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This paper illustrates the tribulations of implementing a technology-based system to aid management
of information at a Spa and a Salon. While the implementation may itself appear to be rather simplistic,
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a number of issues of concern emerge. These range from inadequate planning, inability to define organi-
zational processes, and resistance to change due to poor management of user skills and interests. While
the organization eventually achieved the investment objective it had set out for itself, the process of
implementation was riddled with problems—disgruntled employees, unfair compensation plans and a
general discontentment with the system. The paper contextualizes a range of issues related to informa-
tion management and how a technological solution resulted in resistance to change and business process

management challenges.

. Introduction

A Las Vegas, Nevada-based Spa and Salon had been experienc-
ng a number of challenges in managing its information. While a
aper-based system existed for handling the information, the man-
gement felt that a technological solution would help in bringing
fficiency in the business processes. This resulted in the choice and
ventually the implementation of a technology-based solution—the
pa Select System. Information management problems that are a
onsequence of technological implementations have been well
esearched in the literature (e.g., see Flowers, 1996). However it is
seful to review as to how a simple technological implementation,
esigned to ensure efficiency in the information handling pro-
esses, resulted in serious organizational challenges. In many ways
he implementation of Spa Select System illustrates the dynamic
nterplay between the context, the content of the change and the
rganizational processes (Pettigrew, 1987). The Spa and Salon sit-
ation also illustrates as to how a ‘cookie-cutter’ implementation
pproach falls short of realizing benefits, even when the organiza-

ional contexts are quite similar.

The paper is organized in four sections. Following a brief intro-
uction, Section 2 illustrates complexities inherent in the Spa and
alon case. It is important to present a detailed analysis of the
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case since case studies are considered to be an important vehicle
for explaining complex inter-relationships between stakeholders,
processes and technologies. Section 3 reviews the major issues in
the case in light of the existing literature. Finally, conclusions are
presented in Section 4.

2. Case study

2.1. The organizational context

After an executive steering committee meeting, The Cactus
Resort and Club President, Steve Hoffler,1 communicated that the
organization must receive the Mobil four-star rating, during Mobil’s
next visit to The Cactus. However, the quality of service in the Spa
and Salon was recognized as poor, primarily due to the lack of
proper information management (no available guest history, inabil-
ity of receptionists to track paperwork effectively, etc.). This had
been an area that the CFO (Chief Financial Officer), Henry Chandler,
had wanted to address for the past few years, but the project was
continuously delayed. Now, more than ever, he had to be sure that
this did not become the reason why the property had not received

the four-star rating. He was afraid that the Club President would
make him responsible for not having implemented a computer-
based information system long time ago. Chandler felt that this
weak point in the hotel’s infrastructure had gone on long enough.

1 In order to maintain confidentiality of the organization and the individuals, all
names have been changed.

http://www.sciencedirect.com/science/journal/02684012
http://www.elsevier.com/locate/ijinfomgt
mailto:gdhillon@vcu.edu
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e informed the CIO (Chief Information Officer), Mike Atkins, that
he Spa Select System should be operational, in both the Spa and
alon, within 2 months. He assured the CIO that this would avoid
ffecting the business during the peak season.

The Spa and the Salon, although very closely related, were man-
ged by two different teams. The top manager of the Salon was a
ell-known hairstylist of Los Angeles, Raymond Philips, who had

xperience styling many Hollywood actors. He traveled frequently
etween Las Vegas and Los Angeles, where he also managed his
wn studio. The Assistant Manager of the Salon, Aurora Smith, came
o The Cactus as part of an agreement with Philips. She traveled
etween the two locations as well.

Like the majority of employees working at the Salon, neither
anagers nor the technicians had any computer experience. The

tereotype of the Salon, in the past, had been one of a free spirited
artsy” group of people who do not adapt to change and want to
e left alone to concentrate on, as one technician put it, “the art
f hairstyling”. In the Salon, information was manually managed.
ost stakeholders believed that there was a significant scope for

