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Abstract

Banks use IT platforms to enhance the relationship with their customers by way of
making customer driven, flexible business processes and introducing innovative
products and services. An efficient core banking system is a key componentinan IT
platform of a bank. This research investigated how a core banking system impacts on
employee behavior from a small banking institution standpoint. The researcher
identified a lively business case and selected his current employer, a small banking
institution, as the research site to conduct the study. Influenced by his ontological and
epistemological assumptions, the researcher applied case study methodology to
conduct this action research with the aim of generating actionable knowledge. Since
the bank made a number of assumptions in implementing the new core banking
system relating to employee behaviour, it was significant that the researcher
investigates if these assumptions were met or not and how to make sure the new core
banking system implementation is effective. The research findings revealed that the
employee reaction to a new core banking system of a small bank is not homogeneous
within the bank, and among different job functions and core banking modules. The
study also releveled that the employees who believe they had a limited support from
their old technological platform to perform their job, reacted positively to the new
system while the employees who believe their old system or module fulfilled their
user needs did not react positively. Further, the employees who use specialised core
banking modules such as Custody or AML generally reacted negatively to the new
core banking system while a positive reaction was observed among the employees
who use standard core banking modules such as General Ledger. The researcher found
that employee training, post-implementation support, communication and
commitment of leadership, integration of all modules into one platform, and process
alignment are critical success factors that influence the reaction of employees to the
core banking system, and benefits realisation as a result. Based on the findings, the
researcher argues that a mere capital investment in core banking systems does not
result in positive behaviour of employees unless such investment is strongly

supported by critical factors such as employee training, post-implementation support,



alignment of processes and procedures, communication of leaders, commitment of

leaders, and a strong integration of all modules.

With this study, the researcher was able to achieve threefold objectives. Firstly,
through the study findings, the researcher provided a solution to a workplace-based
problem at his practice. Secondly, the research results filled a gap in existing literature
on core banking systems, and this actionable knowledge can be used by both
academics and industry practitioners. Finally, by undertaking the study, the researcher
was able to evolve as an action researcher, a key (and final) milestone in his scholar-
practitioner transformation journey. The researcher also identified a few limitations
and areas for further research on the same research topic to extend the findings to

banks having different profiles to the research site.
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Chapter 1 - Introduction
1.1 Background

The researcher currently works as a senior executive in one of the commercial banks
in Bermuda (“ABC” ' or “the Bank”), a financially strong small Island economy in
Americas. Similar to most of the other small banks in the region, ABC has also been
facing a number of challenges in maintaining financial sustainability due to low or
negative economic growth over post-global financial crisis period, intense
competition, high fixed and operating cost base, limited product offerings, and small
market share with low volumes. As Marin¢ (2013) noted, banks use Information
Technology (“IT”) to enhance relationships with their customers by way of making
customer driven, flexible business processes and introducing innovative products and
services. Chau and Lai (2003) argued that banks have been transforming their
conventional approach of ‘bricks and mortar’ into a ‘clicks and mortar’ approach with
the emergence of e-commerce and IT, in order to achieve competitiveness and
sustainability. This is because, with ‘bricks and mortar’ approach, customers had to
physically visit to the bank to obtain a service whereas with ‘clicks and mortar’
approach, banks can serve the customers with multiple channels through internet and
mobile technology in addition to its physical presence. As Marin¢ (2013) argued,
through an effective IT processes, banks can exploit economies of scale, and these
economies of scale provide some competitive advantages to banks in a highly

dynamic and competitive business environment.

With the increased use of IT, banks can improve the organisational formality and
complexity (Rahmanseresht et al., 2016). An efficient core banking platform is a key
component in this IT framework. According to Kre¢a and Bara¢ (2015), although
banks are effective financial units, they enter fierce competition when it comes to
attracting and retaining their customers. This process is becoming more and more
challenging but with new Information and Communication Technology (“ICT”)

developments in particular with new core banking solutions, banks have the ability to



meet complex, multiple and spontaneous requests of their customers. For Krec¢a and
Bara¢ (2015), having an advanced integrated banking system is a necessity, not a

choice.

In 2013, ABC made some changes to its leadership structure by appointing a new
CEO and a few other new senior leadership positions. The leadership team was
tasked to come up with an updated strategic plan. One of the key components
identified in this strategic plan was a need for a new technological platform to cater
the increasing needs of the business where a new core banking system (“CBS”), a
centralised on line real-time banking software including hardware and relevant
network infrastructure that supports all the core processes in a bank (Nath et al.,
2014), is an integral part of the new technological platform. Although the researcher
was not an employee at the time of identifying the need for a new technological
platform, the researcher was able to review the management meeting minutes which
identified limited functionality and system security as two key reasons why the old
banking platform was not suitable from forward looking standpoint. ABC
management, having identified the strategic needs and the existing limitations,
developed a business case for a new core banking project in March 2014. After some
robust discussions, ABC’s Board of Directors approved the business case and agreed
to incur a significant capital expenditure involve in implementing the new CBS. The
new CBS that supports all the core processes of the Bank contains various modules or
components including customer deposits, lending, investments, treasury, custodian
services, various other banking services such as wire transfers and foreign exchange
operations, eBanking, AML and compliance, and general ledger accounting and
reporting. The Bank had been implementing the system during the years of 2014 and
2015 which went on live in October 2015.

As per the business case for the core banking project, an internal management
document prepared in March 2014, ABC’s senior management made a number of
assumptions in making the decision to invest in the new CBS. One of those key

assumptions was that the employees will react positively to the new CBS which will



ultimately improve organisational performance by way of improvements to employee
productivity, integrated processes, reduced current employee cost through automated
processes, and improved management reporting. This assumption, however, had never
been supported by any empirical finding or technical analysis, so far. Further, as a
senior executive at ABC, the researcher had experienced a few cases where some of
these assumptions had not been met. For example, the researcher was aware that after
six months of CBS implementation there had not been material changes to the

employee numbers or cost of the Bank.

1.2 The Organisational Issue — The Workplace Based Problem

Once the new system is implemented, if this assumption or any component of the
assumption is found to be incorrect due to various economic, industry or the Bank
specific factors, ABC will be taking a massive risk in terms of financial sustainability
by investing a significant financial and other resources on this new CBS. One of the
key questions yet to be answered, is how the new CBS impact on the behaviour of

employees at ABC.

As Hersey et al., (2008) argued the level of performance readiness which is the ability
and willingness of an employee to perform a specific task vary from person to person.
The perception or understanding amongst bank employees on the role of technology in
strategic decision making is not identical (Murari and Tater, 2014), and since human
beings do not react the same manner as financial or physical capital, employees’
reaction to technological factors could become a landmine to a successful change
strategy, unless carefully managed (Raelin, 2003). Hence if some employees react
negatively for the change strategy of implementing a new CBS, achieving ABC’s

expectations of the new system can become a real challenge.

On this backdrop, the interest to do the research, and the subsequent actionable
knowledge, was in the first place to understand whether this assumption or any

component of the assumption was met or not, and, then, how to make sure ABC



change in the CBS is effective. Possible actions could be the training of employees,
changes to the system, and similar intervention. Accordingly, the researcher decided

to investigate the correlation between CBS and employee behaviour at ABC.

1.3 Research Questions and Objectives

Based on the preliminary review, following research questions were identified to

conduct this empirical study.

RQ1: How have ABC employees reacted to the CBS?

RQ2: Has this reaction to the CBS been positive or negative in terms of their
perceptions?

RQ3: Has the reaction hindered the desired improvements the CBS aims

bringing?

Since CBS of ABC contains various modules or components as explained previously
and some employees only deal with one or a few modules only, the researcher
intended to examine above research questions from the employees in different
business units/functions since their reaction to CBS could be limited to the
components or modules of CBS they use such as behaviour of employees who uses
custody module of CBS or treasury module of CBS. This is vital since the intention is
to generate actionable knowledge, and understanding the components or modules
where employees react positively or negatively could help taking both corrective and

preventive actions.

ABC can be differentiated from a number of other banks due to one or more
characteristics. Firstly, the Bank operates in a small Island economy that has
significantly higher GDP, and during last few years this economy has been stagnated
with no material economic growth. Secondly, ABC is a 100% privately owned small
bank with low volumes that operates in a small industry of four banks. Thirdly, the

customer base of ABC represents corporates and high net worth individuals as



opposed to a mass scale retail banking operation. Fourthly, ABC has significantly
higher per employee cost, low employee turnover, and limited focus on learning and
development function. Finally, ABC operates in a flat organisational structure, and
employs expatriates on most of the key senior management and specialised job roles

where their service with the Bank is less than five years.

As will be discussed under the critical literature review section of this document, the
researcher was unable to find any empirical study conducted on the correlation
between CBS and employee behaviour, in particular, the banks that have similar
characteristics of ABC, although some studies have been conducted on technology use
and/or acceptance in banking industry (e.g. Beimborn et al., 2007; Dasgupta et al.,
2000; and Nath et al., 2014). The Bank has decided to implement the CBS without
any empirical pieces of evidence or technical analysis. Since ABC is in an early stage
of its new core banking platform, understanding how employees react on the new
system is a critical factor as human resources behaviours and practices will need to fit
existing and potential market of the Bank which will ultimately provide a competitive
advantage for the business (Schneider and Bowen, 1993). Fitz-Enz (2000), having
identified the significance of employee performance, argued that human resource be
considered as the lifeblood of any business and ROl of human capital do play a vital
role in measuring the performance of the business. Accordingly, if employees of ABC
react negatively to the new CBS, this competitive advantage which can lead to

enhanced performance of ABC cannot be achieved.

1.4 Intended Contribution

The contribution of this empirical examination is threefold. Firstly, from the
researcher’s perspective, the study can make a true contribution to the academic world
and add some new actionable knowledge to the management since current literature,
as will be discussed in the next section, indicates a gap. By undertaking this empirical
examination, the researcher has the ability to evolve as an action researcher and a

scholar practitioner who can live in both academic and practice worlds. Secondly,



from ABC’s perspective, senior leaders of the Bank, at the early stage of the new
system, can identify whether their new capital investment will reap expected benefits.
Through empirical results, they can have a thorough understanding of the changes of
employee behaviour which will ultimately impact on the organisational performance.
This could include but not limited to understanding factors that motivate employees to
indicate a positive correlation with the new CBS, specific modules or components of
the CBS where employees react positively and the ones that indicate a negative
correlation, relationship between or integration of various modules or components of
the CBS, leadership behaviour of the business, and learning and development function
etc. It could ultimately help leaders to take both corrective and preventive actions to
improve overall performance such as modules, or components leaders should focus
more on implementation (and post-implementation) of the CBS, issues associated with
integration, adequacy of training, the effectiveness of leadership and communication,
and post-implementation support, etc. The third contribution is for the industry. Being
a practitioner-oriented research that aims to generate actionable knowledge, study
findings can be directly applicable to banking institutions those have similar
characteristics of ABC, and banking institutions using similar modules or components
of the CBS (such as the banks using custody module or investment module). This is
significant since today almost every bank is increasing their investment in core IT
systems on the assumption that it will ultimately increase organisational performance.
The researcher, with his several years of banking experience, has observed the mixed
reaction of banking employees to the new systems post system implementation.
Examining this empirically could, therefore, make a significant contribution to the
banking industry especially in aligning new IT investments with employees before

and after system implementations.

1.5 The Research Structure

The researcher intended to design the structure of the research as an Action Research
(“AR”) since one of the primary objectives of the research is to generate actionable

knowledge. This thesis report contains five chapters which begins with the



introduction chapter where the researcher discusses the background of the research,
the organisational issue, the research questions, the intended contribution and the
structure of the research.. The introduction chapter is then followed by a literature
review chapter where the researcher reviews, analyses and reflects on prior empirical
findings in relation to the research questions. It is however to be noted that, although
the core review of prior empirical findings is performed in the second chapter, the
literature review is a process that is continued throughout the research (i.e. across all
five chapters) . After reflecting on the critical review of literature, the researcher
moves into the research methodology. The chapter on the research methodology
includes various tasks that discuss and reflect on the philosophical assumptions,
management research, AR, research methods, and data collection. In the fourth
research chapter, the researcher moves into another key milestone that is focused on
collection and analysis of data. In this chapter, the researcher analyses and critically
reviews research results. Based on the reflections made in the previous chapters, the
researcher then moves into the final section of the thesis which is presented in the fifth
(and final) research chapter and mainly summarises the research and provides the
research conclusions. As a part of the chapter, the researcher also discusses and
reflects on his AR journey and how he evolved as a scholar practitioner. Accordingly,
the chapter contains various reflections, framing and reframing made throughout the

research process (i.e. across all five chapters of the research).

One of the key objectives of this AR is to generate actionable knowledge to resolve a
lively organisational problem. Accordingly, as a part of the fourth chapter, the
researcher discusses some specific organisational actions taken based on preliminary
research findings. The researcher decided to apply an AR cycle, to structure this
actionable knowledge generation process, as suggested by Coghlan and Brannick

(2010) that contain four basic steps as below.



Constructing .
N
Evaluating Planning
Action Action
A AN j-'_//)
Taking

Action

(Figure 1 — AR cycle (Coghlan and Brannick, 2010))

Accordingly, as Coghlan and Brannick (2010) suggested, in the constructing stage, the
researcher engages in constructing what the issues are, as a working theme, on the
basis of which action will be planned and taken. The next step, planning action stage,
follows from the construction of the issues and the focus will be on series of initial
steps to be taken before taking action. In the next step, taking action, the researcher
implements the action plans as a collaborative process while interventions are made.

