
information, the second went through the different phases of the project and in-
terviewees thoughts and feelings during them, and the last part collected differ-
ent ways that were used to influence end users and their impact on the end user.
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6.2.1 Sample of interviewees

Seven of the interviewees were females and seven males. The age range was from
25 to 61, and the average age of an interviewee was 44 years. Most of the inter-
viewees had either business or technical educational background and the work-
ing experience in the organization varied from 1,5 years to 33 years, and the av-
erage experience was 21 years. The interviewees were from three different busi-
ness units, five of them from each unit and their job description varied individu-
ally from logistics to purchasing and from the foreman duties to project manage-
ment and to sales. When asking about overall opinion about information tech-
nology and computers, most of the interviewees stated to be positive and also
interested in new innovations concerning them. The information technology was
seen as “necessary evil” that cannot be avoided in the present world and it is
meant to ease human tasks. All of the interviewees used information technology,
such as smartphones and home computers, also in their free time which can be
seen as average use and few of them used it also as a hobby, for example for
computer games which can be described more than average use. Most of the in-
terviewees felt that it was quite easy for them to learn to use new systems. Rea-
sons varied from interest to the fact that computers and different kind of system
had been part of interviewee’s life already from childhood.

“I have used different systems a lot, and I am interested in new systems.” Male, 49
“Because I have used different systems all of my life.” Female, 25

“I am interested in finding out the reason why things are done how they are.” Male, 55

Most of the interviewees used the new system as the main tool in their daily work,
and it was used in multiple tasks by all of the users. The overall change that the
project had caused on end user’s work was evaluated in average as 3,9 in scale
from 1 that stands for “not at all” to 5 that stands for “significantly.” This covers
both, the actual implementation of the system and also possible changes in pro-
cesses and tasks. The biggest change for most of the users was the actual system
because of its role as the main tool.

“System is used as the main tool and processes as well as job descriptions have
changed and will be changed a lot in the future.” Male, 26

“The system is the main tool, and also the processes have changed quite much - they
have become more complicated and engages more people than before.” Male, 55

“Because of the role as a key user, the usage of the new system and also organizational
changes.” Female, 44

Implementation of the new system was done for most of the users in November
2017 and for a few of them in November 2018. Those who have been in a key user
role from the beginning of the project have used the system longer than ordinary
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end user because of the key user training and possible duties before the imple-
mentation. In all cases, the project is still on-going as the system is not completed
yet. Also, the process part of the change is not over in some parts of those units
that are involved with this research.

6.2.2 User behavior in different phases of the implementation

The users were asked about their feelings and thoughts at the moment when they
tirst heard about the upcoming change. The information about the new system
came from different places. Most of the users heard it from the official channels,
but the talk about the new ERP system has been going on for years in the organ-
ization. That is why it was not that big news for all as it was already expected to
come. Few of the interviewees heard about the change when they were employed
to the organization. Reactions of the first phase are collected in Table 6. Eight of
the interviewees had a positive reaction at this point of the implementation. The
main reason was that the old system was known to be out-dated and that its sup-
port was going to end in the near future. This means that the change was inevi-
table. The users had hoped for better functionality and interface, and it was seen
as a positive development. The new system was waited to bring relief for the old
problems.

“It is known for a long time that the old system is really old and cannot be used much
longer anymore. Even though it has been customized to our own needs so well, it is
ancient, and we are supposedly going to get something new and better functioning to
replace it. It is always interesting to be part of this kind of change process.” Female, 54

“Only change is permanent, and this organization is quite dated in both, processes and
systems.” Female, 52

" It was an ambitious goal that will take time. I knew straight away that this would be
kind of an endless project." Male, 26

There were also five interviewees who had a more neutral reaction to the change.
Most of them thought that the change would, however, come, so it was no use to
tight for it, but it didn’t either provoke any enthusiasm. One of the neutral reac-
tions was contradictory as the interviewee saw two sides in the change where
one was a possibility to make things easier and other threat of things getting even
harder. Two of the answers were negative by their tone. Reactions were quite
similar, and the interviewees felt that the times would get difficult.

“There are always two sides when something new comes - firstly it should make things
easier but also the fact that how hard it is to get it.” Male, 56

“I was quite neutral. I could not be as afraid as I should have been as I thought just
that we would get trained to use it anyway." Male, 59
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“Not that enthusiastic as it was obvious that there will be problems and lots of work.”
Male, 49

MAIN FEELING WHEN FIRST HEARD OF THE CHANGE Qry
Enthusiastic

Hopeful

Interested

Interested but realistic

POSITIVE REACTIONS IN TOTAL

Receptive

Neutral but interested

Neutral

Contractionary

NEUTRAL REACTIONS IN TOTAL

Times will be difficult

NEGATIVE REACTIONS IN TOTAL

Table 6 Main feeling when first heard of the change
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14 of the interviewees saw the change as an opportunity rather than a threat.
Even the interviewee who had one of the two negative reactions did still believe
that in the end, the new system would bring more good than bad. The reaction
was more for the actual implementation process. One interviewee did see the
change as a threat.

“I was interested, and because of that, I knew that I wanted to be part of the project.”
Female, 44

“I knew that we need to move forward as the old system was so old, but I also had the
thought that there will be hard times ahead of us.” Male, 49

“It should always be seen as an opportunity when something new is learned, and
things are developing.” Male, 56

The second phase, the moment just before the new system was taken to use,
raised new feelings among the end users. Users had gone through some training
and been informed about the upcoming change. The situation changed so that
five of the interviewees reacted negatively, six more neutrally and four had a
positive reaction towards the change. These reactions are collected in table 7.
Negative reactions were caused because it was informed that the system did not
work as planned and the wishes of the users” were not heard. Also, the organiza-
tional change was still unclear, not done at all or it was found that it was done
insufficiently in most of the cases. 13 of the interviewees felt that they had control
over the project. Two said that they had lost control and felt unsecured.

“We thought that we could plan the processes so that they would work as well as
possible but later on we heard about the standard, and we had to change the approach
so that what is the level we can manage with.” Female, 52
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“There was certain confusion of the situation. The general message from almost eve-
rywhere, the atmosphere and the discussion were that this is not good and it will not
get good. I think that I fell for the same than everybody else. The atmosphere was not
that enthusiastic.” Female, 54

“When the implementation was done, we noticed straight away big problems in the
system. We all got permission to work overtime, and the mission was to survive.” Fe-
male, 41

The more neutral reactions were a bit milder and caused mainly by the uncer-
tainty towards own capabilities, organization’s capabilities, and the system.

“I found out that we also needed organizational change and it caused confusion and
also the uncertainty that is this really good or not... The first enthusiastic feelings
started to faint.” Muale, 58

“Quite uncertain feelings -I don't know what is expected of me and what tasks I need
to handle.” Male, 59

Because we were implementing the new system with one big bang, it was a bit horri-
fying to think that we don't have the old system as a backup anymore.” Female, 55

There were also positive reactions on those who were still waiting for the actual
results of the implementation. These interviewees were interested to see what
was going to happen and also somewhat trusty for the overall success of the pro-
ject.

“I was curious to see what kind of system it would be and how the start would go.”
Male, 31

“I had a positive attitude before the implementation.” Male, 55

“I didn't know what it was going to be so there was no anxiety yet.” Male, 49

MAIN FEELING JUST BEFORE THE STARTUP QTyY
Positive

Interested

Trusting

POSITIVE REACTIONS IN TOTAL

Uncertainty

Nervous

NEUTRAL REACTIONS IN TOTAL

Negative feelings

Chaotic

Desperate

Disappointed

Irritated

NEGATIVE REACTIONS IN TOTAL

Table 7 Main feeling just before the startup
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The third phase concerned the time after the system was taken to use in the end
user’s business function. Feelings were not changed as radically as before, but
two of the neutral reactions turned to positive ones. Five of the interviewees had
still a negative reaction, three more neutral reactions and seven felt quite posi-
tively to the situation. The positive feelings were caused mostly because of the
fact that users had learned to use the system better over time and after the actual
moment of implementation things started to get fixed one by one. Also, the belief
of surviving started to show again.

“I noticed that the change was not that bad for me as I expected. Tasks take more time
than before but I can handle them, and I keep learning.” Male, 59

“Routine and learning have made the use faster even though it is still slow. I have been
able to find new things and small improvements on my own. I believe that this will
become good when the implementation is finally over.” Female, 54

“I first thought how unlogical and bad system the system was to our function but now
after some development has happened and my own understanding has grown I have
found logicality from the system and realized that it is not all woo woo.” Male, 26

Neutral reactions kept quite similar to before.
“It is just one system among others, and it works as it works.” Female, 52
“I have used to it and can manage with my job.” Female, 25

Those interviewees that had negative reactions after the implementation were
disappointed to the fact that the system was still incomplete. Especially those
who were in key user roles had to fight back the disappointment even though the
situation was really stressful and hard for them.

