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ABSTRACT

The study tests resistance to technological change at a workplace where resistance
is conceptualised as three-dimensional (negative) construct towards a large scale
organisational change. The sample consisted of at least 160 employees across the
entire organization structure of Silicon Technology plant with a total staff population
of 300 employees. The 165 participants issued with the survey produced a 4.8% non
response rate with only two feedback scripts that could not be used because they
were incompletely filled. The usable 155 feedbacks consisted of 63% men and 37%
women with a mean age of 31 years. This sample comprised of 36% managers, 20%
specialists, 43% general workers and 1% students. The factors influencing
individuals’ resistance to techhological change were selectively chosen based on
previous literature. Therefore not all antecedents of individua! resistance to
technological change are examined in this study. The study considered both
personality and context as antecedents to resistance. Among the context
independent variables, a further distinction was made between the anticipated
change outcomes and the change process. Finally the study examined the
relationships between each resistance component and some work related outcomes,
namely job satisfaction, intention to quit and continuance commitment. The findings
acknowledge that resistance can manifest itself in different forms and these different
resistance forms can be indicative of the presence of different types of antecedents
and as such different interventions could be required to alleviate different forms of
resistance. Trust in management is the only studied factor that proved more likely to
provoke the full spectrum of resistance forms while other factors would more likely
arouse specifically only one or two forms.

Key words:
Employee resistance, technology, dispositional resistance to change, anticipated

change outcome, process change variable, affective resistance, behavioural

resistance, cognitive resistance, job satisfaction, continuance commitment.
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1. CHAPTER 1
ORIENTATION
11 Introduction

Enterprises decide to invest in information systems (IS) for a number of reasons such
as pressures to sustain cost competitiveness, improve efficiencies without increasing
costs and simply to improve the quélity of service or product in order to stay in
business. QOrganizations naturally expect employees to adopt the new technologies
freely without questions to achieve desired goals. The natural propensity for
individuals to "defend the status quo" presents a set of challenges that management
must overcome in order to bring about desired change. Management must also
seriously take into account and consider the mynad of problems that may result if
they are not responsive to issues of resistance in the workplace. Folger and Skarlicki
(1999: 36) claim that "organizational change can generate skepticism and resistance
in employees, making it sometimes difficult or impossible to implement organizational

improvements”.

Coetsee (1999: 204) states "any management's ability to achieve maximum benefits
from change depends on how effectively they create and maintain a climate that
minimizes resistant behaviours and encourages acceptance and support”. Therefore
factors hindering adoption of new technologies must be identified initially and then
addressed. The theoretical model tested by my research has been proposed and
tested by (Oreg, 2006). The author reported that both personality and context were
found to be significantly associated with employees’ attitudes (resistance) towards
a large scale organizational change. The attitudes (resistance) were in turn
significantly associated with employees’ job-satisfaction, organizational
commitment and intention to leave the organization. The large scale organizational
changes could be in technology, production methods management practices or
compensation systems. The study examines the resistance to change due to

technological change in an organization.
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1.2 Problem Statement

The major research question is: What are the factors hindering adoption of new
technology at workplaces by employees?
Sub-problems
* What is employee resistance or acceptance to adoption of new technology?
e What causes employee to resist or accept adoption new technology at
workplaces?
¢ What can be done to improve levels of successful adoption of new technology

at workplaces?

1.3  Objectives of Study

¢ To |dentify and expilain the concepts of resistance to technological change

o To determine the causes of resistance to new technological adoption at
workplaces

¢ To make recommendations for improving levels of successful adoption of new

technologies at workplaces

1.4 Delimitation of study

This study only investigates factors that lead to specific responses to change
phenomenon by employees at workplaces. Resistance is conceptualized as a
‘multifaceted’ construct for the study. The relfationships among resistance
components and employees’ personalities, the organizational context and some work

related outcomes are examined.

1.5 Importance of the Study

The shift from modemism to postmodemism era has placed greater emphasis on

fluidity, speed, an information bias work environment and integration as opposed to

differentiation within organisations. Therefore a leaning towards fluid, less structured,

time-paced and information nch concepts of organisational change are emerging.

Information is mainly driven by new technologies. Employee adaptability to new

technology is cntical in this digital age and this study sheds light on the factors that
2
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influence employee resistance to technological change. The leadership challenge for

South African organisations is retiring old thinking systems in parallel with creating
new ones against the reality of high speed globalisation and informationalism (Unisa,
SBL. 2006).

1.6 Summary layout of chapters

The remaining chapters of this report are as follows: _

Chapter 2 introduces the concepts used in this work and the theoretical framework.
The proposed multifaceted view of resistance as a multidimensional attitude towards
change, comprnsing of affective, cognitive and behavioural components provides a
subjective and complex, three-dimensional construct is explained. This view is
expected to provide a better understanding of the relationships between resistance
and its antecedents and consequences.

Chapter 3 reviews previous studies related to this work and introduce the hypotheses
to be tested in this case.

Chapter 4 describes the research approach and sampling design. The sample is full
described and the instruments for measuring the different variables introduced.
Finally, data analysis approach is explained.

Chapter 5 presents the results as obtained from this study in line with the stated
hypotheses. |

The results are discussed in chapter 6. The relationships observed between
vaniables are acknowledged and explained in line previous studies and theoretical
basis.

Chapter 7 acknowledges the observed limitations and suggests future study
directions for the subject concepts

Chapter 8 summanes the findings and make conclusions together with some
generalisations within the scope of the findings

Chapter 9 presents a draft of publishable article of the this work
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2. CHAPTER 2
FOUNDATION OF THE STUDY AND THEORETICAL FRAMEWORK
2.1 Definition of Concepts

Concepts can be understood either in a conceptual or operational manner. Therefore
the process of defining concepts is essential because it allows specific concepts to

be described and explained in a context that pertains to the study.
2,2 Factor

Factor is defined by Longmans Dictionary of Contemporary English as “any of the
forces, conditions, or influences that act with others to bring about a result”. It is also
referred to as “generally anything that has some causal influence or some effects on

a phenomenon. It is therefore an antecedent condition”.

In this study a factor is taken to mean any force, condition or circumstance that poses
a casual influence or can contribute to hindenng adoption of new technology at
workplaces. The influences directly emanating from employees’ personalities and the

context of organizational change are considered in the study.
2.3 Technology

Technology involves people using knowledge, tools, and systems to make their lives
easier and better. Johnson (1989: 3) defines technology as “the application of
knowledge, tools, and systems to solve problems and extend human capacity.”
Larkin (1992: 23) viewed technology as a “body of knowledge and actions of applying
resources, developing, producing, using, assessing and extending the human

potential, controlling and modifying the environment”.

The term technology often charactenizes inventions and gadgets using recently
discovered scientific principles and processes. However, very old inventions such as

the wheel depict technology. An economic point of view, technology could mean the

4



Allen Dube MBL Il Final Report-2007
current state of our knowledge about how to effectively combine available resources

to produce desired products efficiently.

In this study technology is conceptualized as computer information systems and its
related infrastructure and their applications to make employees’ work easier and
better. '

24 Employee Resistance

Employee resistance is a concept that closely explains the employees' behaviours of
hindering the adoption of new technologies at workplaces.

Fine (1994: 20) ascertained that every living creature, individuals and societies have
highly evolved mechanisms for maintaining their homeostasis, preserving their
integrity and insuring their own survival, both physical and psychological. One of the
most powerful of those mechanisms has a bad press. Its name is spoken with
disdain: "Resistance to change.” Resistance is shrouded with meaning; resistance
is seen as immoral, immature, irrational, unreasonable, and unproductive. And yet,
there is a time, in any society, when “resistance” means strength and to resist
means to have courage. We have resisted against war and oppression, and we have
applauded “resistance fighters” against the tyranny of evil in its many faces. Fine
(1994:20) concludes by claiming that resistance exists in all of us, just waiting for

the particular event that triggers its release.

Zander (1950: 9), an eary researcher on the subject, defined resistance to change
as "behaviour which is intended to protect an individual from the effects of real or
imagined change”. In Folger & Skaricki (1999: 36)s view, resistance is defined as
"employee behaviour that seeks to challenge, disrupt, or invert prevailing

assumptions, discourses, and power relations”.
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Piderit (2000: 785) believes that the definition of the term resistance must incorporate

a much broader scope. She states that "a review of past empirical research reveals
three different emphases in conceptualisations of resistance:

e as a cognitive state,

e as an emotional state &

e as a behaviour

Others attempt to define employee resistance based on the emotional factors
exhibited as a result of organizational change. From their early study, (Coch and
French, 1948) acknowledged aggression and frustration in employees as the
emotional factors that caused undesirable behaviours and resistance to change.
Argyris and Schon (1974, 1978) noted that resistance to change is a defence

mechanism caused by frustration and anxiety.

The final aspect of Piderit's (2000) conceptualization focuses on individual behaviour
in an attempt to define employee resistance to change. She cites Brower and
Abolafia (1995) who define resistance as a particular kind of action or inaction.
Ashforth and Mael {1998} define resistance as intentional acts of commission
(defiance) or omission. Shapiro, Lweicki, and Devine (1998) suggest that willingness
to deceive authorities constitutes resistance to change (Piderit, 2000: 789).

Piderit (2000: 790) claims that: although these conceptualizations of overlap
somewhat, they diverge in important ways. Finding a way to bning together these
varying emphases should deepen our understanding of how employees respond to
proposed organizational changes. Each of these three conceptualizations of
resistance - as a behaviour, an emotion, or a belief - has merit and represents an
important part of our experience of response to change. Thus, any definition focusing

on one view at the expense of the others seems incomplete.

