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I his chapter examines the activities needed to install the information system and success-
fully convert the organization to using it. It also discusses postimplementation activities, such
as system support, system maintenance, and project assessment. Installing the system and
making it available for use from a technical perspective is relatively straightforward. How-
ever, the training and organizational issues surrounding the installation are more complex
and challenging because they focus on people, not computers.

OBJECTIVES B Explain the system installation process.
B Describe the elements of a migration plan,

B Explain different types of conversion strategies and when to use them.
M Describe several techniques for managing change.
B Outline postinstallation processes.

INTRODUCTION

It must be remembered that there is nothing more difficult to plan, more doubtful of success,
nor more dangerous to manage than the creation of a new system. For the initiator has the
animosity of all who would profit by the preservation of the old institution and merely luke-
warm defenders in those who would gain by the new.
—Machiavelli, The Prince, 1513

Although written nearly 500 years ago, Machiavelli's comments are still true today. Manag-
ing the change to a new system—whether or not it is computerized—is one of the most difficult
tasks in any organization. There are business issues, technical issues, and people issues that must
be addressed in order to prepare for and successfully adapt to the change. Because of these
challenges, planning for the transition from old to new systems begins while the programmers
are still developing the software. Leaving this planning to the last minute is a recipe for failure.
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! y ge this process. The migration plan encompasses activiir s th 1 be

per ormeld. to prepare for the technical and business transition, and m re aree‘; m* e fo
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be performed following the installation of the new system Sl

I‘? many ways, u.sing - computer system or set of work processes is much like driving on a
dirt road. Over ume with repeated use, the road begins to develop ruts in the most commonly
used parts of the road. Although these ruts show where to drive, they make change dithcult.
As people use a computer system Or set of work processes, those system/work processes
begin to become habits or norms; people learn them and become comfortable with them.
These system O work processes then begin to limit people’s activities and make it difficult for
them to change because they begin to see their jobs in terms of these processes rather than
in terms of the final business goal of serving customers.

One of the earliest models for managing organizational change was developed by Kurt
Lewin.! Lewin argued that change is a three-step process: unfreeze, move, refreeze (Figure 13-1).
First, the project team must unfreeze the existing habits and norms (the as-is system) sO that
change is possible. Most of the SDLC to this point has laid the groundwork for unfreezing. Users
are aware of the new systern being developed, some have participated in an analysis of the cur-
rent system (and so are aware of its problems), and some have helped design the new system
(and so have some sense of the potential benefits of the new system). These activities have
helped to unfreeze the current habits and norms.

The second step of Lewin’s three-step model is to move, or transition, from the old system

to the new. The migration plan incorporates many issues that must be addressed to facilitate

this transition. First, the conversion strategy needs to be selected, determining the style of the
zation will be converted when,

switch from the old to the new system, what parts of the organi
and how much of the system is converted at a time. Plans to handle potential business disrup-

tion due to technical problems during conversion should be outlined in the business contin-
gency plan. Arrangements for the hardware and software installation should be completed, and

decisions about how the data will be converted into the new system will be made. The final

major segment of the migration plan involves helping the people who are affected by the new
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1 Kurt Lewin, “Frontiers in Group Dynamics," Human Relations, 1947, 1:5-41; and Kurt Lewin, “Group Decyision and
jal Psychology New York: Holt.
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THE MIGRATION PLAN

FIGURE 13-2
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system understand the change and motivating them to adopt the new system. The next section
of this chapter discusses these aspects of the migration plan. o

Lewin’s third step is to refreeze the new system as the habitual way of Permrming the work
processes—ensuring that the new system successfully becomes the standard way ot perform-
ing the business functions it supports. This refreezing process is a ka_g“dl of the postimple-
mentation activities discussed in the final section of this chapter. By providix}g ongoing
support for the new system and immediately beginning to identify improvements for the next
version of the system, the organization helps solidify the new system as the new habitual way
of doing business. Postimplementation activities include system support, which means provid.
ing help desk and telephone support for users with problems; systeri maintenance, which
means fixing bugs and improving the system after it has been installed; and project assessment,
which is the process of evaluating the project to identify what went well and what could be
improved for the next system development project.

The transition from the old business processes and computer programs to the new business pro-
cesses and computer programs will be facilitated by ensuring that a number of business, technical,
and people issues are addressed. The decisions, plans, and procedures that will guide the transi-
tion are outlined in the migration plan (Figure 13-2). The migration plan specifies what activities
will be performed when and by whom as the transition is made from the old to the new system,

In order to ensure that business is ready to make the transition, the project team must
determine the best conversion strategy to use as the new system is introduced to the organiza-
tion. Also, plans should be made to ensure that the business can continue its operations even
in the event of technical glitches in the new system. These plans are termed business contin-
gency plans.

Technical readiness is achieved by arranging for and installing any needed hardware and
software, and converting data as needed for the new system. These arrangements, while essen-
tial, are usually the least difficult of all the issues dealt with in the migration plan.

Ensuring that the people who will be affected by the new system are ready and able to use
it is the most complex element of the migration plan. Managing the “people” side of change
requires the team to understand the potential for resistance to the new system, develop organ-
izational support and encouragement for the change, and prepare the users through appropri-
ate training activities.

Selecting the Conversion Strategy
The process by which the new system is introduced into the organization is called the conversion

strategy. Those implementing this strategy must consider three different aspects of introducing
the system: how abruptly the change is made (the conversion style), the organizational span of

contingency plan. b benefits.
- Convert data, . 5 Motivate adoption. __

| & Conduct training.
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the introduction (conversion locations), and the extent of the system that is introduced (conver
sion modules). The choices made in these three dimensions will affect the cost, time, and risk
associated with the transition, as explained in the sections that follow (Figure 13-3)

Conversion Style The switch from the old system to the new system can be made abruptly
or gradually. An abrupt change is called direct conversion, and, as the name implies, involves
the instant replacement of the old system with the new system. In essence, the old system is
turned off and the new system is turned on, often coinciding with a fiscal-year change or other
calendar event.

Direct conversion is simple and straightforward, but also risky. Any problems with the
new system that have not been detected during testing may seriously disrupt the organization’s
ability to function.

A more gradual introduction is made with parallel conversion, in which both the old and
the new systems are used simultaneously for a period of time. The two systems are operated
side by side, and users must work with both the old and new systems. For example, if a new
accounting system is introduced with a parallel conversion style, data must be entered into
both systems. Output from both systems is carefully compared to ensure that the new system
is performing correctly. After some period (often 1-2 months) of parallel operation and
intense comparison between the two systems, use of the old system is discontinued.