In the last step, evaluating action, the researcher evaluates the outcomes of the actions
both intended and unintended.
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Chapter 2 - Critical Literature Review (“CLR”)

2.1 Introduction

Levy & Ellis (2006) highlighted the significance of doing an effective literature
review that could help build a solid foundation to the research subject by
methodologically analysing and synthesizing various empirical findings relating to the
subject. Accordingly, in this chapter, the researcher intends to build a conceptual
framework by developing a theoretical scaffolding around the RQs. This is done by
performing a search of prior empirical findings, critically reviewing the literature
applicable to the research, and relating the review results with RQs to make

conclusions. The rest of the chapter discusses these various tasks in detail.

2.2 Conceptual Development

In order to build a theoretical scaffolding around the subject, the researcher first
identified the key components of the study — ‘employee behaviour’, ‘IT” and ‘CBS".
Since the empirical findings on ‘CBS’ were limited, ‘IT’ was selected as a key
component in addition to ‘CBS’, to widen the search. Based on this concept map, a
key word search was conducted using discovery and google scholar search engines in
University of Liverpool (“UOL”) library, and the search was conducted on peer-
reviewed academic journal articles to identify the applicable empirical findings. The
researcher, with the aim of further enhancing both rigor and relevance, also conducted
a backward and forward search of literature as suggested by Webster and Watson
(2002) cited in Levy & Ellis (2006). Following the search, the review was conducted
under three key relationships which are also interrelated.

e Employee behaviour and IT (generic)

e CBS implementation and employee behaviour

e Employee behaviour, IT and performance

11



To enhance the relevance, the researcher attempted to focus more on industry-specific
empirical findings without compromising the rigor, and accordingly, at least half of
the rich literature to be discussed subsequently are from the banking industry. The
table below illustrates the analysis of industry-specific empirical findings which

represents 55% of the total number of literature reviewed in this chapter.

# of Emplo_yee imple(r:nlir?tation ITEeE\r:\E’iI(;)Li/ree
Articles Researcher(s) Country Year bzl:}a;jv:;)_ur and employee and
behaviour performance
1 Griffin (1991) USA 1991
2 Prasad and Harker (1997) USA 1997
3 Dasgupta et al., (2000) Greece 2000
4 Anadarajan et al., (2000) India 2000
5 Crossman and Abou-Zaki (2003) Lebanan 2003
6 Pereira (2004) Portugal 2004
7 Shu & Strassmann (2005) USA 2005
8 Beimborn et al., (2007) Germany 2007
9 Shah et al., (2010) India 2010
10 | Zhangetal, (2011) China 2011
11 Sharma and Mani (2012) India 2012
12 Machogu and Okiko (2012) Rwanda 2012
L5 | Mohlalaetal., (2012) Soun 2012
14 Vivin Maharani et al., (2013) Indonesia | 2013
15 | Wallace etal., (2013) Ireland 2013
16 Nath et al., (2014) India 2014
17 Murari and Tater (2014) India 2014
18 Sandulli et al., (2014) Spain 2014
19 Kumar et al., (2015) India 2015
20 Krec¢a and Bara¢ (2015) Serbia 2015
21 Eastburn and Jr.Boland (2015) USA 2015
22 | Chandioetal., (2017) Pakistaan | 2017
23 | Garg & Dhar (2017) India 2017
24 Mekpor and Dartey-Baah (2017) Ghana 2017

(Table 1 - Analysis of industry-specific empirical findings)

As illustrated above, the researcher made an effort to capture industry-specific

empirical evidence from multiple jurisdictions to strengthen the review. Given IT is a
dynamic and ever-changing discipline, more focus was given on recent literature. An
attempt was also made to capture at minimum three to four empirical findings in each

key relationship to enhance the overall scientific quality of literature. Key findings

12



and its applicability to the research is reviewed in the succeeding paragraphs. The
researcher intends to strengthen the theoretical scaffolding around the research subject
by critically reviewing the issues in reference to Technology Acceptance Model
(“TAM”), an information systems theory which is used to study IT acceptance

behaviour of users, introduced by Davis (1986).

2.3 Employee behaviour and IT
2.3.1 Defining employee behaviour

Since employee behaviour could take a broader scope which is generally understood
as the reaction of employees to specific situations at the workplace, the researcher
decided to narrow the scope by examining this behaviour in response to the
implementation of the new CBS only. Some of the factors that affect employee
behaviour include leadership, job responsibilities, effective communication and
technology (Management Study Guide, 2018). In fact, technology is a significant

factor that can have both positive and disruptive influences on employees’ behaviour.

As Garg & Dhar (2017) argued, given the banking industry is characterised by
complex situations, supervisors need to engage in social exchange relationships with
their subordinates by supporting them in difficult situations which could enhance
employees’ work motivation and engagement. Garg & Dhar (2017) suggested that
banks need to arrange training programs to improve the interpersonal skills of
supervisors, and supervisors need to have precise and frequent communications with
employees relating to specific goals and change projects such as technological
transformations while providing opportunities to employees to discuss and clarify any

doubt throughout the process.
In the service sector, knowledge itself is identified as a product and human capital is
the dominant form of capital (Johnson et al., 1996). As Shah et al., (2010)

highlighted, banking industry jobs require employees to develop creative thought in

13



order to enable innovative processes throughout the bank. Borman & Motowidlo
(1993) noted that behavioural engagement and expected outcome at a workplace are
related to each other. As Campbell (1990) noted, from a workplace context, behaviour
denotes the actions employees exhibit to accomplish a work and the outcome aspect

deal with the consequences of an employee’s job behaviour.

Adaptive performance is identified as an employee’s ability to adapt and provide
required support to the job profile in a dynamic work environment (Hesketh & Neal,
1999). An effective adaptive performance requires employees’ ability to successfully
deal with various change projects performed in a dynamic work environment such as
technological transformations (Baard et al., 2014; Pradhan & Jena, 2017). When such
technological transformations are implemented, employees need to be engaged in
fresh learning and get themselves effectively adaptable with the changes (Griffin et
al., 2010 & Hollenbeck et al., 1996 cited in Pradhan & Jena, 2017). Pradhan & Jena
(2017) further noted that when such change projects are implemented, employees are
also expected to adjust their interpersonal behaviour in order to effectively work with
a wide range of peers and subordinates. As Kahn (1990) noted, engaged employees
work with a sense of passion that would turn into not only high performance but also

extra role behaviour.

2.3.2 Employee behaviour analysed through TAM

In reviewing empirical evidence relating to employees’ behaviour to new technology,
as stated earlier, TAM (Davis,1986) provide some rich insight. TAM highlights that
two factors, perceived usefulness — the belief that job performance of a person will be
enhanced through the use of a new IT system, and perceived ease of use — the belief
that use of a new IT system will be free of effort (Davis, 1989). According to this
model, perceived usefulness and perceived ease of use will determine the users’

attitude on the adoption of new IT platform.

14



TAM has since been reviewed and expanded and two of those upgraded TAM are
TAM 2 (Venkatesh & Davis, 2000) and unified theory of acceptance and use of
technology (Venkatesh et al., 2003). Several researchers (for example Adams et al.,
1992; Segars & Grover, 1993; Subramanian, 1994; and Nadri et al., 2018) have
further studied and applied either TAM or expanded TAM in order to provide
empirical evidence on the relationships that exist between perceived usefulness and
perceived ease of use. The overall outcome of these studies support the TAM theory
in assessing the IT acceptance behaviour. The TAM is however not without criticisms
or limitations. As Chuttur (2009) noted one of the challenges in applying TAM is its
limited explanatory and predictive power. Benbasat & Barki (2007) argued that
researchers’ attempt to expand TAM in response to constantly changing IT
environments has led to a state of theoretical chaos and confusion. Although TAM
assumes that users will be free to act without limitation when they form an intention to
act, in the real world, there is a limited freedom to act (Bagozzi et al., 1992). Despite
these limitations, as Venkatesh (2000) argued, Davis’s TAM is identified as the most

widely used model of users’ acceptance and usage of technology.

In building a theoretical framework, the researcher decided to review the upgraded
TAM model built by Venkatesh et al., (2003) which is a unified theory of acceptance
and use of technology. Venkatesh et al., (2003), in their study conducted with an
objective of developing a unified view of user acceptance of IT, found that there are
four constructs — performance expectancy, effort expectancy, social influence and
facilitating conditions - that act as direct determinants of IT user acceptance and IT
usage behaviour. Findings of Venkatesh et al., (2003), as illustrated in the figure 2
below, highlight that behavioural intention which is impacted by performance
expectancy, effort expectancy, and social influence, demonstrate a strong positive
correlation between the usage of the behaviour of IT systems. Although Venkatesh et
al., (2003) developed the model over a decade ago, their model and findings are still
applicable today. For example, the researcher reviewed approximately 25 citations of
the model in subsequent empirical studies but was unable to identify any changes to

the model that impact the current study, rather some further validate or reemphasise

15



the components of the model". The findings of Venkatesh et al., (2003) also highlight
how employees’ age, gender, experience and voluntariness of use impact performance
and effort expectancy, social influence and facilitating conditions. The researcher
notes that these findings could partially explain the RQ1 and RQ2 - how have ABC
employees reacted to the CBS and has the reaction to the CBS been positive or
negative in terms of their perceptions, although a critical limitation is that the findings
are not directly related to CBS but to generic IT use. Also, since the researcher intends
to use different demographic factors of employees at ABC and responses to different
modules of the CBS, findings of Venkatesh et al., (2003) on generic IT use can be
compared with overall CBS use of employees at ABC and their reaction to different
modules of the CBS. The researcher anticipates this approach could provide an
extension to the model (further validation) or a completely new finding from a

specific research setting.

(Figure 2 - Research model of Venkatesh et al., 2003)
Having noted that findings of Davis (1986; 1989) and Venkatesh et al., (2003) provide

limited insight to the banking industry, the researcher decided to expand the review to

capture industry-specific literature.
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In a study conducted on Indian banking industry, Sharma and Mani (2012) found that
among several factors that influence employee satisfaction, job-specific factors make
the highest influence, and these factors include challenging work, quality of
supervision, flexibility to balance work and life, job security, autonomy and
independence in doing routine job tasks, opportunity to use skills, recognition,
personal achievements, and degree of responsibility. In a study conducted on a South
African bank, Mohlala et al., (2012) found that employees who perform IT job tasks
would react negatively with regard to their long term commitment to the bank when

they feel that the technology is unappealing and management style is inappropriate.

Though these two studies have limited relevance due to differences in demographic
factors and no direct reference to the relationship between CBS and job-specific
factors, it encouraged the researcher to investigate how the use of new CBS influence

employee behaviour through various job-specific factors above.

In reviewing the two research questions (how have ABC employees reacted to the CBS
and has the reaction to the CBS been positive or negative in terms of their
perceptions), the researcher found that perceived usefulness has a significant effect on
behavioural intention and usage behaviour of bank employees on CBS (Nath et al.,
2014). This study was an extended study on TAM (Davis, 1986; 1989) and conducted
on the factors influencing IT acceptance by employees in Indian banking sector where
Nath et al., (2014) found that technology facility and computer self-efficacy influence
perceived ease of use that ultimately influence perceived usefulness. The argument of
Nath et al., (2014) that places a greater weight on perceived usefulness was supported
by another empirical study done by Chandio et al., (2017) on the online banking
information system acceptance, who argued that although the perceived usefulness
and perceived ease of use are the two motivational factors that influence the intended
usage behaviour, perceived usefulness on intended behaviour is more important than
the perceived ease of use hence perceived usefulness is to be considered as a stronger
predictor of intended usage behaviour. According to Chandio et al., (2017), the

output quality, web security and response time are some key determinants of
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perceived usefulness which could increase users’ motivation and their acceptance of
online banking systems. These findings are somewhat opposite to the findings of
Anadarajan et al., (2000) who argued social pressure instead of perceived usefulness
is the key driver in employees’ acceptance of new technology, based on a study
conducted on the banking industry in lesser developed countries. In a similar study on
some Indian banks, Murari and Tater (2014) found although employees in different
banks have the same perception or understanding of information security to avoid
potential risks, their perception or understanding are not identical when it comes to
relative advantage, complexity, and innovation techniques used by them in providing
services to customers. Differences in perception or understanding among different
employees bring an added challenge in generalising findings of Anadarajan et al.,
(2000) and Nath et al., (2014). The findings of Kumar et al., (2015) on Indian banks
and software firms, who argued that there is a positive correlation between IT literacy
level and attitude of employees towards IT, could partially explain why employees
have different perceptions or understanding on innovative techniques. Findings of
Dasgupta et al., (2000) on Greek banking industry provide another dimension of IT
adoption decisions of employees which partially explain the RQ1 - how have ABC
employees reacted to the CBS. Accordingly, in the short run, IT adoption decisions are
significantly impacted by the factors like organisational culture, involvement of MIS
staff, and the size of the bank which are primarily organisational factors and
controllable. Environmental factors such as market stability, ownership and country
policies etc that are mostly uncontrollable have an impact on IT adoption in the long
run. With regard to organisational culture, Dasgupta et al., (2000) identified two
dimensions — ‘innovation oriented culture’ which is determined by high innovation,
detail, outcome and team dimensions, and ‘stability oriented culture’ which is
characterised by easy goingness, high stability and people dimensions. Though IT
adoption leads to organisational change mostly characterised by innovation
orientation, Dasgupta et al., (2000) found stability oriented cultures have a positive
impact on IT adoption in the long run though some resistance is visible in the short

run.