According to Dent and Goldberg (1999: 25), individuals are not really resisting the
change, but rather they may be resisting the loss of status, loss of pay, or loss of
comfort. They claim that, "it is time that we dispense with the phrase resistance to
change and find a more useful and appropriate models for describing what the
phrase has come to mean - employees are not wholeheartedly embracing a change

that management wants to impiement”.
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In this study an attempt will be to conceptualise the term employee resistance

according to Piderit (2000) ‘s view. Therefore the measure of resistance to change
will be consistent with this view of resistance as cognitive, emotional and
behavioural. Antonacopoulou and Gabriel (2001) supported this view by stating that
contrary to common perception, the individual reaction to change is not simply a
matter of resistance or acceptance but instead comprises of complex blend of

psychological, social, emotional and cognitive factors.
2.4.1 Nature of resistance

According to Hultman (1995) it is important to distinguish between the symptoms of
resistance to change, and the causes behind it. These behaviours fall into two
categories

B active-resistance or

B passive-resistance.
Symptoms of active-resistance include finding fault, ridiculing, appealing to fear and
manipulating. Passive-resistance symptoms include agreeing verbally but not
following through, feigning ignorance and withholding information.
Hultman (1995: 16) added, "There is always a danger of identifying a symptom of
resistance when you are really looking for its cause. To diagnose the causes, we
must understand a person's state of mind. That means understanding individual's

perceived facts, beliefs, feelings, and values”.
o Positive Resistance

Managers often perceive resistance negatively, and employees who resist are
viewed as disobedient and obstacles the organization must overcome in order to
achieve the new goals. However in certain instances, employee resistance may play
a positive and useful role in organizational change. Insightful and well-intended
debate, criticism, or disagreement do not necessarily equate to negative resistance,
but rather may be intended to produce better understanding as well as additional
options and solutions. de Jager (2001: 25) claims, "the idea that anyone who
questions the need for change has an attitude problem is simply wrong, not only
because it discounts past achievements, but also because it makes us vulnerable to

indiscriminate and ill-advised ch'ange”.
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2.5 Conclusion

Piderit (2000) pointed out that what some managers may perceive as disrespectful
or unfounded resistance to change might be motivated by an individual's ethical
principles or by their desire to protect what they feel is the best interests of the
organization. Employee resistance may force management to rethink or re-evaluate a
proposed change initiative. It also can act as a as a gateway or filter, which can help
organizations select from all possible changes the one that is most appropriate to the
current situation. According to de Jager (2001: 26}, "resistance is simply a very

effective, very powerful, very useful survival mechanism’.

Folger and Skarlicki (1999: 37) claim "that not all interventions are appropriate as
implemented -the organization might be changing the wrong thing or doing it wrong.
Just as conflict can sometimes be used constructively for change, legitimate

resistance might bring about additional organizational change".

Van Tonder (2004: 183) acknowledged that resistance is likely to be caused by not a
single factor but multiple factors which reside in the broader context, the organisation
as well as in the individual; this only serves to complicate attempts to deal with
resistance. The author further acclaims that factors causing resistance such as fear
of the unknown, a loss of control, and lack of confidence are unavoidably mediated
by perceptions. Indeed perceptions are considered to play a fundamental role in the
process of change and consequently in the creation of resistance (Marci, Tagliaventi
& Bertolotti 2002).

The proposed multifaceted view of resistance as a multidimensional attitude towards
change, comprising of affective, cognitive and behavioural components provides a
subjective and complex, three-dimensional construct. This view is more likely to
provide a better understanding of the relationships between resistance and its
antecedents and consequences. The present study tests the view of resistance to

change as a three-dimensional construct.

The three components reflect three different manifestations of people’s evaluation of

an object or situation (McGuire, 1985). The affective component regards how one
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feels about the change, for example angry or anxious. The cognitive component

involves what one thinks about the change for example whether the change is
necessary or will it be beneficial? The behavioural component involves actions or
intention to act in response to the change for example complaining about the change
or trying to convince other that the change is bad. The tridimensional
conceptualization of resistance enables a higher resolution that highlights that
particular resistance components are associated with each of the antecedents and
consequences (Oreg, 2006).
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3. CHAPTER 3

LITERATURE REVIEW OF RELATED STUDIES

3.1 Introduction

The vast majority of empincal studies (for example, Armenakis and Harns, 2002;
Goltz and Hietapelto, 2002; Lines, 2004; Rosenblatt, Z., Talmud, |. & Ruvio, A.,
1999; Trade-Leigh, 2002) have focused on contextual variables that are related to
resistance such participation, personal management compacts (trust in
management), managerial frames and institutional discourses of change or
organizational commitment. A few empirical studies have adopted the personality
perspective (for example, Judge,T.A., Thoresen, C.J., Pucik, V. & Welboume, T.M.
1999; Cunningham, EC., Woodward, CA., Shanon, HS., Macintosh, J., Lendrum,
B.,Rosenbloom, D. et al.,, 2002) and only two empincal studies have combined the
role of context and personality in predicting employees' reactions to organizational
changes (Wanberg and Banas, 2000 and Oreg, 2006).

In the present study both personality and context are considered potential
antecedents of resistance. Resistance to change has been correlated with a number
of work related consequences such as job satisfaction, organizational commitment
(Rush, M.C., Schoel, W.A & Bamard, S. M.,1995; Schweiger and Denisi, 1991).

10
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Figure 3.1 The theoretical model with study hypotheses.

Resistance
Personality to Change
Dispositional §
Resistance to Change | Affective I Skl Work-related outcomes
____________ Resistance » Job Satisfaction )
Context H2a ! |
Job Security | l
Behavioural__#s _ |infention to quit I
Intrinsic Rewards H2b Resistance | i
Trust in Management ! Continuance !
Cognitive ] Commitment '

Information Resistance »

Employees’ openness towards organizational changes has been predicted by vanous
personality traits such self — esteem (Wanberg and Banas, 2000; Judge et al., 1999)

and many others as follows.

Kalanda 2005 (MSC thesis) assessed the views of students on school-related
determinants with respect to liking or disliking technology. In determining
students’ views, two self-report instruments, the Classroom Leaming Environment
Survey (CLES) and Attitudes toward Science Scale (ATSS) were used. Also, an
interview schedule was conducted with a selected group. Paricipants were 200 first
years registered for Diplomas in Primary -, Secondary -, and Technology Education.

Results indicated a positive relationship between attitudes towards technology and
each of teacher characteristics, student characteristics and the classroom
environment. Regression analysis showed that attitudes toward technology were
predicted by the three study vanables. On the other hand, no statistically significant

gender differences were established.

11
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LLow tolerance for change is defined as the fear that one will not be able to develop
new skills and behaviours that are required in a new work setting. According to Kotter
and Schlesinger (1979: 106), if an employee has a low tolerance for change, the
increased ambiguity that resuits as a result of having to perform their job differently
would likely cause a resistance to the new way of doing things. An employee may
understand that a change is needed, but may be emotionally unable to make the

transition and resist for reasons they may not consciously understand.

Folger and Skarlicki (1995: 36) investigated resistance to change as a response to
the treatment employees receive in the change process. Specifically they focused on
resentment-based resistance -reactions by disgruntled employees regarding the
perceived unfairness of the change. They claimed that "resent-based resistance
behaviours, which can range from subtle acts of non-cooperation to industrial
sabotage, are often seen by the perpetrators as subjectively justifiable - a way to "get
even” for perceived mistreatment and a way for employees to exercise their power to

restore perceived injustice”.

Xavier (2004: 2129) studied the relation between the age of an agent and her
decisions about adopting new technologies. The researcher analyzed the optimal
sequence of technology upgrades by an agent who lived for a finite period of time.
Other characteristics of the environment considered were the existence of
technology-specific leaming-by-doing, technology growth, and adoption costs. A
finite planning horizon implied that the technofogy adoption problem being non-
stationary and the frequency of adoptions changing over time. This work provided
results for the computation of the optimal plan and explored numerically the life-cycle
pattemn of technology switches. The results were adoptions may become more
frequent as the agent grows older. However, the sign of the association between age

and the adoption of new technologies is sensitive to variation in parameters.

Kegan and Lahey (2001: 85) describe a psychological dynamic called a "competing
commitment” as the real reason for employee resistance to organizational change.
The change is not challenged, but rather is it resisted, or not implemented at all
because the employee faces additional issue or concemns related to the change.

When an employee's hidden competing commitment is uncovered, "behaviour that

12
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seems irrational and ineffective suddenly becomes stunningly sensible and masterful

- but unfortunately, as a sacrifice of a goal both management and even the employee

are trying to achieve”.

Competing commitments should not be viewed as a weakness, but as a version of
self-protection. If these competing commitments are a form of self-protection, then
what are employees protecting themselves from? Kegan and Lahey (2001:. 88)
believed that the answer usually lied in what they called "big assumptions”-
subcuitures - deeply rooted beliefs people have about themselves and the world
around them. Many people rarely realize they hoid big assumptions because they are
woven into the very fabric of people's existence, and as such they accept them as
reality. "These basic assumptions put an order to the world and at the same time
suggest ways in which the world can go out of order.

3.2 Selected Factors Influencing Individuals Resistance to Technological

Change
3.2.1 Personality: Dispositional resistance to change

Oreg (2003) introduced a concept of dispositional resistance to change and designed
the resistance to change scale (RTC) for measuring the personality component of
resistance to change. Dispositional to change concept was defined as the individual
intemal inclination to resist or adopt changes. The results supported the conception
that personality traits are fundamental affective in nature (Dols and Suzuki, 2002).
Oreg (2003) results showed that there is a strong correlation between dispositional
resistance and affective resistance and only a weak relationship between

dispositional resistance and employees’ behavioural reactions. It is therefore |

hypothesized that:

Hypothesis 1. Employees’ dispositional resistance will have significant positive
correlations with their affective resistance to a particular change at hand.

13
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3.2.2 Context: Anticipated Change Outcomes & Change Process Variables

Theories and research on resistance to change have primarly addressed the
context-specific antecedents of resistance (Oreg, 2006). A large variety of contextual
variables have been proposed as related to employees’ resistance to change
(Armenakis and Hamis, 2002; Wanberg and Banas, 2000).