Parallel conversion reduces risk by providing the organization with a fallback position if
major problems are encountered with the new system. It adds expense, however, as users are
required to do their job tasks twice: once with each system that performs the same function.

Conversion Locations The new system can be introduced to different parts of the organiza-
tion at different times, or it can be introduced throughout the organization at the same time.
A pilot conversion selects one or more locations (or units or work groups within a location) to

be converted first as a part of a pilot test. If the conversion at the pilot location is successful,
then the system is installed at the remaining locations.
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Pilot conversion has the advantage of limiting the eflfect of the new system to just the piley
lovation In essence, an additional level of testing is provided hefore the new wystem i intro
duced organizatonwide. This type of conversion can be done only in organizations thg can
wllcr.uy ditterent locations using different systems and business processes for a certain lengrh
ot rm_\c. It also obviously requires a considerable time before the system 1s installed o al;
organizational locations.

) In some situations, it is preferable to introduce the system to different locations, i, Phaseg
With phased conversion, a first set of locations 1s converted, then a second set. then 3 third se“
and so on, until all locations are converted. Sometimes there is a deliberate delay between *}-L
Phnscs, so that any problems with the system arc detected before too much of the 1.>rganim(;-lt
is affected. In other circumstances, the project team may begin a new phase immedmg.fu {un
lowing the completion of the previous phase. e
- Phased conversion has the same advantages and disadvantages as pilot conversion. ft 4,
m\"oi\"t‘s a smaller set of people to perform the actual conversion (and any associated trs; e
than if all locations were converted at once. o

. It may be necessary to convert all locations at the same time, suggesting the neeq f,
stmultaneous conversion. The new system is installed at all locations at once, thus elimin l
the problem of having different organizational units using different systems and processesatézg

; - the

dra.wback of this option is that there must be sufficient staff to perform the conversion 5
train the users at all locations simultaneously. nd

an"ersion Modules Although we typically expect that systems are installed i their ent;
_thls is not always the case. It may be desirable to decide how much of the new System “}lriety:
introduced into the organization at a time. When the modules within the system' are se ; .be
and distinct, organizations may convert to the new system one module at 3 time, usin par‘?te
lar conversion. Modular conversion requires special care in developing the systen; (am;gg :520&;;
adds extra cost), because each module must be written to work with both the old and th Ua_y
systems. When modules are tightly integrated, this is very challenging and is therefore S:ls o
done. When the software is written with loose association between modules, howey o
becomes easier. , Bl

Modular conversion reduces the amount of training needed for people to begin using the
new system, since users need to be trained only for the new module being implemexgned_
Modular conversion does require significant time to introduce each module of the system in
sequence.

Whole-system conversion, installing the entire system at one time, is most common. This
approach is simple and straightforward and is required if the system consists of tightly integrated

13-A Converting to the Euro (Part 1)

IN ACTION l

Adapted from: “Debut of Euro Nearly Flawless” Computerworlc

When the European Union decided to introduce the euro,
33(2), p. 16, January 11, 1999, by Thomas Hoffman.

the European Central Bank had to develop a new computer
system (called Target) to provide a currency settlement sys-
tem for use by investment banks and brokerages. Prior to the Question
introctuction of the euro, settlement was performed between
the central banks of the countries involved. After the intro-
duction, the Target system, which consists of 15 national B
banking systems, would settle trades and perform currency project, what kinds of issues would you have to a}di“"’
conversions for cross-border payments for stocks and bonds. to make sure the conversion happened successivhy?
s e b

el

Implementing Target was a major undertaking for a
number of reasons. If you were an analyst on the
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limited testing and/or if the significance of bugs is high. If the system has been thoroughly
tested and/or the cost of bugs is not too high, then risk becomes less important to the conver.

sion strategy decision.

Cost The various conversion strategies have different costs. These costs can include salaries for
people who work with the system (e.g., users, trainers, system administrators, external consult-
ants), travel expenses, operation expenses, communication costs, and hardware leases, Paralle|
conversion is more expensive than direct cutover because it requires that two systems (the olq
and the new) be operated at the same time. Employees must now perform twice the usual work

and also cross-check the results of the two systems.
Pilot conversion and phased conversion have somewhat similar costs. Simultaneous cop.

version has higher costs because more staff are required to support all the locations ag they
simultaneously switch from the old to the new system. Modular conversion is more expensive
than whole system conversion because it requires more programming. The old system must be
updated to work with selected modules in the new system, and modules in the new system
must be programmed to work with selected modules in both the old and new systems,

Time The final factor is the amount of time required to convert between the old and the new
system. Direct conversion is the fastest because it is immediate. Parallel conversion takes longer
because the full advantages of the new system do not become available until the olg system is
turned off. Simultaneous conversion is fastest because all locations are converted at the same
time. Phased conversion generally takes longer than pilot conversion because usually (but not
always), once the pilot test is complete, all remaining locations are simultaneously converted,
Phased conversion proceeds in waves, often requiring several months before all locations are
converted. Likewise, modular conversion takes longer than whole-system conversion because
the modules are introduced one after another.

Preparing a Business Contingency Plan

It is tempting to believe that doing careful and thorough work in analysis and design and
managing the IT project correctly will produce a successtul system implementation. It is
common for the team to view their prospects for success with optimism. With new systems,
however, it may be more appropriate to always expect the worst. Keeping small technology
glitches in the new system from turning into major business disasters is known as business
contingency planning. Contingency plans help the business withstand relatively small prob-
lems with the new system so that major business disruptions are prevented.

Some might say that business disasters are prevented with good project management
and migration planning; therefore, developing contingency plans to cope with disasters is
unnecessary. Large projects spanning multiple business processes and involving huge amounts
of code, however, provide numerous combinations of relatively small technical problems that
together can have devastating consequences. Enterprise resource planning software projects

13-1 Developing a Conversion Strategy

_ N could
Suppose that you are leading the conversion from one  Web-based course registration system. .H,Oiw \:(? or
word processor to another at your university. Develop the second conversion strategy be simi fhre o
a conversion strategy. You have also been asked to different from the one you developed for

develop a conversion strategy for the university’s new  processor?

i

5
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are good examples. In 2004, Hewlett-Packard experienced an estimated 51.60_ {nillion ﬁr?am.::;
impact when a $30-million SAP project in the Industry Standérd Server division expene\ru
relatively minor programming problems. In 2001, Nike experienced s‘mall IT problem§ in an
SAP installation that cost the company $100 million in lost revenue.? It may be less r1§k)' to
plan for how to cope with system failure (contingency plan) than to try to prevent failure
purely through project management techniques.

