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ABSTRACT

This thesis will investigate the resistance
factors associated with the use of computers in
automation.

Primary and secondary research has shown that
high level employees and low level employees resist
the use of computers in their work milieu. By
studying the use of Electronic Mail, it has been
shown that those employees who rank themselves as
upper management resist using the computer resources
available to them and those employees who rank
themselves as lower management also demonstrate
resistance. Those employees who rank themselves as
middle management do not demonstrate such
resistances.

This investigation, and the research that has
preceded it, has indicated that the reasons for such
resistance are different for each group. In the
case of the upper management group the resistances
were attributable to factors such as: 1) the
relative age/maturity of the individuals is such
that the group does not have the experience

with computer applications that younger employees



have, 2) analytical and communications applications
of computer systems are typically performed by lower
level managers who assemble data and information for
senior management to review as part of the business
decision process, 3) some upper level managers do
not believe that it is in their range of
responsibilities to type their own memos, and 4)
some upper level managers do not know how to type.

In the case of the lower level employees
(secretaries and clerks) the resistance factors were
attributable to factors such as: 1) fear of the new
technology in that the end user might demonstrate
inability to comprehend and use the system, 2) job
security is reduced, 3) the daily routine becomes
disruptive, and 4) current social relationships must
change.

Although there are several other reasons for
resistance, the common denominator is the factors
associated with resistance to change. In that
regard, while the research has shown that the
successful implementation of such systems requires
top down management support and that adapting to new
technologies may lead to advancement opportunities

in the secretarial ranks, both groups resist the



technology.

Primary research was conducted by a survey
in which employees of the Monsanto Chemical Company
participated. The data which was produced indicated
no significant correlation between the resistance
factors of high and low level employees to
Electronic Mail. Thus, the hypothesis has been

rejected.
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Preface

Over the past several years computers and computer
applications have moved out of the financial management
department and into the offices of nearly every
employee in the contemporary business organization.
More and more business applications are being designed
for routine computer tasks. Traditionally, these
designs have taken the form of popular spread sheets,
data bases, word processing programs and a very long
list of ancillary support tools which, when applied in
today's business environment, provide the contemporary
business practitioner with resources designed to
increase efficiency and productivity, save time and
money, increase the accuracy of planning efforts, and
streamline communications. This thesis will focus on
the application of computers in the area of streamlined
communications through the use of Electronic Mail (E-
Mail).

Casual and unstructured observations in a business
setting have shown resistance by some and acceptance of
others to the computer and it's applications. More
specifically, the observer's own department head
(senior management) resists the use of the computer
while, in general, the next lower level management

group generally seems eager for the newest, the best
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and the most sophisticated hardware devices and
software programs. The department head uses his
computer only to the extent of sehding an E-Mail
message (normally as a response to a message he has
received from time to time) and his immediate boss
never even turns his computer on.

It has also been observed that when there has been
a change in the secretary's computer/word processing
system, there is resistance to the change. Such
resistance has been demonstrated by verbal complaints,
anger, increased reliance on the "help desk" and
temporary increases in "down time". These
circumstances became painfully obvious when all of the
offices were converted to on-line/automated word
processing systems which left conventional typewriters
behind forever. Several years later, when a newer word
processing system was installed as the cornerstone of
the Local Area Network, the secretaries showed renewed
resistance by "acting out" in the same way as before.
Their new stand alone, networked, Personal Computers
(PC's) were greeted with renewed resistance.

Observation has demonstrated that resistance to
use computers is evident at high levels and low levels
of management while the employees in the middle
management group are eager to adapt the technology.

This paper will investigate whether or not resistance



to E-Mail (as a surrogate for contemporary office
automation) is predictable in high and low level
management groups and, if so, what are the factors

causing the resistance.
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Chapter I
INTRODUCTION

According to Gerrity and Rockert (25-34), after
its early (ca. 1955-1964) accounting and clerical
applications in the early stages of development, the
use of information technology expanded between 1965-
1974 to include direct support of many operational
functions in the firm (e.g., manufacturing control and
order entry). From 1975 on, relevant technology has
been available for staff and managerial needs. While

technology in earlier periods served paperwork or data

processing needs of accountants, end user capabilities
are now focusing on information, problem solving, and
the communication needs of business personnel.