The multidimensional construct of resistance compared to a one-dimensional
construct allows a distinction between anticipated change outcomes and change
process (Oreg, 20086).

The three components of resistance (affective, behavioural and cognitive} are
conceptually related to one another therefore all prospective antecedents of
resistance to change can potentially influence all the three components in resistance
theory (Creg, 2006).

Robbins et al., 2000 reported that both the anticipated change outcomes and the
change process influence how people feel and think about organizational actions but
the change process will most likely influence employees’ behavioural intentions. It is
therefore expected that resistance due to anticipated outcomes of the change will
primanly involve the affective and cognitive components of resistance whereas

resistance due to change process will be associated with the behavioural component.

¢ Anticipated Change Outcomes

These factors constitute the rational component of resistance to which Dent and
Goldberg (1999) reported as the most valid reason to resist change.
This study selectively explores only two variables (job secunty, intrinsic rewards) for

evaluations of affective and cognitive resistance components.

Job secunity

Several recent studies have emphasized the role of job secunty in its impact on
employees’ reactions to organizational change (Baruch and Hind, 1999; Burke and
Greenglass, 2001; Probst, 2003).

Based on employees' positions and occupations within an organization, different

employees would have varying levels of concems regarding the possibility of loosing

14
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their jobs. The source of resistance due to job security threat is driven by strong
emotional factors (Burke and Greenglass, 2001}. Therefore the perceived threat to
job security is particularly expected to yield a significant correlation with employees’

affective reactions to change.

Intrinsic Rewards

Organizational change can also threaten the intrinsic satisfaction that employees
gain from their jobs. The reason being organizational change often involves
changing positions and even redefining tasks. For many people, the expectation of
being transferred to a less interesting, less autonomous and less challenging job
would create negative evaluations of the change (Oreg, 2006: 80). In addition to
cognitively resisting decrease in autonomy and challenges in jobs Ryan and Deci
{2000) reported that individuals’ well-being is to a great degree dependent on their
ability to satisfy intrinsic needs such as the need for autonomy and self-
determination. In the organizationa! context, the ability to satisfy these needs was

shown to influence employees’ affective responses in the workplace.

The connection between each of these varables and resistance to change may
seem undisputed, but their selection is warranted by that most of these relationships
have not been tested empirically. Secondly, the perceived relationships may be
straightforward with a unidimensional construct of resistance not necessarily with a
multidimensional construct (Oreg, 20086).

The employees’ reactions to anticipated change outcomes is expected to be intemal
(i.e. affective and cognitive) but not behavioural. It is therefore hypothesized that;

Hypothesis 2a: Perceived threats to job secunty will be positively associated with the

employees’ affective resistance to change.

Hypothesis 2b: Perceived threats to intrinsic motivation will be positively associated

with both employees’ affective and cognitive resistance to change.

15
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e The Change Process

The change process vanables certainly have influence on all resistance components.
Chreim (2006: 1261) proposed that the notions of frame and frame appropriation are
useful tools for the study of control in organizations, as well as fbr the analysis of the
connection between micro-level discursive activities and wider discourses that enable
and constrain such activities. The author conducted an empirical study of bank
employees' accounts of their responses to two different changes introduced by
management. The results indicated that employees frame their responses in part
according to their individual capabilities and experiences. The employees’ frames
show an alignment with managerial frames and institutional discourses that are
unified and reified; and that employee frames exhibit both alignment and
misalignment with managenal frames that are open to contestation. The study also
indicated that institutional discourses can both constrain and enable employee

resistance to managenal frames.

Strebel (1996: 85), professor and director of the Change Program for intemational
managers at the International Institute for Management Development (IMD),
attributed resistance as a violation of "personal compacts” management has with
their employees. Personal compacts are the essence of the relationship between
employees and organizations defined by reciprocal obligations and mutual
commitments that are both stated and implied. Any change initiatives proposed by

the organization would alter their current terms.

Personal compacts are comprised of formal, psychological, and social dimensions.
The formal dimension is the most familiar. 1t is the aspect of the relationship that
addresses the basic tasks and performance requirements of the job, and is defined
by job descriptions, employee contracts, and performance agreements.
Management, in retumn, agree to supply the employee the resources needed to
perform their job. The psychological dimension addresses aspects of the
employment relationship that incorporate the elements of mutual trust, loyalty and
commitment. The social dimension of the personal compact deals with organizational
culture. This includes mission statement, values, ethics and business practices.

Strebel (1996: 87) pointed out that when these personal compacts are disrupted it
upsets the balance, and increases the likelihood of resistance. He suggests that
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management view how change looks from the employees’ perspective, and to

examine the terms of the personal compacts currently in place. Strebel (1996: 87)
asserts that 'Unless managers define new terms and persuade employees to accept
them, it is unrealistic for managers to expect employees to fully buy into changes that

alter the status quo”.

The literature conceming the change process variables (ie trust: Kotter, 1995; Gomez
and Rosen, 2001; Simons, 1999; Stanley, D.J., Meyer, J.P. & Topolnystky, L., 2005
Munduate and Dorado, 1998; and information: Wanberg and Banas, 2000)
highlighted significant impact of these process factors on employees’ behavioural

intentions in response to change initiatives at workplaces.

Trust in management

A recurring recommendation made by organizational changes specialists is to convey
an atmosphere of trust and a general feeling that employees can count on their
supervisors to do what's best for the organization and its members (Kotter, 1995;
Zander, 1950). Various authors have supported these original findings (Simons,
1999; Gomez and Rosen, 2001).

Munduate and Dorado (1998) examined the influence of different power bases on
employee cooperation in the context of an organisational change; referent power

appeared to yield the most cooperation.

Information

A number of authors have advocated that the quality and amount of information that
is provided can also influence how organizational members react to change.
Management sometimes provides information to increase employee involvement in
organization decision making processes to influence employees' resistance to
change. Wanberg and Banas (2000} examined the influence of providing detailed
information about the change on resistance to change. The results revealed that
employees that were provided with timely, informative and useful information about
an organizational change presented a more positive evaluation of the change and

increased willingness to cooperate.
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The findings concerning the relationship between procedural justice and employee
behaviours (Skarlicki and Folger, 1997) implied that factors involving the process
through which change is implemented would be particularly meaningful with respect
to employees’ behavioural responses. Therefore the hypotheses on the two selected

change process factors are as follows:

Hypothesis 3a: Employees’ trust in management will be negatively associated with

employees’ behavioural resistance to change.

Hypothesis 3b: The amount and quality of information that is provided about the

change will negatively correlate with employees’ behavioural resistance to change.

3.3 Work Related Outcomes Due to Resistance to Technological Change

Rush et al, 1995 found that the following conditions of change predicted
organizational outcomes for example, job satisfaction, organizational commitment
and intention to leave the organization. Wanberg and Banas (2000} also found that
the conditions of change predicted employees’ resistance to change and that, in tum,
resistance was associated with lower levels of job satisfaction and greater intention
to quit. There is not much work that has been done to assess how multifaceted
conceptualization of resistance that allows for ambivalence towards the change
(Piderit, 2000) would relate to work related outcomes.

The three components of resistance ({affective, behavioural and cognitive) are
conceptually related to one another therefore all prospective antecedents of
resistance to change can potentially influence all the three components in resistance
theory {(Oreg, 20086).

This study presumes that the different components of resistance would have varying
relationships with different types of work related outcomes. Specifically, affective is
most likely to associate with affective outcomes, cognitive resistance with cognitively
based outcomes and behavioural resistance with behavioural outcomes. Job
satisfaction represents an outcome with a strong affective affinity (Spector, 1997} and
is therefore expected to comelate strongly with affective component of resistance.
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The behavioural component of resistance involves both behaviour and an intention to

behave. Therefore an intention to leave the organisation seems an appropriate
outcome that would tap the behavioural component of resistance.

According to Meyer & Allen (1991) continuance commitment involves a calculative
approach with which organisational members evaluate whether or nor it is worth their
while to remain in the organisation. The cognitive process that is invoived in that

construct is explicit.

it is not disputed that all three components of resistance could correlate with
employees’ job satisfaction, intention to quit and continuance commitment based on

the previous empincal studies it is hypothesised that:

Hypothesis 4: Employees’ affective resistance will be negatively related to their job

satisfaction.

Hypothesis 5: Employees’ behavioural resistance will be positively related to their

intention to leave the organisation.

Hypothesis 6: Employees’ cognitive resistance will be negatively related to their

organisational continuance commitment.

3.4 Conclusion of literature review

From the extant literature on resistance to change as it relates to adoption of new
technology, it is first clear that very little research has been done that specially
examines resistance to technology change. However, there is sufficient research on
the concept of resistance to change in different contexts

and some well known instruments for measuring resistance have proven high
robustness by sustaining reliability and validity in different change contents (Oreg,
2003: 680)

3.5 Summary of study hypotheses

This research study will consider a number of the factors that are perceived to

influence employees’ adoption of technology for the multifaceted view of resistance.
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An attempt to investigate the factors’ relative weights of influence in hindering

adoption of new technology will be done for the specific workplace.

The proposed hypotheses that the present study tested relationships between each
personality and context independent variables of each dependent variable of

resistance components are as follows:

Hypothesis 1: Employees’ dispositional resistance will have significant positive

correlations with their affective resistance to technological change at workplace.

Hypothesis 2a: Perceived threats to job security will be positively associated with the

employees' affective resistance to technological change.

Hypothesis 2b: Perceived threats to intrinsic motivation will be positively associated
with both employees’ affective and cognitive resistance to technological change.

Hypothesis 3a: Employees’ trust in management will be negatively associated with

employees’ behavioural resistance to technological change.

Hypothesis 3b: The amount and quality of information that is provided about the
change will negatively correlate with employees’ behavioural resistance to change.