Choosing parallel conversion is one approach to contingency planning. Operating the old
and new systems together for a time ensures that a fallback system is available if problems
occur with the new system. Parallel conversion is not always feasible,
the worst-case outcome—no system at all—should be ima
going back to simple manual procedures.

One of the limitations of problem prevention through perfect project management tech-
niques is the constant pressure of budget constraints and limited time that most projects face.

Y_OUR 13-2 Comparing Conversion Strategies
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The second role is that of the change agent—the person(s) leading the change effort. The
agent, charged with actually planning and implementing the change, 18 usually M.)me-
the business unit adopting the system and therefore has no direct manégcmcnt
he potential adopters. Because the change agent is an outsider from a different
he or she has less credibility than do the sponsor and other members
the system has been installed, the change agent usually

change '
one outside of
authority overt
sational culture,

organi . 5
business unit. After all, once

of the

jeaves and thus has no ongoing impact.
‘[he third role is that of potentia( adopter, or target of the change—the people who actually
e the people for whom the new system is designed and who will ulti-

must change- These ar

e to use or not use the system.
many project teams simply assumed that their job ended
hilosophy

system was converted to the new system at a technical level. The p
nd they will come.” Unfortunately, that happens only in the movies. Resistance
mon in most organizations. Therefore, the change management plan is an
the overall migration plan that glues together the key steps in the change
ess. Successful change requires that people want to adopt the change and
ble to adopt the change. The change management plan has four basic steps: revising
cies, assessing the cost and benefit models of potential adopters, motivating

bling people to adopt through training (Figure 13-2). Before we can dis-
agement plan, however, we must first understand why people resist

mately choos

In the early days of computing,
when the old
was “build it a
to change is com
important part of
management proc
are a
management poli
adoption, and ena
cuss the change man

change.

Understanding Resistance to Change
ven change for the better—for very rational reasons.® What is good

not necessarily good for the people who work there. For example,
lerk who used to receive orders to be shipped on paper ship-
ter to receive the same information. Rather than typ-
g labels with a typewriter, the clerk now clicks on the print button on the computer
1 is produced automatically. The clerk can now ship many more orders each day,
enefit to the organization. The clerk, however, probably doesn’t really care
hipped. His or her pay doesn’t change; it’s just a question of whether
writer. Learning to use the new system and work
r—requires more effort than continuing to use the

People resist change—e
for the organization is
¢ an order-processing c

conside
ments, but now uses a compu

ping docu
ing shippin
and the labe
which is a clear b
how many packages are s
the clerk prefers a computer Or type
ses—even if the change is mino

proces
existing, well-understood system and work processes.

So why do people accept change? Simply put, every change has a set of costs and benefits

h the costs of the change, then

of accepting the change outweig
he benefit of change is avoidance of the pain that you would

if you don’t change, you are fired, so one of

associated with it. If the benefits
people change. And sometimes t
experience if you did not adopt the change (e.g.,

the benefits of adopting the change is that you still have a job).
In general, when people are presented with an opportunity for change, they perform a

cost—benefit analysis (sometimes consciously, sometimes subconsciously) and decide the
extent to which they will embrace and adopt the change. They identify the costs of and benefits
from the system and decide whether the change is worthwhile. However, it is not that simple,
because most costs and benefits are not certain. There is some uncertainty as to whether 2
certain benefit or cost will actually occur; so both the costs of and benefits from the new sys-
tem will need to be weighted by the degree of certainty associated with them (Figure 13-5).
Unfortunately, most humans tend to overestimate the probability of costs and underestimate

the probability of benefits.
4 7hi ey ienti
This section benefited from conversations with Dr. Robert Briggs, research scientist at the Center for the Management

of Information at the University of Arizona.




FIGURE 13-5
The Costs and
Benedits of Change
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There are also costs and benefits associated with the actual transition Process itse
example, suppose that you found a nicer house or apartment than your curreny one
if you liked it better, you might decide not to move, simply because the cost of
outweighed the benefits of the new house or apartm

ent itself, Likewise, ado
computer system might require you to learn new skills, which

could be seep
some people, but as a benefit by others who perceive that thos
vide other benefits beyond the use of the system itself. Once a

from the transition process must be wei
{Figure 13-5),

If. For
- Evep
>t Movip

ptmg a New
. a8 A cost by,
e skills may somehoy ’

£3in, any costs 5
ghted by the certainty 84 ben

with which they wil| o‘zﬁls

CCur
Taken together, these two sets of costs and benefits (and their relative certaip
the acceptance of change or resistance to change tha

s ties) aﬂec
t project teams €ncounter wheyp instal; t
new systems in organizations. The first step in chan .

aLitins g€ management is to understand the f;
tors that inhibit change—the factors that affect the perception of costs and benefits and ac-
tainty that they will be generated by the new system. It is critical to understand that the cer-
costs and benefits are far less im

portant than the perceived costs and benefits. People 3
what they believe to be true, not on what is true, Thus,

any understanding of how to mq
change must be developed from the viewpoint of the people expected to change, not fro
viewpoint of those leading the change.

real”
Ct on
tivate
m the

Revising Management Policies

The first major step in the change management plan is to change the management policies
that were designed for the as-is system to new management policies designed to support the
to-be system. Management policies provide goals, define how work processes should be per-
formed, and determine how organizational members are rewarded. No computer system will
be successfully adopted unless management policies support its adoption. Many new com-
puter systems bring changes to business processes; they enable new ways of working. Unless
the policies that provide the rules and rewards for

those processes are revised to reflect the
new opportunities that the system permits, potential adopters cannot easily use it.