mprovement.
The management team of the Spa did not have any computer

xperience. Operations had been running on a manual system for
he past 10 years. However, structurally the Spa had gone through
ome significant changes over the years. Originally, the Spa had two
ifferent roles that worked to serve the guest: porters and atten-
ants. Spa porter’s responsibilities were to ensure that towels and
ther products were stocked. They also cleaned the lounge, bath-
ooms, showers, saunas, etc. The Spa attendants were responsible
or providing an interface between the Spa services and the guests.
his involved checking guests in and out, providing any information
equested by guests, along with other services such as coordinating
asseuse or estheticians’ appointments. However, the roles and

esponsibilities of these positions were slightly modified, with a
upervisor overseeing the work of both porters and attendants.
he manager in charge at that time felt that such a move would
reate a team culture at the Spa. As part of the reorganization, Spa
orters were promoted to Spa attendants and the job descriptions
f the two roles were combined. Although there were some prob-
ems with the transformation, largely because of language barriers
nd professionalism, the transition however was smooth.

.2. Manual information management system

Relative to the Salon, the Spa experienced significant difficulties
n managing manual information flows. This was partially due to
he volume of Spa business. There were complaints regarding track-
ng guests effectively throughout their stay at The Cactus, including:
oosing guest-billing slips; difficulty in tracking cash transactions;
ack of guest history; challenges in identifying guest preferences;
tc. Irrespective of the nature and scope of the challenges, the man-
al information management system was not working properly for
he Spa.

Typically both the Spa and the Salon handed “passports” to their
uests, who were expected to carry these throughout their stay.
owever, it was difficult for the receptionists to cross-reference
ppointment times as indicated on the passports and their own
ecords. Hence, there were problems with overbooking and recep-
ionist having to flip through a lot of paper work to figure out the
orrect appointment times. As a result, the reception desk was clut-
ered most of the time and it gave an impression of the operation
eing unstructured and unorganized. Employees were spending a
ot of time adding up and backtracking information. Management
eporting was also very poor.

The Spa manual information management system posed great
ifficulty in reconciling accounts and balancing the books. The Spa
requently had more than 450 guests a day, which resulted in an
nformation Management 30 (2010) 38–46 39

exorbitant amount of paperwork and an unacceptable time frame
to close out, typically taking over 1 h to balance a cashier’s regis-
ter at closing. When guests were checking out, receptionists were
easily frustrated trying to track guest’s paperwork at the different
stations throughout the Spa. People in the organization felt that if
there were a computer-based system, such issues would be non-
existent. All information would be held in the computer system and
could be accessed and viewed from any computer terminal.

The Salon, on the other hand, was accustomed to a different vol-
ume of business flow and guests. This made it possible to operate
relatively smoothly on the manual system, albeit there were some
information management problems. The quality of the information
available to run core business processes was poor too. In particular,
it was not possible to retrieve individual guest history and hence
it was difficult to establish strong customer relationships. How-
ever, from a receptionist and technicians standpoint, the operation
was running well. Tracking guest information was not of a major
concern in the Salon.

2.3. Planning and analysis

The computer-based system selection process was relatively
simple. The vendor for the project was Select Systems, who would
be implementing the Spa Select System software. The company was
better known for the Spa portion of the program, but had recently
begun to fine-tune the Salon functionality. Whenever there were
complaints for any aspect of the Salon system, the vendor would
work rather diligently to rectify those issues. In spite of issues and
shortcomings in the Spa Select System, the software was being used
in many establishments without any major problems. One such
implementation was at the Paradise Bay Resort and Club, a sister
concern of The Cactus.

Select Systems International was created in 1990, when a Spa
owner in California wanted to develop a high-end integrated suite
of Windows-based software for large Spa resorts. The end result
was a software system that was developed not only for Spa oper-
ations, but retail food and beverage outlets as well. The Select
Systems hospitality suite had the capability of addressing opera-
tional needs in food and beverage point of sale, retail point of sale,
Spa and Salon membership and accounting. All modules could be
used as stand-alone systems or in any combination to integrate
business processes in a suite of software. An appealing benefit for
The Cactus Resort to use their system was due to two core compe-
tencies of the company: product development, and client training
and installation. Select Systems had proven its track record for the
installation and opening of the Paradise Bay Resort. No significant
problems had been reported, either for the initial go-live or in any
resultant emergent issues.