The hypotheses for testing the relationships between each component of
multifaceted construct of resistance (affective, behavioural and cognitive) and

selected work related outcomes are summarised as follows:

Hypothesis 4: Employees’ affective resistance will be negatively related to their job

satisfaction.

Hypothesis 5: Employees’ behavioural resistance will be positively related to their

intention to leave the organisation.

Hypothesis 6: Employees’ cognitive resistance will be negatively related to their

organisational continuance commitment.
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4. CHAPTER 4

RESEARCH METHODOLOGY

4.1 Research Approach

This offers an empirical test of resistance to the adoption of new technology.
Quantitative research approach considered t0 be nomothetic, dealing with
abstraction of reality based on probability derived from studies of large numbers of
randomly selected cases (Welman, Kruger & Mitchell, 2006: 8) is considered suitable
for the present study. Unlike quantitative research methods, the qualitative research
approach seeks to establish the socially constructed nature of reality by stressing the
relationship between the researcher and the object of study as well as placing
empbasis on the value-laden nature of the enquiry (Denzin and Lincoln, 1994).
Contrarily, quantitative approach emphasizes on measurement and analysis of
casual relationships between variables within a value-free context. The present
research is conducive to a quantitative approach because it seeks to test well defined

constructs with existing measurement instruments.

4.2 Sampling Design

The sample consists of at least 160 employees across the entire organization
structure of Silicon Technology plant with a total staff population of 300 employees.
The level of education is high, with 95% of workforce having a minimum of high
schoo! education. The organization can be considered to be relatively mechanistic in
its structure {(Morgan, 1997), with distinct hierarchical levels and clear line chain of
command. The organizational change comprised of two information systems
introduced to aid communication and data transmission within the organization when
traditionally employees used hand written notes and telephonic means of

communication.

A stratified random sampling approach is adopted in the present study because of
the heterogeneous nature of the sample. The hierarchical feature of the

organizational structure provides explicit strata namely the students, general worker,
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specialist and manager. The sampling approach is such that members of identified

strata are randomly given questionnaire to sufficient represent each group. The
advantage of stratified random sampling design is that the researcher is able to
reduce the sampling error without having to resort to large sample sizes (Babbie,
2001).

The 165 participants issued with the survey produced a 4.8% non response rate with
only two feedback scripts that could not be used because they were incompletely
filled. The usable 155 feedbacks consisted of 63% men and 37% women with a
mean age of 31 years. This sample comprised of 36% managers, 20% specialists,

43% general workers and 1% students.
4.3 Data Collection Method

The data collection method is in the form of self administered structured
questionnaire as a survey. The survey instrument captures all the variables required
to be measured to test each hypothesis. The answers to each item use a Likert-type

point response scale.

The questionnaires were administered after the organizational change has been
initiated. Therefore, questions about the anticipated outcomes of the change and
about the change process are phrased in the past tense such that participants are
asked to report on what they expected from the change and how they experienced
the change when it was first initiated. Questions regarding the work related
outcomes (job satisfaction, intention to quit and continuance commitment) are

phrased in the present tense.
4.3.1 Measurement Instruments
¢ Dispositional resistance to change

The use of 17-item resistance to change (RTC) scale (Oreg, 2003: 680) was adopted
for present study to examine dispositional resistance to change towards the affective
components of resistance to adoption of new technology. The scale has been
validated in a vanety of contexts and has consistenily demonstrated high structural
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stability and reliability (Oreg, 2003: 690). The total RTC score for all 5 items

(Appendix A) is used to assess employees’ dispositional resistance to change. The
present study examines dispositional resistance to change towards affective
resistance to individuals’ adoption of new technology only. The scale's reliability

coefficient (Cronbach’s alpha) was reported as 0.79.
» Measures for perceived outcomes of change

The evaluation is done using items that ask employees whether they had believed
when the change was first introduced that outcomes would improve, stay the same or
get worse. ltems use a 4 point response scale ranging ‘would significantly get worse

to would significantly improve'.
Job Security

Threat to job security will be assessed using one item. The assessment asked
whether the employees believed there will be change in the chances they would have
to look for a new job the next year (Appendix A). The scale's reliability coefficient

(Cronbach’s alpha) was reported as 0.72.
Intrinsic rewards

The items for intrinsic rewards measure are based on factors from Hackman and
Oldham's model {(1976). Intrinsic rewards involve the extent to which employees
believe there would be change in the amount of challenge, autonomy, and personal
interests that they have on their jobs. Three items were used (Appendix A). The

scale's reliability coefficient (Cronbach's alpha) was reported as 0.84.
» Measures for change process variables
The change process vanables are measured using three item for each on a four point

response scale varying from strongly disagree, disagree, agree, to strongly agree.

The scale’s alpha coefficient is reported for each variable.
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Trust in Management

The items aim to assess the general faith employees have concerning
management’s ability to successfully implement or manage change (Appendix A).
The scale's reliability coefficient (Cronbach'’s alpha) was reported as 0.90.

Information about the change
The measure is based on Miller, V.D., Johnson, J.R. & Grau, J. (1994) scale. Three

items were adopted to assess usefulness of information about change {Appendix A).
The scale's reliability coefficient (Cronbach'’s alpha) was reported as 0.72.

o Measures of work related outcomes
The Likert-type point response scale is used to assess the selected work related
outcomes on the tridimensional resistance concept ranging from strongly disagree,
agree, to strongly agree. The reliability coefficients were reported.
Job Satisfaction
This is measured using Cammann, C., Fichman, F., Jenkins, DG. & klesh, JR.,
(1983) 3-item overall job-satisfaction scale. Participants were asked to reflect on the
extent to which they present agree or disagree on the each item (Appendix A). The
scale's reliability coefficient (Cronbach’s alpha) was reported as 0.75.
intention to Quit
This is measured using Cammann et al.'s (1983) 3-item intention to turnover scale

(Appendix A). The scale’s reliability coefficient {Cronbach’s alpha) was reported as
0.73.
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Continuance Commitment

This is measured using modified Meyer, J.P., Allen, N.J. & Smith, C.A., (1993)s 6
item-scale. Only four items are used (Appendix A). The scale’s reliability coefficient

(Cronbach’s alpha) was reported as 0.76.
4.4 Data Analysis Approach

The aim of data analysis is to understand the vanous constituent elements of one's
data through an inspection of relationships between concepts, constructs or variables
and to establish whether there are any pattems or trends that can be identified,
isolated or established in the data (Mouton 2006: 108). The use of descriptive
statistics is used and inferential statistics is applied. Cormelation coefficients
calculated. The Structural Equations Modelling (SEM), with the AMOS (Arbuckle,
1999) software was used to test the study’s path modei {Figure 3.1).

Structural equation modeling (SEM) has grown out of and serves purposes similar to
multiple regression, but in a more powerful way which takes into account the
modeling of interactions, nonlinearities, correlated independents, measurement error,
comrelated eror terms, multiple latent independents each measured by multiple
indicators, and one or more latent dependents also each with multiple indicators
(Barbara, 2001). The following advantages of SEM in comparison with multiple
regressions have been cited by Barbara (2001). SEM is viewed as more flexible
assumptions {particularly allowing interpretation even in the face of multicollinearity),
being capable of using confirmatory factor analysis to reduce measurement error by
having multiple indicators per latent variable, possessing the desirability of testing
models overall rather than coefficients individually, the ability to test models with
multiple dependents, the ability to model mediating variables, the ability to model
error terms, the ability to test coefficients across multiple between-subjects groups,
and ability to handle difficult data.
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5. CHAPTER 5
RESEARCH RESULTS
The two different statistical approaches used were a separate regression analysis
and SEM path modeling. The two approaches yielded results that were very similar

to each other.

Descriptive statistics and inter-correlations of the variables of the study are presented
in Table 5.1

Table 5.1
Descriplive statistics and comelations for the variables in the study ( N=155)
Variable Mean SO 1 2 3 4 5 6 7 8 -8 10 11 12 13
1. Age group nos 1
2. Work position 280 116 -151
3. Sex 052 050 .02 011
4, Dispositional resistance to change 3.28 086 21" -03 .01 1
5. Threal to job seturity 266 089 26" 45 -0 -161
6. Threal to intrinsic rewards 316 077 13 48 .04 21737
7.Trust in management 321 126 .02 07 .01 -04.36".32"1
8. Usefulness of information 316 112 16 21* 03 02 .16 03 .06
9. Aflective resistance 290 116 -10-03 06 417.36"39" -35 -04 1
10.Behavioural resistance 260 105 02 20 00136716 0 -41" 01 681
11.Cognitive resistance 310 098 .02 -05 -03 -02-28%-63"-56" -07 51 55" 1
12.Job satisfaction 389 093 .16 -03 02 01 04 25" 19" 21 -18'-19" -031
13. Intention to quit 247 130 -13 05 -01 -02-18°..18°.28" -23° 25" 16 .18'-55™1
14. Continvance commitment 350 089 -04-17 06 .36 .03 A2 M1 -03 -01 12 40 -13 08

The analysis of the study results has been based on the SEM path Mode! results.
The advantage of testing the path model using SEM is that it enables one to test two
sets of relationships (e.g. antecedents-resistance components and resistance
components- work related outcomes) simultaneously. The SEM path model results
for the study are presented in Tables 5.2 and 5.3.
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Table 5.2 represents regression weights for the antecedents to resistance

components.

Table 5.2

SEM results for paths from antecedents to resistance components (N=155)

Affective Behavioura! Cognitive
Variable resistance (B) resistance (B) resistance {B)
Control
Age -1y .03 03
Management 15" .29 01
sex (0=no,1= yes) .04 -.08 -.03
Perscnality
RTC 42" 100 .00
Context- anticipated change cutcomes
Threat to job security I - .05 -.07
Threat to intrinsic rewards 39 .18 21
Context- change process
Trust in management -.25* -3z - 47
Usefulness of information .06 A0t A8*
R* .46 .38 .54

“p<.05, “"p<.01, **p<.001.