Unfortunately, in spite of the critical importance
of end user computing, the appropriate method for
managing it has not yet been developed in many
companies. Although the benefits and potential
benefits have been widely publicized, end users are
often stuck with management techniques and processes
developed during the early stages of development of
computer applications (Gerrity and Rockert 25-34).

The "office of the future", according to Pava (1-
12), has become the buzz phrase of scholars,

consultants and entrepreneurs. Advertisements,



periodicals, and seminars pronounce new office systems
and related equipment as the "incarnation of tomorrow's
efficiency today." Yet, unfortunately, many issues
that are crucial to the successful implementation of
these new office systems and equipment are neglected.
The enthusiasm for the new technology hides the concern
for the necessary organizational learning and changes
needed to make the new office systems most beneficial
to the business enterprise. It is clear that the
responsibility to confront and resolve the issues
creates a challenge which initially rests with
management, not with the promoters and experts in the
technology. The challenge posed to management by the
new office technology, such as E-Mail, requires both
learning and change that is sufficient to reap the
benefits from the new tools.

Ordinarily, organizational restructuring and
cultural change are not discussed explicitly in
conjunction with new office technology. Yet, too
often, as Pava reports, the emphasis is restricted to
the training of operators and the enhancement of
pProcedures. Operator skill is undeniably necessary for
the operation of the systems, and procedural guidelines
are important to formatting data so that they can be
used and transmitted. But the heavy emphasis on these

levels of learning and change has given rise to a need



for user training which includes programs with self-
teaching modules and dial-up phone services for user
support. To minimize the need for procedural learning
there is renewed emphasis upon specialized software
packages aimed at narrow markets, an idea that closes
the gap between traditional work routines and learning
the way new programs work. However, it is extremely
important that the learning does not stop with the "how
to" effort. Substantial learning and change must occur
throughout the organization in order for the new
capabilities of advanced office systems and equipment
to be translated into tangible benefits. When
management fails to demand the necessary organizational
learning and change, even the most sophisticated
organizations will be unable to realize the potentially

substantial benefits (Pava 1-12).
E-Mail Defined

E-Mail is not a technology in and of itself. It
is a combination of software and hardware which is used
for communications. E-mail software provides the
ability to transmit and receive messages by an end user
via a computer terminal. It is useless without the
necessary hardware to create, receive, and transmit the
messages. Thus, it is difficult to isolate software

and hardware from the overall understanding of message



creation and transmission options. Since this paper is
not intended to be a technical analysis of the workings
of E-Mail, no effort will be made to describe these
complex issues. Instead, it will be sufficient to
provide appropriate information as to the use and
application of the systems which will provide enough
background and working knowledge for the reader.

E-mail has become an entirely new way of sharing
documents, graphics, and information. Spurred by the
growth of end user computing, data communications, and
application software standardization, E-Mail has
shifted from a stand alone resource used by small
groups to an important technology for information
processing, resource sharing, and group coordination.
Through E-Mail, and the applications integrated with
it, end users can adopt a new style of direct
communications with one another. For example, managers
can gain extraordinary tools for referencing and
recalling information and their subordinates can find
many new ways of receiving and transmitting data and
information throughout their organization. These
developments, when applied wisely, can be the
cornerstone of increased personal and departmental
productivity. (Datapro Research 1989)

E-Mail, in its broadest sense, encompasses all

types of electronic messaging. It includes facsimile



transmission (Fax), telex (TWX), mailgrams, computer
conferencing, and voice mail (including everything
petween a simple answering machine to a state-of-the-
art mainframe computer-based speech exchange network)
transmission. Recently, E-Mail has been used more
narrowly to describe messages transmitted between users
of networked computers and is now being hailed as an
important "enabling technology" for office
communications. As E-Mail becomes increasingly more
integrated with other office automation tools, it
becomes easier (and more cost effective) to add value
to information quickly and route it, in any form, to
virtually any subscriber. Datapro Research, 1989)
E-Mail technology depends on two fundamental
hardware components: a terminal and a communications
network. Work stations can be either smart (containing
a processor and capable of executing software -- such
as a microcomputer), or dumb (without a processor and
requiring a connection to a smart resource -- such as a
mainframe, minicomputer or a microcomputer where the E-

Mail software is applied) (Datapro Research 1989).