18



Overall these findings highlight that, to explore RQ1 and RQ2 - how have ABC
employees reacted to the CBS and has the reaction to the CBS been positive or
negative in terms of their perceptions— the researcher needs to consider understanding
various job specific factors that influence employee satisfaction (Sharma and Mani,
2012), perception or understanding of different employees on factors like relative
advantage, complexity, and innovation techniques (Murari and Tater, 2014), IT
literacy level and attitude of employees (Kumar et al., 2015), and culture of the
organisation (Dasgupta et al., 2000). One of the key limitations in these literature is
lack of consensus (i.e. Anadarajan et al., 2000 versus Nath et al., 2014). Also these
findings are not directly from total CBS or do not explain the relationship of key
components of a CBS, although they deal various IT and IT related aspects and
employee behaviours. Further, by referring to various ABC records including ABC
annual reports, management meeting minutes, and management accounting packs, it
can be seen that there are key differences in the demographic factors of employees at
ABC compared to the research sites of these prior empirical findings. These factors at
ABC includes flat employee organisational structure in ABC, high expatriate
employee base occupying in leadership positions, and significantly higher per
employee cost etc which will make it dificult to fully correlate with the literature.
Additionally, most of these findings are from Indian banking industry that limits the
relevance due to differences in factors like economic, geographical, scale, legal and
regulatory environment. A gap in the application of existing literature was accordingly
identified.

2.4 CBS implementation and employee behaviour

A high level understanding of how CBS has been evolving and what it does today
could strengthen the foundation of this analysis. As Kre¢a and Bara¢ (2015) noted, the
first CBS emerged in 1970’s and had basic functionality to carry out core banking
transactions. In 1980’s, CBS was developed as packages with the product-orientation,
but it had limited capacity to process large scale data. In 1990’s vendors further

advanced their solution with more client orientation, flexibility, and scalability with
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digital channels. The advanced CBS solutions in the last decade further increased the
mobility in terms of meeting increased client demands, and facilitating real time
processing and multichannel integration. With a CBS, a bank today has the ability to
fulfil complex, multiple and spontaneous requests of their customers, and having an
advanced integrated system like CBS, according to Kre¢a and Bara¢ (2015), is

therefore a necessity, not a choice.

On a case study research in one of the German banks, Beimborn et al., (2007) argued
that operational level alignment in IT and business is a key driver of post
implementation success of a CBS in retail banks. They found that the key to
enhancing operational alignment is the correct understanding of business needs by IT
staff. Additionally, the usage of CBS is also influenced by the degree of relationship
between business units with regard to sharing of knowledge and mutual
understanding. Hence managers need to enhance interrelationships between business
units, invest in educating both in functional and customer orientation, and encourage
employees to work in different business units. Whilst the results provide a rich insight
on usage of CBS and need for right alignment to enhance the productivity of the
systems, the study has some limitations in applying its results to research questions of
ABC since the scope of Beimborn et al., (2007) is limited to core banking usage of
four retail bank branches which differs with ABC’s corporate and high net worth
limited customer base. Also, the impact of behaviour among branch employees could
be different with the behaviour of ABC employees who operates in a centralised set
up with all front office, back office, and leadership teams are in one location, hence a

further examination is warranted.

In another study relating to CBS implementation, Nath et al., (2014) identified social
influence of superiors as the key determinant of perceived usefulness of the CBS
technology who also argued that managers’ role as effective communicators is
heightened in conveying the benefits of using IT and in turn achieving organisational
goals. The researcher believes that employee behaviour on CBS could also be

impacted by the level of training they have on new technology. This assumption was
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supported by Machogu and Okiko (2012), who from their study on commercial banks
in Rwanda, identified that employee training had a significant influence on ICT
adoption. As Walker (2005) cited in Machogu and Okiko (2012) argued, ICT training
Is a primary organisational factor that helps users to understand the best use of new
technology where lack of ICT training was identified as a key barrier to ICT adoption.
Machogu and Okiko (2012) argued that banks could increase their performance by

improving employee related aspects of ICT usage and adoption.

A general observation in this review is the empirical studies on CBS implementation
is limited, in particular, attempting to explore the RQ1, RQ2 and RQ3 — how have
ABC employees reacted to the CBS; has this reaction to the CBS been positive or
negative in terms of their perceptions; and has the reaction hindered the desired
improvements the CBS aims bringing. A few studies done on CBS implementation
limits its relevance for the reasons highlighted above. However, these findings
generally highlight the need to assess the effectiveness of communication process and
employee training components in ABC in finding answers to research questions one,

two and three.

2.5 Employee behaviour, IT and performance

A key component of this review is to understand the interrelationship between
employee behaviour, IT and performance since these interrelated components are the

core components of the research.

In a study conducted on front-line employees in an Irish bank, Wallace et al., (2013)
attempted to identify three types of employees exist within retail banking —
champions, outsiders and disruptors. Champions demonstrate a high degree of civility
and customer focus, and have the lowest sabotage. Champions display considerate
leadership behaviours that encourage empowerment, and facilitate performance and
extra-role behaviours. Wallace et al., (2013) found champions mostly amongst older

and permanent employees, and males. Outsiders highly rate their own performance,
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and despite their performance they demonstrate medium level sabotage, complaining
behaviour and lack of engagement. Outsiders were identified mostly amongst non-
managers and non-permanent employees. It was also evident that outsiders are mostly
within the female employees and are within the age group of 36-45. Disruptors
demonstrate low performance and complaining behaviour, and are staying long in the
organisation holding permanent employments. They are a form of saboteur who lack
civility and customer focus, and have a medium rating for leader behaviour. It was
identified that almost 40% of disruptors are holding managerial roles. To mitigate the
negative impact of disruptors, Wallace et al., (2013) suggested managers to have team
building exercises, increase visibility and employees’ perceptions of surveillance, and

increase vigilance by walking about.

A key takeout of these findings to the research is that different employees with
different demographic characteristics demonstrate different performance behaviour. A
key challenge is however identified which limits the relevance due to the limited
scope of the findings. This is bacause the findings apply only to front line employees
of a large retail bank whereas ABC’s core banking users are from all levels of

employees and ABC is a small bank that got limited retail activities.

In assessing employee behaviour of ABC, findings of Zhang et al., (2011) provide
some insight. Accordingly, service climate, which reflects employees’ perception on
core activities of the organisation, has a positive correlation with service performance
of front line bank employees, and the job stress negatively impacted the relationship
between service climate and performance of employees while organisation
identification had a positive impact. Overall, the findings from literature review,
highlight the significance of taking into account the factors such as degree of
employee involvement and job stress etc., in investigating the correlation between
employee behaviour and organisational performance, although findings cannot be
directly applied to ABC since the scope of Zhang et al., (2011) is only limited to front

line employees.

22



Despite the use of sophisticated information technologies such as CBS that could
handle complex information requirements of banks, Eastburn and Jr.Boland (2015)
found several surprise outcomes for bankers during 2008-2010 financial crisis that
challenge the general belief of IT and organisational performance has a positive
correlation. By interviewing 23 senior bank executives in the USA, Eastburn and
Jr.Boland (2015) noted less mindful behaviour, the narrow focus of attention, reduced
sense of inquiry, application of rigid procedures, and limited sense of accountability
among senior executives that resulted in surprise outcomes for them. This finding
partially captures the responses to the RQ1 and RQ3 highlighting that the mere
existence of an advance IT systems such as CBS does not result in superior
performance unless the users especially senior executives of the business display a

positive behaviour with a strong mindfulness.

As noted by Shu & Strassmann (2005), though the generic belief among industry
professionals is that IT systems will enhance employee productivity and performance,
this belief was challenged based on historical data from banking industry. This is
because despite investment on IT has increased significantly over past several years,
some emperical studies reveal that the labour productivity has not increased as
expected rather it has indicated a negative correlation. This phenomenon was
identified as ‘IT productivity paradox’. Shu & Strassmann (2005) by reviewing the
data from some largest US banks during 1989-1997 period, to further examine IT
productivity paradox, found that IT generates positive marginal results for banks and
its productivity is higher than that of labour. On the other hand, based on an empirical
study on employees in Europe, Martin and Omrani (2015) found that internet use is
positively correlated with the job satisfaction of employees which to a certain degree
challenges the IT productivity paradox. Martin and Omrani (2015) however argued
that use of computers is not related to employees’ behaviours but it is innovative work
practices that lead to positive attitude of employees. There are a number of empirical
studies conducted on banking industry where some findings highlight that IT has a
positive correlation with employee and/or organisational performance, while others

support the existence of IT productivity paradox.
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A similar finding was made by Prasad and Harker (1997), who in their study
conducted on retail banks in the USA, found that additional investment in IT capital
may not reap a material gain, rather it is more of a strategic need to stay in the
competition. Prasad and Harker (1997) further found that banks generate high returns
by increasing investment on IT labour which highlights the need to shift the focus
from IT capital investment to IT labour investment. Since ABC’s investment included
a sizable amount of IT labour investment (such as cost of implementing the system),
findings of Prasad and Harker (1997) provide added insight since it encourages the
researcher to view the investment of CBS from two components — capital and labour
and assess the correlation between IT labour and ABC’s performance (i.e. RQ3 — has
the reaction hindered the desired improvments the CBS aims bringing) given the
findings also highlight the need to invest not only technical skills of employees but

also industry specific knowledge base of the work force.

In further reviewing literature, a complementary effect can also be identified in IT and
employees. In a study conducted on Portuguese financial sector during 1994-1999,
Pereira (2004) found a complementary effect between IT systems and labour instead
of a substitution effect. The study found a negative correlation between technology
investment and labour cost which also highlighted a change to labour profile — a
gradual decrease of administrative labour and an increase in technical labour and
managerial positions. Pereira (2004) also found a positive correlation of IT investment
with productivity and competitiveness, though some further research on this aspect is

warranted.

Further, it is to be noted that core IT systems, in particular, CBS have undergone
significant technological changes over the years. For example, the researcher with his
several years of industry experience notes that the system user friendliness has
significantly enhanced in modern systems which could influence (positive) user

behaviour. The researcher notes that the above contradictory results may partially
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explain this phenomenon. A gap in existing literature in finding answers to research

questions is accordingly identified.

In further reviewing the research questions, a study on the impact of work redesign of
bank front line staff in the USA conducted in 1980 by Griffin (1991) provides some
insight. Griffin (1991) found that by redesigning the work as a result of a new on line
computer network, employees’ attitudes that include their satisfaction and
commitment level increased initially but then declined to the original level over a
period. On the other hand, performance showed no change initially but started to
increase in the long run. Although these findings provide partial responses to the
research questions, two key limitations are the study was conducted over 30 years ago

and limited only to front line employees which materially limits the relevance.

In another related study on small service firms in Spain, Sandulli et al., (2014) found
that matching the educational level of employees with IT intensity of the organisation
could increase the efficiency of small service firms in IT intensive industries such as
financial services sector. They also found that the impact of IT training to the
efficiency of organisation depends not on the IT intensity but on the training intensity.
In further investigating RQ2 and RQ3, the researcher notes that the empirical study
conducted by Crossman and Abou-Zaki’s (2003) provide some insight. This study
was on employees of Lebanese banking sector to investigate relationships between job
satisfaction, job performance, socio demographic factors and individual job facets
provide some insight. Crossman and Abou-Zaki (2003) found that job satisfaction is
not independent in all job aspects such as work, promotion, pay, supervision and co-
workers, and that satisfaction with one aspect could lead to satisfaction with another.
They also found that less educated (employees with only a school certificate) were
least satisfied with their jobs that contradicts with previous literature (Clark, 1993;
Metle, 2001 cited in Crossman and Abou-Zaki, 2003). By reviewing all these
findings, the researcher notes that multiple factors impact employee satisfaction

(Crossman and Abou-Zaki, 2003), and training and level of education are two key
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variables that impact employee satisfaction in relation to new technology (Machogu
and Okiko, 2012; Sandulli et al., 2014).

Another factor to review in assessing the relationship between CBS and employee
behaviour is the impact of management and leadership. As Bharadwaj (2000) noted,
organisations with strong IT personnel can effectively integrate IT and business
processes and work with other business units more efficiently. As Sambamurthy and
Zmud (1992) cited in Bharadwaj (2000) argued, one of the key distinguishing factors
of successful organisations is the ability of managers to coordinate multifaceted
activities related to the successful implementation of IT systems. From a banking
leadership standpoint, in a study conducted on an Islamic bank in Indonesia, Vivin
Maharani et al., (2013), however, found that transformational leadership does not
directly effect on organisational citizenship behaviour which is reflected by
employees’ extra role behaviour. According to Vivin Maharani et al., (2013), it is
transformational leadership, employees’ extra role behaviour and job satisfaction that

directly effect on the performance of employees.