Because of the many possible paths contained within the model, for clarty and
simplicity, Figure 5.2 presents the SEM results only for the hypothesized paths.

Resistance
Personality to Change
Dispositional 42
Resistance to Change \ Affective ' ~..19 Work-related outcomes
Resistance | Job Satisfaction |
Context ] i
Threat to Job Security % ' '
' Behavioural 15 [Intention to quit !
Threat to intrinsic Rewards | ,, Resistance | - |
|
Trust in Management ! Continuance .
Cognitive -] Commitment I
Information Resistance |

Figure 5.2 SEM path mode! results, only for paths that achieved significance at the
.05 level or lower
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The hypothesis 1, that employees’ dispositional resistance to technological change
will positively relate to employees’ affective resistance at a workplace environment
was strongly supported. The correlation coefficient of .42 was observed as expected.

Hypotheses 2a-2b suggested that anticipated threats would positively correlate to
change outcomes vyielding employees' affective and cognitive resistance to
technological change and not behavioural resistance were both supported.
Hypothesis 2a predicted that threats to job security will be positively associated with
the employees’ affective resistance to technological change. This hypothesis 2a was
strongly supported as observed by a .34 correlation coefficient. Insignificant
relationship was observed between threat to job security and both behavioural and
cognitive resistance components. Hypothesis 2b predicted that perceived threats to
intrinsic motivation will be positively associated with both employees’ affective and
cognitive resistance to technological change. The hypotheses were both supported
with correlation coefficients of .39 and .21. None of these anticipated change

outcomes antecedents were significantly related to behavioural resistance.

Hypotheses 3a-3b suggested that the manner in which the change was implemented
would significantly influence how employees react to the change. Hypothesis 3a
suggested that employees’ trust in management will be negatively associated with
employees’ behavioural resistance to change. This hypothesis was strongly
supported with affective, cognitive resistance and more strongly with behaviocural
resistance. Participants with less trust in management presented increased
behavioural, affective and cognitive resistance to technological change (Table 5.2
and Figure 5.2).

Hypothesis 3b suggested that the amount and quality of information that is provided
about the change will negatively correlate with employees’ behavioural resistance to
change. This hypothesis was not supported although it yielded significant correlation
with behavioural resistance. The observed correlation coefficient was 0.10 for p<.05.
A more significant correlation with cognitive resistance was also observed even
though this was not hypothesised (Table 5.2). Possible reasons for the opposite

direction of the relationship will be discussed in the next chapter.
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The relationships between each resistance component and the three work- related

outcome variables (job satisfaction, intention to quit and continuance commitment)
were tested (Table 5.3). The relationships that were hypothesised to meaningful
tumed out significant. The three hypotheses 4, 5 and 6 were all supported.

Table 5.3 represents regression weights for the resistance components to work-
related outcomes.

SEM results for paths from resistance components to work-related outcomes (N=155)

Job-satisfaction Intention to quit Continuance
Variable (B) {B) Commitment ()
Affective resistance -.19* 00 -.05
Behavioural resistance -.06 .16* -03
Cognitive resistance .04 .04 -.18*
R* 03 05 04

*p <.05.
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6. CHAPTER 6

DISCUSSION

The study tests resistance to technological change at a workplace where resistance
is conceptualised as three-dimensional (negative) construct towards a large scale

organisational change.

The factors influencing individuals’ resistance to technological change were
selectively chosen based on previous literature. Therefore not all antecedents of
individual resistance to technological change are examined in this study. The study
considered both personality and context as antecedents to resistance. Among the
context independent variables, a further distinction was made between the
anticipated change outcomes and the change process. Finally the study examined
the relationships between each resistance component and some work related
outcomes, namely job satisfaction, intention to quit and continuance commitment.

In agreement with previous work (Oreg, 2003), individuals’ dispositional resistance to
change showed a strong positive association with affective component of resistance
and a relatively less significant but still positive association with behavioural
resistance component. This suggested that some employees that more likely
experience negative emotions and will more likely act against the change but not all.
This could happen due to their personality in terms of their dispositional inclination to

change independent of the nature of change at hand.

Threat to job satisfaction showed a positive association (B = .34 for p<.01) with
affective resistance as predicted and absolutely no association with behavioural and
cognitive resistance components. This clearly shows that the emotional laden factor
of job security has its strongest relationship with employees’ affective reaction to

change.

Threat to intrinsic rewards showed significant positive correlation to both affective
and cognitive resistance (§ = .39 for p<.01 and 8 = .21 for p<.01), respectively. None
of the anticipated change outcome factors were significantly associated with
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behavioural resistance component. The psychological perspective of organisational
paradigms that brings in the presence of emotions or affect at workplaces is

supported (Van Tonder, 2004).

The factors involved in the change process such as trust in management showed
significant associations with all the three resistance components and a particularly
strong effect (§ = -.47 for p<.001) on employees’ cognitive evaluation of the change.
Therefore lack of faith in the organisation's leadership could be ascribed to
participants’ responses that expressed anger, frustration and anxiety with respect to

the change and increased actions against the change.

Interestingly though was the observed relationship between information and
resistance that was opposite in direction to the hypothesis. Information showed a
positive significant relationship to behavioural resistance component, opposite but
significant as hypothesised and also a significant association with cognitive
resistance but no association with affective resistance component. The resuits reveal
that the higher the amount of information about the change would more likely lead to
worse evaluation of it and with increased willingness to act against the change. The
previous work (Wanberg & Banas, 2000) observed that then more information
employees received about the change less likely they will act against it. Wanberg &
Banas, 2000 findings are based on the assumption that resistance is irrational and is
due to employees’ unfamilianty with the details of the change and therefore lacks the
appreciation that employees sometimes resist change for good reasons. For instance
in this study, introduction of new technology at the studied organisation implied
reduced job secunty to employees, therefore employees more likely needed
assurance that they will not be replaced by the new system due to automation of the
processes. The relationship between information and resistance would therefore
appear to depend not only on amount of the information (Wanberg & Banas, 2000)
but also on the quality of information (Oreg, 2006). The relationship between
information and resistance is seemingly nonlinear. Not enough information as well as
too much information may be detrimental and would both lead to increased
employees resistance to change. Therefore moderate amount of information with

appropnate content would be optimum.
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The different pattems of relationships for anticipated change outcomes and factors

involved the change process with resistance components correspond with the
findings on the reactions to distributive versus procedural justice, according to which
procedural justice that is concemed with the processes through which organisational
decisions are reached was found to more likely arouse behavioural responses than
affective and cognitive reactions that would more likely arise in response to
distributive justice which deals with outcomes (Robbins et al., 2000; Skarlicki and
Folger,1997).

The potential outcomes of resistance to technological change studied in this work
against the three-dimensional conceptualisation of resistance proved meaningful
(Table 3) in line with (Oreg, 2006). The resulis showed the affective resistance
negatively correlated with job satisfaction {8 = -.19 for p<.05), behavioural resistance
positively correlated with intention to quit (B =.16 for p<.05) and cognitive resistance
negatively correlated with continuance commitment (8 = -.18 for p<.05). Participants
whose responses showed feelings of being stressed, angry or anxious because of
the change also reported less satisfied with their job and those participants whose
responses showed they have acted against the change also reported greater
intention to leave the organisation while those whose responses showed negative
cognitive evaluations of the change when the change was first initiated also showed

willingness to stili remain with the organisation.
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7. CHAPTER 7

LIMITATIONS AND SUGGESTED FUTURE RESEARCH DIRECTIONS

The nonlinear relationship between information and resistance could not be
explained fully in this study. Future researchers should attempt to identify the specific
contexts and processes in which information could alleviate resistance and
investigate what could be considered appropriate manner through which information
should be communicated and ways to optimise both the amount and content of

information about change at workplaces.

The other limitation of the study is the fact that survey data were collected only once
after the organisational change had aiready been underway. Therefore no claims can
be made regarding causality in the relationships found between the study variables.
Future research would be encouraged to access the change process several times
over time allowing a longitudinal research design that could address such a limitation.
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CONCLUSIONS

There is no reason to believe that the survey responses were influenced by
retrospective sense making since the respondents were not aware of the

hypotheses.

The study’s findings have a number of implications to managers and change agents
in successfully engaging change in organisations. Relative to other antecedents of
resistance, individual personality measured by dispositional resistance to change,
threat to job security, threat to intrinsic rewards and trust in management were the
most meaningful antecedents of resistance to technological change at the work
place. Therefore change agents should pay attention to possible ramifications that
the change may have on employees’ ability to actualise themselves in their job. Trust
in management proved to be a dominant variable in its associations with all the three
resistance components and therefore both managers and change agents would be
encouraged to make a basic habit of building and maintaining the trust of their

employees.

The findings acknowledge that resistance can manifest itself in different forms and
these different resistance forms can be indicative of the presence of different types of
antecedents and as such different interventions could be required to alleviate
different forms of resistance. Trust in management is the only studied factor that
proved more likely to provoke the full spectrum of resistance forms while other factors

would more likely arouse specifically only one or two forms.

Conceptualisation of resistance as a three-dimensional construct showed that the
relationships between resistance to change and work related outcomes are not as
simple as most previous work has perceived when resistance to change was viewed
as a one-dimensional concept. For example, being anxious because of the
organisational change may decrease job satisfaction but does not necessarily imply

increased intentions to quit the job.
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Appendix A

WORKPLACE ENVIRONMENT, INDIVIDUALS RESISTANCE TO
TECHNOLOGICAL CHANGE SURVEY

Directions

1.

The questionnaire is confidential and answered anonymously.