“Still the huge rush is going on, and there are all the time desperate moments with the
system. These things come to my dreams, but I think I will manage. I can't say that this
is an ideal situation at the moment.” Female, 41

“I felt that the implementation schedule was too tight and that the system itself was
not ready for us and we were not ready for the system. The testing was dropped out,
and the situation caused some feelings of horror and scary.” Female, 44

“The system has serious problems and causes stress. I cannot trust the system, and it
causes insecureness. I wait to get retired soon.” Female, 61
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MAIN FEELING JUST AFTER THE IMPLEMENTATION Qry
More positive view

Relief

Fine with it

POSITIVE REACTIONS IN TOTAL

Neutral

Mixed emotions

NEUTRAL REACTIONS IN TOTAL

Disappointed

Desperate

Fear

Insecure

NEGATIVE REACTIONS IN TOTAL

Table 8 Main feeling just after the implementation
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6.2.3 Ways to influence related to the new system

The new system has turned out to be more visual and modern than the old sys-
tem, and almost all of the users have been pleased with the new interface. The
transparency of the system was also noticed, and the use was seen as more pleas-
ant when it functions properly. These are things that are related to the effort ex-
pectancy and please of use. There were noticed many small details that had an
effect on the usability in a positive way such as search features. Of course, there
was also a critique concerning usability. For example, there came up wishes to
get different sessions opened at the same time with two different screens or at
least the possibility to slightly modify the screens based on user’s needs so that
they could be utilized as well as possible without changing actual functions. Even
though there are problems, the new system is seen as possible to serve new op-
portunities.

" In some things, we went forward, and in some, we came backward, but I feel that
now in this new system, that is more modern and up-to-date, we are at least going to
get more opportunities when we first keep improving an developing it. I believe that
we are going to gain more with it and that's what we have tried to achieve with this
process." Male, 26

Many of the users found the new system to be more logical which makes it easier
to use. Logicality was also connected to the basic idea of the system to proceed
clearly step by step so that when the previous step is missing or done wrong, the
process cannot move forward. This basic idea relates to the goal to make this
organization-wide system where the processes are done similarly in every unit.
This was seen both positively and negatively.

"At the beginning this caused complaining, but when the understanding has grown,
people can see what affects on what and this way can get the big picture." Male, 55
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“It is good that everybody has the same system.” Male, 56

“It is good that it will guide how things are done and follows instructions. After some
work with developing and learning, it will be quite good.” Male, 49

“Some processes are more complicated and slower than before.” Female, 55

“You are able to make an error that invalids the whole project but it cannot be fixed
even though you know what is wrong.” Male, 49

“The system works fine if there is "happy flow" and everybody knows what they are
doing and they are doing it at the right time. But there are so many people involved in
one process.” Female, 61

“As the processes have now more steps, it takes a longer time to do them and even
more people!” Male, 55

Still, there have also been noticed some problems. First of all, performance related
issue is the slowness of the system which was mentioned several times in the
interviews. For some reason, after every press of a button, the system takes time
to load, and this has caused frustration towards the system. This problem was
mentioned by most of the interviewees.

“The system is really slow. After you press something, it just rolls and rolls. It frus-
trates when you lose work time waiting.” Male, 49

Also, the draftiness of the system does have a remarkable meaning to daily use.
Especially the validity issues with the data harms the trustability of the system.
This is seen mostly with different reports that can contain faulty data. One inter-
viewee mentioned that there must be kept manual tracking as the data that comes
from the system cannot be trusted at all.

“The system is really unstable at this point.” Female, 52

"The biggest motivation decreased, and stress source is the incompleteness of the sys-
tem as nothing seems to work in the first place." Male, 50

“It is still missing many good functions that were promised and which would have a
great impact on user - such as business intelligence dashboards and Mingle.” Female,
44

6.24 Communication as a way to influence

One of the main ways of how the organization has tried to influence end users is
communication. The main channel for communication has been e-mail which di-
vides the opinions. Part of the interviewees has thought that the e-mail informing
has been successful by its content and amount.
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“It has been massive informing operation. Especially when we started, there came new
roll-out information every day where they told where we were at and what had hap-
pened. It was food as there were the positive matters - what good had happened and
also the challenges and how they were planned to be solved.” Male, 58

“Mainly the informing has been good.” Male, 59

“The basic informing was fine and business-like. I got enough information about the
project and schedules.” Female, 54

“In the beginning the amount of information was overwhelming but later on e-mails
have developed with clearer headings, agendas and so on.” Female, 52

Still, most of the interviewees have seen problems in it. Especially the number of
e-mails and targeting received criticism from the users. Sometimes the infor-
mation does not reach the receiver at all. Also, trustworthiness and language
problems did raise up from the interviews.

“There is too much e-mail informing. I have no time to read those.” Male, 55

"[ am not up to read the project e-mails as they are in English and general stuff." Female,
41

"I feel that it is almost spam as I can't get the main point from the e-mails." Male, 26

“The information is shared in such a big distribution, and it comes with huge clusters
that you cannot pick up those things that concern you and your job from there.” Male,
26

“There is a lot of work on transforming the release information suitable for end users.
There is often too much jargon, and even key user can't always understand what is
said.” Key user, 44

“Sometimes we hear from other locations that instructions / working way has changed
and realize that we have done things wrong for the quite a long time. The information

has not received our key user or us.” Female, 25

“I've got the conception that we have just been kept aware of what is going on, but it
has not been informed more precise. It comes to use when it comes to using.” Male, 31

“E-mails cannot be trusted as things weren't usually as well as they let us believe.”
Female, 25

“But it has not that much effect on me. I just hope that it is true and that the change
will come, but sometimes I feel quite desperate.” Female, 61

"l am not up to read the LN e-mails as they are in English and general stuff." Male, 50

"When there are 78 people in Skype meeting and used language is English because
there is one “Borje” from Sverige who cannot speak Finnish, I sometimes feel annoyed
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because that is the reason why people don't ask questions. It is a big threshold to speak
a language that you are not used to speaking in front of nearly 100 people about a
subject that you don't really know about." Female, 52

The intranet was seen falsity channel of informing, and the messages were taken
as marketing tricks. The reaction for these messages is easily contrary to what
was intended in the first place, and they cause feelings of frustration and even
anger.

“In that part of the communication has done a bad disservice as they gave an impres-
sion that this will get through with positive talking and everybody's a good spirit. It
might work once, but after a while, people will notice that these guys are talking rub-
bish and they don't even know how bad things are.” Male, 59

“Other communication channels such as intranet and Info-TV:s are so vague that they
are just there to keep the subject in our minds.” Male, 26

”If the communication is too panegyrically and focusing on the vision that cannot be
reached yet, it causes the opposite reaction from the users that was sought for." Female,
44

"The inform is distorted, and the fact that the system is not working is underrated."
Female, 25

"It causes frustration and huge astonishment how things can be neglected in an organ-
ization this big." Male, 50

Communication channels that interviewees named as the best ones were key us-
ers and different types of team meetings. The key users have seen reliable inform-
ers who are on the end user’s side. Also, team meetings were good places to go
through what was going on and also to check how everyone was dealing with it.
In these cases, informing came from key users and/or manager.

“Those who were in key user training did the actual informing as they told what they
had done and what was happening.” Male, 49

“The informing of the key users was good as they told how things truly were.” Female,
25

“The best communication channel is the key users as it is not that theoretic. It is mir-
rored to them to work and not just to the system so that it more practical. Then we are
able to figure out together how it will change, for example, our work tasks and how it
can be seen in those.” Male, 26

6.2.5 The roles of key user and manager as ways to influence

The key user role is found by the interviewees to be the most important influencer
on the end user’s behavior. Most of the interviewees had a really good experience
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of key user’s help and training and the way how they have been present during
the different phases of the project.

“Key user role is important as there are still new problems every day.” Male, 55

"I have to give great thanks to our key users. I admire the patience of how they deal
with our complaining and irritation. The training, their constant presence and help,
and "yes, there is a clear mistake, I will make a ticket of this" has helped a lot. I cannot
imagine the situation where the key user would be unacquainted with the system,
equipped with the wrong motivation there to help you." Female, 54

“Key user's role as local support is really important. When you sit there and work, you
can just get up and go to ask the key user to come and show how something should be
done in the system.” Female, 52

"Key users are crucially important. I feel sorry for them as they have all their old tasks
to do among this. As the help and guidance are needed daily." Male, 50

In some functions, the key user nominations were not successful either because
the key users were not actually interested in the project or they did not have the
needed qualities such as want to help others.

“The selection of the key users is not always done right. Those who are good are really
great. It should come from the key user oneself that "Hey, I am interested in this. I want
to learn this and share the information with others." “ Female, 55

"If that kind of new system is taken to use and there are named key users who have
been trained for the job, there should be some kind of engagement to that so that they
will stay in that position for few years on." Male, 55

"The first key user was useless. The whole year was wasted because of this. The key
user should be interested in the matter, enthusiastic and positively train people and
notice their differences, etc. The key user should have long experience on the job as it
gives a better perspective to the system and needs towards it." Female, 41

“Key user cannot be part of the negative discussion - key user needs to stay focused,
supportive and try to find solutions to those shared problems..” Female, 52

The manager has also had an important role as a supporter but also as a spokes-
person for one’s employees. There have been differences between the amount of
manager’s participation in the project, but the overall feeling of being supported
was strong among the interviewees.