As Mekpor and Dartey-Baah (2017) noted, organisational citizenship behaviour,
which is the willingness of employees to engage in positive voluntary work behaviour
beyond their formal job tasks, will have a significant implication on organisational
performance. From their empirical study on Ghanaian banking sector, Mekpor and
Dartey-Baah (2017) argued that if banks intend to get their employees to exhibit the
highest level of organisational citizenship behaviour, they should encourage with an
effective mix of both transformational and transactional leadership styles, an approach
called transfor-sactional leadership as advanced by Dartey-Baah (2015). According to
Mekpor and Dartey-Baah (2017) leaders need to take a situational and complementary
approach in adopting transformational and transactional leadership style if they are to
strengthen the organisational situational behaviour of the employees. As Grant (1991)
argued, one of the factors that determines the strategic flexibility of organisation is the
adaptability of its employees to organisational changes. Bharadwaj (2000) argued that

resource based view of IT highlights that organisations’ ability to differentiate
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themselves on the basis of IT resources that contain not only IT infrastructure but also
human IT skills. According to these arguments, effective use of these IT resources
(Bharadwaj, 2000) blended with transformational as well as transactional leadership
which should be applied with a situational approach (Vivin Maharani et al., 2013, and
Mekpor and Dartey-Baah, 2017) could develop IT enabled intangible assets like

synergy, customer orientation and enhanced organisational knowledge base.

Although these findings provide partial responses to RQ1, RQ2 and RQ3 — how have
ABC employees reacted to the CBS; has this reaction to the CBS been positive or
negative in terms of their perceptions; and has the reaction hindered the desired
Improvements the CBS aims bringing, differences in various demographic factors of
employee profiles of ABC, and geographical and economic factors limit the relevance

highlighting a gap in current literature.

2.6 Discussion and concluding remarks

This CLR was conducted based on the conceptual framework developed at the
beginning of the study and following an in-depth search of the literature. Peer-
reviewed empirical findings were reviewed, and a special focus was provided in
reviewing industry-specific literature with a wider jurisdictional representation. Being
an action researcher, an equal focus was provided to both the rigor and the relevance
factors given one of the key objectives of this examination is to generate an actionable

solution to a lively organizational problem (Thorpe and Holt, 2008).

The table below summarizes overall review of empirical findings in relation to all

three research questions.

| o aretney | SO | icableto
Research question Empirical findings énceiglsftl(r:); research the research
p ' questions? site (ABC)?
Davis (1986); Davis (1989) No Partially No
How have ABC Campbell (1990) No Partially No
RQl | employees reacted to the -
CBS? Kahn (1990) No Partially No
Grant (1991) No Partially No
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Griffin (1991) Partially
Adams et al., (1992)
Bagozzi et al., (1992)
Borman & Motowidlo (1993)
Segars & Grover (1993)
Subramanian (1994)
Johnson et al., (1996)
Hesketh & Neal (1999)
Anadarajan et al., (2000)
Bharadwaj (2000)
Dasgupta et al., (2000),
Venkatesh (2000); Venkatesh et al., (2003)
Venkatesh & Davis, 2000
Pereira (2004)
Benbasat & Barki (2007)
Chuttur (2009)
Shah et al., (2010)
Machogu and Okiko (2012)
Mohlala et al., (2012)
Sharma and Mani (2012)
Vivin Maharani et al., (2013)
Baard et al., (2014)
Nath et al, (2014)
Murari and Tater (2014)
Eastburn and Jr.Boland (2015)
Kumar et al., (2015)
Chandio et al., (2017)
Garg & Dhar (2017)
Mekpor and Dartey-Baah (2017)
Pradhan & Jena (2017)
Nadri et al., (2018)
Davis (1986); Davis (1989)
Griffin (1991)
Bharadwaj (2000)
Dasgupta et al., (2000),
Venkatesh (2000); Venkatesh et al., (2003)
Crossman and Abou-Zaki (2003)
Pereira (2004)
Has this reaction to the | Shu & Strassmann (2005)
RQ2 CBS been positive or Machogu and Okiko (2012)
negative in terms of their | Mohlala et al., (2012)
perceptions? Sharma and Mani (2012)
Vivin Maharani et al., (2013)
Nath et al., (2014)
Murari and Tater (2014)
Kumar et al., (2015)
Martin and Omrani (2015)
Chandio et al., (2017)
Mekpor and Dartey-Baah (2017)
Grant (1991)
Has the reaction (of ABC | Ciffin (1991)
RQ3 employees) hindered the Prasad and Harker (1997)
desired improvements Bharadwaj (2000)
the CBS aims bringing? " crossman and Abou-Zaki (2003)
Pereira (2004)
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Shu & Strassmann (2005) Yes Partially No
Zhang et al., (2011) Yes Partially No
Machogu and Okiko (2012) Yes Yes Partially
Wallace et al., (2013) Yes Partially Partially
Vivin Maharani et al., (2013) Yes Partially No
Sandulli et al., (2014) Yes Yes Partially
Eastburn and Jr.Boland (2015) Yes Partially No
Kreca and Bara¢ (2015) Yes Partially Partially
Martin and Omrani (2015) Yes Partially No
Mekpor and Dartey-Baah (2017) Yes Partially No

(Table 2 — Analysis of empirical findings from the context of Research questions)

Despite there is some rich literature that partially explained or supported research
questions, the researcher found a number of limitations in its direct applicability to
ABC and its research questions. Firstly, there was a lack of uniformity in the empirical
findings that provide contradictory results. For example, there were findings that
support the thinking that IT has a positive correlation with employee satisfaction and
performance while there were others who support the thinking of IT productivity
paradox (e.g. the findings of Prasad and Harker,1997 either directly or indirectly
supported the IT productivity paradox while findings of Murari and Tater 2014

highlighted a positive correlation between IT and productivity).

Secondly, research sites of the above empirical findings have material differences with
ABC due to factors such as geographic, economic and social. Despite an in-depth
search of literature, as illustrated in the above table, the researcher was unable to find
an empirical study conducted on a site that contains similar characteristics of ABC
(e.g. studies on Indian banks by Sharma and Mani, 2012, and Nath et al., 2014 that
got a completely different economic and social profile with ABC and ABC’s country

of operation).

Thirdly, there were a number of changes in demographic factors of employees of
empirical findings with that of ABC. For example, there were studies on front line
employees (e.g. Wallace et al., 2013; Zhang et al., 2011) or employees in large scale
retail banks (e.g. Prasad and Harker, 1997; Zhang et al., 2011; Eastburn and
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Jr.Boland, 2015) or banks having different business focus (e.g. the research on an
Islamic bank in Indonesia by Vivin Maharani et al., 2013) which has key differences
with the employee profile of ABC whose customer base is a small number of

corporate and high net worth client base with limited number of transactions.

Finally, there was a limited number of empirical studies on CBS or components of a
CBS such as custody module or treasury module of the CBS. Most of the empirical
findings available were on IT systems that got a broader scope and only a very few
studies available on CBS (e.g. though Beimborn et al., 2007 empirically examined a
CBS of a German retail bank, focus of this study is different with that of ABC and
also the study was conducted in 2007 while CBS in the world have been undergoing a
massive technological advancements during last decade which further limits the

relevance).

Additionally, none of the above empirical findings provided a complete solution or
answer to the research questions although some findings provide partial responses.
Even the findings that partially explained the research questions lack the relevance
due to limitations summarized above. The CLR accordingly highlighted that there is a
clear gap in existing literature which is unable to fully solve or explain the research

questions that encourage the researcher to undertake the current empirical study.

In building the conceptual framework, the researcher reviewed prior empirical
findings based on three relationships which were also interrelated. They were;
‘employee behavior and IT (generic)’, ‘CBS implementation and employee behaviour’
and ‘employee behavior, IT and performance’. The researcher primarily used TAM
(Davis, 1986), which is used to evaluate IT acceptance behaviour, as the key
theoretical component in analyzing the literature. Although none of the empirical
findings fully explained or answered all research questions, a number of findings
provided a rich insight in strengthening the conceptual framework and the research
process. Accordingly, in this analysis, the researcher identified that he can use some

key findings in TAM related literature in selecting an interview sample, developing
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interview questions and discussion topics, and collecting and analyzing qualitative
data in relation to research questions. One of these key literature findings that can be
used in the data collection process is the use of demographic factors such as age,
gender, experience etc that influence usage behaviour (Venkatesh et al., 2003).
Further, from technology acceptance context, the findings that IT literacy level
(Kumar et al., 2015), training and level of education level (Machogu and Okiko, 2012;
Sandulli et al., 2014), and stress level (Zhang et al., 2011) of employees have a direct
correlation with their adoption to IT, persuaded the researcher to include these factors
in examining the behaviour of ABC employees to the new CBS. On the other hand,
Anadarajan et al., (2000) found somewhat contradictory finding arguing social
pressure is the key driver in employees’ acceptance of new technology, and the
researcher found it is significant to understand whether ABC employees’ adoption to
the new CBS was voluntary or due to social pressure. Argument of Nath et al., (2014)
that managers’ role as effective communicators in conveying the benefit of new
systems encouraged the researcher to examine how the communication process
influence ABC employees’ reaction to the new CBS. Argument of Dasgupta et al.,
(2000) that involvement of MIS staff is a critical factor that influences IT adoption
decisions in the short run suggested the need to review the role played by MIS team of
ABC in moving into the new CBS. Further, as Beimborn et al., (2007) argued,
operational level alignment in IT and business is a key driver of post-implementation
success of a CBS in retail banks, the researcher decided to test this finding from ABC
context, which is not a conventional retail bank, and assess how it impacts the
employee reaction to their new CBS. One of the key assumptions made by ABC in
moving into the new CBS is that it would improve employee productivity. This
assumption was rejected through the ‘IT productivity paradox’ which highlighted IT
capital investment and labour productivity indicate a negative correlation (Shu &
Strassmann, 2005). Although this finding was challenged by some other scholars, it
persuaded the researcher to examine whether ABC employees indicate a positive

reaction to the CBS which in turn could result in a higher productivity.
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Chapter 3 - Research Methodology

3.1 Introduction

The objective of this chapter is to continue to perform an indepth discussion about the
theoritical foundation of this study — reasearch methodology. Accordingly, in this
chapter, the researcher first explains his philosophical position and associated
assumptions which lays the foundation in selecting a research method alligned with
the philosophical position. The researcher then reviews research methods, discusses
the methods in relation to the study and RQs, and explains and justify the selected
research approach — AR with case study methodology, which is conducted as a
qualitative research. In the final section, the researcher deep dives into the data
collection. Since AR is identified an emergent inquiry process (Shani and Pasmore,
1985), there are some processes that evolved throughout AR project providing

learning opportunities and allowing critical reflections at multiple stages of the study.

3.2 The Researcher’s Philosophical Position and Assumptions

Being a practitioner, the researcher believes his ‘ontology’ that is his philosophical
assumptions about the nature of reality (Easterby-Smith et al., 2012) is closely aligned
with ‘relativism’ that assumes the facts would depend on the viewpoints of the
observer. The researcher believes his ontological position is influenced by the findings
of Latour and Woolgar (1979) who argued that people decide the truth of an idea or a
theory through various discussions and agreements between key players since these
players hold divergent views. The researcher also notes that the acceptance of a
particular theory could be materially influenced by the commercial resources and
politics of business as argued by Knorr-Cetina (1983). Similarly, the researcher’s
‘epistemology’ which is a general assumption about ways of inquiring into the nature
of the world (Easterby-Smith et al., 2012) is closely aligned with ‘social

constructionism’ a philosophical assumption that is entrenched from the prior
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empirical findings of Berger and Luckman (1966). Social Constructionists assume
managerial issues can be researched effectively by seeking to understand how
participants make sense of the world or a particular situation through sharing their
experiences, and these arguments were further supported by prior empirical work done
by Watzlawick (1984) and Shotter (1993). The researcher also notes that Social
constructionism based research methods are sometimes referred as interpretive
methods (Harbermas, 1970). The researcher generally assumes human interests are the
main drivers of science and the observer (or ‘insider researcher’ in the case of the
researcher) is part of what is being observed. The researcher also assumes that
concepts should incorporate diverse stakeholder perspectives and the research needs to
progress through gathering rich data from which ideas are induced. The researcher
notes that these assumptions are an integral part of constructionism epistemology,
which is different to the thinking of positivist philosophical assumptions that believe
human interests are not relevant, the observer must always be independent and
generalization should happen through a statistical probability. The researcher believes,
given the research is about understanding employee behavior, taking a pure positivist
approach could defeat the purpose since human interests are an integral part of the

research.

Based on these philosophical position and assumptions, the researcher decided to
undertake a research on his practice — banking — by examining employee behaviour in
relation to the newly implemented CBS of ABC. From a constructionist perspective,
as argued by Easterby-Smith et al., (2012), the researcher assumed that there could be
many realities, and it is, therefore, necessary to gather diverse perspective of the issue
which can be done by undertaking a qualitative inquiry process that would allow the

researcher to gather the experiences and views of multiple stakeholders / participants.

3.3 Management Research through Action Research
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Prior to undertaking the current research project, the researcher, as a part of his
Doctorate in Business Administration (“DBA”) academic studies, reviewed the two
broader kinds of research which were pure research and applied research. The
researcher is aware that the pure research mainly addresses to the academic audience
while the applied research could have a target audience in both academic and practice
worlds and can be used to provide a solution to a work place based problem.. The
researcher further notes, since management knowledge is validated for use,
management research is identified by some scholars as an applied research (Tranfield,
2002). Due to transdisciplinary in nature (Saunders et al., 2000), management
researchers generally require to apply and blend the knowledge generated from
various disciplines such as social science, economics, finance, philosophy, political

science, and psychology, etc.