2. Itis for academic research purposes only.
3. There is no right or wrong answer. Please be honest. Your opinion is what is
wanted.
4. Mark with a v or X the number of your answer that corresponds to your
response for each question.
5. Past tense phrased questions require how you experienced change when it
was initiated or started.
6. Presence tense phrased questions require how you consider your current job
after the change has been initiated or occurred.
Example
Quesilons Raﬂng
My present pasition in the company Managar specialist General student

employee

Please answer all the following questions from 1 to 28
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Section A

Questons Rating

1. My present position In the company Manager specialist Generg student

employee
2. by sex male female
3.1am aged <25 25-<35 I5.<45 245
years

Section B

Note: The following past tense phrased questions require you to express how you
experienced the change when it was initiated or started.
Dispositional resistance to change

Questons Rating

4_ 1 was exciied about the change to new computer system* 1. Strongly | 2. Disagree | 3.Agree | 4. Strangly
disagree anres

5.V was womied about Lhe use of new system 1. Strongly | 2.Disagree | 3. Agree | 4. Strongly
disagree agres

6. | was really gad that we wers changing the computar system 1.Srongly | 2. Disagree | 3.Agree | 4. Stongly
disagree . agres

7. bwas afrad of he new system 1.Strongly | 2 Disagree | 3.Agree | 4. Strongly
disagres agree

8. I had a bad feeling about the change 1. Stongly | 2.Disagree | 3.Agree | 4. Strongly
disagree agres
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Note: The following past tense phrased questions require you to express how you
experienced the change when it was initiated or started

Change Process variables

Questions “Rating

. | rusted management thai the new systam wouk] be more 1.Strongly | 2.Disagree | 3. Agree | 4. Stongly

eftective disagres agres

10. 1 believed In managemant's fudgestest in implemeniing the new 1.Stongly | 2. Disagree | 3. Agree | 4. Stongly

system disagree agred

11. | supported managemsnt's idea of implamenting the new system 1.Stongly | 2. Disagres | 3.Agree | 4. Stongly
disagres agrea

12. The information | recelved about the new computer system was || 4 Stongly | 2 Disagree | 3.Agree | 4. Strongly
useful dbagre egres

13. The amount of information provided conceming the new system || 1 syongly | 2. Disagree 3.Agree | 4. Strongly
was enough disagres eqree

14. Enough time was provided for me to understand the new system || 1 Syanaly || 2. Disagree || 3. Agree | 4. Strongly
befors using it disagree ’ agres

Note: The foliowing presence tense phrased questions require you to express how
you consider your current job after the change

Work related outcomes

Questlons Rating

15. Allin afl, | am satisfled with mry current ob 1.Stongly | 2. Disagree | 3.Agres | 4. Strongly
disagree ares

16. In general, | like working here 1.5mongly | 2, Disegree | 3. Agree | 4. Strongly
disagree agree

17. In general, | don't like my job* 1.5mongly | 2. Disagree | 3. Agree | 4. Stongly
disagree aqree

18. Itis likely | will activety look for a new job in the next year 1.Stongly | 2.Disagme | 3. Agre | 4. Strongly
disagree agree
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18. | often think about quitting 1.Strongly | 2. Disagree | 3.Agree | 4. Sirongly
disagree agree

20. | will certainty loak for 3 new job in Lhe nexd year 1, Strongly 2. Dieagres || 3. Agrea | 4. Strongly
disagree agrea

21 One of the fow negative consequences of leaving this company 1. 8§ 2. i 3, Agree || 4.5

would be the scardity of altemative jobs dhag“f,.f" wearee S agr;m'?

22. Too much of my life would be disrupted if | decided io leave my 1. Strangly 2, Disagree f| 3. Agree || 4. Strongly

omanization now disagres agree

23. My famly b5 satisfied with social life around this place 1.Strongly || 2. Disagree || 3. Agree || 4. Strongly
disagree agres

24. | owe my organlzation a kot of what am | can't just laave now 1. Strongly 2. Disagree || 3. Agree |[ 4. Strongly
disagree agee

Note: The following past tense phrased questions require you to express how you

experienced the change when it was initiated or started

Anticipated change outcomes

Quostions Ratlng

25. | beleved rmy interest in my job, becauss the new conputer 1. Significanty | 2.Smy | 3.impove | 4. Significantly

syalem, would..... get worse Ihe improve
same

26. ) believed the amount of challenge on my job, betause of the 1. Significanty | 2.5y | 3.improve | 4. Significanty

new computer system, would......... pet worsa tha improve
samg

27. | believed the aumber of work problems on my job, because of || 4 Significanty 2.8@y | 3.mprove | 4. Significanty

Lhe new syatem, would........ getworse the improve
same

28, | believed the chances of me keeping my fob betausa of the new 1. Significantly 2, Stay 3, improve | 4. sbl‘l"hl'lﬂy

system would...... gel worse the improve
3ama

reverse scoring”
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9. CHAPTER 9

A DRAFT OF PUBLISHABLE ARTICLE

An investigation in to factors hindering adoption of new technology by employees at

the workplace

Allen Dube

*Prof. SM Nkomo Unisa, SBL

Abstract

The study tests resistance to technological change at a workplace where resistance
is conceptualised as three-dimensional (negative) construct towards a large scale
organisational change. The sample consisted of at least 160 employees across the
entire organization structure of Silicon Technology plant with a total staff population
of 300 employees. The 165 participants issued with the survey produced a 4.8% non
response rate with only two feedback scripts that could not be used because they
were incompletely filled. The usable 155 feedbacks consisted of 63% men and 37%
women with a mean age of 31 years. This sample comprised of 36% managers, 20%
specialists, 43% general workers and 1% students. The factors influencing
individuals' resistance to technological change were selectively chosen based on
previous literature. Therefore not all antecedents of individual resistance to
technological change are examined in this study. The study considered both
personality and context as antecedents to resistance. Among the context
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independent vanables, a further distinction was made between the anticipated

change outcomes and the change process. Finally the study examined the
relationships between each resistance component and some work related outcomes,
namely job satisfaction, intention to quit and continuance commitment. The findings
acknowledge that resistance can manifest itself in different forms and these different
resistance forms can be indicative of the presence of different types of antecedents
and as such different interventions could be required to alleviate different forms of
resistance. Trust in management is the only studied factor that proved more likely to
provoke the full spectrum of resistance forms while other factors would more likely

arouse specifically only one or two forms.

Key words:

Employee resistance, technology, dispositional resistance to change, anticipated
change outcome, process change vanable, affective resistance, behavioural

resistance, cognitive resistance, job satisfaction, continuance commitment.

The shift from modemism to postmodemism era has placed greater emphasis on
fluidity, speed, an information bias work environment and integration as opposed to
differentiation within organisations. Therefore a leaning towards fluid, less structured,
time-paced and information rich concepts of organisational change are emerging.
Information is mainly driven by new technologies. Employee adaptability to new
technology is critical in this digital age and this study sheds light on the factors that
influence employee resistance to technological change. The leadership challenge for

South African organisations is retiring old thinking systems in parallel with creating
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new ones against the reality of high speed globalisation and informationalism (Unisa,

SBL. 20086).

Enterprises decide to invest in information systems (I1S) for a number of reasons such
as pressures to sustain cost competitiveness, improve efficiencies without increasing
costs and simply to improve the quality of service or product in order to stay in
business. Organizations naturally expect employees to adopt the new technologies
freely without questions to achieve desired goals. The natural propensity for
individuals to "defend the status quo” presents a set of challenges that management
must overcome in order to bring about desired change. Management must also
seriously take into account and consider the myriad of problems that may result if
they are not responsive to issues of resistance in the workplace.

Coetsee {1999: 204) states "any management'’s ability to achieve maximum benefits
from change depends on how effectively they create and maintain a climate that
minimizes resistant behaviours and encourages acceptance and support”. Therefore
factors hindening adoption of new technologies must be identified initially and then
addressed. The theoretical model tested by my research has been proposed and
tested by (Oreg, 2006). Ti'ae author reported that both personality and context were
found to be significantly associated with employees’ attitudes (resistance) towards
a large scale organizational change. The attitudes (resistance) were in tum
significantly associated with employees’ job-satisfaction, organizational
commitment and intention to leave the organization. The large scale organizational
changes could be in technology, production methods management practices or
compensation systems. The study examines the resistance to change due to
technological change in an organization.

In this study an attempt will be to conceptualise the term employee resistance

according to Piderit (2000) ‘s view. Therefore the measure of resistance to change
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will be consistent with this view of resistance as cognitive, emotional and

behavioural. Antonacopoulou and Gabriel (2001) supported this view by stating that
contrary to common perception, the individual reaction to change is not simply a
matter of resistance or acceptance but instead comprises of complex blend of
psychological, social, emotional and cognitive factors.

The vast majonty of empirical studies (for example, Armenakis and Hams, 2002;
Goltz and Hietapelto, 2002; Lines, 2004; Rosenblatt, Z., Taimud, I. & Ruvio, A., 1999;
Trade-Leigh, 2002) have focused on contextual variables that are related o
resistance such paricipation, personal management compacts (trust in
management), manageral frames and institutional discourses of change or
organizational commitment. A few empirical studies have adopted the persconality
perspective (for example, Judge,T.A., Thoresen, C.J., Pucik, V. & Welbourmne, T.M.
1999; Cunningham, EC., Woodward, CA., Shanon, HS., Macintosh, J., Lendrum,
B.,Rosenbloom, D. ef al., 2002) and only two empirical studies have combined the
role of context and personality in predicting employees’ reactions to organizational

changes (Wanberg and Banas, 2000 and Oreg, 2006).

Therefore in the present study both personality and context are considered potential
antecedents of resistance. Resistance to change has been comelated with a number
of work related consequences such as job satisfaction, organizational commitment

(Rush, M.C., Schoel, W.A & Barnard, S. M.,1995; Schweiger and Denisi, 1991).

Oreg (2003) introduced a concept of dispositional resistance to change and designed
the resistance to change scale (RTC) for measuring the personality component of
resistance to change. Dispositional to change concept was defined as the individual

internal inclination to resist or adopt changes. The results supported the conception
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that personality traits are fundamental affective in nature (Dols and Suzuki, 2002).