Due to the stringent time-lines on the project, two professionals
from within The Cactus were brought in to assist with the imple-
mentation of the system—the Lead Systems Analyst, Seth Sanders,
and the assigned Projects Manager, Robert Lewis. Sanders and
Lewis knew that the project would be difficult to implement on
time. However, they both had worked on system implementations
before and were confident they could successfully complete it. The
vendor had established a good relationship with Sanders due to a
previous implementation of the system at the Paradise Bay Resort
and knew they had a reputation of being thorough and in complet-
ing implementations on time.

Following a meeting between the Vice-President of Hotel Oper-
ations, Arthur Penrose, and other Salon and Spa managers, Sanders

and Lewis toured the Spa and Salon to identify business require-
ments and critical issues for the project. Sanders identified the
specific locations where network connectivity was needed and
checked if any engineering work would be required in order to
install computers and printers. After discussions with managers
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nd numerous employees, Lewis flowcharted the business pro-
esses (see Appendices 1 and 2). He realized that there would be a
eed to modify job descriptions in order for the processes to run as
fficiently as possible. This was because the Spa attendants could
ow also make reservations, rather than just guest check in and
heck out.

.4. Managing user training

In terms of scale, the project involved 19 points of contact and
07 staff members from both the Spa and the Salon. Typically for a
roject of this size, Select Systems would send three support staff
embers for the configuration stage and would reduce that to two

or training and installation. The limited time to finish the project
id not give Select Systems the ability to properly find the right peo-
le, thus creating a staffing level that was inadequate. Moreover,
here were employees that had never used a computer before. To

ake the situation even worse for the implementation team, there
ere some employees who were not well versed in the English

anguage. What once was a job that required little writing ability
s Spa porters, now was transformed into a job that required sig-
ificant information management skills—entering guest names and
etailed information into the computer system and editing Spa and
alon data for the services provided.

Because of the overall computer illiteracy of some of the people
nvolved, it seemed unlikely that the implementation would be as
mooth as originally expected. The management in general was
lso intimidated by the adoption of new information technologies
y the organization. As a result, Lewis found himself doing much
f the work that should have ideally been shared among all the
anagers. In fact, the Salon Manager completely removed himself

rom all aspects of the information management planning sessions
nd designated the Assistant Manager as the contact person for the
roject.

Sanders and Lewis prepared the information necessary for Select
ystems’ technical people. The hardware had been ordered and
elivery was expected to be on time. However a delay was expected

n the delivery of bar code scanners for the retail items. At this stage,
ewis felt that work was not progressing well and sent an email to
he Vice-President of Hotel Operations to share his concerns. Lewis
ad hoped that such an email would help in addressing some of
he major concerns prior to the arrival of the Select Systems team,
esides distancing himself from the consequences.

After establishing the timeline for configuration, hardware and
etwork testing, training and go-live, Spa Select System team mem-
ers began the initial phase of project configuration. Sanders also
pdated them of some of the existing problems. For instance, both
he Salon Manager and the Assistant Manager were not available
n Las Vegas. The Assistant Manager had left a telephone number

here she could be reached if any questions arose. Furthermore the
alon Manager and Assistant Manager were not expected to return
or at least 2 days, which would significantly delay the configura-
ion process. On the other hand the Spa Manager had struggled up
o this point to get the detailed information for configuration and
as not particularly interested in the Salon issues. She had made it

ery clear that Sanders and Lewis would have to manage the Salon
ituation on their own.

After consulting with the Spa Select support team, Sanders and
ewis decided to create a copy of the Paradise Bay Resort’s database
nd install it on the Salon computer systems. This would help over-
oming the risk of not having a properly configured information

ystem for training, in case the configuration process was not com-
leted according to schedule.

Upon the return of the Salon Manager and the Assistant Man-
ger, there was still no sense of urgency to work on the project.
imple items, such as the billing paper, had not even been ordered
nformation Management 30 (2010) 38–46

for the new system. Lewis had to place orders to ensure that the
Salon had sufficient supplies prior to the go-live date. The Assistant
Manager, Aurora, began the configuration work in earnest only 2
days prior to training. The configuration was eventually completed
the night before training was scheduled to begin.