In order to conduct this practitioner based management research, the researcher used
AR approach, which according to Greenwood and Levin (2007) is a context bound,
holistic and collaborative set of integrated activities that can produce two outcomes —
a solution to lively business case and contribution to management knowledge. Various
scholars believe AR could fall under the broad definition of applied research that
focuses on finding solutions to practical issues as opposed to pure research that mainly
caters academic audience. Greenwood and Levin (2007) however rejected this pure
and applied distinction highlighting particularly its negative impact on the significance
of AR and arguing that AR could involve all major forms of social research that could
include qualitative, quantitative, and mixed research methods depending on the
problem and the situation. According to Greenwood and Levin (2007), problem
analysis and problem-solving aspect of AR is a collaborative process that promotes a
broad participation in the process of research. This could involve professional action
researcher and various other stakeholders from within and outside the organization
that goes closely with the transdisciplinary nature of management research highlighted
by Saunders et al., (2000). AR could productively support the intended research since
AR is also identified as an informed investigation into an actual organizational

problem that will generate an actionable solution to the issue (Thorpe and Holt, 2008).
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This argument or thinking was further supported through prior empirical findings of
Shani and Pasmore (1985) who identified AR as an emergent inquiry process in that
applied behavioral science knowledge is integrated with existing organizational

knowledge and applied to solve real organizational problems.

It is to be noted that research generally contains three audiences — first, second and
third persons (Reason and Bradbury, 2008). Although the traditional research focuses
on the third person where the researcher is doing the research on the third person and
presenting outcome to another third person, AR has the ability to integrate all three
forms of research or more specifically, it allows the third person research to integrate
the first person and the second person (Coghlan and Brannick, 2010). This was clearly
identified by Reason and Marshall (1987) arguing ‘All good research is for me, for us,
and for them’ which talks about three audiences. This argument highlights that the AR
produces a knowledge though generalizable outcomes or ideas (for them), responds to
concerns for our practice such as a work place based problem (for us), and addresses

the expectation of the individual researcher through processes and outcome (for me).

AR, according to Greenwood and Levin (2007), create mutual learning opportunities
for both insiders and outsiders ultimately leading to a joint ownership and
representation of knowledge and action designs. However, one challenge an action
researcher needs to achieve in optimising this learning is to overcome communicative
domination that undermines the cogenerative process. To successfully mitigate these
challenges, the researcher identifies the need for a high level of sensemaking skills
(Weick, 1988) which is vital in knowledge building and transferring process. As noted
by Coghlan and Brannick (2010), action researchers are influenced by their own
beliefs, assumptions, values, strategies and behaviours in moving forward their AR
project. This process was identified by Reason and Torbert (2001) as upstream and
downstream inquiry. Marshall (1999, 2001), having identified this experiencing and
reflection process as ‘living life as inquiry’, suggested that action researchers, as self-
reflective practitioners, need to craft their own practice and attend to its quality

through inner and outer arcs of attention, being active as well as receptive. The
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knowing and reflection components of action were highlighted by Schon (1983) in his
notion of ‘reflective practitioner’ — while knowing highlights what action researchers
have already learned, reflection in action highlights what action researchers are doing
and what is happening around them when they are engaged in action. As Rigg and
Trehan (2004) argued, the researcher believes that Critical Action Learning approach,
he has been practicing throughout the DBA journey, could assist him to connect his

learning and experiences with the high level of critical reflection.

The researcher noted that, as Coghlan and Brannick (2010) highlighted, there are
various dimensions of AR some of which include a complex action knowledge
generation process, change focus, divergent thinking pattern, team-based approach,
thought action cycles, necessity for a breadth of preunderstanding of business, own
quality criteria, and real-time nature. As Greenwood and Levin (2007) suggested in
order to be considered as an AR, the research project should have three components -
action, research, and participation. Coghlan and Brannick’s (2010) argued that to be
effective, any AR project needs to have three elements — a good story, rigorous
reflection on the story, and an extrapolation of theory or usable knowledge by

reflecting this story.

The research is about how employees of ABC react to the CBS. The AR approach
accordingly is more appropriate to conduct the research since the study intends to
generate actionable knowledge that provides a solution to a lively business case while
contributing to management knowledge (Greenwood and Levin, 2007). The researcher
took a participatory approach by engaging with the employees of ABC and by
gathering their experience and understanding their reaction to the CBS. Divergent
thinking patterns of different employees which were gathered through in-depth one to
one interviews had been analysed using relevant demographic classifications to deeply
understand some patterns or areas of employee behaviour. The outcome of the study
could be used by the leaders of ABC to bring some corrective and preventive actions
with a change focus while the new knowledge generated from the study can be added

to the management knowledge. Accordingly, by investigating how the ABC’s new
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CBS impacts its employee behaviour, the researcher intends to address the all three
audiences of AR as highlighted by Reason and Marshall (1987). The study intends to
provide a solution to lively business case (for us), and the actionable knowledge it
generates can be utilised by management practitioners in the banking industry (for
them). The researcher also intends to develop himself as a scholar practitioner by
undertaking this workplace based action research project (for me) which further

justifies the selection of AR approach to the current research project.

As Ramsey (2014) suggested, when a scholar practitioner is engaged in an AR, the
researcher notes that there could be three key phases or moments where inquiry is
required. The researcher notes these three moments of inquiry are ‘mapping the
terrain’, ‘testing plausibility’ and ‘evaluating action’ (Ramsey, 2014 cited in DBA
handbook of UOL, 2017). In the current research, the researcher mapped the terrain by
focusing on the context of employee responses to the newly implemented CBS at
ABC. The purpose of mapping the terrain is to construct the thesis as a project
intended to identify learning from the attempt to implement CBS at ABC and ensue
that similar large-scale complex capital expenditure projects in future are more
effective from forward looking standpoint. In order to conduct the inquiry, as will be
discussed in the succeeding paragraph, the researcher selected case study
methodology which was conducted as a qualitative study. The actions involve in
testing plausibility were discussed using an AR cycle where the researcher discussed
the interventions made at the organisational level which involves taking some specific
actions based on the research findings (i.e. actionable knowledge). Further, based on
the actionable knowledge generated, the researcher provided specific
recommendations to ABC leaders (i.e. an actionable solution to an organisational
problem) which can be used as both corrective and preventive actions. Due to the
specific timespan of the research, the evaluation of action phase of the current
research is outside the scope and mainly limited to an evaluation of a few
organisational actions as will be discussed in the chapter 4 under specific

organisational actions.
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3.4 Case Study Research approach

While most of core banking statistics could be quantitative, when a subject like
employee behaviour (of a banking institution in relation to a technological platform) is
empirically examined, the researcher identified the need to focus more on the

qualitative research methods.

As Creswell et al., (2007) argued, researchers have extensive qualitative research
designs available to conduct a study and the selection of an appropriate design should
be based on the ontological and epistemological assumptions of the researcher and the

objective of the research project.

Out of various qualitative research approaches, the researcher believed that ‘case
study’ research approach could be more suitable to conduct this empirical study since,
according to Yin (2009), case study approach is more appropriate to study a problem
within real life contemporary context. Yin (2009) further argued that with a case study
methodology, the researcher’s analytic approach could involve a detailed description
of the particular case and setting of the particular case within the contextual
conditions. As Creswell (2013) noted, the researcher is aware that one of the
challenges in taking case study approach is there is a risk that the case selected could
be either broad in scope or narrow in scope which could challenge both rigor and
relevance of the research. To mitigate this challenge, the researcher clearly defined the
scope at the beginning of the study by specifying that he intends to investigate how
the newly implemented CBS of ABC impacts employee behaviour. Further, since
employee behaviour in general could be defined with a broader scope, the researcher
narrowed the scope to suit the research objectives by examining the ABC employees’

behaviour in response to the implementation of new CBS only.

The researcher also noted that, as argued by Creswell et al., (2007), the case study
methodology is more appropriate when the researcher has a case bounded by time or

place which could inform problem. The current research could be closely aligned
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with ‘instrumental case study’ suggested by Stake (1995) since the intent of the case is
to understand a specific issue, problem or a concern and the researcher can then select
one bounded case to illustrate the issue. The researcher further believed he was
influenced by his relativist ontology and constructionist epistemology (Easterby-
Smith et al., 2012) in selecting the case study approach where more focus will be on
providing a rich picture of this single case with an in-depth understanding of the
behaviour of ABC employees in relation to their new CBS. The selection of case
study methodology with an instrumental case study can be further justified since the
investigation of how ABC’s employees react on its newly implemented CBS is a

problem with real life contemporary context.

3.5 Data Collection

In order to conduct data collection process of the research, the researcher used quota
sampling technique which is nonprobability sampling technique. As Easterby-Smith et
al., (2012) noted, in the quota sampling technique, the population is divided into
various categories and the selection continues until the required sample is selected in
each category with the aim of making sure that each of the categories is represented
according to the quota proportions. As Mason (2002) noted, quota sampling set out
series of categories and minimum number of cases required for each category.
According to Robinson (2014), as the sample is gathered, these quota are monitored to
see if they are being met, and this approach can ensure that all key relevant groups are
represented in the sample. The key reason for using quota sampling in the case of
ABC was the researcher wanted to identify and sample various sub groups of the
population who could directly contribute to the research. It also facilitated the
researcher to understand the divergent thinking in different sub groups of employees
at ABC with regard to their reaction to the CBS. This approach was supported by
Magnusson and Marecek (2015) who argued that the random sampling technique
could be counterproductive in interpretative research and the researcher may not be
rigorously served by drawing a set of participants at random from the general

population.
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The researcher, with the permission received from the gatekeepers at ABC, accessed
the human resources (“HR”) management records at ABC which contained various
demogrpahic data of ABC employees (excluding employee names and all payroll
related data). Due to the confidentiality of HR data, the report was accessed onsite in
the presence of Head of HR at ABC. Accordingly, the total size of the population at
ABC was 62, and the selected sample size was 21 which is 1/3 of the population. The
employees were categorised into different sub groups which were ‘back office’,
‘customer service’, and ‘IT’, the researcher using the judgment selected employees
from each sub group. For clarity, ‘back office’ job function contains various cost
centers or support service functions of ABC, which include operations department,
investments department, risk and compliance department, and other (i.e. finance
function, legal function, human resources and administration function, and the CEO
office). Similarly, ‘customer service’ job function contains various profit centers or
business units of the Bank, which include banking, treasury and custody business

units. Below table highlights the population and the selected sample.

Job Function Population| Sample |Sample %

Back Office 35 11 31%
Customer Service 20 8 40%
IT 7 2 29%
62 21 34%

(Table 3 — Population and sample)

In applying the judgment, the researcher considered other demographic factors such as
department (or business unit), gender, age, job category, their usage of CBS, their
experience with ABC, and their level of education which is illustrated in table 4 to 10
below. The researcher’s approach to factor these demographic factors was also
supported by prior empirical findings. For example, in building an upgraded TAM
model, Venkatesh et al., (2003) argued how employees’ age, gender, and experience
impact IT acceptance behaviour. With the approach taken in selecting the sample, the

researcher believed that the sample reasonably represents the population and also with
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the judgment applied, the selected sample could strengthen the relevance of the

research.

Department Population| Sample |Sample %
Banking 13 4 31%
Custody 4 2 50%
Treasury 3 2 67%
Investments 1 1 100%
Operations 15 5 33%
Risk&Compliance 5 2 40%
IT 7 2 29%
Other 14 3 21%

62 21 34%

(Table 4 — Analysis of sample — Department (or business unit))

Gender Population| Sample |Sample %
Female 43 14 33%
Male 19 7 37%
62 21 34%

(Table 5 — Analysis of sample — Gender)
Age Population| Sample |Sample %
20-35 11 4 36%
35-45 17 5 29%
45-55 25 9 36%
Over 55 9 3 33%
62 21 34%

(Table 6 — Analysis of sample — Age)

Job Category Population| Sample |Sample %
Employee 22 5 23%
Asst. Manager 17 8 47%
Manager 18 5 28%
Senior Executive 5 3 60%

62 21 34%

(Table 7 — Analysis of sample — Job category)
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Use of CBS Population| Sample |Sample %

Low (<30% time) 19 4 21%
Average (30% - 50% time) 15 5 33%
Heavy (>50% time) 28 12 43%
62 21 34%

(Table 8 — Analysis of sample — Usage of CBS)

Experience with ABC | Population| Sample |Sample %
Below 6 Mnths 6 2 33%
6 mnths - 1 yr 14 5 36%
1yr-3yrs 11 2 18%
3yrs-5yrs 11 5 45%
Over 5yrs 20 7 35%

62 21 34%

(Table 9 — Analysis of sample — Experience with ABC)

Level of education Population| Sample |Sample %
Certificate/Diploma 32 11 34%
Graduate 17 5 29%
Post Graduate 13 5 38%

62 21 34%

(Table 10 — Analysis of sample — Level of education)

For this qualitative research, out of the four types of information suggested by
Creswell (2013), the researcher used two types of information - interviews, and
documents — in categorising data. In collecting data, the researcher used ‘one to one
in-depth interviews ’ that intend to deeply probe to find new clues, identify new
dimensions of the issue, and secure, accurate, inclusive accounts that are based on
personal experience of organisational members (Burgess, 1982). Interview questions
that are mostly open-ended questions were designed to facilitate a semi-structured

interview.