E-Majil and Traditional Information Delivery

The telephone is a poor substitute for E-Mail. It
is an unreliable (there is seldom a guarantee that the

person for whom a message is intended will be available



to receive the call) means of delivering high-priority
messages and it is not concrete enough to consummate
many business transactions since there is never a hard
copy document produced. It is impossible to document
verbal conversations precisely unless the conversations
are recorded.

The postal service may have been the most
significant reason E-Mail technology was developed.
Based on the adage that "need is the mother of
invention," general and long term dissatisfaction with
slow, and often unreliable, mail service brought forth
the new technology. E-Mail growth has been driven by
the emerging need for instant delivery of information
which was unavailable through traditional postal
services. (Datapro Research 1989)

Courier services, whether local, regional or
national, are, and always will be, very expensive,
impractical to use on a regular basis and, unless hand
delivered locally, no faster than overnight delivery.

Intracompany mail can sometimes be very
aggravating and provide information delivery
bottlenecks. Internal systems, laden with rigid
distribution and pick-up schedules, high personnel
turnover, and vulnerability to holiday and other work
schedule anomalies, tend to make this alternative less

desirable when considering streamlined information



transmission options.

In order for the system to be useful, there must
pbe a substantial percentage of the members of the
organization who subscribe to it and use it (it's not
enough to subscribe, E-Mail must be used in order for
it to be of value). If the number of subscribers and
users are low, there will be little value realized. It
is likely that deep frustration wi%l be experienced by
both subscriber and non-subscriber when either group
tries to communicate with the other, not to mention the
managers who had to agree to the expenditure prior to
installation of the system.

Many people can use a telephone and mail a letter.
Not everyone can use E-Mail. The (efficient and
productive) use of computers and computer networks
requires training and such training carries with it
certain costs and significant time and emotional
investments. It is clearly less expensive to use a
telephone or mail a letter than it is to buy, install,
learn to use and pay the associated fees (line charges,
for example) that are intrinsic to computer networking.
Also, a commitment to E-Mail also puts the end user in
a position of being vulnerable to certain security
risks related to a lack of privacy and a lack of
control over the end user's data and information when

compared to the more traditional methods of



communication. (Datapro Research 1989)

Caswell (1988) states that when further compared
to more traditional communications options, E-Mail
compresses the "event cycle" to between 1 to 2 hours
from at least 24 hours (or more) for public mail
systems and many couriers. E-Mail is closely
associated with the telephone and physical mail
systems, except messages are sent at the speed of light
through the computer network in the exact form and
structure desired. If the right E-Mail application is
chosen, the value can be dramatic; that is, the benefit
of decreased transmission time has-.-both value-added and
cost-displacement benefits for many organizations.

E-Mail offers more than just the direct benefits
of improving the speed and regularity of transmitting
information. For example, E-Mail reduces "telephone
tag" (as long as the user checks the "mailbox"
regularly), improves the productivity gains claimed by
users of personal computers and other office automation
systems (no "hard" dollars are saved unless there are
manpower reductions -- the benefit is in the freeing up
of the end user's time so that productive work can be
accomplished), and improves communications --
especially when time zone differences make traditional
telephone communications difficult (this benefit

increases as the multi-regional, multi-national or



international structure of the organization changes).
E- Mail also improves the span of control over the
activities of subordinates (managers gain insight as to
the many separate communications that occur during
business cycles), improves knowledge of peer activities
(end users gain insight into each other's areas of work
without having to hold lengthy debriefing sessions),
improves group interaction and decision making (one
company noted a twenty-three percent improvement in the
productivity of their management and professional
staff), and allows fewer interruptions and better time
management by the subscribers (through a reduction in
the amount of paper mail, telephoné calls, unscheduled

visits and certain types of meetings) (Caswell 1988).

