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Abstract. Modern organizations change frequently. They tryimplement changes rapidly and effectively.
Change usually involves change in information systgi§) due to its importance in organizations. When
implementing larger IS changes in IT projects aogoams, resistance to change is an important faufta
possible project failure. Resistance management doesnly help organizations to implement changesem
rapidly and efficiently but is also an importanusze of innovation in the change process. Also ptiodability of
making the right changes increases when resistanoanaged well. In this paper we briefly presasistance
and resistance management, propose a resistan@gement model and position resistance managemérinwi
the PMI project-management standard.
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encourages resistance-to-resistance — meeting fotice
force [26].

Information society requires that modern organai Resistance should be expected as a part of thrgeha
change frequently, almost continually [2][4][11][27 process. It is similar to inertia [16][23][26] aetherges
Organizations change to adapt to their environmaedt in order to keep the status quo in organizations
to increase their competitiveness [2][16][24]. Te b[7][16][22][26]. Change upsets the balance and deiad
successful, organizations are striving for theigbto  resistance as a natural response to it [3].

1 INTRODUCTION

change rapidly and efficiently. Only organizaticatsle A common belief is that a change process thatrsccu
to adapt quickly enough to the changing environmentith minimal resistance must have been a good @ang
can be successful and survive in the long term [6]. that was managed well [26]. This assumption is

As organizations often depend on informatiorsomewhat naive [26] as it is easy to change thingts
technology (IT), changes commonly involve IT chasgenobody cares about [11]. On the other hand it besom
which represent the largest share of all chang€s. Very difficult to change things that people do cabeut,
changes are mostly implemented in IT projects anat they start to care about [11].
programs [29]. It is alarming that the failure rdite RM may address the positive effects of resistance
major IT implementation projects still appearsitmér addition to its problematical nature:
around 70 % [15]. A significant factor in larger IT
project failure is resistance to change [1] [11]. « Analyss. Resistance forces a more detailed

This paper is organized as follows. We first Byief consideration of the change and its overall impact.
present resistance to change and the concept of It also plays a crucial role in drawing attentian t
resistance management (RM). Next, we review some of aspects of change that may be inappropriate, not

the related work and propose a generic RM model — well thought or just plain wrong [26].

RMM. We conclude by positioning RMM within the « Mativation: It is difficult to implement change when

PMI project-management standard. motivation to change is lacking. Individuals and
2 RESISTANCE TO CHANGE groups need a certain degree of dissatisfactiom wit

_ _ their current or future states in order to be
Resistance to change is often seen as the enemy of motivated enough to change. The conflicts arising

change [26] and has a negative connotation to].itA8 from resistance can increase motivation, though a
a source of conflicts [26], unexpected costs arldyde ~ palance must be maintained and the conflicts must
resistance is considered a problem. However, hgati not push the key issues into the background [26].

resistance only as a dangerous foe is inadequate an
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 Innovation: Resistance is an important source ofinifying both groups. A brief description of theified
innovation in a change process. Many managemeptocess group follows:

decisions are

irrational

because they do not

consider a sufficient number of change alternatives Situational analysis: the (1) last process in the first
nor are they adequately evaluated. Resistance phase (“Evaluation of resistance potentials”) and
encourages the search for alternatives and demands the (2) first process in the fourth phase in the

a reevaluation of considered alternatives [26].

Fiedlers model resistance

situation”).

(“Analysis  of

RM can be successful only when both the negative Strategies development: the (1) second phase
and positive effects of resistance are addressed (“Planning of managing resistance”) and the (2)

adequately.