“The manager tried hard to motivate us. It had an effect on me." Female, 61

"The manager knows what is going on and informs in a way that is positive but still
realistic." Male, 31

“My manager has been quite positive, supportive and enabled everything we need.”
Male, 58



70

"Managers have an important role. First of all managers needs to know where things
are going and secondly, they need to take matters further when needed." Female, 54

“Manager is needed as he has the noteworthiness and has an opportunity to take these
matters to other parts of the organization like "we do it like this" and "we have noticed
that this policy works well." If we had not had him, there would not be an opportunity
to do this, and then we would be just puppets again.” Male, 49

In some cases, the manager’s role was seen too little, and the employees felt that
they had been left alone in a difficult situation. Sometimes the manager did not
have a significant role at all, and sometimes the manager did not know the status
of the project. It was recognized that the manager’s involvement had much to do
with one’s own managing style beyond this exact project. In the worst case, the
interviewee felt that the system was thrown to the users and the message was to
try to manage with it. Also, upper levels of management’s actions have had rele-
vance in end users’ behavior.

"I would have needed a sort of robustness from the management when it was revealed
that the system was a complete draft when it was implemented in our function as the
manager has certain contacts to the project organization and opportunity to fasten up
these changes. The manager could have insisted on fixing these things as now these
problems take a major part of our working time. I believe that we could have got more
strength to get these problems solved faster." Male, 50

“I think that there would have needed better communication between the team and
the manager and we could have made some of the decisions together, such as what
tasks we are going to take care of in the future. More conversation type of communi-
cation.” Male, 26

“Manager needs to represent the employees to the project organization. This has been
difficult as managers don't often really understand the problems and the usage of the
system. This is why the discussion between the manager and the key user are highly
important!” Female, 44

“It was clear that their goal was just to get this done. There were few filtering layers in
between, and when the message left from here that this is not working or this needs to
be fixed, nothing happened - they just told that don't whine there. If this size of a group
works hard with this size of a change and they say that stop whining, it really eats the
motivation." Male, 59

One highly emotive issue was the manager’s response to employee’s change
repellent behavior that has appeared to some extent. There did come up multiple
cases in the interviews where the interviewees felt resentment and even bitter-
ness after the change repellent persons were let to refuse using the new system,
the tasks were transferred to someone else, or there was turned a blind eye on
the change repellent person leaving tasks undone. These actions were seen as a
trigger to discord among employees.

“It feels bad and causes inequality.” Female, 61
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"There is also inequality in the organization as some people are allowed to do that
others don't. The manager should be robust in this kind of situations." Female, 44

"I think that the last word is manager's and manager should talk with the person and
even with the whole team to go common rules through" Female, 25

" Manager loses a bit of one's own authority and also favours certain employees by
accepting this kind of behavior." Female, 55

6.2.6 Training as a way to influence

The training was another main way for the organization to influence user behav-
ior. In this case, the interviewees had gone through different kinds of training.
Most of them had gone through process training and user training before the im-
plementation. One interviewee did not recall participating in any training. Also,
key users had their own training before they trained the end users in their own
units. There was given one opinion concerning the key user training which con-
cerned the difference between reality and the picture that was given in the train-
ing. This made the end user training more difficult as there was problematic to
separate the reality and functions that would come in the future.

"The future picture was painted for us first, and later on we found out what was the
reality. There was a huge contradiction between them. And later on, when we started
to train the end users, it was difficult to separate these future expectations and the real
circumstances at the moment we were going live. There was a huge gap." Key user, 44

The process training was kept first before the actual hands-on end-user training.
The participation happened via Skype, and they were kept for a large group of
participators at once. This was criticized as their focus was on the general level
and interviewees felt that it was hard to connect on the topic without having any
touchpoint to the system yet.

“Process training was kept too early. When people don't have any touchpoint to the
system yet, this kind of theoretical things is difficult to internalize.” Female, 54

“Process training didn't meet the reality. We had them before and after the implemen-
tation, and they did never come to our level.” Male, 49

“Skype-trainings are too complicated and includes quite a lot of things that don't con-
cern own work. ” Male, 55

"It should be done face-to-face so that people are concentrated to it rather than Skype
with headphones on and so that they are doing everything else at the same time. There
is the interactivity going on when you can notice that somebody does not understand
this thing and you decide to go deeper in that matter. In the face-to-face training, you
notice these things, but in Skype-trainings you cannot notice the response reaction. But
the Skype-trainings are good as they can be recorded and people can concentrate and
watch it again when they are doing the same thing by themselves." Key user, 41
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The end-user training did get positive feedback as most of them were kept in
small groups and by unit’s own key users. Many of the interviewees were inter-
ested to see the actual system and get finally to use it by themselves in the train-
ing event. It was said that the basic things were quite easy to understand and
learn during these sessions. Some of the training was kept for larger groups of
users, and those were experienced challenges. Also, the system’s incompleteness
caused trouble as it was not possible to use it in a proper way at the beginning
with.

"The best thing was to first time actually see the system and learn how it was supposed
to work in practice." Male, 31

"We have been privileged as we have got our close workmates in key user roles. Those
pieces of training have been compact sets for small groups where there have been di-
alogue, conversation and we even have challenged the key user a bit such as "could
this work differently" etc. It has been active thinking that you cannot say that it has
been pure training." Male, 26

"The training was good as things were considered from different points of view and
that way it was possible to notice what will work and what will not work. I was able
to influence those decisions when I noticed how something could be fixed." Male, 56

"There could always be more training, but our key user trained us and did it really
well." Male, 58

"The point is that key user should first assimilate the matter by first going it through
so many times that one understands it well. Otherwise, you cannot teach anyone else."
Female, 55

“Bigger training was useless as the matters were gone through too universally so that
it didn't have any use to the end user. It was also impossible to get your opinions heard
as the target group was so big.” Male, 26

“The training was okay, but the system did not yet work properly and there case some
changes in the middle of the training that made it confusing.” Female, 25

“There was too little training before the implementation, and the system was too in-
complete when we started to use it - it could not be trained!” Male, 50

Problems were caused by difficulties with employees’ roles and which tasks were
involved in them. In some unit, the roles were already changed before the actual
implementation but also in these cases there were found problems later on, and
the roles needed new reorganization. These situations caused uncertainty among
the interviewees, and it was difficult to know what kind of tasks were relevant
for a user to learn in a certain role. Also, sometimes the actual workflow was not
taken into consideration and this way the bigger entity was not understood.
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“When there comes this kind of changes in ERP's, the mirroring between organiza-
tional collaboration and things that are built in the ERP and the combining of the whole
process should be done quite nifty and fast." Fermale, 44

"The big picture was tried to be given but the management at the time was probably
not sure themselves either what was going to happen, how different functions should
be executed and this way there was no consensus about who was doing what actions
in the new system. I led to the situation where many users had to hold on to every
possible detail in the training as they did not know what they really should be learn-
ing." Male, 59

"It would be better to have the training planned based on the workflow from one end
to another to clear the big picture. Even though all of these functions would not have
been working, it could have been introduced where it would be going so that you
might have been able to direct your own work on that direction before the change"
Male, 50

Later on, the need for new training and go-throughs have been seen important
as there has been new development done all the time. Also, the key users - espe-
cially those who have just started their work, feel that the additional training
would help them with their duties. Interviewees highlighted that learning is still
an ongoing process and needs support from the organization.

“New training could be needed as many of the processes have changed.” Male, 59

"We should sit down together, it takes only 1-2 hours, and go the changes through
because the way to work is changed a bit and the original instructions that have been
printed are not valid anymore, and nobody has the time to find them." Male, 50

6.2.7 User’s own responsibility and social environment as a way to influence

The user also has one’s own responsibility in the implementation project. The
interviewees were of the same opinion that the user’s responsibility is to accept
the change, learn, use and report on problems. Everybody in the organization has
not filled these responsibilities. There is change resistance to some extent, and it
has caused negativity on the workplace as already mentioned earlier.

"To learn the system requires own output from every user." Male, 56

"User's responsibility is to be motivated to learn. Some have it, and some don't." Male,
31

The user needs to report on the problem and lift the cat on the table to take those mat-
ters forward. If you just settle for it that "this is what it is," it will never change.” Male,
49

"If you don't speak out, it is useless to groan about it later." Male, 56
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"l somehow sensed in the beginning that this could not turn out well as we all are
falling into that negativity. Just how are we going to take this to use when we are al-
ready happily convinced that this is not a good ERP?" Female, 54

“Those who do the change resistance are loud and clear on their opinion. Sometimes
processes stand because somebody in one of the production chain stages refuses to use
the system.” Male, 26

The overall atmosphere at the organization has been fine during the project. The
interviewees highlighted great team spirit in all units which have triggered
everybody’s own motivation. People try to help and support each other, and the
problems can be shared at the coffee table., In some cases, the interviewees felt
that the spirit was even better than before the project as team members had a
mutual problem to solve and fight with.