Although training began 2 weeks prior to the scheduled go-live
date for the new system, this was not a significant amount of time
due to the illiteracy of staff in the English language and lack of
computer skills. Some employees adapted to the computer envi-
ronment relatively well. However, others in the same class did not
know how to use a mouse or, in some cases, how to spell key words.
Given the slow progress, trainers from Select could not provide
enough assistance to all users. This resulted in instituting an ad hoc
“train the trainer” program. Essentially employees with more com-
puter experience or who had already received the training were
put in charge of the less competent.

Managers also had difficulty with training and grasping the
new system. They did not understand why the system was needed
in the first place, which resulted in conflicts and challenging the
functionalities of the system. Due to the difficulty and frustration
experienced during training, especially on part of those who were
not computer literate, one of the Spa Assistant Mangers and two
employees tendered in their resignation. This created further prob-
lems, especially shortage of staff prior to the go-live date. The Spa
Manager was now down to four employees and was only 1 week
away from the implementation date. However, training proceeded
as scheduled, albeit some of the employees were lagging behind.
It soon became obvious that another trainer was required. Lewis
went to the Vice-President of Hotel Operations and briefed her as
to how the training was progressing. He suggested that another
person should be brought in. On approval of the additional per-
son by the Vice-President, Spa Select System sent another trainer to
meet the needs prior to the go-live date.

Sanders could now turn his attention back to ensuring that the
hardware and software was ready for the go-live date. Lewis sched-
uled meetings with the department heads to ensure their continued
support. He also talked to the employees to judge their morale.
Because of Lewis’s inherent fear that someone might sabotage the
project, he wanted to make sure that all employees had signed and
agreed that they did not need any more training while the oppor-
tunity was there. The Spa and the Salon were very sensitive areas.
They were servicing not only guests, but executives, including the
CEO, and the Presidents’ spouses as well. Many of the top execu-
tives went to the Spa or got their hair done at the Salon. Employees
talking about not receiving enough training or discussing system
problems could cause the project to be viewed as a failure and affect
Sanders and Lewis’s reputation.

Both Raymond Philips and Aurora had still not been trained on
the system and the go-live date was in just 2 days. Lewis queried
them on the training issue, but both stated that they had no inten-
tions of learning the system and that if the receptionists knew how
to operate it, everything should be fine. While Aurora knew how
to configure some aspects of the system, she did not know how
to operate it. This posed a big concern for Lewis, since it would
be impossible for them to handle guest complaints or discrepan-
cies, because neither Philips nor Aurora had enough know-how to
maneuver through the screens, or to look up a reservation.

2.5. Implementation and go-live

Sanders was working on the system and configuring the

user–computer interface of Spa Select to the Property Manage-
ment System. The Cactus was the first property where the interface
had been installed, so there were concerns that there may be some
bugs to work out. However Sanders seemed confident that every-
thing would go smooth with the interface. Since all computers,
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rinters, and software were in place and ready for go-live, Lewis
at back and reflected on the past 2 weeks, reviewing the timeline,
nd flowcharts to ensure that nothing had been overlooked. On
eflection, Lewis felt that the whole conceptualization and imple-
entation of the Spa Select System could have been handled better.
ost certainly, if there had been good buy-in from the various

rganizational stakeholders, it would have been easier.
When the go-live day arrived, everything was set up and was

n working order. The only hardware not in place was the scan-
ers, however everyone was aware that the scanners would not
e available. To remedy this situation, the system was temporarily
onfigured so that employees could enter bar codes manually.

Spa Select provided two additional people to assist with the
ew software implementation and any questions that may arise.
esides Sanders and Lewis, the Spa Manager was also present
ut the Salon Manager and Assistant Manager were not in town.
hey had gone to San Diego and were not expected to be back
or 2 days. The Salon handled the transition well, with some
elays, since the receptionists and attendants were not famil-

ar with the system. These problems were to be expected during
ny normal implementation and were anticipated to be solved
ver the next few days. Problems were also experienced with
issing reservations. Further investigation suggested these to be

argely because of human error. Employees however insisted that
pa Select was changing the location of services and that they
ere entering the data correctly. Other miscellaneous issues also

rose, but nothing that had not been dealt with in the past.
ewis and Sanders had spoken to the Spa Manager earlier in
he day and advised her that any problem or complaint that
hey received should be handled on priority. This was standard
olicy whenever implementing a new system and was consid-
red part of the implementation cost. Overall, the supporting
taff was pleased with how the first day was panning out for
he new Spa system. Everyone had really worked hard to get
mployees trained the best they could, especially given the time
onstraints.