The researcher initially developed a list of discussion topics as open-ended questions
to conduct a semi-structured interview. These initial discussion topics were developed

taking into account the objective of the study, research questions, critical literature
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review, and the knowledge of the researcher. As Magnusson & Marecek (2015)
suggested, the researcher conducted a ‘pretest’ recruiting two of the researcher’s work
colleagues as participants. The researcher interviewed these two participants using
semi-structured interviews on the initially developed discussion topics. This pretest
influenced the researcher to refine some of the questions with the aim of improving
the participants’ understanding of the question. The researcher initially estimated that
one interview would take average 45-50 minutes, however, based on the pretest, it was
revealed that average interview would take approximately 60 minutes. . Further, from
the pretest, it was identified that one question/discussion topic would not be
understood by or relevant to employees below assistant manager grade. Hence it was
decided to discuss that particular question only with managers and senior executives.
For example, the discussion question about ‘process alignment” was limited to the
participants holding assistant manager and above level. This is because junior level
employees would either have access to limited functionalities of the CBS (i.e.
functionalities related to their job tasks) or have limited exposure to assess if
processes are adequately aligned (i.e. if ABC has all the policies, procedures or
processes, and if the policy framework is aligned with the processes and systems in
place). In addition, in the initially developed discussion questions, the researcher did
not include the discussion topic ‘ability to do multiple tasks at once’, since the
researcher was initially of the view that it had been captured in another discussion
topic ‘added functionalities’. However, at the pretest, one participant suggested that
the researcher should consider ‘ability to do multiple tasks at once’ as a specific
discussion topic separate from the added functionalities since any advanced CBS
should contain this functionality rather than considering it as an added functionality.
The researcher, after a further review, decided to add ‘ability to do multiple tasks at
once’ as a new discussion topic following the pretest comments. Overall, the pretest
enabled the researcher to become more adept and more confident about the interview

process.

Participants in the selected sample were approached via their work email and/or work

phone, and each participant was provided with ‘participant information sheet’ and
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‘participant consent form’. Some participants confirmed their acceptance via email
while others provided their written consent by returning the consent form. Interviews,
where each took average 60 minutes (range 50 to 75 minutes) were conducted in a
pre-reserved meeting room at the research site, and took place mostly outside the
working hours to avoid disturbances to routine work plans. In most of the cases,
interviews were recorded using a digital recorder, and a few participants who were not
comfortable with digital recording, interview notes were taken. Some of these
interview notes were further verified with those participants to ensure their views were
correctly recorded. Additionally, the researcher conducted a second round of
interviews in approximately three months from the first interview to assess if the
responses of participants had been changed. Accordingly, participant No. 2, 3 and 4
were interviewed in early September 2016, and each discussion took approximately 40
to 45 minutes. By the time of the interview, these participants had an experience of
almost a year into the new CBS. The researcher noted that the second interview results
had no material difference to that of the first interview. The researcher accordingly
consolidated the first and the second interview results into one response in assessing
the behaviour of these participants. The researcher believed that this approach of
verifying the first interview results through the second interview could enhance the
credibility of the overall research findings. Appendix 1 provides the schedule of
interviews conducted in collecting qualitative data with the job category of the
interviewee, job function, date and duration of the interview. The details of the second

interview participants are included at the end of the schedule.

Additionally, some secondary data were collected through various organisational
documents. These organisational documents contained non-public, internal
management reports, business cases, project implementation plans, management
accounting packs, and various management meeting minutes. These various
secondary data helped the researcher to build and reframe the case study at various
stages of the thesis project. Appendix 2 provides a list of secondary data sources
reviewed by the researcher which includes the name of the document, and a brief

description and/or purpose of using the document.
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Chapter 4 - Results and Discussion
4.1 Introduction

In this chapter, the researcher conducts an analysis of data already collected and
present the results of the data analysis in relation to the research questions. As
Creswell (2013) noted, the researcher understands that the processes associated with
data collection, data analysis, and report writing are interrelated and mostly go on
simultaneously in a qualitative research project. Accordingly, although the data
collection was discussed in the previous chapter, the tasks associated with data
collection was captured in this chapter where data collection, data analysis and taking
specific actions are interrelated. The interventions made and specific organisational
actions taken based on the actionable knowledge generated through this study is

elaborated through an AR cycle towards end of this chapter.

This research was designed to understand how core banking systems impact on
employee behaviour of a small banking institution, and the researcher took AR

approach with case study methodology to conduct the research.

The key ‘theme’ identified in the research was ‘CBS and employee behaviour at ABC".
To recap, there were three questions under the theme of CBS and employee behaviour

and these research questions were covered through the qualitative research method;

RQ1: How have ABC employees reacted to the CBS?
RQ2: Has this reaction to the CBS been positive or negative in terms of their
perceptions?

RQ3: Has the reaction hindered the desired improvements the CBS aims bringing?

45



4.2 Data Analysis - Structure

Data analysis is an evolving process that contains various components. The approach

taken by the researcher in analysing data is captured in figure 3.

Discussion Topics / Ooen Empirical findings in the
Research / Ended Qu[t)astions P / CLR Chapter (TAM,
Objectives . employee behaviour, CBS
(Preliminary) . .
implementation)
Refine
RO1 A Other emergent empirical
" findings
s Discussion Topics / Open l
@ / Ended Questions (Final)
> 1
& RQ2 Researcher's knowledge
S Coding | (as a banking practitioner)
§ N Categorised Aggregation
(5]
o Coded Categories Data collection -
RQ3 / (Prefigured and Emergent l Preliminary findings
Codes) including Pretest

(Figure 3- Data collection and analysis structure)

As Stake (1995) suggested, the researcher used ‘categorised aggregation’ by
classifying data into various codes. Based on the initial discussion topics developed,
the researcher used some ‘prefigured’ codes (Creswell, 2013). The researcher
however considered the risk of limiting data analysis exclusively to ‘prefigured’
codes. To mitigate this risk, as suggested by Creswell (2013), the researcher took a
combination of both ‘prefigured’ codes and ‘emergent’ codes. Pretest of the
interviews helped the researcher to refine a few ‘prefigured’ codes, and identify some
‘emergent’ codes. For example, as explained under data collection section, following
the pretest, the researcher refined one ‘prefigured’ code namely ‘process alignment’.
Further, the researcher identified one ‘emergent’ codes namely ‘ability to do multiple

tasks at once’.

The researcher developed seventeen discussion topics as open-ended questions in the

semi-structured interview set up. As explained under the data collection chapter, the
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researcher took into consideration the objective of the study and the research questions
in developing the initial discussion topics. Selection of discussion topics was
influenced by the review of prior empirical findings identified in the CLR chapter. For
example, the researcher took into consideration the findings of Machogu and Okiko
(2012) in selecting discussion topics like user-friendliness and adequacy of training.
Similarly, Martin and Omrani (2015) influenced the researcher to include innovative
work practices as one of the discussion topics. Another example would be the
selection of various discussion topics related to processes which was influenced by the
findings of Beimbron et al., (2007). In addition, given AR is an emergent inquiry
process (Shani and Pasmore, 1985), empirical findings identified throughout the
process outside of the CLR chapter also had an influence in developing or refining the
said discussion topics. For example, findings of Attiq et al., (2017) further supported
the researcher’s selection of innovative work practices as a discussion topic, and
arguments of Gadge (2017) further supported the selection of process alignment as a
discussion topic. Being a banking practitioner, the knowledge of the researcher also
assisted in determining some of the discussion topics. For example, the researcher
with his industry experience was aware that the employees would be more
comfortable (positive behaviour) when the support of MIS team is strong. On this
basis, support of MIS personnel was initially included as a discussion topic. The
selection of ‘support of MIS personnel’ as a discussion topic was further supported

through empirical studies of Dasgupta et al., (2000) and Beimborn et al., (2007).

When these discussion topics were initially developed, the researcher also assessed if
these discussion topics are aligned with the research objectives and questions. Based
on the initially developed discussion topics, pretest, and data collected at interviews,
the researcher identified twenty-five ‘codes’ which represented both ‘prefigured’ and

‘emergent’ codes (Creswell, 2013).

These discussion topics/interview questions, coded categories, and supported

empirical findings are reported in the Table 11.
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Discussion Topics | Open Ended
Questions

Coded Categories

Supported by the Empirical
Findings

1. How do you compare and describe
new CBS with old system in terms of;

a.  User friendliness (from employee
standpoint)

User friendliness
(from employee
standpoint)

b.  Processing speed

Processing speed

Griffin (1991); Al-Lalith (2012);

c.  Added functionalities ; '?.dde?. i Machogu and Okiko (2012);
Z’L‘?I!:’n? |(;es Sharma and Mani (2012); Murari
d.  Ability to do multiple tasks at It'l II yt oko ¢ and Tater (2014); Martin and
once mulliple tasks a Omrani (2015); Ridwan and
once " Kamili (2015); Rookhandeh and
e.  Innovative work practices Innovative wor Ahmadi (2016); Attiq et al.,
practices (2017); Pires and Marcondes
f.  Interface Interface (2017)
g. Flexibility Flexibility
h.  Reporting capability Reporting capability
i.  Reporting efficiency Reporting efficiency
2. Does your core banking related

work provide you a feeling of personal
accomplishment? Describe.

Feeling of personal
accomplishment

Mohlala et al., (2012); Sharma
and Mani (2012)

3. Do you feel your job make good
use of your skills and abilities?

Job make use of
skills and abilities

Griffin (1991); Sharma and Mani
(2012)

4. Do you feel that process flow of
your work has been improved (reduced
processes with more efficiencies) with
the new CBS? Describe with examples.

Improvement in the
process flow

Beimborn et al., (2007)

5. Have a number of manual
processes been reduced with new core
banking system? Provide some
examples.

Reduction in manual
processes

Beimborn et al., (2007)

6. Do you feel that you can do the
same degree of work that you used to
do earlier with a lessor time after the
new system was implemented?

Ability to do the job
with a lesser time

Chandio et al., (2017)

7. Do you feel that the quality of
your work has improved (such as

reduction in error rate) after the new
system was implemented? Describe.

Improved quality of
work

Chandio et al., (2017)

8. Do you feel that you are adding
more value to the business/organization
with the new system (such as time
saved on manual processes is used to do
another value added task — extra role
behavior)?

Adding more value
to the business

Sharma and Mani (2012); Vivin
Maharani et al., (2013)

9. Do you feel threatened that some
of your job tasks will disappear with the
automated processes of new system?

Job security

Sharma and Mani (2012)

10.  How do you describe the job
stress level when compared to the old
system Vs new CBS?

Level of job stress

Zhang et al., (2011)
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11.  Describe your own assessment
about your adoption to new CBS

Adoption to new

Grant (1991); Anandarajan et al.,
(2000); Tan and Teo (2000);

(voluntary or social pressure). CBS Nath et al., (2014)
Bharadwaj (2000); Sharma and
Mani (2012); Fheili (2011);
12.  Describe how your leaders Leaders' Vivin Maharani et al., (2013);
communicated about the new CBS communication Wallace et al., (2013); Nath et
(clearly communicated objectives, new about new CBS al., (2014); Eastburn and

functionalities).

Jr.Boland (2015); Mekpor and
Dartey-Baah (2017); Garas et
al., (2018)

13. Do you feel that leaders have
demonstrated full commitment to
achieving the objectives of new CBS?
Describe.

Commitment of
leaders

Bharadwaj (2000); Vivin
Maharani et al., (2013); Wallace
et al., (2013); Nath et al., (2014);

Eastburn and Jr.Boland (2015);
Bravo et al., (2017); Mekpor and
Dartey-Baah (2017)

14. Do you know how to operate

Ability to operate

Crossman and Abou-Zaki

new CBS? Describe. CBS (2003); Kumar et al., (2015)
tlrSalliniI:a\:g gogr;igiw:g:v%fgcslfenr;? Adequacy of Machogu and Okiko (2012);
g P y ' training Sandulli et al., (2014)

Describe.

16.  How do you describe the support
of MIS personnel in moving into new
CBS?

Support of MIS
personnel

Bharadwaj (2000); Dasgupta et
al., (2000); Beimborn et al.,
(2007)

17.  How do you describe the
alignment of processes and procedures
with new CBS and within the different
business units?

Process alignment

Beimborn et al., (2007); Gadge
(2017)

(Table 11 — Discussion Topics and Codes)

As noted by TechTarget (2017), a CBS is a software solution that is used to support

most common transactions of banks. Some core elements of a CBS include but are not

limited to; opening and maintenance of customer accounts, providing and servicing

loans, processing cash deposits and withdrawals, interest computations for deposits

and loans, payments processing (wire, draft or cheque), customer relationship

management, providing FX services, providing cash management and clearing

services, providing investment and custodian services, online banking services, risk

and compliance systems, general ledger and other reporting systems. As Krec¢a and

Bara¢ (2015) noted, a CBS solution could differ from provider to provider, or based

on the bank’s requirements. Kre¢a and Bara¢ (2015) further argued that CBS product

is affected by many factors and it could be difficult to tell in which way it can be

improved due to different requirements of clients. TechTarget (2017) also provided a
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similar view highlighting that core banking functions could differ depending on the
specific type of the bank. For example, some components or modules used by a retail
bank may not be available or required for a wholesale or an investment bank since
their core functions could differ with that of a retail bank. Generally, a CBS, by
profile, incorporates the entire spectrum of banking operations on one single platform,

and this front to back software solution typically ensures a high degree of automation.