Management has three basic tools for structuring work processes in organizations.*
The first is the standard operating procedures (SOPs) that become the habitual routines for

5 This section builds on the work of Anthony Giddons, The Constitution of Society: Outline of the ’I?u_’nf.\' of i"g;‘“:iv
Berkeley: University of California Press, 1984. A good summary of Giddons’ th.eory that has bet:f\ r;v\si;lnaur; ; ;e ch‘:\‘nl
for use in understanding information systems is an article by Wanda Orlikowski and Dan Rut;cy, Inform

ogy and the Structuring of Organizations,” Information Systems Research, 1991, 2(2):143-169.
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T
1 - . c .
4 ' : se SOPs for the course i .
{/ o explain three S urse in which you are using this book. Discys h
M‘,,ﬂt! | s whether they are formal
i

e ———— t
—————

how V\{Ol‘k is performed. The SOPs are both formal and informal. Formal SO

behavior. Informal SOPs are the norms that have developed over tj Ps define proper
actually performed. Management must ensure that the formal Sé)n;)e for how. processes are
the to-be system. The informal SOPs will then evolve to refine and :il?r'e revxs?d 5 match
the formal SOPs. in details absent in

The second aspect of management policy is defining how people assign meaning to
events. What does it mean to “be successful” or “do good work”? Policies help people g
stand meaning by defining measurements and rewards. Measurements explicitlypdetgl)neL:;;1 o
ing because they provide clear and concrete evidence about what is important toeitil:,
organization. Rewards reinforce measurements because “what gets measured gets done” (an
overused, but accurate, saying). Measurements must be carefully designed to motivate desired
behavior. The IBM credit example (“Your Turn 3-3” in Chapter 3) illustrates the problem when
flawed measurements drive improper behavior. (When the credit analysts became too busy to
handle credit requests, they would “find” nonexistent errors so that they could return the
requests unprocessed.)

A third aspect of management policy is resource allocation. Managers can have a clear and
immediate impact on behavior by allocating resources. They can redirect funds and staff from
one project to another, create an infrastructure that supports the new system, and invest in
training programs. Each of these activities has both a direct and a symbolic effect. The direct
effect comes from the actual reallocation of resources. The symbolic effect shows that manage-
ment is serious about its intentions. There is less uncertainty about management’s long-term
commitment to a new system when potential adopters see resources being committed to

support it.

Assessing Costs and Benefits

The next step in developing a change management plan is to develop two clear and concise
lists of costs and benefits provided by the new system (and the transition to it), compared with
the as-is system. The first list is developed from the perspective of the organization, which
should flow easily from the business case developed during the feasibility study and refined
over the life of the project (see Chapter 1). This set of organizational costs and benefits should
be distributed widely so that everyone expected to adopt the new system clearly understands

why the new system is valuable to the organization.
The second list of costs and benefits is developed from the viewpoints of the different

potential adopters expected to change, or stakeholders in the change. For example, one set of
potential adopters may be the front-line employees, another may be the first-line supervisors,
and yet another might be middle management. Each of these potential adopters or stakehold-
ers may have a different set of costs and benefits associated with the change—costs and ben-
efits that can differ widely from those of the organization. In some situations, unions may be

key stakeholders that can make or break successful change.
Many systems analysts naturally assume that front-line employees are the ones whose

set of costs and benefits are the most likely to diverge from those of the organization and
thus are the ones who most resist change. However, these employees usually bear the brunt




rsef,. 18wy - B
8eng L-m .‘fv idd;r the current system. When problems occur. they (]’t:\t? t:,p;:::::e(:_h'(im
Oﬁt‘x{?l Ot Cosgy | Managers and first-line supervisors are the most ,’ ( )/ 0 have . ' '\‘Lr-
tem Ange h(\)“%'ld hcncﬁls; therefore, they resist change hecause t,('“ c-(‘,v J()m w?““‘"ﬂs
tion)" q) improvf Much power those imli\..i‘duala have. For L-xump]g,)d jjlitl mtthc}m :r f’)ys;
m ), L redy ,f the Ofganization’s control over a work process (a buu_ d Er"f“/.a-

anugt‘rs)_ cethe ‘ieciéi‘Jll-zilakixlg power of middle management (a clear cost to middle

ential adopters or stakeholders

and those who may resist the

f the costs and benefitg

at least do not actively

An
. dna! .
Wil] Ysis of . =
ch fie Pinpg; the costs and benefits for each set of pot
all 2 pO‘nt thO‘ ¥ . h- e
for ge. Th challe se who will likely support the chang N
re .thOSe EXpecteane at this point is to try to changé the bala‘nue o
Sist it), to resist the change so that they support it (0f
Ysi.s may uncover some serious problems that have the potentlal to bl()ck‘ t.he
and make Op.tlon of the system. It may be necessary to reexamine the managem_ent policies
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-6 Summarizes some of the factors that are 1mportant to successfu change_
to change. All change is

€ first
an .
Mmade by d<'1 most important is a compelling personal reason )
dividuals, not organizations. If there are compelling reasons for the key groups

of in P .
ful. s;:llgrusalsstakeholders to want the change, then the change is mo(rje 11(;(:1);:;:)“6 success-
mdi"iduals__::ch as increased salary, reduced unpleasandtneslsg antzem ca}; e iri Oof;tthe
Motivators. 1 i’é)Ortumtles for promotion ar-ld personall gl‘;e hiwever individuﬁs r:nt
resist the chan eeb change makes cu'rrent skills less e ua (;I energy i’n acquiring th ay
skills ang an thg' ecause. th.ey- have mveste(.i a lot of Hme 2 d giminishin thg i (():ls'e
vidual (b y ing that diminishes those skills may be perceived as SRR
T ecause important skills bring respect and power)-

. ~ere must also be a compelling reason for the organization to need the change; other-
w:se,_mdwiduals become skeptical in regard to whether the change is important and are less
certain that it will in fact occur. Probably the hardest organization to change is an organization
that .has been successful, because individuals come to believe that what worked in the past will
continue to work. By contrast, in an organization that is on the brink of bankruptcy, it is easier
to convince individuals that change is needed. Commitment and support from credible busi-
ness sponsors and top management are also important in increasing the certainty that the

e

s Thls anal
uccessful ad

change will occur.

The likelihood of successful change is increased when the cost of the transition to indi-
viduals who must change is low. The need for significantly different new skills or disruptions
in operations and work habits may create resistance. A clear migration plan developed by a
credible change agent who has support from the business sponsor is an important factor in
increasing the certainty about the costs of the transition process.

Motivating Adoption
The single most important factor in motivating a change is providing clear and convinc-

ence of the need for change. Simply put, everyone who is expected to adopt the

ing evid
change must be convinced that the benefits from the to-be system outweigh the costs of
changing. . _ o

sic strategies to motivating adoption: informational and political. Both

There are two ba
strategies are often used simultaneously. With an informational strategy, the goal is to convince

potential adopters that the change is for the better. This strategy works when the cost-benefit
dopters has more benefits than costs. In other words, there really are clear

set of the target adopt
reasons for the potential adopters to welcome the change.
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FIGURE 13-6 Major Factors in Successful Change
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< e organization and I much like an advertising or

information is disseminated widely throughout the target group, ; el : .
public relations campaign. It must emphasize the benefits as well as increase the certainty in

the minds of potential adopters that these benefits will actually be acbieved. In O-ur experience,
it is always easier to sell painkillers than vitamins; that is, it is easier to convince potential
adopters that a new system will remove a major pr()blem (or other source of pain) than that it
will provide new benefits (e.g., increase sales). Therefore, informational campaigns are more
likely to be successful if they stress the reduction or elimination of problems, rather than focus
on the provision of new opportunities.