3 RELATED WORK AND DISCUSSION

Fiedler discussed resistance from a risk management

perspective in his research. Fig. 1 shows his RMeho

resistance potentials

managing resistance

for resistance

« Analysis of resistance
potentials
*Observation of
resistance potentials
*Inquiry for resistance
potentials
+Measurement of
resistance indicators

+Flanning of measures

for managing
resistance

Establishment of an

organization for
managing resistance

+Establishment of a

communication basis

»Establishing of an

understanding of
change

= Providing of

information on change
process and content

+Establishment of

change dialogue

+Evaluation of
resistance potentials

= Utilization of non-
positional power

*Involvement of
relevant environments

« Content-related
avoidance/promotion
and preparation
measures

Phase 4:
Resolution of resistance

Phase 5:
Controlling of resistance
measures and potentials

second process in the fourth phase (“Planning of
resistance resolution strategy”). This process
includes  the preparations needed for
implementation of developed strategies.

e Strategies implementation: the (1) third phase

(“Avoidance/promotion of and preparation for
resistance”) and the (2) third process in the fourt

Phase 1: Phase 2: _ Phases: . X . X
Identification and Planning of D phase (“Resolution of resistance situation”). The

former is basically the implementation of
developed strategies for the Fiedler's case study.
general, like in the latter, the content of this
process may be developed in the previous process
“Strategies development”.

Iterations reflect the sequence of both groupthen
unified process group. Preventive strategies shbeld
considered in the initial iterations and subsequent
iterations should be focused on resistance handfing
resistance actually occurs.

= Analysis of resistance situation

*Planning of resistance resclution
strategy

*Resolution of resistance situation

« Controlling of measures for

managing resistance

*Further identification and evaluation

of resistance potentials and Further

Overcoming resistance

* Content-related resolution planning of resistance measures i Determine
measures Define the e Develop the
change ESEEnEE strategy

Figure 1. Fiedler's RM model (Fiedler [5]). T *
Repeat steps E‘:slsﬁlgé?e Implement the
as required strateqy strategy

* The model is not generic due to the variety ofigure 2. Hultman's model for overcoming resistance
possible resistance situations. (Hultman [8]).
e The model delivers no further insights into content
related RM activities, e.g. information providing Fig. 2 shows the Hultman’s model for overcoming
tasks. resistance.Overcoming resistancend resolution of
« The psychological and sociological processes ate nigsistanceare two expressions with the same meaning.
covered in the model. Further integration of thes&he use of the phraseesolution of resistances
approaches is possible for better identification opreferred as it eliminates at least a bit of thgatiee
resistance and resistance potentials. connotation of resistance.
The Hultman’s model is substantially identicathe
Based on the Fiedler's conclusions and comparisd@urth phase in the Fiedler's model. The Hultman’s
with other models (the Hultman’s model [8], generidnodel is considered to be applicable to a gendraige
risk-management model [5] and PMI risk-managemerffocess and is thus relevant in implementations of
model [19]), we concluded that the Fiedler's moiel changes through projects and programs as well.
composed of two similar process groups. We believe Hultman distinguishes between positive and negativ
that it is possible to simplify Fiedlers model byresistance [8]. Positive resistance is considevduktthe
solution (to a bad change) and negative resistédmee

Fiedler introduced a five-phase RM model an
outlined some limitations [5]:
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problem to overcome [8]. The Hultman'’s model ighe organization, e.g. IS renovations and redesignof
focused on overcoming the negative resistance.idn twork processes, are most problematical [11]. Irs¢he
approach, resistance can be evaluated onbases, preparations for RM should be done in thy ea
retrospectively [8] thus making it impossible tostages of preparations and other RM processes dhoul
determine the type of resistance in the presené.timstart shortly thereafter. Resistance should be getha
Nevertheless, it is possible to tune his model ¢ald during the whole changing process and possibly even
with any type of resistance while taking the pesiti after it in a truncated form. Resistance might acef
effects of resistance into account. after the changing process when certain aspectseof
change become clearer [25].

4 A RM MODEL In the following subsections we introduce the RMM
In this paper, we propose a RM model (RMM) as aprocesses.
upgrade to the models discussed. The descriptibns .
RMM processes are suitable for IT projects ané)'1 Preparations

programs. However, the model itself may still berhe purpose of the process “Preparations” is tabdish

generic enough to be applicable to any type ofgutsj the basis for active RM. It consists of:
or programs introducing change.

RMM is based on the Fiedler's [5] and Hultman’s, Choosing core RM team members.
model [8], recommendations for handling resistanceg Development of an overall RM strategy.
[25] and other elements discussed in this papdinks
the principle of perceiving resistance as a projarct
program risk with the “classical” RM approach. The
RMM is composed of preparations for RM and six RM
processes as shown in Fig. 3.