The Salon however was in a different situation. There was
ery poor communication between management, the reception-
sts, and the technicians who performed services for the guests.
echnicians were accustomed to the manual system, where the
eceptionists would manually rotate customers to be sure that
ll technicians received an equal amount of business. This was
rucial, since technicians in the Salon were paid on commission.
he Salon staff were however not comfortable with the system
f shuffling the appointments randomly to ensure that all tech-
icians had an equal number of clients. The normal practice was
o serve clients based on seniority and customer–technician pref-
rences. The situation resulted in a lot of disgruntled employees
nd unhappy guests. Interestingly, no one from the top manage-
ent was available to assist or manage the situation. With the Salon
anager and the Assistant Manager not being in town, technicians
ere telling executives, including the President and his wife, about

he problems they were experiencing with the system and with
he entire implementation process. This was putting everyone on
uard. Lewis was getting calls from Chandler and the Vice-President
f Hotel Operations, who in turn were attempting to find out the
pecifics.

Lewis and Stewart were left with no choice but to attempt to
esolve the situation with the disgruntled employees. After hear-
ng what their concerns were and what problems they were having,
t seemed obvious to them that some of the issues were due to user

rror. However, employee earning could not be sacrificed due to
uch problems and because of lack of training. In the manual sys-
em the guests were scheduled to technicians by seniority. If a client
anceled an appointment, the receptionist would erase the client
ame and shuffle them around to ensure that the highest seniority
nformation Management 30 (2010) 38–46 41

would get the first customer. Select software, as stated previously,
was intended for a Spa system initially and was being configured
and enhanced to handle the Salon functionality. Select System was
not capable of completely adapting the software according to the
business requirements. The Salon rotation at The Cactus was config-
ured in Spa Select primarily by seniority and second on a point scale.
The configuration was set up so that people who had worked at The
Cactus from 8 to 10 years had top seniority; 5 to 7 had the next level
of seniority and so on. Within these seniority groups, appointments
were distributed to the person with the least amount of points, until
everyone in the group had a booking.

Lewis looked to the Paradise Club Salon for direction as far as
how they handled the rotation issue. The Paradise Club managed
rotation by allocating the next appointment to the person with
the lowest dollar value reservation for a given day. This was the
only restriction. Appointments were not juggled from one person to
another for seniority reasons and everyone was given equal number
of services. After discussions with Stewart, Lewis devised an alter-
native to assist those using the system so they could “manually”
move appointments effectively by knowing who had the lowest
“points”. Stewart and Lewis agreed they would have to do further
work to improve the systems. The proposal however was to book
clients in a similar manner to those handled at the Paradise Club.
It was felt that this would promote good customer service, strong
skills in the respective areas, and most importantly, improve the
overall guest experience. Besides this would help the technicians
increase their paycheck, since they were relying largely on repeated
business.

Steward and Lewis also agreed that all other appointments
would be booked on a point system, based on financial value.
Technicians who once relied on seniority to boost their earnings
would now have to rely on good customer service and requests to
achieve a higher financial value than their peers, since the earnings
between technicians would be relatively flat with the exception of
requests.

Lastly, a system enhancement was made to show the total num-
ber of points each technician had to facilitate smooth transitions
when moving clients to other technicians. This alternative placed
the focus back where it had to be, i.e. on the clients as opposed to
the technicians. It also encouraged good customer service, which
had always been the number one priority of The Cactus. However
the technicians were resisting the change and the new processes of
information handling. It seemed that they were not appreciative of
the value that would be created or how it could benefit them. The
situation only escalated because management was not available to
assist dealing with employee issues.