The other strategy to motivate change is a political strategy. With a political strategy,
organizational power, not information, is used to motivate change. This approach is often used
when the cost-benefit set of the target adopters has more costs than benefits. In other words,
although the change may benefit the organization, there are no reasons for the potential adop-
ters to welcome the change.

13-4 Overcoming Resistance to a New Executive Information System

i i

i

TUIURN T

! would you motivate adoption if vou were the devel-
o of a new executive information system designed to

rovi / ; :
;’ednr"n‘;a;°l‘f Organization’s top executives with key
A ce measures and economic trend information?
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e ,
control of the project team. It requires some-

power over the target group to influence the

ategy is usually beyond th
m or

who holds legitimate
Ihis may be done in a coercive manner ( e.g., “adopt the syste

in whi i
hich the target group gains benefits in other ways

tem (e.g., linking system adoption to increased train-
cal strategy by linking

The olirical str’
one in the organization
” up 10 adopt t.he change-
& e - red”) or in a negouated manner,
:}:):t are Jinked to the adoption of the- sys
ing OP ortunifies)- Ma.nageme'nt poh'aes can play a key role in a politi

to certain behaviors desired with the new system.
eneral, for a0y change that has true organizational benefits, about 20% to 30% of
will be ready adopters. They recognize the beneﬁts: quickly adopt the sY(s)-
he system. Another 20% to 30% are resistanlt adopters. "fhey

and they fight against it, either because the new system has
ally or because they place such a high cost on the

transition rocess itself that no amount of benefits from the new system can outweigh the

change costs. The remaining 40-60% are reluctant adopters. They tend to be apathetic and will

o with the flow to either support or resist the system, depending on how the project evolves

heir coworkers react to the system. Figure 13-7 illustrates the actors who are
agement process.

d encourage the ready adopters

and how t
involved in the change man

The goal of change mana ent is to actively support an
and help them win OV the re There is usually little that can be done about
the resistant adopters because their set of costs and benefits may be divergent from those of
. organization. Unless there are simple steps that can be taken to rebalance their costs and
benefits o i Organization chooses to adopt 2 strong political strategy, it is often best to
f resistant adopters and focus on the larger majority of ready and

ignore this small minority 0

reluctant adopters-

roponents of t
ept the change,

fuse to acc
fits for them person

ts than bene

gem
Juctant adopters.

ption: Training
s may want to adopt the change, but unless they are capable of adopting it,
they won't. Adoption is enabled by providing employees the skills needed to adopt the change
through careful training. Training 18 probably the most self-evident part of any change man-
hitiative. How can an organization expect its staff members to adopt a new system if
¢ trained? We have found that training is One of the most commonly overlooked
cess, however. Many organizations and project managers simply expect poten-
find the system easy to learn. Since the system is presumed to be so simple, it
able to learn with little effort. Unfortu-

is taken for granted that potential adopters should be
nately, this is usually an overly optimistic assumption.
Every new system requires N€W skills, either because the basic work processes have
the case of business process reengineering (BPR); see

s is different. The

changed (sometimes radically in
m used to support the processe
ensure that the

use the computer syste
cesses, the more important it is to
ses and supporting

Enabling Ado

Potential adopter

they are no
parts of the pro
tial adopters to

Chapter 3) or beca
more radical the changes t0 the business pro
organization has the new skills required to operate the new business proces
information system. In general, there are three ways to get these new skills. One is to hire DeW

Sponsor Change Agent Potential Adopters

The sponsor wants the change The change agent leads the potential adopters ar€ the people

to occur. change effort. who must change-
20-30% are ready adopters-
20-30% are resistant adopters-

40-60% are reluctant adopters.
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ol v sotgaisafinn that heethe £kils Lt thsnly in the case of BPR when the new

aPproaches are controversial and are usually considered et of skills of the current staff. Ip
skills needed are likely to be the most different from thE_ . Oexistmg staff in the new bus;.
TOSt cases, organizations choose the third alternative: trallil?ion;ider what to train and how
11€S processes and the to-be system. Every training plan mus

to deliver the training.

: sers? It is obvious: how tg
What to Train What training should you provide to t.h'e.systefr?hg o systom, 50 that aaer.
use the system. The training should cover all the capabilities 0

understand what each module does, right? . % to accomsl
Wrong. Training for business systems should focus on helping the user plish

their jobs, not on how to use the system. The system is SImPIY a meanz::; nni?(tsﬁ?t :22
end in itself. This focus on performing the job (i.e., th_e .busmes‘s lzroce - t,hose actifm
System, has two important implications. First, the tramlr'xg'must OCESIO Fite st g €s
around the system, as well as on the system itself. The tralnlpg' must help the f‘th nder-
stand how the computer fits into the bigger picture of their ]'ObS. The use o 3 System
must be put in the context of the manual and computerized business processes, and it must
also cover the new management policies that were implemented along with the new com-
puter system.

Second, the training should focus on what the user needs to do, not on wh:at the sys-

tem can do. This is a subtle—but very important—distinction. Most systems will provide
far more capabilities than the users will need to use (e.g., when was the last time you
wrote a macro in Microsoft Word?). Rather than attempting to teach the users al] the
features of the system, training should instead focus on the much smaller set of activities
that users perform on a regular basis and ensure that users are truly expert in those. When
the focus is on the 20% of functions that the users will use 80% of the time (instead of
attempting to cover all functions), users become confident about their ability to use the
system. Training should mention the other little-used functions, but only so that users are
aware of their existence and know how to learn about them when their use becomes
necessary.

One source of guidance for designing training materials is the use cases and use scenarios.

The use cases and use scenarios outline the common activities that users perform and thus can
be helpful in understanding the business pro

most important to the users.
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13-D Finishing the Process

oot analvst vou have planned. analvzed. and users, and how to create “win-win” scenarins. MPJ
§ ned 1 nood solution. Now you need to implement claims 1o be able to reduce emplovee turnover by 50%,
il it : : . ; 7
o \\' , nact of implementation, do vou think that training increase productivity by 20%, and reduce stress, anger,
it. As a E \

ot a wasted expense? and depression by 75%.