Website publications of two leading CBS vendors about their CBS products
summarise what a typical CBS should contain in modern days. For example, a leading
CBS vendor, Misys (2016) identifies their CBS as an advance core banking solution
that has the breadth of functionality required for the most sophisticated banking
requirements. Accordingly, their latest CBS could maximise operational efficiency,
reduce cost to income ratio, and ensure compliance and rapid time to market. They
could provide advanced analytics to generate the insight for the development of timely
and relevant products and services and can be combined with their digital channels.
According to Misys (2016), their CBS with the connected front, middle and back
office could transform the bank into a customer-focused, profitable sales

machine. Another leading CBS vendor, Temenos (2017) identifies their CBS as an
open, integrated and real-time platform that could provide real-time customer
information that could enable banks to offer customers the right products at the right
time. Temenos (2017) also identifies their solution has the infinite scalability which
allow the banks to generate economies of scale and reduces total IT cost of the

business.

Nath et al., (2014) identified CBS as a centralised on line real-time banking software
including hardware and relevant network infrastructure that supports all the core
processes in a bank. CBS is a key component of an ICT system of a bank. ICT system
of a bank also contain various systems and processes that are outside of core banking
processes. For example, a bank may have an intranet, an email system (for example
Outlook), a website, Microsoft office application (i.e. Word, Excel, Powerpoint etc),
payroll or human resource management system, or a document management system.

These systems or processes do not form a part of a CBS hence employee responses to
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overall ICT system may differ with their responses to a CBS. For example, an
employee may identify the email system or Microsoft office application as a user-
friendly system and a strong positive behaviour (response) as a result. The same
employee however may provide a complete different response when it comes to the
CBS or a component of the CBS. Employee response to ICT system of a bank cannot

therefore be directly generalizable to the CBS of a bank.

In the context of ABC, as identified in the business case for core banking project and
various other management records, the CBS contains a number of modules or
components related to core processes of the Bank. These modules or components
include Lending, Deposits, eBanking, Investments, Treasury, Custody, various other
banking services such as wire transfers (“WIRE”) and foreign exchange operations
(“FX”), AML and compliance (“AML”), general ledger (“GL”), and CBS reporting.
The other ICT (non-core) applications or processes of ABC such as email system,
intranet, website, Microsoft office applications, payroll system, and leave
management system are excluded in the scope of this study since they are not a part of
the CBS of ABC.

Although there are several modules of CBS, various users and departments use
different modules applicable to their area of operation, other than the users at IT who
maintain all the modules of the CBS. The only module that all departments use is CBS
reporting module, which is the data warehouse of CBS that provides various reports
for various users of CBS across the Bank. Table 12 below provides the modules used

by each department/business unit grouped under job functions.
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Job Department /
Function Business Unit CBS Modules or Components
c Banking Lending, Deposits, WIRE, eBanking, CBS reporting
ustomer -
Service Custody Custody, Treasury, CBS reporting .
Treasury Treasury, FX, Custody, CBS reporting
Investments Investments, Custody, GL, CBS reporting
Lending, Deposits, WIRE, FX, eBanking, Treasury, CBS
Operations reporting
Back Office ' : .
R'Sk.& AML, Lending, Deposits, WIRE, eBanking, CBS reporting,
Compliance
Other (incl. GL, CBS reporting, Lending, Deposits, FX, Investments
Finance)
IT IT All modules or components

(Table 12 — CBS Modules used by each Department and Job Function)

The qualitative data analysis is a process that contained various steps. The figure 4

below illustrates the process applied by the researcher in analysing data.

Initial read of raw =) Compared the - Identified a few
data - interview | preliminary results | transcripts that needs
transcripts L with journal notes L further clarifications

Identified patterns

- ( Performed second ( Performed follow up
and Crggng?iggges f ' | detailed read of raw ' interviews and
ag gr%g ation data and took notes - verified transcripts
. : Compared the
D%t:t';egn%r?z;&(’f . analysis results with | ) Interpreted results in
- p : rior empirical relation to research
discussion topic / ’ ?indingsevhere L questions
code applicable

(Figure 4- Data analysis process)

The researcher did a first read of raw data contained in the interview transcripts, and
compared the preliminary observations /results with the researcher’s journal notes that
he took immediately after each interview. The researcher then had to have follow-up
interviews with three participants since their responses to a few discussion topics

needed a further clarification. For example, one participant initially commented that
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he is adding more value to the business; however, this response contradicted with his
responses to some of other related discussion topics. Follow-up interview revealed
that the participant’s response was based on his overall contribution to the Bank,
instead of his value addition with the new CBS. When the specific question was asked
from CBS standpoint, the participant’s response revealed that his value addition has
not gone up. After clarifying these comments through follow-up interviews, the
researcher did another detailed read of the interview transcripts, took notes, and did
another refinement of coded categories. Based on the final refined codes, the
researcher moved into the data analysis. Responses of each participant to each
discussion question were carefully analysed under each coded category to understand
how employees at ABC react to their new CBS. While doing the analysis, the
researcher noted that most of these codes and responses provided to the key discussion
topics are interrelated. The researcher while performing the analysis compared the
results with prior empirical findings where applicable. The results of the data analysis
of each of the twenty-five coded categories and how the results are interpreted in

relation to RQs are discussed in the next section.

4.3 Data Analysis - Results

a) User friendliness (from employee standpoint)

The majority of the participants, fifteen of twenty-one participants, responded saying
they do not believe the new CBS is more user-friendlier than the old system. The
participants ‘overall negative reaction can be captured in their own words, for
example, some of these participants commented ‘it has not been a pleasant
experience’ (Participant No 14, an Assistant Manager at Customer Service job
function), ‘I cannot say user friendliness has improved compared to the old system [
had’ (Participant No. 4, a Manager at Back Office job function), ‘current system is
slower than the old system’ (Participant No. 3, an Assistant Manager at Back Office

job function). A further analysis revealed that their negative response was due to
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various reasons some of which include ‘lack of training," ‘output of training," ‘not
maximising the use of technology," ‘complex menu structure," and ‘manual processes.'
Some of these specific reasons are discussed further under other discussion topics
/coded categories such as ‘adequacy of training’, ‘reduction in manual processes’,
‘ability to do the job with a lesser time’, ‘flexibility’, and ‘process alignment’. Some
of these findings are consistent with prior literature, for example, Machogu and Okiko
(2012) identified lack of ICT training as a key barrier to ICT adoption of employees.
Only four participants believed that the user friendliness has improved while three
believed user friendliness either has improved in some components of CBS or has
improved gradually after them getting to know the system. Further analysis of
participant comments revealed that employees who use Treasury, FX and GL modules
considered the system as more user-friendly while others responded negatively or
stayed neutral. Comments from the participants in IT revealed that user friendliness

purely from technological standpoint has improved.

The researcher, by analysing these responses, finds that the overall negative responses
to user friendliness is interrelated to and a reflection of the responses provided by
participants to various other discussion topics / coded categories. The researcher is
also of the view that the overall negative reaction of participants to user friendliness

could hinder the desired improvements the CBS aimed bringing to ABC.

b) Processing speed

Overall, eleven of twenty-one participants believed processing speed of the new CBS
Is better than the old system, while one participant, an assistant manager working in
the back office, believed, although the overall processing speed is low, when it comes
to GL module, the processing speed has substantially improved. Interestingly, two
participants who represented Custody and Investments business units respectively and
did not believe user friendliness has improved, believed that processing speed of the
system has improved and they identified effective integration of all modules into one

system as the key reason for this overall speed. These responses can be strongly
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captured in some of the comments made by participants, for example, some
participants commented, ‘we are inputting data into one system and it updates all
fields same time, and processing speed is improved as a result’ (Participant No. 14,
an Assistant Manager at Customer Service job function), ‘speed has improved I
believe due to online real time transaction processing’ (Participant No. 04, a
Manager at Customer Service job function), ‘processing speed is better than the old

system’ (Participant No. 05, an Employee at Back Office job function).

Five participants believed that processing speed has not improved compared to the old
system (i.e. they see there is no change in the processing speed) or average. The other
five participants believed the speed is lower than the old system. Overall, participants
representing Banking and Risk & Compliance departments believed that the

processing speed is either low or there is no improvement compared to the old CBS.

The researcher, with his experience at the Bank, identifies that some employees such
as employees who use GL module struggled to meet some internal deadlines due to
low processing speed and manual work involved their work prior to the new CBS, and
their current response that the speed has now increased highlight their positive

reaction to the new CBS.

¢) Added functionalities

Overall, nine of twenty-one participants believed that system has some added
functionalities compared to the old system. The rest (twelve) believed new CBS either
do not have added functionalities or with their experience, they are not sure whether

the system has newly added functionalities.
Participants who believed the new CBS had added functionalities identified features

such as eBanking platform, effective integration, ability to do FX netting

arrangements, multiple ways of accessing data as some added functionalities
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compared to the old CBS. Further, these participants use the modules such as GL,

Investments, Treasury, and eBanking.

Participants who believed either the system has no added functionalities or they do not
see it has new functionalities, identified some key limitations in some functionalities.
For example, two participants, identified the inability to do batch processing or bulk
processing facility as a key constraint in the new system. In their own words, they
commented ‘I cannot see lot of improvements in terms of functionalities. I would have
expected at least we would have configured batch processing functionality which is a
basic functionality in any modern CBS’ (Participant No. 12, a Manager at Back
Office job function), ‘I cannot say we have added functionalities in the new CBS. If we
had bulk processing functionality it could have been a big improvement’ (Participant
No. 07, an Employee at Back Office job function). These participants mainly use the
banking related modules (Deposits, Lending, WIRE), Custody, and AML&

Compliance.

The researcher, with his experience at the Bank, identifies that the participants who
had a limited benefit in the old CBS generally identified more added functionalities in
the new CBS such as FX netting arrangements while participants who extensively
used the old CBS in the past identified some limitations such as lack of bulk posting
facility. These responses are consistent with the researcher’s own observations and

experiences at the Bank during past three years.

d) Ability to do multiple tasks at once

Half of the overall participants believed the system could do multiple tasks at once,
while the other believed system either cannot do multiple tasks at once or were not
sure whether it could do multiple tasks. The respondents who were not sure about the
system can or cannot do multiple tasks were mostly the employees or assistant
managers who use only one or a few modules or functionalities in the system and do

not see the full system functionalities as a result.
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Some participants, who considered several weaknesses in the system, however,
responded positively when it came to multiple tasks. For example, one participant, a
manager at customer service job function, who had a lot of negative views on the
system, believed the system could do multiple tasks. In the participants’ words ‘to
some degree, it can do multiple tasks. For example, once the transactions are input, it
updates cash and portfolio at the same time' (Participant No. 2, a Manager at
Customer Service job function). Another participant also viewed this positively. In his
own words, ‘our CBS can do multiple tasks at once since it integrates all systems into
one platform’ (Participant No. 13, a Manager at Back Office job function). Overall,
participants from Treasury, Operations, and Custody believed multitasking nature of
the system while others either did not believe the system can do multitasking or were

not sure about it.

The researcher, with his experience at ABC as an insider, is of the view that the
responses of participants at ‘employee’ or ‘assistant manager’ level, whose responses
revealed that they were not sure about system’s ability to do multiple tasks at once, is
not completely unexpected. This is because these participants’ current job exposure is
limited to one or a few modules or tasks of the new CBS rather than the complete
CBS.

e) Innovative work practices

The majority of the participants were of the view that either system does not contain
any significant innovative work practices or it has the capability but not configured or
visible at present. As Martin and Omrani (2015) argued the mere use of computers is
not related to employees’ behaviours but it is innovative work practices that lead to a
positive attitude of employees. As Attiq et al., (2017) argued, employees’ job
satisfaction has a direct and positive impact on innovative work behaviour. They
identified innovative work behaviour as the deliberated eagerness by employees to

innovatively perform for better procedures, utilise advanced technology, communicate
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with clients and expand new services. Further, it was found that it is necessary to have
effective support from top management for employee satisfaction and innovative work

behaviour.

Expectation of employees in the new system can be captured in their comments, for
example, one participant commented, ‘7 was expecting lot of flashlight kind of things
in the new system which means more user-friendly integrated system with innovative
work practices and I don’t think we got it’ (Participant No. 11, and Employee at
Customer Service job function). Based on the majority of responses, it is, therefore,
visible that employees of ABC did not react positively to their CBS in terms of

Innovative work practices.

Four participants, however, opined that the system contains some innovative work
practices. One, a senior executive, commented that since ABC got the model bank
solution, the CBS, which is accepted globally, has already considered best practices or
innovative work practices in developing the model bank. Two participants who
represented back office job functions considered business intelligence and automated
financial reporting as some innovative practices available in two modules — GL and
CBS reporting — of the CBS. Another participant, a manager at customer service job
function who mainly uses Treasury module also considered the system has some
innovative practices. In the participant’s own words 'new CBS allows us to do direct
trade execution where we can directly input deals, and back office can verify and
review these deals online real-time basis. This materially improves real-time Asset &
Liability Management operation and nostro cash reconciliation'(Participant No. 2, a

Manager at Customer Service job function).