After the first day of operating the system, Sanders, Lewis and
the Select Support team went to dinner to discuss the daily activi-
ties and what needed to be done to improve the situation. A number
of Salon related issues were raised, including those related to lack
of supervision and the resultant aggravation. Problems with the
interface were also brought up in the conversations. And there were
concerns that the interface had never been checked since the sys-
tem had gone live. Sanders assured everyone that this was not a
problem and that the interface was working properly the day prior
to the tests. Concerns were also raised about ‘posting codes’. This
was another area that Sanders felt confident in, although Lewis
knew this was something he had over looked. Sanders had exten-
sive technology background but had neither been involved in the
operational aspects nor in setting up the interface. The follow-
ing day Lewis ran test transactions to ensure that there were no

problems with the interface. After pulling up the transactions in
the Property Management System, Lewis realized that the posting
codes were wrong and that the interface had to be taken offline
to fix these. While a fix such as this does not typically take a
lot of time, other problems might ensue. Nevertheless, Sanders
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greed to take the interface offline to fix the errors and run further
est.

Following this incident, Sanders began distancing himself from
he project. Lewis knew he only had 2 days left with the train-
rs. The Salon Managers still had not returned from San Diego, but
ere expected the following day. Lewis realized that he was going

o be at the Salon for a while until the receptionists could handle
he system on their own. To attempt and facilitate a faster transi-
ion, Lewis began to write policies for the system and how to run
equired reports, close out at the end of the day, balance, etc. He
lso began writing policies for City Ledger account charging, cross-
roperty charging, room charging, etc. Although Lewis knew the

mplementation did not go as well as it could have, he was pleased
ith the results, especially considering the time allowed and other
ifficulties. Lewis just hoped that the Salon Manager and the Assis-
ant Salon Manager would be proactive in heading off the concerns
f the employees when they returned.

. Discussion

Although a significant amount of research has been published on
nformation technology project success, the literature also presents

any cases of failure in getting benefits from information tech-
ology investments (see for example Dhillon & Caldeira, 2008;
lowers, 1996; Pan, Hackney, & Pan, 2008; Sarker & Lee, 2003). This
ase study, although not involving very large and complex organi-
ations, includes several interesting issues that must be analyzed
nd discussed. The case also presents interesting insights into the
hallenge of managing information effectively.

.1. System success is a function of understanding information
anagement requirements

An important issue presented in this case is that when imple-
enting computer-based systems one must not assume that it

s easy to extrapolate or adapt software to a different context.
lthough organizations may look similar, and able to use the same
oftware, very simple business requirements may imply significant
hanges in the information handling processes and have a strong
mpact on the perceived success of a technology project (see for
xample Caldeira & Ward, 2002). Although the Salon was rela-
ively less complex than the Spa, the software did not incorporate
ll the necessary business requirements and resulted in a situa-
ion where there was a lot of resistance to change. Moreover, the
uccess at the Salon was critical for the perceived success of the
pa implementation. Since top executives and their wives were
lients of the Salon, hairstylists and other technicians were in a
rivileged position to complain about the new system directly to
he top management and their associates. They effectively had a
trong political influence determinant to the perceived success of
he project.

.2. Benefits reside in making improvements in information
anagement rather than just the technology

This is also a case of resistance to change and fear of the
nknown (see Keen, 1981; Markus, 1983). In the literature, such
social dramas” have been well studied. McFarland (2004) for
nstance calls for special attention to these disruptive actions, since
hey offer an opportunity to transform an organization. While
his may be true, any change has to make sense to the stake-

olders in terms of benefits it might deliver (Dhillon, 2005). With
espect to technology implementation, when the managers heard
he word “computer”, they did not care what the benefits would
e, since they were intimidated by the thought of using comput-
rs. Researchers have termed such behavior as “computer anxiety”
nformation Management 30 (2010) 38–46

(Igbaria & Chakrabarti, 1990) and have even proposed mechanisms
for dealing with it.

3.3. Stakeholder involvement is critical in ensuring good
information management

Although resistance to change is common to technology
projects, it is normally a major problem when the project is not
properly managed or there is lack of top management support
(Caldeira & Ward, 2003; Markus, 1983). Markus (1983) suggests
that people will resist a software application when the costs out-
weigh the perceived benefits. If the system is badly designed and
implemented (and project management has a critical influence on
these issues) and there is lack of top management involvement,
to put pressure on users to use the system, people will resist the
implementation. Their benefits (quality of work, importance inside
the organization, etc.) are affected and they do not feel any pressure
to use the system. This is clear in the Spa Select System case, where
both Salon Manager and Assistant Manager were not involved in
the project and not even physically present in the Salon when the
system went live. They were also not involved in the key issues
related to information management.