Strese 1s common in a help-desk call center. Users

e

o CoOmpUlINg services call to get access to locked Questions
i counts, uet help when technology is not working as o
! J:' nned, and frequently can become very upset. Employ- 1. How would you challenge MPI to verify its claims
! &: of the help-desk call center can get stressed out, and regarcfiqg.reducmg tumox"er, increasing , ‘
; this can result inoa greater number of sick days, fess productivity, and decreasing stress and c-angcr. ' ’
b praductivity and higher turnover. Max Productivity Incor- 2. How would vou conduct a “cost—-benefit” analysis ’
| porated (MPh is a training company that works with aimed at deciding whether to hire MPI1 to do f
% 'pu)pif, in high-stress jobs. MPI's training program helps ongoing training for your help-desk call center !
| employees learn how to relax, how to “shake off” tough employees? J
i
et

users really do understand the material. This approach is typically used only when the
users are very important or when there are very few users.

Another approach that is becoming more common is to use some form of computer-based
training (CBT), in which the training program is delivered via computer, either on DVD or
over the Web. CBT programs can include text slides, audio, and even video and animation.
CBT is typically more costly to develop, but is cheaper to deliver because no instructor is
needed to actually provide the training.

Figure 13-8 summarizes four important factors to consider in selecting a training
method. CBT is typically more expensive to develop than one-on-one or classroom training,
but it is less expensive to deliver. One-on-one training has the most impact on the user
because it can be customized to the user’s precise needs, knowledge, and abilities, whereas
CBT has the least impact. However, CBT has the greatest reach—the ability to train the most
users over the widest distance in the shortest time—because it is so much simpler to distrib-
ute, compared with classroom and one-on-one training, since no instructors are needed.

Figure 13-8 suggests a clear pattern for most organizations. If there are only a few users
to train, one-on-one training is the most effective. If there are many users to train, many
organizations turn to CBT. We believe that the use of CBT will increase in the future. Quite
often, large organizations use a combination of all three methods. Regardless of which
approach is used, it is important to leave the users with a set of easily accessible materials that
can be referred to long after the training has ended (usually a quick reference guide and a set
of manuals, whether on paper or in electronic form).

One-On-One Classroom Computer-Based
Training Training Training
Cost to develop Low-medium Medium High
Cost to deliver High Medium Low
'f '?URE 13:(8 L Impact High Medium-high Low—medium
2lecting a lrainin . g
Selecting 8 B Low Medium High o
Method
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POSTIMPLEMENTATION ACTIVITIES .

e of the new system—that
jes i < piptionalize the USE of tht ntw *_V‘s.tvi'r‘ﬂ=~ tha ‘
e w1 P el v
8, to make it the normal, acc »d, . 3 ‘ for ™ v . ~ ‘
pﬂstimplc:ncnlatmn activities attempt to reircc_/ehlhc :Z;ti . | arally "de_\.d(‘,wvf ?“er
tion (o the new system. Although the work of t e’ Pméﬁ e prajet managelj e e
unplementation, the business sponsor and. Som.L,u ‘ m.her S(akeholderéa—acuyely eely
involved in refreezing. These two—and, ideally. m.m’) e eually rosidie s -hteady e
the new system and monitor its adoption and usage. ey e 10 B
mtbrmatién about the system and encourage users to con SR Gt (pmvid,mg
In this section, we examine three key postimpleme.nff‘.n 1o refine and improve the sys.
assistance in the use of the system), maintenancg (connr:lucie :gs s e I e o
tem), and project assessment (analyzing the project to 1t

. : ement in future projects).
well—and should be repeated—and what activities need improve

System Support formed the change management

Once the project team has installed the system and Ize ns group. This group is responsible

activities, the system is officially turned over to the pers lo‘s rgponsible for the development

for the operation of the system, whereas the project team lre closely involved in the installa-

of the system. Members of the operations group usuatly a that the system actually works,

tion activities because they are the ones who must ensure ‘ oup remains

After the system is installed, the project team leaves but the operations g Usgan . -means
Pro»'i«iing system support means helping the users to use the system-form . Z’ert ain func-
. : : rsta

providing answers to questions and helping users \;nde ; zii:?':; to per

tion; this type of support can be thought of as on-geman - o

OerianF,:upportlijsP the most commin form of on-demand training. This mfﬂUde; the dOc?u-
mentation and help screens built into the system, as well as separate web sites thal provide
answers to frequently asked questions (FAQs) that enable users to find answers without con-
tacting a person. Obviously, the goal of most systems is to provide suﬂ?Cl.enﬂY good online
support so that the user does not need to contact a person, because providing online support
is much less expensive than is providing a person to answer questions.

Most organizations provide a help desk that provides a place for a user to talk with a per-
son who can answer questions (usually over the phone, but sometimes in person). The help
desk supports all systems, not just one specific system, so it receives calls about a wide variety
of software and hardware. The help desk is operated by level 1 support staff who have very
broad computer skills and are able to respond to a wide range of requests, from network prob-
lems and hardware problems to problems with commercial software and with the business
application software developed in house.

The goal of most help desks is to have the level 1 support staff resolve 80% of the help
requests they receive on the first call. If the issue cannot be resolved by level 1 support staff,a

problem report (Figure 13-9) is completed (often using a special computer system designed to
track problem reports) and passed to a level 2 support staff member.

’ s

* Time and date of the report

Name, e-mail address, and telephane number of the support person taking the report
Name, e-mail address, and telephone number of the person who reported the prbblem
Software and/or hardware causing the problem

Location of the problem

FIGURE 13-9 Description of the problem

Hements of a | * Action taken

i'roblem Report 1

e o & ¢ o o

Disposition (problem fixed or forwarded to system maintenance
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suppor.t staff members are people who know the application system well and
ert advice. kc?r' anew system, they are usually selected during the implementa-
familiar with the system as it is being tested. Sometimes, the level 2

The level 2

can pmvide exp
and become
ff members participate in training during the change management process 1o

e knowledgeable with the system, the new business processes, and the users

tion phase
support sta
become MOT

themselves. _
| 2 support staff works with users to resolve problems. Most problems are

The leve
d by the level 2 staff. In the first few months after the system is

lly resolve
the problem may turn out to be a bug in the software that must be
t is passed to the

the problem report becomes a change request tha

successfu
installed, however,
fixed. In this case,
system maintenance group.

m Maintenance
maintenance is the process 0

ntinues to meet
o system main-

Syste
System
business nee
tenance than t
change and evo
on maintenance projects;
assigned to new development projects.

Every system is «“owned” by a project manager in the IS group (Figure 13-10). This indi-
vidual is responsible for coordinating the systems maintenance effort for that system. When-
ever a potential change to the system is identified, a change request is prepared and forwarded

» version of the system request dis-

to the project manager. The change request is a “smaller”
cussed in Chapters 1 and 2. It describes the change requested and explains why the change is

important.