Oreg (2003) results showed that there is a strong correlation between dispositional
resistance and affective resistance and only a weak relationship between
dispositional resistance and employees’ behavioural reactions. It is therefore

hypothesized that:

Hypothesis 1: Employees’ dispositional resistance will have significant positive

correlations with their affective resistance to a particular change at hand.

Organizational change can also threaten the intrinsic satisfaction that employees
gain from their jobs. The reason being organizational change often involves
changing positions and even redefining tasks. For many people, the expectation of
being transferred to a less interesting, less autonomous and less challenging job
would create negative evaluations of the change (Oreg, 2006: 80). In addition to
cognitively resisting decrease in autonomy and challenges in jobs Ryan and Deci
(2000) reported that individuals’ well-being is to a great degree dependent on their
ability to satisfy intinsic needs such as the need for autonomy and seff-
determination. In the organizational context, the ability to satisfy these needs was

shown to influence employees’ affective responses in the workplace.

The connection between each of these variables and resistance to change may
seem undisputed, but their selection is warranted by that most of these rélationships
have not been tested empirically. Secondly, the perceived relationships may be
straightforward with a unidimensional construct of resistance not necessarily with a

multidimensional construct (Oreg, 2006).
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The employees’ reactions to anticipated change outcomes is expected to be internal

(i.e. affective and cognitive) but not behavioural. It is therefore hypothesized that:

Hypothesis 2a: Perceived threats to job security will be positively associated with the

employees’ affective resistance to change.

Hypothesis 2b: Perceived threats to intrinsic motivation will be positively associated
with both employees’ affective and cognitive resistance to change.

The findings concerning the relationship between procedural justice and employee
behaviours (Skarlicki and Folger, 1997) implied that factors involving the process
through which change is implemented would be particularly meaningful with respect
to employees’ behavioural responses. Therefore the hypotheses on the two selected

change process factors are as follows:

Hypothesis 3a: Employees’ trust in management will be negatively associated with

employees’ behavioural resistance to change.

Hypothesis 3b: The amount and quality of information that is provided about the
change will negatively correlate with employees’ behavioural resistance to change.

This study presumes that the different components of resistance would have varying
relationships with different types of work related outcomes. Specifically, affective is
most likely to associate with affective outcomes, cognitive resistance with cognitively
based outcomes and behavioural resistance  with behavioural outcomes. Job
satisfaction represents an outcome with a strong affective affinity (Spector, 1897) and
is therefore expected to correlate strongly with affective component of resistance.

The behavioural component of resistance involves both behaviour and an intention to
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behave. Therefore an intention to leave the organisation seems an appropriate

outcome that would tap the behavioural component of resistance.

According to Meyer & Allen (1991) continuance commitment involves a calculative
approach with which organisational members evaluate whether or nor it is worth their
while to remain in the organisation. The cognitive process that is involved in that

construct is explicit.

It is not disputed that all three components of resistance could correlate with
employees’ job satisfaction, intention to quit and continuance commitment based on

the previous empirical studies it is hypothesised that:

Hypothesis 4: Employees’ affective resistance will be negatively related to their job

satisfaction.

Hypothesis 5: Employees’ behavicural resistance will be positively related to their

intention to leave the corganisation.

Hypothesis 6: Employees' cognitive resistance will be negatively related to their

organisational continuance commitment.

Method

The sample consists of at least 160 employees across the entire organization
structure of Silicon Technology plant with a total staff population of 300 employees.
The level of education is high, with 35% of workforce having a minimum of high
schoo! education. The organization can be considered to be relatively mechanistic in

its structure (Morgan, 1997), with distinct hierarchical levels and clear line chain of
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command. The organizational change comprised of two information systems

introduced to aid communication and data transmission within the organization when
traditionally employees used hand written notes and telephonic means of

communication.

A stratified random sampling approach is adopted in the present study because of
the heterogeneocus nature of the sample. The hierarchical feature of the
organizational structure provides explicit strata namely the students, general worker,
specialist and manager. The sampling approach is such that members of identified
strata are randomly given questionnaire to sufficient represent each group. The
advantage of stratified random sampling design is that the researcher is able to
reduce the sampling error without having to resort to large sample sizes (Babbie,
2001).

The data coilection method is in the form of self administered structured
questionnaire as a survey. The survey instrument captures all the vanables required
to be measured to test each hypothesis. The answers to each item use a Likert-type

point response scale.

The 165 participants issued with the survey produced a 4.8% non response rate with
only two feedback scripts that could not be used because they were incompletely
filled. The usable 155 feedbacks consisted of 63% men and 37% women with a
mean age of 31 years. This sample comprised of 36% managers, 20% specialists,

43% general workers and 1% students.

Instruments

» Dispositional resistance to change
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The use of 17-item resistance to change (RTC) scale (Oreg, 2003: 680) was adopted
for present study to examine dispositional resistance to change towards the affective
components of resistance to adoption of new technology. The scale has been
validated in a vanety of contexts and has consistently demonstrated high structural
stability and reliability (Oreg, 2003: 690). The total RTC score for all 5 items
(Appendix A) is used to assess employees’ dispositional resistance to change. The
present study examines dispositional resistance to change towards affective
resistance to individuals' adoption of new technology only. The scale's reliability

coefficient {Cronbach’s alpha) was reported as 0.79.

o Measures for perceived outcomes of change

The evaluation is done using items that ask empioyees whether they had believed
when the change was first introduced that outcomes would improve, stay the same or
get worse, ltems use a 4 point response scale ranging ‘would significantly get worse

to would significantly improve’.

Job Security

Threat to job security will be assessed using one item. The assessment asked

whether the employees believed there will be change in the chances they would have

to look for a new job the next year (Appendix A). The scale's reliability coefficient

(Cronbach'’s alpha) was reported as 0.72.
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Intrinsic rewards

The items for intrinsic rewards measure are based on factors from Hackman and
Oldharm’s model (1976). Intrinsic rewards involve the extent to which employees
believe there would be change in the amount of challenge, autonomy, and personal
interests that they have on their jobs. Three items were used (Appendix A). The

scale’s reliability coefficient (Cronbach’s alpha) was reported as 0.84.

« Measures for change process variables
The change process vaniables are measured using three item for each on a four point
response scale varying from strongly disagree, disagree, agree, to strongly agree.
The scale’s alpha coefficient is reported for each variable.
Trust in Management
The items aim to assess the general faith employees have conceming
management's ability to successfully implement or manage change {(Appendix A).
The scale’s reliability coefficient (Cronbach’s alpha) was reported as 0.90.
Information about the change
The measure is based on Miller, V.D., Johnson, J.R. & Grau, J. (1994) scale. Three

items were adopted to assess usefulness of information about change (Appendix A).

The scale's reliability coefficient (Cronbach’s alpha) was reported as 0.72.
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¢ Measures of work related cutcomes

The Likert-type point response scale is used to assess the selected work related
outcomes on the tridimensional resistance concept ranging from strongly disagree,

agree, to strongly agree. The reliability coefficients were reported.

Job Satisfaction

This is measured using Cammann, C., Fichman, F., Jenkins, DG. & klesh, JR,,

{1983) 3-item overall job-satisfaction scale. Participants were asked to reflect on the

extent to which they present agree or disagree on the each item (Appendix A}. The

scale's reliability coefficient (Cronbach’s alpha) was reported as 0.75.

Intention to Quit

This is measured using Cammann et al.’s (1983} 3-item intention to tumover scale

(Appendix A). The scale‘s reliability coefficient (Cronbach’s alpha) was reported as

0.73.
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Continuance Commitment

This is measured using modified Meyer, J.P., Allen, N.J. & Smith, C.A., {1993)'s 6
item-scale. Only four items are used (Appendix A). The scale‘s reliability coefficient

(Cronbach’s alpha) was reported as 0.76.

Data Analysis Approach

The aim of data analysis is to understand the various constituent elements of one's
data through an inspection of relationships between concepts, constructs or variables
and to establish whether there are any pattems or trends that can be identified,
isolated or established in the data (Mouton 2006: 108). The use of descriptive
statistics is used and inferential statistics is applied. Correlation coefficients
calculated. The Structural Equations Modelling (SEM), with the AMOS (Arbuckle,

1999} software was used to test the study’s path model

RESEARCH RESULTS

The two different statistical approaches used were a separate regression analysis

and SEM path modeling. The two approaches yielded results that were very similar

to each other.
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in Table 1
Table 1

Descriplive siatistics and comelations for the vaniables in the sludy { N=155)
Variable Mean SD 1 2 3 4 5 6 7 8 9 10 11 12 13
1. Age group N s 1
2. Work position 280 146 -.15'1
3. Sex 052 050 02 Q1

4, Dispositional resistance fo change
5. Threal to job security

6, Threat to inlrinsic rewards
7.Trust in management

8. Usefulness of information
9, Affeclive resisiance
10.Behavioural resislance
11.Cognitive resistance
12.Job satisfaction

13. Intention te quit

14, Confinuance commitment

328 086 .21°-03 ¢ 1

266 089 .26* 45 -01 -161

316 077 A3 18 04 21°.73"1

20 126 -02 07 01 -04.36".32"1

346 112 16 21" 03 02 .16 03 06 4

280 116 -10-03 .06 .41™.36"-39" -35 -04 1

260 106 02 2° 001.367.16° 0 -41™ 01 68"1

310 098 .02 -05 -03 -02-28"-63"-56™ -07 .51™ .55" 1

389 093 .16 -03 .02 01 .04 25" 19" 21* -18"-19" -031
247 130 -13 05 -0 -02-18%-18°-28™ -23" 25" 16 .18"-55"1
350 089 -04 -17 .06 36" .03 42 .01 -03 -01 .12 .10 -13 .08

The analysis of the study results has been based on the SEM path Model results.
The advantage of testing the path model using SEM is that it enables one to test two
sets of relationships (e.g. antecedents-resistance components and resistance

components- work related outcomes) simultaneously. The SEM path model results

for the study are presented in Tables 2 and 3.
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Table 2 represents regression weights for the antecedents to resistance components.