Problems and Challenges

Although no medium can fully replace face-to-face
relationships, E-Mail has, as noted earlier,
significant and far reaching implications for
businesses and, therefore, demands a careful study of
its benefits by management prior to the financial and
human resource commitment. It is critical to obtain
the approval and support of top management, which means
being able to express the investment in familiar
business finance terms, such as "risk/reward ratio",

"net present value" and "internal rate of return".
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Finally, once the investment is justified, there must
pe some method of measuring whether or not the
investment was a wise one. In short, implementing E-
Mail has as much to do with proper management protocols
and techniques as it does with understanding the
technology (Caswell 1988).

E-mail can be a powerful tool for improving office
productivity. However, its full potential has not yet
been realized. Technical problems (such as trying to
get different systems to "talk" to each other) still
stand in the way, and, even more significantly, a
number of management problems have not been recognized
or resolved in many E-Mail settings which will be
~discussed in detail throughout this paper. There are
only six to eight million subscribers to E-Mail in the
country, with, as one might expect, the greatest
concentration being in the largest companies. Aside
from system incompatibility, another reason for such
sparse use is that there is not enough people in very
many corporations who have access to the network.
According to David Taylor (in Madlin 60-61) of the
Gartner Group, a research firm in Stamford, CT., E-Mail
users account for only one percent of large company's
employees and there is potential growth to twenty
percent over the next three years. The main obstacle

to growth is not altogether technical. It takes a
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coordinated management effort to plan and implement a
wide spread link-up of end users within a large
company. And, as to the coordination of various E-Mail
systems, according to Madlin, if such commitments were
a high priority in the first place, incompatibility
problems would not exist. _

Such problems have made it clear that businesses
are not moving very rapidly toward the much sought
after "paperless office". In fact, business seems to
be going in the opposite direction; judging from all of
the paper spewing out of laser printers, Fax machines
and photocopiers. It appears that a complete
information management strategy needs to include, among
traditional issues, E-Mail and the handling of paper
documents. Until recently, many information systems
departments have concentrated on data processing which
has traditionally involved processing structured data
while, more and more, end users are wanting to
computerize their communications requirements as well

(Madlin 60-61).

User Resistance to Change

The real issue needing resolution is not related
to the technical change. Instead, it is the human
changes that accompany the technical innovations which

draws attention. A large problem in business is the
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resistance to such changes at all levels in the
organization. It is no longer proper to explain the
problem away by saying that "people naturally resist
change". Lawrence (4-12) stated that people do not
resist technical change as such and much of the
resistance which does occur is unnecessary. Through E-
Mail, for the first time, a very large and diverse
population has the opportunity to enter the computer
age. Such entry will naturally carry with it
resistance and it is becoming incréasingly more
important to recognize, understand, and be able to
minimize such resistance. As to such resistance,
Lawrence makes five key points in his work. First,
what employees actually resist is not the technical
change. Instead, it is the social change -- the change
in their human relationships, that generally
accompanies technical change. Second, a way to
overcome change is to get people to participate in
making the change. Third, resistance occurs because of
certain blind spots and myopic attitudes which staff
specialists have stemming from their preoccupation with
the technical aspects of new ideas or systems. Fourth,
management should emphasize new standards of
performance. And fifth, top executives can bring focus
on issues related to change. In a group which Lawrence

studied where there was no employee participation in



13

the change, output dropped immediately to about two-
thirds of its previous level. Resistance developed
almost immediately after the change occurred,
accompanied by marked aggression against management.
Resistance to the change did not arise because of
technical factors per se, but because of social and
human factors (Lawrence 4-12, 166-175).