3.4. Central to good information management is managing user
expectations

Users’ expectations are an important factor affecting the per-
ceived benefits arising from the use of new software systems
(Staples, Wong, & Seddon, 2002). Users must see their own personal
interests when a new system is being implemented. These interests
could be a reduction in the amount of work, increase in the quality
of the service provided, or gaining power within the organization.
However, benefits must be communicated effectively. As Sarker
and Lee (2003) note, communication issues are central to the suc-
cess of an enterprise system. Expectations at every level should be
communicated (Nah, Lau, & Kuang, 2001). Ward and Daniel (2004)
suggest running a benefit management approach, parallel to project
management, to identify potential benefits of the new computer
systems to the shareholders of the organization and to assure that
those benefits will occur. If users do not expect any benefit from
the adoption of a new technology or are afraid of being negatively
impacted, for example losing power, resistance to change must be
expected.

3.5. Information management involves careful design of roles and
responsibilities

Resistance behaviors can vary from apathy, passive resistance,
active resistance, or to engaging in aggressive behavior (see
Coetsee, 1999; Lapointe & Rivard, 2005). With a lot of assistance, the
Spa Manager made it through the transition and worked to adapt to
the implementation and how information was handled. One nega-
tive aspect of this situation was that she was so caught up in her own
concerns that she forgot to properly address her employees. This
resulted in some of them leaving, since they were as scared as she
was. Furthermore, the employee compensation structure changed,
leading to disgruntled employees.

3.6. Process improvement facilitates adequate information
management
Business benefits from IT adoption are important for organi-
zations (Dhillon, 2005; Peppard, Ward, & Daniel, 2007) but also
are the personal interest of employees. Managing business pro-
cess changes and the individual interests of the “actors” involved
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n the organization is critical for the successful adoption of infor-
ation technology (see, e.g., Sarker, Sarker, & Sidorova, 2006).

esistance to change for the technicians in the salon was due to
n inability of many to use computers but also the fact that users’
enefits were affected. This case shows that looking for vested

nterests and hidden agendas is critical to manage a technology
roject. An information management project is also a political
roject because it affects, or is likely to affect, users and other stake-
olders’ perceived benefits. Moreover, it is important to consider
he inter-relationship between user skills (and not only computer
kills, for example some of the user were not completely fluent in
nglish) and individual benefits. Many times the phenomenon of
computer anxiety” emerges. In other cases poor systems design
r implementation and lack of user skills are essentially excuses
or not adopting a system that is not perceived as bringing any
ignificant benefits to its users.

.7. Governance is an important ingredient of information
anagement. It ensures proper controls and ownership structures

In this case, lack of support from top management also resulted
n reduced ownership of the system. This type of situation is fre-
uently referred to in the information systems literature (see,
omers & Nelson, 2002; Thong, Yap, & Raman, 1996). When the
ew system went live, key managers were not present. The Salon
anager was not much interested in the system either. This became
bvious as the implementation progressed, particularly when the
mployees stated that Select System was inadequate in all aspects
s it related to their jobs. Such actions are not unrealistic and
ave been noted elsewhere in the literature. Devinatz (2007) for

nstance, while studying managerial control comments on the
nformation Management 30 (2010) 38–46 43

rationalizing of the irrational controls. Salon technicians did not
want the system, so they demanded unrealistic expectations of it,
as indicated by their requests for system rotation.

4. Conclusion

The case study presented in this paper is yet another case of
information technology failure, albeit the implementation was lim-
ited in scope. The case also illustrates a lack of concern for the
management of information and social issues related with informa-
tion management. The literature has usually focused on large-scale
implementations where there are a number of stakeholders and
change initiatives are generally broad in scope. However, even
in a limited Spa and Salon setting, projects can go wrong and
implications for the business can be significant. Clearly by focus-
ing on business processes, project management and organizational
change management, it is possible to contain the chances of fail-
ure. In order to gain benefits from technology investments it is
important to address all stakeholders interests, including employ-
ees, and a significant top management commitment to the project,
not only in words but also in actions. Moreover, there is a significant
relationship between user skills and perceived individual bene-
fits. Unfeasible functional systems requests or lack of computer
skills can be a way to resist or adopt a system. Reflecting back on
this implementation there were many areas where improvements
could have been made.
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