 Integration of RM processes with other project-
management activities.
» Determination of the RM scope.

The core RM team may be the strategic and expert
center of RM. It may consist of: RM leader, IT paci
and program leaders, experts and insiders. It is

Freparations . .
recommended to include external experts in the core
{} RM team as they can offer a more objective viewhmn
Resistance management problems and can be more successful in providing

sensitive internal information than others [12].eTh
latter is usually due to internal organizationalitprs.
Resistance occurs as a result of the interactidheo
key RM elements [25]. In general, these elemerds ar
change content, change implementation process and
affected groups and individuals. For RM to be difes
the RM team needs authority over the key RM element
It is a matter of organizational strategy to defithe
extent of the authority mentioned. For exampleisit
possible to influence the IS change (change content
a strategic level (e.g. the choice between a rerovaf
an old and an investment into a new part of ISprola
lower level (e.g. the choice between some altereati
Figure 3. Resistance Management Model — RMM. of a renovation).
Preparations should be carried out early in trerail/
Like the Fiedler's model, the RMM, too, should beplanning of the project [19]. Additional modificatis to
considered as a rough chronological sequence rattgements discussed in this process should be daotie
than a rigid one [5]. Similar to risk managemer@][1 later if needed. Also, the positive effects and the
RM is not a one-time sequence of processes bugrattature of resistance should be clearly outlined and
an iteratively repeating sequence of processes. Theomoted to the top management to gain their suppor
process needs to be iterative because all stratege . .
based on hypothesis and need adjustments when tﬁle'y% Information providing
prove to be inadequate [8]. Also, the circumstancdaformation providing is not a one-time processttha
change and the quantity of information usually @&ses may be carried out only at the beginning of itenagi
during the changing process [19]. The first RMatem  and then be put aside. Rather, it is a processsiaing
is therefore only the beginning and still far fréine last carried out continuously through whole iteratiorss ea
RM act. complement to other RMM processes. The purpose of
Resistance is proportional to the change scopk [1éhis process is to provide relevant information Rivi.
Major IT projects and programs with a large impact It may be carried out in a wider scope at the bagip

Information
‘ providing '
Resistance
identification
Strategies Resistance
implementation F q analysis
Strategies

i

development
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of all iterations to refresh information — to reeck the challenging and innovative processes in RM. This
old and provide new information. Information can berocess consists of:
provided on the basis of the key RM elements:
« Evaluation of resistance situations and potentials.
 Providing information about IS change contents. « ldentification of reasons for resistance.
 Providing information about IT project or program.
 Providing information about IS users (individuals The results of analysis (e.g. necessity, intensity
groups and organizations). relevant target groups and schedule) form the Wasis
the development of resistance-handling strate@s [
The collected information must be comprehensive in Resistance can be treated as a form of conflict [5
order to be used in the resistance-handling sietety Therefore, it is possible to draw parallels betwtem.
is crucial to provide high-quality and reliable The reasons for a conflict can change during figdithe
information [19]. Information is commonly collectéy [17], which can be established for resistance ak. we
performing workshops, interviews and other meangherefore, the reasons for resistance may be treate
using expert judgment [19]. Collected informatiorwith a dynamic component [25].
should be evaluated and verified to exclude biase 5 Strateqies development
information. The biased information should be™ 9 P
identified and corrected where possible or a difféer The content of the next process “Strategies
source of information should be found and useckambt implementation” is developed in this process. The
[19]. necessary preconditions for the implementation of
The RM team may be expanded by internal ofesistance-handling strategies may be establishéusd
external informants, whose only assignment mayobe process as well. This process consists of:
provide high-quality and reliable information.
 Planning of resistance-handling strategies.

4.3 Resistance identification . . , :
 Planning of resistance-handling strategies

The purpose of this process is to create a ligixidting implementation.
resistance situations and resistance potentialdi wib Potential RM team adjustments and development.
possible verification [5]. It consists of: « Establishment of a communication basis.

» Creation of a list of resistance situations and Every resistance situation is unique [8] because
potentials. resistance is the consequence of an unrepeatable
+ Verification of resistance situations and potestial  interaction of the key RM elements [25]. Therefoze,
general prescription for resistance handling caeratt.