Lawrence implies that workers (read: end users)
resist change while managers foster and implement
change. Many of the changes associated with the growth

of computer use have exposed the inadequacy of this

assumption. That is, it is difficult to find many
managers today who do not, at times, feel stress
because of changes and who witness their own resistance
levels running fairly high. We are all, at times,
resistors as well as instigators of change. We are all
involved on both sides of the process of adjusting to
change. Resistance to change is not, by itself, good
or bad and, importantly, such resistance may be
justified and soundly based. It is, however, always an
important signal calling for further investigation.
Change has both a technical and social aspect.
The technical aspect of change is the making of a
measurable modification in the physical routines of the
job which computer systems, such as E-Mail, are sure to

do. The social aspect of the change refers to the way
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those affected by it think it will alter their
established relationships and their position within
their organization. Lawrence shows that, of the two
episodes he describes, the variable which determines
each result is the social aspect of the change. 1In
other words, resistance was not shown to be to the
technical change, as such, but rather to the
accompanying change in the subject's human (social)
relationships. The significance of Lawrence's research
findings is that executives and staff experts do not
need expertise or technical knowledge. What they need,
instead, is a real understanding, in depth and in
detail, of the employee's specific social arrangements
that will be sustained or threatened by change, or by
the way in which the change is introduced. In both of
Lawrence's situations, the staff specialists involved
did not take into account the social aspects of the
change they were introducing. For different reasons
they were preoccupied with the technical aspects of the
change and they could not see (myopia) or understand
what all the fuss was about (Lawrence 4-12, 166-175).
As noted earlier, the benefits of E-Mail can not
be readily justified in terms of return on investment
the way more traditional information systems are.
Enhanced efficiency and effectiveness of an individual

are often the only (and, more often than not,
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unmeasurable) payoffs. Beyond such individual payoffs,
the real long term value of such computer applications
lies in the accelerated learning on the part of the
user about the user's job, about the user's discovery
of innovative new approaches to tasks, about
communications opportunities that can actually
transform the nature of the user's job and about the
new opportunities and limits of the technology itself.
Virtually every business is living in increasingly
turbulent and volatile marketplaces, and, as business
uncertainties increase, the value of manageable access
to good information also increases. There is clearly
immense potential value to develop and apply more
effective information technologies, such as E-Mail, to
enhance the prospects for achieving real competitive
advantage and contribute directly to improved
organizational effectiveness. End user professionals
are busy people. They make use of technology only when
it provides a direct, quick and pragmatic benefit to
getting their jobs done; usually by just doing some
things faster and better. Furthermore, many end users
operate under normal budgetary constraints and are
motivated to expend resources wisely. It is startling
to find cases where a manager, who has discretionary
spending control over millions of dollars is held

suspect for a considered purchase of a $3,000 personal
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computer and associated software to use with it.
gimilarly, when new technologies become available, such
as E-Mail, a lack of management support is equally

demotivating (Garrity and Rockart 25-34).

e rpose

Business activities center on five basic tasks.
They are: the collection of data, the evaluation of the
data validity and reliability, the analysis of the
data, the storage of the data and information, and the
dissemination of the data and information. A computer
network is a major cost and time saving factor in such
pusiness activities and its successful use is one of
the most important ingredients in the success of the
entire organization. There is a challenge to motivate
employees to collect and transmit data; success, not
surprisingly, depends on the ability of the managers
of the organization to make the employees subscribe to
such a computer network culture (Gilad and Gilad
53-61) .

This study will investigate the possibility that,
although the literature overwhelmingly supports the
need for top down support of such computer systems and
technologies, and, while the need for top down support
is necessary, it is the top management group who

resists the use of the systems most. Also, the lower
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level members of the organization also resist computer
systems and technologies, but for different and
important reasons. This paper will attempt to clarify
the reason(s) why both groups tend to resist the
computer. Although the reasons for resistance may be
dramatically different, there must be an understanding

of what they are so that they can be eliminated.



Chapter II
LITERATURE REVIEW

Factors Relating to Social Aspects of Office Automation

There are several important factors relating to
the hypothesis which must be examined. Research has
shown that it is necessary to get top down management
support in order to successfully implement and minimize
or reduce resistance to computer systems. There is
also research which shows that it is the top management
of an organization who resists such systems. Also, the
literature provides significant evidence that lower
levels of the organization (e.g., secretaries) also
resist such systems.

This section will review the differences between
the top management and the secretarial ranks as to the
reasons behind their resistances to end user computing
(E-Mail).