Changes can be small or large. Change requests that are likely to require a significant

effort are typically handled in the same manner as system requests: They follow the same

process as the project described in this book, starting with project initiation in Chapter 1

and following through installation in this chapter. Minor changes typically follow a

«smaller” version of this same process. There is an initial assessment of feasibility and of
d. Then a systems analyst {or a

enefits, and the change request is prioritize
the analysis, which may include interviewing users, and

f refining the system to make sure it co

ds. Over a system’s lifetime, more money and effort are devoted t
o the initial development of the system, simply because a system continues to
lve as it is used. Most beginning systems analysts and programmers work first
usually only after they have gained some experience are they

costs and b
programmer/analyst) performs

ONAER 13-E Converting to the Euro (Part 2)

IN ACTION

dentified and the operators quickly

problems were i
et system continued to operate and the

When the European Union decided to introduce the
retrained, the Targ

euro, the European Central Bank had to develop a new
computer system (called Target) to provide a currency euro quickly regained its lost value.
settlement system for use by investment banks and
Adapted from: “Debut of Euro Nearly Flawless,” Computerworld,

brokerages. The euro opened at an exchange rate of US
January 11, 1999, 33(2), p- 16, by Thomas Hoffman.

$1.167. However, a rumor that the Target system mal-

functioned sent th
5 : e value of i
days later. the euro plunging two Question

That evening, i .
was not due ;28;;;:: dretf)rlmmed that the malfunction  Target could be considered a high-risk system because
some German banks hadpr:i err:js, Instead, operators at  of its effects on the European economy. What kinds of
sunderstood how to use the system support activities could be put in place to miti-

system and h o, &
ad entered incorrect data. Once the gate problems with Target?
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t
Praoblem Reports Change Reques

e e __“f.;; w3
= e e ——) ‘%R

Users

» . o T Software or Network Changes

Problem Reports Changes to Other Systems

1. Potential

chenge 2. Change Request Change Committee
with feasibility,
costs, and benefits .
Project\ ) 3. Priority
6. Changed Manager

System

4. Change Request

= SR

Programmer Analyst

FIGURE 13-10 Processing a Change Request

prepares an initial design before Programming begins. The new (or revised
then extensively tested before it is put into production,

Change requests typically come from five soy

) program is

confidence in the system.

The second most common source of change Tequests is enhancements to the system from

users. As users work with the System, they often identify minor changes in the design that can
make the system easier to use of identify additiona]

. Lo e functions that are needed. These enhance-
ments are tmportant in satisfying the users and are often key in ensuring that the system changes
as the bus'mess requirements change, Enhancements are often given second priority after bug fixes.

A third source ?f cba%nge reqt'lests is other system development projects. For example, as
PR Tge Sour‘ces I?lgltal Music Downloaq Project, Tune Source likely had to make some
minor changes to its existing Web-based CD gq)

©8 System to ensure that the two systems would

e ——
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TN

If\., Al

wiul tiuth is that every operating system and appli-

i The . .
_tion system 1S detective. System complexity, the com-
e : . )
outive pressure to hurry applications to market, and
Lmple incompetence contribute to the problem.

will sottware ever be bug free¢ Not likely. Microsoft
windows Group General Manager Chris Jones believes
that bigger programs breed more bugs. Each revision is
gsually bigger and more complex than its predecessor,
which means that there will always be new places for
hugs to hide. Former Microsoft product manager Richard
freedman agrees that the potential for defects increases
a¢ software becomes more complex, but he believes that
gsers ultimately win more than they lose. “I’d say the
teatures have gotten exponentially better, and the prod-
uct quality has degraded a fractional amount.”

still, the majority of users who responded to our
survey said they’d buy a software program with fewer
features if it were bug free. This sentiment runs counter to
what most software developers believe. “People buy fea-
wres, plain and simple,” explains Freedman. “There have
been attempts to release stripped-down word processors
and spreadsheets, and they don’t sell.” Freedman says a
trend toward smaller, less-bug-prone software with fewer
features will “never happen.”

Eventually, the software ships and the bug reports }
start rolling in. What happens next is what separates the
companies you want to patronize from the slackers.
While almost every vendor provides bug fixes eventu-
ally, some companies do a better job of it than others.
Some observers view Microsoft's market dominance as
a roadblock to bug-free software. Todd Paglia, an attor-
ney with the Washington, D.C.-based Consumer Pro-
ject on Technology, says, “If actual competition for
operating systems existed and we had greater competi-
tion for some of the software that runs on the Microsoft
operating system, we would have higher quality than
we have now.”

Adapted from: “Software Bugs Run Rampant,” PC World,
January 1999 17(1), p. 46, by Scott Spanbauer.

Question

If commercial systems contain the amount of bugs that
this article suggests, what are the implications for sys-
tems developed in-house? Would in-house systems be
more likely to have a lower or higher quality than
commercial systems? Explain.

work together. These changes,
but are becoming more commo

A fourth source of change requests is t
a new version of Windows often will require an application to

works change. For example,

change the way it interacts with Win,
new features that improve efficiency.
changes are inside the system and
changes can be among the most chal
must learn about the new system characteristics,
can use) those characteristics, and then make the nee

The fifth source of change requests is senior management. Th
driven by major changes in the organizatio.
Download project) or operations. These signi
separate projects, but the project manager respo

charge of the new project.

Project Assessment

The goal of projec
project activities (an
needs to be improve
military organizations,
assessment can be an impo:

required by the need to integrate two systems, are generally rare,
n as system integration efforts become more common.

lenging to implement because analysts and programmers

t assessment is to understand wha
d therefore should be continued
d. Project assessment
which are accustome
rtant componen

hose that occur when underlying software or net-

dows or enable application systems to take advantage of
While users may never see these changes (because most
do not affect its user interface or functionality), these

understand how application systems use (or
ded programming changes.