“We have a good atmosphere here towards changes. There have not been problems
with that.” Male, 56

“The atmosphere here is basically fine. We laugh to our new guys who are starting to
use the system that you are not going to make it, but it is just pure joking.” Female, 41

“Organizational attitude has been quite good.” Male, 55

“There has been a great spirit among people to learn to use the new system, and they
have really persevered through the process.” Female, 44

We think together how it would be the best way to execute something. We have de-
cided long ago that we will help each other in our team whatever new comes.” Male,
58

“Especially in the beginning, this change joined our unit and team together as we were
all in the same boat. As we all could not master the system and we all had problems
with it, it kind of unified us even more.” Female, 61

“Our team is loud and passioned, and sometimes it is necessary to get the negative
things out. We do help each other and support each other. We have a great team spirit.”
Female, 54

There were not noticed serious rumoring or bad talking on a wider scale. Of
course, the actual problems are discussed openly, and those have spread out over
the organization, but this was not seen as a significant factor in interviewee’s at-
titude or behavior. Actually, some of the interviewees noticed that it has im-
pacted only to those who were not yet using the system. On the contrary, it was
noticed that even though letting negative things out can purify the air; they might
also cause a snowball effect and release more negativity.

“The closer we got to the implementation date the more there was talking about how
the system really works and what problems have occurred. These talks affected me
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negatively as I have been in the organization only for a short time and I could not know
what was true and what was not." Female, 25

“People talk in the cafeteria over department boundaries. As everybody has some
problems in the background, they come out as more heavier than positive things." Male,
31

“If the user has difficulties in using the system, he should not bad mouth it to others,
especially those who don't even use it as it catches on to others too and makes other
fear the change before they are even part of it.” Male, 58

“In one way it is a good channel to take out frustration, but on the other hand it also
can get expanded when the same negative things are talked over and over again.” Fe-
male, 44

“The grapevine is quite fast when somebody tells about problems. Especially among
those who do not use it yet. And for them, it is the most harmful.” Male, 58

6.2.8 Other ways to influence

The organization and its culture did not have a significant role in influencing the
users according to interviewees. The organization was seen positively aiming to-
wards development and change in its operation, and the organizational culture
has modified to receivable in these situations even though some resistance is al-
ways part of the change. Still, as the organization is large and its history long,
some of the ways to do things were seen really stiff and outdated and changing
of those thinking models being really difficult.

“The organization wants to renew and develop and its mainly fine, but
accomplishments are sometimes missings. Things are not taken to the goal.” Female,
41

"I believe that we are in some way kind of an old fashioned organization so that people
are naturally a bit against all changes so that it is the overall opinion to all." Fernale, 54

“Overall organizational changes and others are difficult. It is hard for people. But on
the other hand, we have learned that when the order comes, then we just do it. It is the
principle.” Male, 58

Either the project organization does not have any significant role in influencing
the end users. The organization works quite independently and has not that
much of touchpoint straight to the end users. The project organization is seen as
a separate unit that might not have the best know-how in practice. These
presumptions make the project organization quite estranged among the inter-
viewees.

“The project organization didn't have enough touchpoint to the business - especially
in function level. It feels that the project organization is separate from the actual or-
ganization.” Male, 26
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"They want to do some update or change without realizing how it affects the process.
I can see, without being an expert, that there has been made mistakes by just deciding
that this block works like this without understanding how it affects elsewhere." Female,
54

The process of fixing problems of the system and offered IT support have an in-
fluence on the users. The main problem with the fixing process in interviewees
opinion was the slowness of it. Many of the interviewees also felt that the prom-
ised help was not received and the focus was moved to new roll-outs too early.
They felt that they were left to cope on their own. Even some kind of schedule
would ease users mind.

“Small fixes would help a lot. But they are now waiting in the line.” Male, 50

"Some of the things move forward quickly, and some are hatched there, and they will
maybe be fixed in some of the updates. It, of course, depends on the size of the mat-
ters." Male, 49

"Sometimes the whole thing might have changed, and when we get the update, it is
old already and needs a new change." Male, 26

“The problem fixing process is important, but when the requests are just moved on
over and over again, it discourages the mood.” Female, 52

“There will be resource shortage in this kind of project that is in the continual starting
phase. It means that we some are already using the system, and they face problems;
there should be two different teams where others solve these problems, and another
group is dealing with new starts.” Male, 58

"I can see that there would be a time for some kind of time-out here so that those poor
old people who already use the system could be taken even to some kind of content-
ment level before there are taken new people to join the misery." Female, 41

"The capital business is joining the implementation in summer, and they have their
own thoughts and requirements, and these are now obviously those things that are
prioritized so that our functionalities are left to wait. It means that all the changes and
renewals are not going to get done in that schedule that we would need and want.
Now we speak about the release that is coming in a year. One year is a long time to
wait. It frustrates." Female, 54

“People need to feel that they are heard and their problems are taken care of.” Female,
44

The externalized IT support was seen difficult as there are language problems
and the common understanding is difficult to achieve with people who are on
the other side of the World and who does not understand the business at all. An
interviewee brought up that the discussion with the IT support might take weeks
without having any solution for the problem and this builds up frustration
among the users.
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"Even though I have explained it as simply as possible with print screens and all, they
don't understand it." Key user (Female), 55

"Once they called me back, and I could not understand a word what they were saying."
Key user (Male), 55

One thing that was found useful and motivating before the implementation was
the introducing of pilot results. One of the interviewees told that the pilot results
made him feel more secure than before. The results gave an impression that the
system was possible to get in use also in their function. Also, the first roll-out was
complimented on how the change was sold to the end users. The interviewee told
that in the beginning everybody was excited to be the first ones even though there
were risks - they believed in it.

"The bigger managers said that this is a great opportunity to us. And even though
some of the program's people thought that we could not make the big bang start, the
decision making went close enough to the CEO, and the decision was made that we
are going to do that. It became a kind of honor to us." Male, 49

What was still missing during the whole implementation project was motivation
and encouragement. There came up even an idea of using non-financial incen-
tives that could be utilized as a spiriting tool that could involve people better to
the project.

"The organization could have involved us into this more positive and give the feeling
that we are privileged to be part of this new thing, but it was not presented to us in
that way." Female, 54

Another thing that came up from the interviews was the importance to have a
chance to be involved and the possibility to effect on things. Many of the inter-
viewees felt that they had a chance to be part of the implementation project and
especially those end-user training where the team together tried to figure out best
ways to handle certain tasks were seen important and useful. Those interviewees
who had not been involved in this kind of situations did mention that they would
have liked to discuss and brainstorm together with the key users and managers
issues concerning the new system and its use. There was also a general feeling
that the project organization was not interested in end-user needs. This was
caused by the beginning of the project where teams were collected to think how
certain processes should work and what functions were needed. In the result, the
presented ideas were not taken into consideration.

“We had people in the development team, and we had many meetings when the sys-
tem was designed but when the system came it was nothing like we had asked for. All
the things were rolled over.” Male, 49

"There has been no questions towards the users how this should be done according to
their work tasks" Male, 50
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"As we know the system and the business and those both are considered when doing
the development and thinking about how to do things. We all have the knowledge of
how we work in practice but how we are going to get it to bend into the system has
been the advantage here. And when it stays as a small group, everybody opinion is
heard and taken into consideration. It really gets through, and it can be even taken
further." Male, 26

There should be an interactive forum where are all the right people at the same time
so that decisions could be made at that moment.” Female, 52

"When there comes an update that changes the way we should work, we in our small
team including key user are gathered to a meeting room to think together how we
should proceed with it." Female, 25

There were also found a few other related changes that had an impact on end
users’ behavior. First, one that came strongly out from the interviews was the
increased workload that the system implementation, as well as the process
changes, had caused. The change had in some cases been extensive, and
employees have a hard time to cope in the new situation. The possible changes
also caused stress and uncertainty that reflect on user behavior.

"More tasks and same salary - it feels like the knot is tightening up all the time. But we
are used to it." Male, 56

“The thought of other changes in the company such as impact to the workforce causes
worry.” Female, 52

"There are people who cannot recover in a weekend. I have sleeping problems, and
this is time to time horrible. I feel desperate." Female, 41

"Hurry is something that kills the team spirit as well as all development." Female, 52
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7 DISCUSSION AND CONCLUSION

The aim of this research was to examine the role of individuals” emotions and
cognitions in organizational IT implementation by defining user behavior in
these situations, which way the behavior can be influenced and how successful
these ways are. The research focuses on finding different ways from both per-
spectives to influence user behavior in organizational IT implementation by
tirstly collecting already used ways from the research target organization and
then by gaining new suitable ways from the previous literature. In the result,
there will be a comprehensive list of different influencing ways that will be
measured with qualitative interviews in the target organization. This chapter in-
cludes a short summary of the research, implications for research and for practice
and also limitations and directions for future research.