SEM results for paths from antecedents to resistance components (N=155)

Affective Behavioural Cognitive
Varable resistance (B) resistance (B) resistance (B)
Control
Age -13 .03 .03
Management A5 29 01
sex (0=no,1= yes) .04 -.08 -03
Personality
RTC A2 10* .00
Context- anticipated change outcomes
Threat to job security 34 .05 -07
Threat to intrinsic rewards 39 .18 21
Context- change process
Trust in management -.25" =324 - 47
Usefulness of information .06 Ao A6
R* 48 .38 54

“p<.05, ~p<.01, ~"p<.001.

Because of the many possible paths contained within the model, for clarity and

simplicity, Figure 2 preisents the SEM results only for the hypothesized paths.

Resistance
Personality to Change
Dispositional 42

Resistance to Change Affective .' =19 Work-related outcomes
e Resistance | Job Satisfaction |
Context . | |
Threat to Job Security 3 ' '
y Behavioural .18 __|Intention to quit !
Threat to intrinsic Rewards | ,, Resistance | " [
i
Trust in Management ! Continuance .
Cognitive v Commitment |

Information Resistance
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Figure 2 SEM path model results, only for paths that achieved significance at the .05

level or lower

The hypothesis 1, that employees’ dispositional resistance to technological change
will positively relate to employees’ affective resistance at a workplace environment

was strongly supported.. The correlation coefficient of .42 was observed as expected.

Hypotheses 2a-2b suggested that anticipated threats would positively correlate to
change outcomes yielding employees’ affective and cognitive resistance to
technological change and not behavioural resistance were both supported.
Hypothesis 2a predicted that threats to job security will be positively associated with
the employees’ affective resistance to technological change. This hypothesis 2a was
strongly supported as observed by a .34 comelation coefficient. Insignificant
relationship was observed between threat to job secunty and both behavioural and
cognitive resistance components. Hypothesis 2b predicted that perceived threats to
intinsic motivation will be positively associated with both employees’ affective and
cognitive resistance to technological change. The hypotheses were both supported
with correlation coefficients of .39 and .21. None of these anticipated change

outcomes antecedents were significantly related to behavioural resistance.

Hypotheses 3a-3b suggested that the manner in which the change was implemented
would significantly influence how employees react to the change. Hypothesis 3a
suggested that employees’ trust in management will be negatively associated with
employees’ behavioural resistance to change. This hypothesis was strongly
supported with affective, cognitive resistance and more strongly with behavioural

resistance. Participants with less trust in management presented increased
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behavioural, affective and cognitive resistance to technological change (Table 2 and

Figure 2).

Hypothesis 3b suggested that the amount and quality of information that is provided
about the change will negatively correlate with employees’ behavioural resistance to
change. This hypothesis was not supported although it yielded significant correlation
with behavioural resistance. The observed correlation coefficient was 0.10 for p<.05.
A more significant correlation with cognitive resistance was also observed even
though this was not hypothesised (Table 5.2). Possible reasons for the opposite

direction of the relationship will be discussed in the next chapter.

The relationships between each resistance component and the three work- related
outcome variables (job satisfaction, intention to quit and continuance commitment)
were tested (Table 5.3). The relationships that were hypothesised to meaningful

tumed out significant. The three hypotheses 4, 5 and 6 were all supported.

Table 5.3 represents regression weights for the resistance components to work-

related outcomes.

SEM results for paths from resistance components to work-related outcomes (N=155)

Job-satisfaction Intention to quit Continuance
Variable {B) (B) Commitment {B)
Affective resistance -.19° 00 -05
Behavioural resistance -.06 16" -03
Cognitive resistance 04 .04 -18*
R .03 08 04

*p <.05.
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Discussion

The study tests resistance to technological change at a workplace where resistance
is conceptualised as three-dimensional (negative) construct towards a large scale

organisational change.

The factors influencing individuals' resistance to technological change were
selectively chosen based on previous literature. Therefore not all antecedents of
individual resistance to technological change are examined in this study. The study
considered both personality and context as antecedents to resistance. Among the
context independent variables, a further distinction was made between the
anticipated change outcomes and the change process. Finally the study examined
the relationships between each resistance component and some work related

outcomes, namely job satisfaction, intention to quit and continuance commitment.

In agreement with previous work {Oreg, 2003), individuals’ dispositional resistance to
change showed a strong positive association with affective component of resistance
and a relatively less significant but still positive association with behavioural
resistance component. This suggested that some employees that more likely
expenence negative emotions and will more likely act against the change but not all.
This could happen due to their personality in terms of their dispositional inclination to

change independent of the nature of change at hand.

Threat to job satisfaction showed a positive association (B = .34 for p<.01) with
affective resistance as predicted and absolutely no association with behavioural and

cognitive resistance components. This clearly shows that the emotional laden factor

61



Allen Dube MBL Il Final Report-2007
of job security has its strongest relationship with employees’ affective reaction to

change.

Threat to intnnsic rewards showed significant positive correlation to both affective
and cognitive resistance ( = .39 for p<.01 and B = .21 for p<.01), respectively. None
of the anticipated change outcome factors were significantly associated with
behavioural resistance component. The psychological perspective of organisational
paradigms that brings in the presence of emotions or affect at workplaces is

supported (Van Tonder, 2004).

The factors involved in the change process such as trust in management showed
significant associations with all the three resistance components and a particulary
strong effect (B = -.47 for p<.001) on employees’ cognitive evaluation of the change.
Therefore lack of faith in the organisation's leadership could be ascribed to
participants’ responses that expressed anger, frustration and anxiety with respect to

the change and increased actions against the change.

Interestingly though was the observed relationship between information and
resistance that was opposite in direction to the hypothesis. Information showed a
positive significant relationship to behavioural resistance component, opposite but
significant as hypothesised and also a significant association with cognitive
resistance but no association with affective resistance component. The results reveal
that the higher the amount of information about the change would more likely lead to
worse evaluation of it and with increased willingness to act against the change. The
previous work {Wanberg & Banas, 2000) observed that then more information

employees received about the change less likely they will act against it. Wanberg &
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Banas, 2000 findings are based on the assumption that resistance is irrational and is

due to employees’ unfamiliarity with the details of the change and therefeore lacks the
appreciation that employees sometimes resist change for good reasons. For instance
in this study, introduction of new technology at the studied organisation implied
reduced job security to employees, therefore employees more likely needed
assurance that they will not be replaced by the new system due to automation of the
processes. The relationship between information and resistance would therefore
appear to depend not only on amount of the information (Wanberg & Banas, 2000)
but also on the quality of information (Oreg, 2006). The relationship between
information and resistance is seemingly nonlinear. Not encugh information as well as
toc much information may be detrimental and would both lead to increased
employees resistance to change. Therefore moderate amount of information with

appropriate content would be optimum.

The different patterns of relationships for anticipated change cutcomes and factors
involved the change process with resistance components correspond with the
findings on the reactions to distributive versus procedural justice, according to which
procedural justice that is concermned with the processes through which organisational
decisions are reached was found to more likely arcuse behavioural responses than
affective and cognitive reactions that would more likely arise in response to
distributive justice which deals with cutcomes {Robbins et al., 2000; Skarlicki and

Folger,1997).

The potential outcomes of resistance to technological change studied in this work
against the three-dimensional conceptualisation of resistance proved meaningful

(Table 3} in line with (Oreg, 2006). The results showed the affective resistance
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negatively correlated with job satisfaction (8 = -.19 for p<.05), behavioural resistance

positively correlated with intention to quit ( =.16 for p<.05} and cognitive resistance
negatively correlated with continuance commitment (B = -.18 for p<.05). Participants
whose responses showed feelings of being stressed, angry or anxious because of
the change also reported less satisfied with their job and those participants whose
responses showed they have acted against the change also reported greater
intention to leave the organisation while those whose responses showed negative
cognitive evaluations of the change when the change was first initiated also showed

willingness to still remain with the organisation.

Conclusion

There is no reason to believe that the survey responses were influenced by

retrospective sense making since the respondents were not aware of the

hypotheses.

The study’s findings have a number of implications to managers and change agents
in successfully engaging change in organisations. Relative to other antecedents of
resistance, individual personality measured by dispositional resistance to change,
threat to job security, threat to intrinsic rewards and trust in management were the
most meaningful antecedents of resistance to technological change at the work
place. Therefore change agents should pay attention to possible ramifications that
the change may have on employees' ability to actualise themselves in their job. Trust
 in management proved to be a dominant variable in its associations with all the three

resistance components and therefore both managers and change agents would be
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encouraged to make a basic habit of building and maintaining the trust of their

employees.

The findings acknowledge that resistance can manifest itself in different forms and
these different resistance forms can be indicative of the presence of different types of
antecedents and as such different interventions could be required to alleviate
different forms of resistance. Trust in management is the only studied factor that
proved more likely to provoke the full spectrum of resistance forms while other factors

would more likely arouse specifically only one or two forms.

Conceptualisation of resistance as a three-dimensional construct showed that the
relationships between resistance to change and work related outcomes are not as
simple as most previous work has perceived when resistance to change was viewed
as a one-dimensional concept. For example, being anxious because of the
organisational change may decrease job satisfaction but does not necessarily imply

increased intentions to quit the job.
LIMITATIONS AND SUGGESTED FUTURE RESEARCH DIRECTIONS

The nonlinear relationship between information and resistance could not be
explained fully in this study. Future researchers should attempt to identify the specific
contexts and processes in which information could alleviate resistance and
investigate what could be considered appropriate manner through which information
should be communicated and ways to optimise both the amount and content of

information about change at workplaces.
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The other limitation of the study is the fact that survey data were collected only once

after the organisational change had already been underway. Therefore no claims can
be made regarding causality in the relationships found between the study variables.
Future research would be encouraged to access the change process several times

over time allowing a longitudinal research design that could address such a limitation.
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