In order to provide a coherent framework within
which to understand these differences and the
associated resistance factors, it is necessary to
provide the reader with certain principals relating to
the general subject of office automation and certain
social aspects relating to the users of automated
office systems. According to I/S Analvzer (1-16)
employees could be helped by having their data and
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information in electronic form and, in that light,
electronic data management is seen as the next step in
automating corporate information. It is the elements
of resistance to electronic data management that will
be investigated in this thesis.

Garrity and Rockart state that for the past ten
years the data processing profession has been slowly
learning that the transfer of technology is one of its
biggest problems. There has been a plethora of new
hardware and software technologies, most of which are
intended to increase the productivity of the end user:;
yet, these technologies are not being used (as was
noted in the work by Madlin in many organizations and
have achieved only modest results in many others
(Garrity and Rockart 25-34).

Many facets of the computers' effects on
organization structure have been studied. Probably the
most frequently analyzed topic has been in the area of
decision-making activities at different levels in
organizations. For quite some time, many researchers
have considered whether or not the computer leads to
better decision-making and they have included, among
other related topics, questions dealing with how the
computer can effect a managers' span of control, the
number of levels in the organization, the basis for

organizing work, and the integrating and coordinating
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mechanisms within organizations (Hofer 1970, Jackson
1970, Reif 1968, Shaul 1964, Sollenberger 1968 in
clowes). However, Clowes has found that regardless of
the actual effects the computer may have on the overall
organization; the percéptions and responses of the
users, as differentiated by their job level, is
significant in influencing behavior towards the
computer system's development and use (Clowes 2-23).
Sproull and Kiesler (1492-1512) found the similar
results that Clowes found. Sproull and Kiesler
determined that a factor influencing resistances to the
automated office is organizational position.
Organizational position is defined as a person's
location in an organizational department, hierarchy,
and job category. Like geographic position,
organizational position also prediéts communication
contact and content between users as independent of any
other variables (O'Reilly and Roberts 1974 and Tushman
and Romanelli 1983 in Sproull and Kiesler). It was
found that information is more often exchanged within
than across organizational units, chains of command,
and job categories. This point, as determined by
Sproull and Kiesler will be shown to be very important
in evaluating the reasons why top management does not
use (resists) end user computing. There are several

variables that describe features of the communications,
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such as the relationships among senders and receivers,
the topic of the communication and the social
conventions appropriate to the situation. For example,
as Sproull and Kiesler report, when senders and
receivers are of the same sex, race, and age, they
contribute information more equally and their
information is more equally valued than when they are
dissimilar on these variables. The emotional
compatibility and trust between senders and receivers
also affects the content of what is communicated as
does the topic of communication.

These social context issues influence information
exchange through perception and communication behavior.
According to Sproull and Kiesler (and reinforced by
Clowes' findings), social context barriers, such as job
level differences, will not inhibit communication if
users are unaware of the status differences. It is not
sufficient for people simply to hold different job
levels; they must be aware of the fact that they are
different in order for their communications to be
inhibited. E-Mail is likely to weaken such social
context cues since, when information is communicated
via E-Mail, the only signs of the originator's position
in the organization are names and addresses -- all else
is missing (Sproull and Kiesler 1492-1512).

First (47-54) states that new computers mean a new
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opportunity to work more efficiently. All to often,
‘however, the new technology fails to bring the expected
increase in productivity and the new computer (or new
software) becomes a symbol of the unwanted,
uncontrollable change in the employee's work lives and
it can very likely trigger special anxieties during a
period of transition.

Galitz (201-209) states, in a critically important
article, that resistance towards change stems from
eight key factors, or precursors:

Feelings of Inadequacy: Some people are anxious
about their ability to learn the skills that end user
computing requires. Levitt (1972 in Galitz) concludes
that many people are far behind the technology and feel
badly bruised by their failure to comprehend even
simple computer technologies. For them, new
technologies do not solve problems, they create them,
and resistance to the technology follows.

Fear of Failure: Many workers spend years
developing the skills that have made them proficient in
their jobs. These workers will resist giving up their
current practices (which give them a high degree of
security) when they are confronted.-with the unknown.
New jobs that require learning new skills, adjusting to
unfamiliar methods and operating procedures, and

establishing new working relationships will cause
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resistance.