7.1 Summary of the key findings

The research question was how individuals” emotions and cognitions in organi-
zational IT implementation could be influenced. To answer this question, one
large organizational information system implementation project was examined
by interviewing first several persons who had key roles in the project in prelimi-
nary interviews and later on interviewing actual end users in primary interviews.
Based on literature findings the interviews were build to collect used ways to
influence end users, end users’ experiences of these ways.

As introduced earlier, the end user’s behavior has interested researcher al-
ready for a long time, but in recent years the interest of business world has also
risen as change has become as the new “normal” in working environments. Or-
ganizations change, and this also means changes in information technology
which is an important part of the modern world’s work and its tools. One im-
portant realization has understood of user’s emotions influence on one’s behav-
ior alongside the more cognitive reactions. There were found multiple studies
also concerning the emotional side of user behavior as well as several established
research papers focusing more on pure thinking and cognitive behavior of users.
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In this research, there were selected six theories that represent the variation of
these focus areas.

The interviews were kept in the organization’s premises so that the partici-
pation of the interviewees was as effortless as possible. The selected technique
was theme interview in both preliminary and primary interviews. This choice
turned out to be successful as it gave freedom for the interviewee and the inter-
viewer to discuss without limitations of strict questions. The results of end-user
interviews were found to be mostly in-line with each-others and especially the
importance of the close support and informing of key user came up from each of
the end user interviews.

7.2 Implications for research

Different ways to influence end-users that were found from the literature were
used surprisingly widely also in the target organization’s implementation project.
It needs to be noticed that some of these ways were used more intentionally than
others. There were also added some new ways to the list that were important in
this project but were not mentioned at all or were partially involved with several
other ways. Next, the different ways to influence end-user behavior are gone
through by the same categorization that was used in the interviews. These cate-
gories are the system, organization, user and social environment. Later on, the
reactions and emotions are examined based on the behavioral development
model.

721 System-related ways to influence

System-related ways to influence user behavior that was found from literature
(table 9) were almost all used in the examined implementation project at least to
some extent. The social advantage, which was found from Rogers” diffusion of
innovation as part of relative advantage (Rogers 2003, 15-16), cannot be seen as
used way in this case as the system is mandatory for almost all of the employees
and mastering it will not give the advantage of that kind for the average user.
Obviously, the new system is meant to enhance job performance, which is al-
ready named in TAM as a significant factor (Davis, Bagozzi & Warshaw, 1989),
by being more efficient tool than the previous system has been. Also, in this case,
the new system was planned to have more modern functions and better system
openness than before. The usefulness of the system is especially emphasized in
the thinking-feeling model (Kim et al., 2007) but also brought up for example in
TAM (Davis, Bagozzi & Warshaw, 1989) as perceived usefulness and in UTAUT
as performance and effort expectancy (Venkatesh, 2003). Even though these
things were taken into consideration the incompleteness of the system at the time
of the implementation and even still has caused failing to meet users” expecta-
tions of the performance and needed effort.
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What came especially out from the end-user interviews was the disappoint-
ment because of the fact that their needs were not taken into consideration after
all despite the fact that they first were given a chance to figure out what was
needed. The main problem in this was the lack of responding and answers to the
questions why these suggestions were not executed and were they even consid-
ered in the first place. What could also be emphasized more is the emotional side
of the user. By this is meant gaining the pleasure of the use which was added to
the list of system related ways to influence from Kim'’s thinking-feeling model
(Kim et al., 2007). These things can be small details that make the usage more
pleasant or give for example peace of mind for the user. Example of this could be
for example capability of the system to find possible errors before user saves the
data which would ease the work of the user and also secure that follow-on tasks
can be performed without problems.

SYSTEM RELATED WAYS TO INFLUENCE

End-user inter-
Literature views

Factor Ways to influence Use and success
Enhancing job performance | The efficiency of the system -

Enhancing functional usefulness (+)

Maximizing utility of the system to the user (+)
The usefulness of the sys- Designing a system by focusing on the user's needs and de-
tem sires

Social advantage Not in use
Gained a relative ad- Conveniency of the system (-)
vantage Satisfaction for the system -
Degree of ease Easiness to understand and use +
Technical infrastructure System openness +

Offering structured default options or requirement of .
Defaults choice

Offering interactive and multimedia interfaces which en- +

hance user feelings
Pleasure Providing new services considering the emotional aspects -

- used but not succeeded (-) used but poorly succeeded (+) used and succeeded partly + used and succeeded
Table 9 system-related ways to influence user behavior

7.2.2 Organization-related ways to influence

The organization-related ways to influence user behavior (table 10) is the largest
area of the four categories. Most of these ways that were found in the literature
were used in the examined project, but there were also found quite many new
ones that were not at least specified in the literature as separate ways from the
others. In this case, the possibility to influence was one of these. It is partially
connected for example to system-related ways to influence, but in this research,
it is allocated under the organization-related ways as the organization is, after all,
the enabler of the influence. In the interviews, it was clear that end-users wished
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to have a possibility to express their opinions and to feel that their experiences
were valued during the implementation. Based on the interviews, these both
wishes were also fulfilled. Supportive actions for this were the possibility to in-
form about problems and development-needs after the implementation as well
as the surveys made by the project organization. To fully utilize this way of in-
fluencing the end-users, the earlier mentioned problems in the design phase
should have been prevented in the early stages of the implementation process.

One of the ways that were found in Rogers” diffusion of innovation was
organizational infrastructure that in its best supports the change (Rogers, 2003,
409-413). In this particular case, some of the organizational aspects from Rogers’
theory (2003, 409-413) were better to observe from the project organization point
of view as it has the decision-making power and the upper management of the
organization has a role as a supporter of the project organization during the im-
plementation stages. Of course, organization’s size and employees’ professional-
ity have worked as mainstays in the change project as employees in a large com-
pany are used to changes, they understand that changes are inevitable and
needed for the organization in order to succeed in business. The project organi-
zation, on the other hand, can help the change process with fluent decision-mak-
ing and by having enough resources to proceed with the project. It is important
that this kind of special organization has enough flexibility in its structure and
processes. In this research, there were some lacking found from the flexibility
from the end-user perspective as it was felt that some matters were either stuck
with certain persons or that they were drowned in the explicit divide between
functions.

Organizational culture and norms that were found from Dolan’s MIND-
SPACE as ways to influence user behavior from are also an important part of its
capability to change (Dolan et al., 2012). The end-user interviews revealed that
the norms of the organizations are strong and similar throughout the whole or-
ganization. Employees know what is expected, what is the standard of working
and what their colleagues expect from them. These norms are strengthened by
managers and supported by general communication. Reinforcing the norms
could be used more as a way to influence the end users, but in this organization,
it has not been that necessary as the situation has been good even before the im-
plementation project.

Another way to influence could also be some kind of rewards or incentives
that could preferably be symbolic rather than things with monetary value. This
way was not utilized in the examined project, but it could have brought possibil-
ities to motivate the end-users especially during the most challenging moments
of the implementation project. Still, some of the matters that were added under
incentives in the literature were noticed during the project. It was obvious that
managers and project leaders have the understanding that people tend to expe-
rience losses and negative outcomes stronger than positive gains. This was also
noticed by the end-users, and it was found that they were able to consider the
project beyond this and also find the good of it when needed.
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ORGANIZATION RELATED WAYS TO INFLUENCE

Literature

End-user inter-
views

Factor

Ways to influence

Use and success

Rewards / Incentives

The magnitude of the incentives Not in use
Timing of the incentives Not in use
Amount of change for the individual effects on the power of .
Not in use

the reward
The understanding of the tendency to overweight of small .

. Not in use
probabilities
The understanding the tendency for losses to loom larger than .

gains

Literature

End-user inter-
views

Factor

Ways to influence

Use and success

Organizations de-centralization in decision making *

High level of employees' professional knowledge and expertise +
De-formalization of the organization * )
At * +
Organizational infrastruc- Organizational slack of resources
ture Size of the company (the bigger, the better) +
Letting people know about desirable norms +
Relating norm to target people +
Norms of the organization | Reinforcing of the norms ()
Possibility to propose changes or fixes (+)
Possibility to influence Different types of surveys +
TRAINING / SUPPORT
End-user inter-
Literature views

Factor Ways to influence Use and success
Degree of ease Trialability of the system beforehand +
Training Training gives tools to learn to use the system (+)
Trainers and support from Key users selected by the business units by themselves (+)
close Key users are from the same level as the end users +

MANAGER
End-user inter-
Literature views

Factor

Ways to influence

Use and success

Organizational infrastruc-
ture

Leader's attitude toward change

(+)

Manager’s role

Manager's role as a communicator

Manager's role as a support and motivator

(+)