The primary objective of the existence of IS is tResistance-handling strategies encompass preventive
facilitate information support of business and dieci measures and resistance-resolving strategies [5][7]
processes [28] and any IS change is sooner or lagdme common resistance-handling strategies are [25]
reflected in the organization and vice versa [25preparation for the change, role modeling and chang
Therefore, an IS change can be treated as 8opport, user involvement, creating the necessary
organizational one. The relation between thenotivation for the change, elimination of
organization and its IS should be acknowledged argbmmunication barriers, consolidation of organizadil
well understood when managing IS changes. and user values, user evolution, creation of artble

Resistance identification may start with theenvironment, and external expert involvement.
identification of affected users — individuals, gps . .
and/or organizations. Users are project or prograﬁ‘r6 Strategies implementation
stakeholders that will use its product, serviceasult This process is indefinite in general. Its contémt
[18]. Users can be internal or external to thequenfng  developed in the previous process “Strategies
organization [5][18] and there may also be multiplgjeyelopment”.
layers of users [18]. It is important to identiffl a  Resistance-handling strategies may vary a gresit de
potentially affected users, especially the indisect puyt two of the most important factors for their
affected ones. implementation do not. These two factors are timing
4.4 Resistance analysis anql pacing [8]. Timing is about knowi_ng the rigimhe

to implement a strategy. An appropriate strategy ma
When analyzing resistance, it is essential to mlisti have an opposite effect and might even intensify
between reasons for resistance and forms or synsptoresistance when implemented at the wrong time.
of resistance [5][8]. To analyze the symptoms and Pacing has to do with the quantity of the stratagy
determine the reasons behind them is one of thé ma@® implemented in a certain time and is related to
timing. Each individual is limited with an amount o
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change that he can handle in a certain time [8hcceptable. We find it reasonable to update thie ris
Exceeding that limit may intensify resistance al.lwe  management knowledge area with RM
Communication and feedback can help to estimatecommendations and approaches.

the best time to implement the strategy and itsnwadt A new area of knowledge is an interesting proposal

quantity [8]. which also has some arguments. On the other hand, a
new knowledge area would be a major update to the

4.7 Control standard. As such, it should be widely accepted and

The purpose of this process is to evaluate effentigs Supported first.

of resistance-handling strategies, trigger planned 5 SUMMARY

implementation activities and new iterations of RM

when needed. Control may be undertaken regulagly [1The key RM elements, the proposed RM model and the

and information may be provided with the alreadyositioning of RM within the PMI project management

described methods. Control can be integrated whbro standard form the RM framework in IT projects and

project or program activities, e.g. IS change dgplent programs. The RM framework facilitates RM but it

and other user-oriented processes. cannot replace expertise, experience and the “nfose”
The implementation process can be controlled froiiM of the RM team members.
different aspects, e.g. [5]: In literature, the reasons for resistance arecttrad
in various ways. After the introduction of the kBM
« Effectiveness of strategies. elements it would be possible to consolidate thstiex
- Achieved objectives (e.g. schedule, resources).  Structuring approaches according to them.
« Deviations from assumptions. It is possible to manage IS changes on the strateg

level with IT governance [10]. IT governance antest

IS change-management approaches typically

concentrate on the technologic aspect of IS changes

ften overlooking their organizational impact. The

roblems typically arise in larger IT projects and

rograms where IS changes should be coordinatdd wit

organizational changes. Organizational changes are

more problematic because it is more difficult teqict

the actual response of individuals and groups & th

4.8 Positioning of RM within the PMI project organization due to the complexity of affected tiefzs.
management standard The final success of IS change depends greathhen t

o o ) response of the organization. Therefore, a needafor

Positioning of RM within the project-management,e\y approach arises in the IT area. An approach tha

standards is an extensive task due to the variéty g,oy|d integrate organizational change managen®nt,

existing standards of organizations, such as IPGA [ change management and IT project or program

OGC [13][14] and PMI [18][20][21]. In this paper We management. From a broader point of view, it is the

propose the positioning of RM within the PMI prdiec need for harmony between technology and peoplegusin

management standard which does not directly addrggs

the issue of user resistance.
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