ese change requests are often
n’s strategy (e.g., the Tune Source Digital Music
ficant change requests are typically treated as
asible for the initial system is often placed in

uccessful about the system an hth‘c
ject) and Wi
{ in the next system of pr'o;tft, i—ept o
is not routine il most orgamzm::n:s,)szdﬁiv
1 i 'S, Wt
d to preparing after-action ’r:‘p(;?; e bl
it in organizaﬂon'al jearizing

twass
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There are {wo primary
o learning. There )
for juninr staff members because il helps promote faster lea 8

i " et FevIeWwW.
PAYLS Lo project assessment — project team review and syst

ioct team carried out jtg

Project Team Review Project team review tocuses on the way tk}u'?g:':i_:l;:m that reports on
activities. Each project member prepares a short two- to 1.hrc€-}’t‘%7“ - “.I(,Wmcnl\ not penaltieg |
and analyzes his or her performance. The focus ts on pcrfmmmn:.l‘nfling their causes, project X
for mistakes made. By explicitly identifying mistake_s and undcrs. a e eICEMALET & Sitilar i
team members will, it is hoped, be better prepared for thle next “m,t)'den-nfylng el e |
situation—and less likely to repeat the same mistakes. leewllse’ b)_ ; s worked well and how
formance, team members will be able to understand why their actions wo
to repeat them in future projects. i anager, v

The documents Prepzre)d by each team member are assessed ‘t_uy the prtlﬁzfr‘;:?(:&f;a:‘ts
meets with the team members to help them understand how to lr.npm;: key learnings fmm-
The project manager then prepares a summary document that outlines t' e p e wmj(:cls l
the project. This summary identifies what actions should be taken in Ud ‘L take "Iho
improve performance, but is not intended to identify teain members who made n:‘S r 1:5~ e
summary is widely circulated among all project managers to help them un erbbaﬂ :Wdfﬂ
manage their projects better, Often, it is also circulated among regular‘staﬂr m.en? ers) e
not work on the project so that they, too, can learn from projects outside their scope.

]
%
articularly importang
. = cork. THis p:n‘l

Ortmzations and people understand how to improve their we i
1
‘s
1
|
|

System Review The focus of the system review is understanding the extent to whlch .the pro-
posed costs and benefits from the new system that were identified during p}royect initiation were
actually recognized from the implemented system. Project team review is usually con}dgcted
immediately after the system is installed, while key events are still fresh in team members minds,
but system review is often undertaken several months after the system is installed, because it
often takes a while before the system can be properly assessed.

System review starts with the system request and feasibility analysis prepared at the start
of the project. The detailed analyses prepared for the expected business value (both tangible

PRACTICAL

13-1 Beating Buggy Software

How do you avoid bugs in the commercial software 4. Upgrade slowly: If you decide to upgrade, allow
you buy? Here are six tips:

yourself at least a month to test the upgrade on a

- Wi Sme sskioszes Bt Sul 07 frusiiin s iaims separate system before you install it on all the com-
: : uters in your home or office.
you use day in and day out have known bugs and P ¢ ;
? : 5. Forget the betas: Installing beta software on your
patches, and track the web sites that offer the latest . . "
o o e o primary computer is a game of Russian roulette. If
o you really have to play with beta software, get a
2. Back up your data: This dnstum sh}:)uld be ta(;tooed second computer. . 5
on every monitor. Stop reading right now and copy 6 - .
the data vou can’t afford to lose onto a CD, second - Complain: The oW You complain abopt <bugs
hard disk, or Web server. We will wait and demand remedies, the more costly it is for
AP GIK, G e " ’ : P vendors to ship buggy products. It's like
td . .
3. Don’t upgrade—yet: It is tempting to upgrade to the voting—the more people participate, the better
latest and greatest version of your favorite software, are the results.
but why chance it? Wait a few months, check out

other users” experiences with the upgrade on Usenet
newsgroups or the vendor’s own discussion forum,

Adapted from: “Software Bugs Run Rampant,” PC World,
and then go for it. But only if you must.

January, 1999, 17{1), p. 46, Scott Spanbauer.
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as the economic feasibility analysis i

is Prcpared after th# system has been installed. The zbje,c?irjer?:’(:?,nlfrfxc;aizdt;:cn:wt'u-nalys“

" iness value against the actual realized business value from the system. Thi T;‘lilpalcd
. tion assess whether the system actually provided the value it v;'Zs la;me(;st oo .lht‘

¢ or not the system provides the expected value, future ro'ects~ c’; b fn ?m‘“dc-

dun derstanding of the true costs and benefits. P P benelt from &1

system review also has important behavioral implications
lved with the project knows that all statements about business value and the financial

red during pleje.Ct initiation will be evaluated at the end of the project, they have
be conservative 1 their assessments. No one wants to be the project sponsot or
 for a project that goes radically over budget or fails to deliver promised benefits.

and intangible), as well

improve
for project initiation. Since

A formal
everyone invo
estimates prepd
an incentive to
project manage
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Installatio
em was new;
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on Process
ore kiosks and training the staff in

ks were new and not changing any
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ystem was low, and because both
onversion with a whole-
the last chapter that the
pilot conversion.
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n the use of the

Implementati
The team was faced with the problem
all 50 of Tune Source’s stores. Because

old functions, it was Jess important t0
nized across all stores. Because the risk associated with the s

cost and time were somewhat important, Jason chose to use direct ¢
system conversion, but with a pilot phase first. You will recall from
system was beta tested with employees. Jason chose to use the beta test as the

The in-store kiosks were installed in the 18 stores in a greater Los Angeles

test. The manager and the employees in each of these 18 stores were trained i

new in-store kiosks.
Conversion during the pilot phase went smoothly. First, the new hardware was purchased
and installed. Then the software was installed on the Web server of the company intranet. Data
were loaded into the MySQL database by several temporary employees contracted for the job.
Since this system contains new data, there was no data conversion to manage.
At the end of the beta test and pilot conversion phase, the kiosks were then installed in
the remaining 32 stores in the Tune Source chain and their staffs were trained. Once the in-
store kiosks were operating smoothly, the system was ready for general use by the public on

the Internet.
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CHAPTER REVIEW

After reading and studying this chapter, you should be able to:
("] Identify and describe Lewin’s three-step model of organizational change.
] Explain how the activities of systems analysis and design help with the unfreezing process.

L

[] What is the purpose of the migration plan?

[] Identify and describe the three dimensions of the conversion strategy and how choices made will impact the cost,
time, and risk of conversion.

[] Discuss the role and importance of business contingency planning during system migration.

] Identify and discuss the main reasons underlying people’s resistance to change.

Identify and describe ways to overcome resistance to change.

L
Discuss the role and purpose of postimplementation support.

(I
1 Describe the sources of change requests.

| S—
[] Discuss the best way to provide ongoing system maintenance.
7] Discuss what is gained from conducting a post-project review?

KEY TERMS

Direct conversion

Conversion location
Frequently asked questions

Classroom training
Conversion modules

Business contingency plan

Change agent Computer-based
Change management training (CBT) Conversion strategy (FAQs)
Conversion Conversion style Help desk

Change request