COMMUNICATION

Literature

End-user inter-
views

Factor

Ways to influence

Use and success

Salience for individual

Making stimulus novel, accessible and simple

(+)
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End-user inter-
Literature views
Factor Ways to influence Use and success
Getting people to make a pre-commitment +
Offering symbolic goals Not in use
Increasing costs of failure Not in use
Commitment Utilizing the reciprocity (desire for fairness) (+)
Emotional associations Emotional provoking (+)
Understanding that people view the world through attributions Not in use
Ego that tend to make one feel better about oneself
Pleasure Advertising the emotional aspects (for example peace of mind) (+)
Compatibility with the so- | Improving consistency with the existing values, norms, past ex- -
cial environment periences, and needs of potential adoption
Finding similarity of characteristics between the receiver and (+)
the messenger
Noticing possible automatic defense towards formal sources +
Observing overall feelings towards the messenger ()
The role of the messenger | Cognitive inconsistency
Openness The openness of the communication -

- used but not succeeded (-) used but poorly succeeded (+) used and succeeded partly + used and succeeded

*The organization in these certain ways are considered to be the project organization
Table 10 Organization-related ways to influence user behavior

Three main organization related ways to influence end-user behavior are training
and support, manager and communication. Training and support after the im-
plementation were named crucially important during the end-user interviews.
The training was not separately mentioned in the literature, but it was connected
with several other ways as an example. Still, as it has such a significant role for
end-users, it is handled as one influencing way as it is own. One thing that inter-
views highlighted was the possibility to see and try the system in the training
mode. Even though it didn’t always work as well as was planned, the training
and trialing gave an idea of the daily usage of the system. Those end-users who
had had successful training felt that it had a positive impact on their attitude to-
wards the new system and the whole implementation project. Those whose train-
ing did not succeed, for example, because it was kept so early in the whole pro-
cess that even the trainers did not yet have all the needed information, had op-
posite reactions. The training was said to make the end users more confused and
afraid of the change. Still, despite how the actual training was executed, the most
important influencer was the key users who worked as trainers and closest sup-
port for the end users. These key users were said to be the driving force during
the implementation. The fact that these key users are co-workers who know the
needs and challenges of their own working community made them invaluable.
In some cases, the key user selection was not successful, and this caused troubles
with the adoption of the system. This makes the key user role crucial part of suc-
ceeding in the implementation.
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Also, the manager’s role was seen as important, especially from the project
organization’s point of view. This importance of the manager’s attitude in the
process and one’s individual characteristics have been pointed out in Rogers’ dif-
tusion of innovation (Rogers, 2003, 409-413). In reality, those end-users” who had
manager’s that were committed to the implementation project felt that manager
role was effective, and those end-users” whose manager had left side from the
informative and motivational tasks did not see their role that important. On the
other hand, managers were hoped to stand up more for their employees and take
their concerns forward to the project organization. Without this kind of support,
the end-user felt like they were left alone with their problems. The communica-
tional role of the manager did not actualize in the way that was probably planned
in the project organization. Most of the end-user did not think that the manager
would have informed about the implementation project. The information came
through general communication channels or via key users. What makes it inter-
esting, is the fact that this role as a communicator was actually not even needed
by the end-users. The only thing that bothered some of the end-users was the
overall ignorance of the manager as it caused problems with daily managing.

This leads to communication in general. In the background, literature com-
municational aspects were mostly brought up in Dolan’s MINDSPACE theory
where communication was seen as one of the robust effects on behavior (Dolan
et al., 2012). Communication is one of the most visible ways to influence end-
users. This visibility easily causes thinking that the information, especially mar-
keting-like material, cannot be fully trusted. There were used several different
communication channels, and the e-mails were considered most important
among the key users according to end-users. Mostly the given information was
seen useful, but the amount of it was considered quite large. This means that it
was difficult to collect all the information that concerns the end-user individually
even though it gave the impression of a project organization to be open and trans-
parent. These e-mails were seen trustworthy but the marketing material in or-
ganizations intrasite not. This intrasite content had an actually negative impact
on end-users as they saw that the problems were bypassed and underrated which
caused annoyment and even hurt end-users’ feelings to some extent. This is again
a good example of a way that acts as a double-edged sword. The role of the mes-
sengers, which in this case are mostly the key users and manager, was successful.
The information came from close from a person who was well known, yet even
from a co-worker, that can be trusted and who is able to communicate it so that
all participants can understand the message. What could have been used to get
end-users more involved are ways concerning commitment such as symbolic
goals or pleading to an individual’s ego with marketing but their success is al-
ways depending on the current situation and type of employees. It came clear
that communicational ways have only limited possibilities to influence end users.
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7.2.3 User-related ways to influence

User-related ways to influence are listed in table 11. What came up during the
interviews was also the user’s own responsibility. There was clear shared opinion
that user has a responsibility to take care of one’s own work and if it means using
a new system, then the new system has to be learned and used as supposed to.
This responsibility is partly drawn by the norms and culture of the organization,
but part of it comes from the user oneself. The offered motivation, support, and
training will not work if the user is not receptive. This kind of change resistance
can occur, and there are tools to change that. In the interviews the most important
way to fight back, change resistance was mentioned to be the closest manager’s
support and activity.

Of course, there are things that can have an influence on behavior. For ex-
ample, earlier experience, which all the interviewees in this research had, can in-
fluence positively as the user already knows how to use different systems, what
it is like to learn new things and how easily one can adjust to new ways to work.
Similar factors were found almost on every background theory of this research,
for example, Self-efficacy from Compeau’s model that is applying social cogni-
tive theory for individual reactions to computing technology (Compeau & Hig-
gins, 1999), computer anxiety from emotion in TAM (Venkatesh, 2000) and pre-
vious experience that was one of three moderators in UTAUT (Venkatesh, 2003).
On the other hand, for example, computer anxiety can have a negative influence
on user behavior, but in this case, there were none that felt this way towards
computers.

USER RELATED WAYS TO INFLUENCE
End-user inter-
Literature views
Factor Ways to influence Use and success
Easiness to understand and +
use Earlier experience of different systems
Self-efficacy Computer anxiety
Every user has a responsibility to learn and use the new N

User responsibility system

- used but not succeeded (-) used but poorly succeeded (+) used and succeeded partly + used and succeeded

Table 11 User-related ways to influence

7.24 Social environment related ways to influence

One aspect of influencing end-users behavior is the social environment (table 12).
The background theories of this research have several factors that can be classi-
tied under the social environment and all of them were found in the target com-
pany’s implementation project. This environment is usually built over the years,
and it can be difficult to change. Still, it is important to observe and acknowledge
what is happening it the organization and understand what kind of impacts it
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has on the employees. In this case, the social environment is active, which means
that the employees are well interconnected with each other. This interconnected-
ness was also found from Rogers” diffusion of innovation as a part of organiza-
tional infrastructure that can positively affect the innovativeness of the organiza-
tion (Roger’s 2003, 409-413). This is a factor that can work in both ways, good and
bad. In good, the employees work as spokesmen and motivate each other, but in
the bad, the negative rumours and news will spread fast across the organization.
In the target organization, both ways were noticed, but still, the positive stance
was clear and also end-users had the ability to filter and assess these messages.

Also, similarities of attitudes and thinking among different groups of em-
ployees that was pointed out in Dolan’s MINDSPACE (Dolan et al., 2012) theory
was taken into consideration by the project organization. Still, for example, un-
derstanding the power of so-called descriptive norms have not been fully under-
stood as for example in some cases some individuals have got privileges after
refusing to use the new system. This kind of situations are favourable for others
to observe and follow as this behavior seems to give positive results even though
it is not in line with expectations of the project management. In the interviews,
besides the overall social environment, the end-user’'s own working team was
highlighted, and team spirit in it considered important to one’s own attitude and
feeling. This is why the atmosphere is added to the literature list.

SOCIAL ENVIRONMENT RELATED WAYS TO INFLUENCE

End-user inter-

Literature views
Factor Ways to influence Use and success
Organizational infrastructure The interconnectedness of the employees +
How others expect one to use the Making observations of the social influence in gen- .
system eral

Understanding that individual thinks the same way +
Ego for groups that one is identified in

Understanding that descriptive norms can backfire ()
Taking into account the lifting force of declarative
Norms of the organization norms

Atmosphere Team spirit +

- used but not succeeded (-) used but poorly succeeded (+) used and succeeded partly + used and succeeded
Table 12 Social environment-related ways to influence

7.2.5 Behavior development

When interviewees were asked about their attitude towards the upcoming
change, most of the interviewees saw the implementation project as an oppor-
tunity rather than a threat. Only one of the interviewees saw the change as a
threat. On the other hand, most of the interviewees felt that they had and will
have control during this process and only two felt that they lost the control at
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least to some extent. What was interesting to notice, the interviewee who saw the
change as a threat felt later on having high control during it. Then again those
who felt that they did not have the control saw the change as an opportunity.
When mirroring these results with different behavior constructs and their effect
on selecting adoption strategy, they coincide with the literature.