Fear of the Unknown: People need to be able to
predict what they will face in the future. Established
patterns of behavior are known factors; while new
systems, such as E-Mail, pose a threat and are
resisted.

Habit: Established rules, policies and procedures
frequently become habits which are relied upon for both
guidance and protection. These habits provide a
security blanket which is put at risk when change is
implemented.

Loss of Control: People need a sense of control
over their lives. Computer systems and new software
programs are commonly seen as things over which one has
no control. If a person perceives a loss of control or
feels ignored or helpless, then resistance, anxiety, or
depression may develop.

Disturbed Relationships: People have a strong
need to interact with others. Changes that disrupt
existing social patterns or result in user isolation
can become unbearable. Such changes can also disturb
worker relationships with the individual's management
and often requires closer supervision which may cause a
shift from a sense of independence to a sense of

dependance.

Lack of Understanding: Resistance to change is
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1ikely if workers do not understand the purpose behind
the change.

Lack of Identification: A system should not be
j__I;,eg;-ceived as imposed. If the change is not initially
sought by the workers and if the consequences of the
change do not appear directly beneficial to them, then
resistance is likely and the result will be a lack of

jdentification and alienation from the system (Galitz

201-209) .

Top Down Management Influences and Resistance Factors

Garrity and Rockart also found that senior
management, in general, is not adequately informed and
middle management, deluged with options, needs to
understand technology through a well thought out
education program and that astute leadership in end
user computing will help create a competitive edge in
the marketplace. ‘

Some corporate realities, as stated by Bouldin are
such that if you have the sanction of upper management
in developing an end user computing system, then the
users will be provided with the political incentive to
cooperate, or at least listen, to proposals for new
systems with an open mind. Bouldin (1989) says that
successfully overcoming resistance to change is the
secret to effecting the change. Furthermore, Bouldin

goes on to say that the first sales pitch for a new
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system has to be to upper management and that getting
their commitment (at the highest level possible) is
critical for political and concrete reasons. The high
level sanction will assure an open-mindedness, minimum
resistance and cooperation throughout the entire
organization.

According to Caswell (223-238), there are no
formal rules for planning and implementing E-Mail,
however, Caswell states that one should look for users
as high up in the organization as possible. Although
end users may be convinced of the benefits of E-Mail,
the breaking of old communication habits is a slow
process and the more that can be done to make E-Mail
visible so users know the systems are available for
use, the higher the payback will be. If top management
becomes committed to implementing E-Mail there is a
ready solution to the problem of how to get it
installed. As Caswell puts it: "If the CEO sends paper
memos, then those down the line will send paper memos.
If the CEO sends E-Mail messages, others in the
organization will do so, too. The fastest way to get
everyone in a company looking for E-Mail messages is to
have the CEO start sending them."

In practice, according to Caswell, it may not be
easy to implement such systems at the top because many
executives will resist using the new technologies

themselves; even though they may support their use by
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everyone else in the organization. One of the key

goals in implementing E-Mail will be to get top
management to use the system on a daily basis. The
difficulty Caswell identifies is that as long as E-Mail
is seen as a clerical function (as noted by Sproull and
Kiesler), typing messages is a social context clue
which sends a very strong message regarding the doing
of low level or clerical work) and as long as E-Mail
does not provide key corporate information (the purpose
of executive support systems), top.management will
resist it (Caswell 223-238).

Furthermore, Sproull and Kiesler asserts that
common thinking concerning implementing computer system
technologies is that a certain percentage of executives
can not, or will not, type because they have no valid
reason to learn how or to actually use the keyboard if
they already know how to type (or, as Bouldin has
found, may be politically unwise). Many executives do
not acquire word processing and associated skills
because they have secretaries that do their work for
them. Furthermore, they also do not acquire
spreadsheet or data base skills because their job is to
review plans and analyses, not create them. The
willingness to type by executives may increase if they
had access to operations and corporate plans through
their E-Mail systems (Sproull and Kiesler 1492-1512 and

Bouldin 1989).
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