In figure 12 there is highlighted the most effecting constructs based on this
research. These were performance expectancy, facilitating conditions, intrinsic
motivation, and social influence that all are based on UTAUT (Venkatesh, 2003)
constructs and complemented with factors of other selected theories and frame-
works as well as findings from the empirical research. Performance expectancy
is seen highly affecting as the system itself had a great impact on end-users be-
havior in this research. This construct was associated in literature synthesis hav-
ing an effect on the user’s attitude on seeing the change either as an opportunity
or threat. Also, the organization’s effort to support the project succeeding was
found as one significant factor in user behavior. This construct, based on litera-
ture findings, has an effect mostly in user’s feeling of having control in the pro-
cess. A good example of positively influenced way is the key user’s whose role
was mentioned to be the most important support by the interviewees. Finally,
also the user’s own intrinsic motivation and also social influence was named im-
portant factors on user behavior. For example, the user’s own responsibility
found pleasure and social environment, in general, had an impact on end users.
These constructs can influence on both, opportunity and control, feelings. As said
at the beginning of the thesis, the modifiers based on UTAUT (Venkatesh, 2003)
are not taken into closer consideration in this research but the overall finding was
that gender, age or professional experience made no significant difference in the
users’ attitudes. The only thing that did have some impact was the experience of
using different systems and computers which all the interviewees had.

OPPORTUNITY / THREAT HIGH / LOW CONTROL
Performance Effort Facilitating )
. Self-efficacy
expectancy expectancy conditions

Personal
outcome
expectation

Intrinsic Social
motivation influence

Modifiers Gender Age Experience

Figure 12 The most effecting behavior constructs and adoption strategies
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As the emotional-focused model of adoption to technology by Stam & Stanton
(2010) and the four different adaptation strategies by Beaudry & Pinsonneault
(2015) together shows, the emotional reaction develops either approach behavior
or avoidance behavior (Stam & Stanton, 2010) and based on the user’s percep-
tions on whether the change is seen as an opportunity or threat and on their own
teeling of having a control over the change (Beaudry & Pinsonneault, 2015) they
will have promotion-focused or prevention-focused effects to the reaction. With
these findings, it is possible to conclude that mostly the effects to emotional reac-
tions have been promotion-focused (figure 13).

The actual feelings that end-user’s had before, during and after the imple-
mentation changed during the process to some extent, but the overall attitude
stayed promotion-focused during the implementation process. A possible expla-
nation for this can be cross changes in the opportunity and control feelings so
that neither one has been more positive than the other. For example, in the begin-
ning, most of the interviewees saw the change as an opportunity but while the
process moved on and implementation time was near, the feeling of having a
control lowered down. After the actual implementation, the end-user’s own
know-how started to grow and this way the feeling of control started to come
back while on the other hand, first possible disappointments with the system not
to completely meeting one’s own expectations lowered the system’s image as an
opportunity. Also, the cognitive side of behavior has an important role as end-
users do understand that the change comes whether they like it or not and also
that it is important to develop to succeed in business in general. Still, as was said
in the interviews, after the implementation project is over and system in daily
use, these emotions will moderate and use become more routinized.

APPROACH BEHAVIOR
BeNEFITs (12
MAXIMIZING
Promotion-focused effects
to emotional reaction
serrs Q@
SATISFYING

AVOIDANCE BEHAVIOR

HIGH CONTROL DISTURBANCE

HANDLING
THREAT Prevention-focused effects

to emotional reaction

LOW CONTROL

SELF
THREAT PRESERVATION

Figure 13 Behaviour development based on research results
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7.3 Implications for practice

By these previous results of the research, it is inevitable that end-users emotions
and cognition can be influenced by the organization in multiple different ways.
Based on these results, there are certain ways to influence on end-user behavior
in organizational IT implementation projects that are especially crucial to take
into consideration:

e Offering the best possible conditions for the end-users to manage
through the implementation project should be the priority of the or-
ganization. This includes the system itself, its functions, IT infra-
structure, the implementation project management, training, etc.

e Having help and support close-by with easy access is necessary to
succeed in the implementation. Use of talented and enthusiastic key
users and utilizing the manager’s position as a leader but also as a
spokesman for the team is great ways to influence end-users.

e End-users are a great resource of knowledge when defining needs
and desires for the new system. This resource needs to be used
wisely, and the generated proposals handled with honour even
though some of them cannot be executed in the final system.

e The social environment needs to be seen as the strong influencer on
its members. Even though the social environment is difficult to
change, it should be at least monitored and preferably shaped with
tools such as improvement of social interconnectedness, enforce-
ment of the organizational norms or enhancing the existing team
spirit.

e Communication is a powerful tool, that can act as a double-edged
sword. It is important to hold on the truth but still find ways to mo-
tivate the end-users and market the new system.

e Using new innovative ways to influence the end-users in both, emo-
tional and cognitive ways, can have a great impact — for example,
ways to enhance end-users’ commitment to the change such as the
use of symbolic incentives.

7.4 Limitations and directions for future research

Limitations of this research are the individuality of this exact implementation
project, interviews as a method and rather a concise sampling of interviewees
even though they were selected from three different business units which were
under the same business line. The individuality of the examined project makes it
difficult to validate the results of the research by their own, but on the other hand,
the results build up a good general picture together with the literature findings
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that make it possible firstly to collect those ways to influence end-user behavior
that are most likely common for all organizational IT implementation project in
organizations and secondly to find practical implications to provide tools for or-
ganization leaders, IT implementation project members and also other stakehold-
ers that are involved. Interview as a method gives a deeper perspective on end-
users thinking, and it is a good way to examine this kind of phenomenon, but it
is always difficult to maintain neutrality as an interviewer and also with the ob-
servation stage. These both are tried to be avoided with good planning and pre-
paring but they might occur, and this needs to be taken into consideration. Also,
the fact that all the interviewees were from the same organization, mainly from
quite similar office tasks and use of the system can be taken as a limitation but it
needs to be recognized that for this level of research larger sampling would have
been impossible because of the timeframe and because of that it was a better
choice to focus on exact business area and get wider participation from there.

Future research should first of all focus more on exact constructs of user
behavior, and this way get a more comprehensive view on possible ways to in-
fluence user behavior. On the other hand, also a wider view of the literature could
give interesting findings on the subject, for example, by reaching out more to the
psychology field of research. Further empirical research would be recommended
to give a deeper insight into ways to influence user behavior. When focusing
more on the organizational aspect of user behavior, an interesting view would be
studying how these different constructs and their impact differ across organiza-
tions and also across cultural boundaries. Thirdly one focus point for future re-
search should be the individual characters, possible previous experience and
other related circumstances that strongly effects on the behavior and also ac-
ceptance of the end user. Especially the end user perspective is relatively new as
on previous research the individuality of the user has been treated as one factor
in the process rather than a viewpoint for the whole research. Fourthly research
is required to study how the emotions and cognitions change in different phases
of the implementation process, how does the interplay between approach and
avoidance behavior occur and which factors and constructs have the most impact
on different phases of the process to this behavior.



92

LIST OF REFERENCES

Aladwani, A. (2001). Change management strategies for successful ERP imple-
mentation. Business Process Management Journal, 7(3), 266-275.

Beaudry, A. & Pinsonneault, A. (2005). Understanding user responses to infor-
mation technology: A coping model of user adaptation. MIS Quarterly, ,
493-524.

Beaudry, A. & Pinsonneault, A. (2010). The other side of acceptance : Studying
the direct and indirect effects of emotions on information technology use.
Management Information Systems : Mis Quarterly, 34(4), 689-710.

Brockner, J. & Higgings, E. T. (2001). Regulatory focus theory: Implications for
the study of emotions at work. Organizational Behavior and Human Decision
Processes, 86(1), 35-66.

Choi, J., Sung, S., Lee, K. & Cho, D. (2011). Balancing cognition and emotion: In-
novation implementation as a function of cognitive appraisal and emo-
tional reactions toward innovation. Journal of Organizational Behavior, 32(1),
107-124.

Compeau, D., Higgins, C. & Hulff, S. (1999). Social cognitive theory and individ-
ual reactions to computing technology: A longitudinal study. MIS Quar-
terly, 23(2), 145-158.

Damanpour, F. & Schneider, M. (2006). Phases of the adoption of innovation in
organizations: Effects of environment, organization and top managers 1.
British Journal of Management, 17(3), 215-236.

Davis, F. D. (1985). A technology acceptance model for empirically testing new end-
user information systems: Theory and results. Massachusetts Institute of Tech-
nology.

Davis, F., Bagozzi, R. & Warshaw, P. (1989). User acceptance of computer tech-
nology: A comparison of two theoretical models. Management Science, 35(8),
982-1003.

Dewett, T., Whittier, N. & Williams, S. (2007). Internal diffusion: The conceptu-
alizing innovation implementation. Competitiveness Review: An International
Business Journal, 17(1/2), 8-25.

Dillon, A. & Morris, M. (1996). User acceptance of new information technology:
Theories and models. Annual review of information science and technology ()
Medford, NJ: Information Today.



93

Dolan, P., Hallsworth, M., Halpern, D., King, D., Metcalfe, R. & Vlaev, 1. (2012).
Influencing behaviour: The mindspace way. Journal of Economic Psychology,
33(1), 264-277.

Dolan, R. (2002). Emotion, cognition, and behavior. Science, 298(5596), 1191.

Eskola, J. & Suoranta, J. (1998). Johdatus laadulliseen tutkimukseen. Tampere:
Vastapaino.

Gill, R. (2002). Change management--or change leadership? Journal of Change
Management, 3(4), 307-318.

Hart, C. (2018). Doing a literature review (2nd edition). Los Angeles ; London ;
New Delhi ; Singapore ; Washington DC ; Melbourne: SAGE.

Hirsjarvi, S. & Hurme, H. (2008). Tutkimushaastattelu : Teemahaastattelun teoria ja
kaytinto. Helsinki: Gaudeamus Helsinki University Press.

Hirsjarvi, S., Remes, P. & Sajavaara, P. (2007). Tutki ja kirjoita (13. osin uud. lai-
tos). Helsinki: Tammi.

Iveroth, E. (2016). Strategies for leading IT-enabled change. Strategy &Amp;
Leadership, 22(2)

Kim, H., Chan, H. & Chan, Y. (2007). A balanced thinking-feelings model of
information systems continuance. International Journal of Human-Computer
Studies, 65(6), 511-525.

Klein, K. & Sorra, J. (1996). The challenge of innovation implementation. Acad-
emy of Management Review, 21(4), 1055-1080.

Kvale, S. (1996). Interviews : An introduction to qualitative research interviewing.
Thousand Oaks, CA: Sage.

Lapointe, L. (2007). A triple take on information system implementation. Organ-
ization Science, 18(1), 89.

Lazarus, R. S. (1991). Cognition and motivation in emotion. American psycholo-
gist, 46(4), 352.

Lazarus, R. & Folkman, S. (1984). Stress, appraisal, and coping. New York:
Springer.

Mason, R. & Mitroff, I. (1973). A program for research on management infor-
mation systems. Management Science, 19(5), 475-487.



94

Murthy, C. (2007). Change management (1st ed). Mumbai India: Himalaya Pub.
House Pvt. Ltd.

Myers, M. D. & Newman, M. (2007). The qualitative interview in IS research:
Examining the craft. Information and Organization, 17(1), 2-26.

Okoli, C. & Schabram, K. (2010). A guide to conducting a systematic literature
review of information systems research. SSRN Electronic Journal,

Oliveira, T. & Martins, M. F. (2011). Literature review of information technology
adoption models at firm level. Electronic Journal of Information Systems Evalu-
ation, 14(1), 110.

Paton, R. A. & McCalman, J. (2008). Change management: A guide to effective imple-
mentation Sage.

Pult, S. & Manwani, S. (2014). Towards a framework for managing IT-enabled
change, sourcing and governance. European Conference on Management, Lead-
ership & Governance, , 228-236.

Rogers, E. M. (2003). Diffusion of innovations (5. ed., Free Press trade paperback
ed.). New York: Free Press.

Stake, R. E. (2010). Qualitative research : Studying how things work. New York:
Guilford Press.

Stam, K. R. & Stanton, J. M. (2010). Events, emotions, and technology: Examin-
ing acceptance of workplace technology changes. Information Technology &
People, 23(1), 23-53.

Stein, M., Newell, S., Wagner, E. L. & Galliers, R. D. (2015). Coping with infor-
mation technology: Mixed emotions, vacillation and non-conforming use
patterns. Mis Quarterly, 39(2)

Taylor, S. & Todd, P. (1995a). Decomposition and crossover effects in the theory
of planned behavior: A study of consumer adoption intentions. International
Journal of Research in Marketing, 12(2), 137-155.

Taylor, S. & Todd, P. A. (1995b). Understanding information technology usage:
A test of competing models. Information Systems Research, 6(2), 144-176.

Templier, M. & Paré, G. (2015). A framework for guiding and evaluating litera-
ture reviews. Communications of the Association for Information Systems, 37

Thiiring, M. & Mahlke, S. (2007). Usability, aesthetics and emotions in human-
technology interaction. International Journal of Psychology, 42(4), 253-264.



95

Torraco, R. J. (2005). Writing integrative literature reviews: Guidelines and ex-
amples. Human Resource Development Review, 4(3), 356-367.

Van de Ven, A., Angle, H. & Poole, M. (2000). Research on the management of inno-
vation: The Minnesota studies. Oxford University Press on Demand.

Van der Heijden, H. (2004). User acceptance of hedonic information systems.
MIS Quarterly, 28(4), 695-704.

Venkatesh, V. (2000). Determinants of perceived ease of use: Integrating control,
intrinsic motivation, and emotion into the technology acceptance model. In-
formation Systems Research, 11(4), 342-365.

Venkatesh, V., Morris, M., Davis, G. & Davis, F. (2003). User acceptance of infor-
mation technology: Toward a unified view. MIS Quarterly, 27(3), 425-478.

Zhang, P. (2013). The affective response model: A theoretical framework of af-
fective concepts and their relationships in the ICT context. MIS Quarterly,
37(1), 247-274.



96

APPENDIX 1 END USER INTERVIEWS

0. INTRODUCTION
- First,  would like to go through the subject of this research

User’s and their behavior has been studied a lot in the information
systems science.

In past years, the role of the user’s affective side has been empha-
sized and it among the cognitive side builds up the basis of user
behavior.

At this point, I will show you one figure that sums this thought up
really well.

» So, there is this cognitive side, that can be roughly seen as
pure thinking and more of rational reasons why the user
behaves in a certain manner

= There is also the affective side, that is more emotional and
means all the feelings that user experiences.

In this kind of implementation project, the organization wants to
influence the end users in different ways to succeed in the project.
These different ways can concern either one of this side or even
both.

The idea of this interview is first to get to know you as a user, then
go through the different phases of the implementation project and
your feelings and thoughts during them and finally collect those
ways that are used to influence you and how you have felt about
them.

- Do you have any questions at this point or do we move on to the inter-

view?

- There are a few common matters that I would like to through now before
I start asking the questions:
o The interview is done anonymously, and the answers are handled

in the research so that they cannot be targeted to any particular in-
terviewee

If there is a question that you do not want to answer or if you feel
that you want to quit the interview, just feel free to say so.

I hope it is fine that I will record this interview? It helps me to
concentrate better on this discussion if I don’t have to write every-
thing down.

**TURN RECORDING ON**
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1. BACKGROUND INFORMATION (15 min)
First, we will start with background questions concerning you.

What is your age in years?

(Gender)

What is your educational background?

How long have you worked in the target organization?
What is your work title at this moment?

What kind of tasks does it include?

SN e

Do you have a separate role in this implementation project?

How much do you use this new system on a daily basis?

In what kind of tasks do you use the system for?

10. How much has this project, including the actual implementation of the
system and all other related changes for example in ways of working,
changed your daily working? You can use a scale from one to five where
one is “not at all” and five “significantly.” Why did you end up to this
number?

0o N

Then a few questions about your own relationship with computers and infor-
mation technology:
1. Inoverall, do you like information technology?
2. Isit part of your hobbies somehow?
3. Do you use information technology in your free time?
a. If you do, do you use it daily, weekly or less frequently?
b. In what do you use it for?
4. Are you interested in new innovations of information technology?
5. Do you feel that it is easy for you to learn new systems or is it difficult
for you?
a. Why do you think that it is easy / difficult?

2. THOUGHTS AND EMOTIONS IN DIFFERENT PHASES OF THE IMPLE-
MENTATION

The second part of the interview concerns the actual implementation process. I
am especially interested in about your feelings and thoughts in different phases
of this project and reasons for them.

At first, we will go back in time to that moment when you first time heard
about the upcoming change.
1. Do you remember when it was?
2. Where did the information come from?
3. How did you feel and what did you think?
4. Did you see it as an opportunity or a threat?
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If you look back to the time just before the actual implementation...
1. When was it?
2. What kind of things had happened before that in the project (informing,
training, etc.)?
3. How did you feel and what did you think?
4. Did you feel that you had the control over your own part of the change?

Let’s move to that moment when the system was just implemented.
1. When was the implementation done?
2. Did your feelings or thoughts change after the implementation? Why?

3. WAYS TO INFLUENCE
In the third part of the interview, we will go through different ways that are used
to influence your behavior as a user in this project.

First going through those that are already coming up previously on the first or second
part of the interview:
1. You previously mentioned *** which is one way to influence.

a. How was it executed? / What was it like?

How did it make you feel? Why?

What was good and what was bad about it?

Did it change your behavior or thinking somehow? Why?

How could it be better for you as a way to influence your behav-
ior?

© oo T

Moving on with mirroring technique and trying to find ways into all four categories
(organization, system, user and social environment):

2. What other ways were used?

a. How was it executed? / What was it like?

How did it make you feel? Why?
What was good and what was bad about it?
Did it change your behavior or thinking somehow? Why?
How could it be better for you as a way to influence your behav-

© oo T

ior?

I If / When needed, the figure of four categories is shown to the interviewee to help think-
ing of different ways and to guide the discussion.

3. Are there any other ways that were not used but which would have had
a significant influence on you?
a. How would it be executed? What would it be like?
b. How would it influence you?