The researcher, although has personally experienced the added functionalities of
Treasury module as an insider, is of the view that the positive comments of above four
participants cannot be generalised to the entire CBS since these comments were
limited to a few modules of the CBS such as GL, Treasury, FX and CBS reporting

rather than the CBS as a whole. Further, given there were several negative comments
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to a number of other discussion topics that does not demonstrate an increased job
satisfaction following the implementation of new CBS, the researcher views it may
not be possible to expect a material improvement in innovative work practices or a

significant positive response to innovative work practices.

f) Interface

As Ridwan and Kamili (2015) argued, system integration plays a key role in the
success of a modern CBS since traditional CBS lack the flexibility where sub systems
are independently established and difficult to connect. Accordingly, if all the modules
are affectively interconnected, the bank can perform an integrated service which

ultimately reduce the total cost of the business.

Almost all the participants, other than one participant, identified system interface and
integration of all key components or modules into one system as a positive feature and
a key advantage of having the new CBS. The one participant, who is an employee of
the customer service job function, commented the interface as average. This employee
who is in the 20-35 age group is a techy savvy one, and his views in his words were
'Yes it integrates all systems, and we can see real time picture. It is just automated but
not the kind that | envisaged which includes sort of icons, flashlights, etc. Its just an
ordinary system but better than the old system’ (Participant No.11, an Employee at
Customer Service job function). Further discussion with this participant revealed that
the participant, although expected more advanced interfaces and features, still of the
view that the current functionality is better than the old CBS. Overall, it could be
concluded that ABC employees reacted positively to the system interface in the new
CBS.

The researcher is aware that the team who did the technical integration of all different
components of the CBS had a wealth of experience in successfully delivering similar
projects. This is further supported through empirical findings of Pires and Marcondes

(2017) who argued that the quality and expertise of the integration team play a key
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role in ensuring an increased efficiency in systems and IT integration. The overall
participants’ response to the interface is consistent with the researcher’s personal

experiences and observations of the CBS at ABC.

g) Flexibility

The majority of the participants viewed the system flexibility as low compared to the
old system they had been using. Their main observation was that it is difficult to bring
any small change to the system or fix a bug, and it takes too long to address the issues
raised by users. Some other comments include ‘lack of menus, flashlights or icons that
can guide the users to specific functions,’ ‘lack of user manuals,’" and ‘limited support
from the help menu." Overall, the general view of the participants was whether they
compare this with the old system or any other advanced CBS, the flexibility of the

current CBS is limited.

Six participants however viewed that the system has some degree of flexibility. Two
participants, both from the back office job functions which mainly use GL module of
the CBS, considered system has the flexibility to meet the user needs. One participant,
a manager at the IT job function, commented that the system is flexible compared to
the old CBS purely from a technological standpoint. Two other participants
commented that system flexibility is better compared to the old system but below their
expectation of a modern state of the art CBS. Another participant, a senior executive,
viewed that the system is flexible to the extent what the Bank has purchased, in his
words ‘it may work for some generic modules but may have limited flexibility for
specialized modules such as Investments, Custody, etc since what we have today is a
generic model bank solution' (Participant No.6, a Senior Executive at Back Office job

function).

The researcher is of the view that, although a few participants believe the system has
some degree of flexibility, the overall negative reaction to system flexibility could

hinder the desired improvements the CBS aimed bringing to ABC.
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h) Reporting capability

Participants’ responses to the reporting capability were clearly divided. Some
commented that the system has the capability to produce reports while others viewed
it negatively. Another group believed that the system might have the capability, but
they do not see it today. That is, they either get only core / basic reports (i.e. capability
is limited to the core or basic reports) or don’t have the required reports today (i.e.
reporting efficiency is low). Another participant, a manager at the back office who
mainly uses GL module, saw reporting capability as strong. In the participant's words
'I was shown that five different ways a report can be generated. So | believe reporting
capability is strong' (Participant No.3, an Assistant Manager at Back Office job
function). A further discussion with two participants one from IT, and another who
uses GL module indicated that the system has the capability, but employees may
struggle due to lack of training on how to generate these reports or due to limited user-

friendliness in the system from an average user standpoint.

The researcher’s personal experience in the new CBS indicates a strong reporting
capability of the new CBS. The researcher with his experience at ABC is of the view
that the negative responses to reporting capability are largely associated with the

limited or lack of training on the new CBS.

1) Reporting efficiency

The majority of the participants viewed the reporting efficiency as low. They
identified several challenges in getting the required reports from the system whether it
relates to the customer or internal management report. Some of their negative
reactions include, ‘the reports are not straightforward. We cannot get the reports we
want both for internal and customer requirements’ (Participant No. 20, an Assistant

Manager at Customer Service job function), ‘I believe efficiency should be better than
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today, some reports are not customised hence difficult to understand’ (Participant No.

05, an Employee at Back Office job function).

Two participants, a manager, and an assistant manager, working in the back office,
were of the view that the reporting efficiency of the CBS is high. For example, one
participant commented, ‘current CBS insight module has more efficiency in producing
reports , mainly it is integrated and this materially save time and enhance accuracy’
(Participant No. 4, a Manager at Back Office job function). As Al-Laith (2012) noted,
reliability of reporting (of financial statements) would be influenced by the
concentration on IT related tasks like control over the registration of transactions and
submission of information. The researcher being an insider is aware that the system
controls over financial reporting process has been strengthened through GL module of
the CBS, and these two participants’ positive response therefore is not completely
unexpected. On the other hand, these two participants mainly use two modules of the
CBS - GL and CBS reporting - and are subject matter experts of these modules. It is,
therefore, difficult to generalise their comments/experiences with that of the other
participants. Another participant, a senior executive, was of the view that the system
has the reporting efficiency to meet user needs. His comments are more focused on
financial reporting side than overall management reporting or business intelligence

reporting side, hence cannot be generalised.

The researcher observes that the reporting efficiency is high when it came to GL
module and some Investment related reporting, however when it came to operational,
customer and business intelligence reports, the efficiency is not satisfactory. This
observation is also consistent with the researcher’s personal experience on the new
CBS of ABC. As Rookhandeh and Ahmadi (2016) argued, there is a significant
positive correlation between organisational excellence and use of IT in decision
making process. The limited reporting efficiency identified by the majority of ABC
employees which is critical for effective decision making therefore could negatively

affect the overall organisational performance.
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j) Feeling of personal accomplishment

Although personal achievements, recognition, and degree of responsibility, etc
positively influence employee satisfaction (Sharma and Mani, 2012), when it came to
ABC, only seven participants responded that their CBS related work provided them a
feeling of personal accomplishment while the majority responded either they do not
feel personally accomplished or not sure whether they feel it or not. Comments of two
participants strongly capture majority views, ‘no I don'’t feel personally accomplished,
simply because I don’t (didn’t) know what the end result would be. We still have
several unknowns’ (Participant No. 14, an Assistant Manager at Customer Service job
function), ‘with my several years of experience in banking systems, it does not feel me
a sense of personal accomplishments. If I were to select a new CBS, | would not select
the current model bank CBS since our needs are more specialised than generic’

(Participant No. 12, a Manager at Back Office job function).

The participants who felt personally accomplished are coming from the employees
using modules such as Investments, Treasury, FX, and GL, and further discussions
revealed they directly contributed and were more engaged in implementing the system
than others and also directly benefited from the automation and integration of all

modules into one CBS platform.

Since one of the objectives of the new CBS is to improve overall employee
productivity, the researcher believes that the overall negative responses of participants
to the feeling of personal accomplishments could hinder the desired improvements the
CBS aimed bringing at ABC.

k) Job make use of skills and abilities

A few participants initially expressed some confusion about the question if the
question relates to total job tasks or only CBS related tasks, and the researcher had to

clarify further that the question focuses on CBS related work. After this clarification
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two participants, a manager at back office and an employee at customer service, who
initially believed that their job does not fully make good use of their skills and
abilities, responded saying that it has nothing to do with their CBS related work, but
more of general duties and they believe they can undertake more responsibilities or
contribute more to the business through the CBS. Another participant, a manager at
back office, believed that a correlation between the CBS and skills could not be

identified and the system can only be identified as a tool to deliver jobs.

It is believed that the opportunity to use skills and employee satisfaction has a positive
correlation (Sharma and Mani, 2012). Overall, the majority of the participants
believed their current job does not make good use of their skills and abilities or was
not sure if their skills and abilities are fully used, while eight participants believed
they make good use of their skills and abilities in their current job. Those who
believed their job make good use of their skills comes from participants using
Treasury, AML, GL, and Custody. Those who did not believe their job make good use
of their skills identified a few reasons to justify their thinking. Some comments in
their words were; ‘management do not understand that I can deliver
more’(Participant No.20, an Assistant Manager at Customer Service job function), ‘I
believe I can be utilised to add more value to the business’ (Participant No.12, a
Manager at Back Office job function), “...If the system was good, I could have avoided
these ...(manual) work and do more productive work' (Participant No.15, an

Employee at Back Office job function).
Since one of the objectives of the new CBS is to improve overall employee
productivity, the researcher believes that the overall negative responses of participants

to job make use of skills and abilities could hinder the desired improvements the CBS
aimed brining at ABC.

I) Improvement in the process flow
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The majority of participants believed that the process flow of their work has not
improved such as reduced processes with more efficiencies, after implementing the
CBS. Only four participants believed that there is an improvement in the process flow
of their work. Another four participants believed that they could see improvement in
some process flows while other processes remained same or became more

complicated.

In terms of modules, participants who use Investments, GL, FX, and Treasury
believed that the process flow of their work has improved with the new CBS mainly
due to the benefits of integration and automation of several manual processes and
workarounds. On the other hand, participants who use modules of Custody, Deposits,
Lending, WIRE and AML believed their process flow has not improved and in several
cases gone down with more process flows either additional processes or continuation
of manual processes. These negative responses can be captured in the comments of
one participant, ‘no improvement in process flows, not at all. With the previous
system, we used to do bulk posting but with the new one, we have to post each deal
one by one, adding more processes and time’ (Participant No. 21, an Employee at

Customer Service job function).

The researcher notes that overall negative reaction of the participants to the process
flow is interrelated to and consistent with their responses to the coded categories of
‘reduction in manual processes’ and ‘process alignment’. The researcher, however,
identifies that, even with overall negative reaction to the process flow, several
participants identified that processing speed has improved. The researcher’s personal
experience reveals that this response is mainly due to the benefits of effective
interface and integration of different modules into one system, which substantially

improves the system performance and lead-time.

m) Reduction in manual processes
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The majority of the participants believed that the manual processes have not reduced
with the new CBS rather they believed in some areas, the manual processes has been
increased. Their specific comments include, ‘7 would say we have more manual
processes today than our legacy system from operational standpoint. We cannot use
bulk posting which add more manual processes’ (Participant No. 12, a Manager at
Back Office job function), ‘no, we have more manual processes today. We have
introduced more processes but it involve more manual work’ (Participant No. 20, an
Assistant Manager at Customer Service job function). Only four participants who
mainly use the modules of GL, Investment, FX and Treasury believed that the manual
processes have reduced because of automation and integration of all the components

Into one system.

The researcher observes that overall negative response to the reduction in manual
processes is consistent with the participants’ reaction to the coded categories of
‘improvements in the process flow’ and ‘process alignment’. The researcher is of the
view that overall negative reaction to this discussion topic could hinder the desired

improvement the CBS aimed bringing to ABC.

n) Ability to do the job with a lesser time

The majority of the participants did not believe they could do the same degree of work
that they used to do earlier with a lessor time after the new CBS was implemented.
Some of their comments were, no, due to manual work, it takes lot more time to
deliver results’ (Participant No. 07, an Employee at Back Office job function), ‘I
believe we take more time to do things for example, despite processing speed being
high, due to lack of bulk posting, it takes more time to complete transactions’
(Participant No. 12, a Manager at Back Office job function). Only four participants
who mostly use Investments, FX, Treasury and GL modules believed that they could
do things in a lesser time than the old system. Also, a manager at IT believed that
from a technical standpoint it takes lesser time to deliver a task. Some contradictory

views among the senior executive and employees in the same job function was also
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observed. A senior executive believed that from banking operations they could
deliver results in a lesser time. However, majority of participants who represented the
banking operations, maintained a contradictory view saying that with the new CBS it
takes more time to do the same jobs that they used to do earlier due to lack of
functionalities such as bulk payment processing, and continuation of more manual
processes. This contradictiory reaction appears to be a reflection of limited employee
engagement which is further discussed under the leadership communication and

commitment.

The researcher further observes that the majority negative reaction to this discussion
topic is interrelated to and consistent with the reaction to discussion topics of ‘process

flow’, ‘training’, ‘reduction of manual processes’ and ‘process alignment’.

0) Improved quality of work

Only two participants, both from the customer services job function, and holding the
assistant manager job category, believed that the error rate could go up instead of
going down and this is due to more paperwork than the old system used to have. The
majority of participants believed there is no material change to their work quality that
Is measured using the parameters like error rate etc. They also noted that historical as
well as the current error rate of their operations have been low and therefore it may be
difficult to comment this based on the error rate. One participant’s comment captures
the majority views, ‘I'm not sure if quality has improved or not. But the new system
has the capability to detect errors than the old CBS. This is a positive feature.
Generally, error rate has been low so | doubt that any material increase or decrease
could be visible currently’ (Participant No. 18, an Assistant Manager at Back Office

job function).

Eight participants, however, believed that the quality of their work has increased due
to various reasons such as automation of processes, effective integration of all

modules into one system, effective error detection on a real-time basis, less manual
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processes, etc, and these positive comments were mostly related to the participants

using GL, Treasury, FX and CBS reporting modules.

The researcher observes that the majority participants' reaction which highlights the
quality of their work has either improved or not deteriorated further can be aligned
with one of the objectives of the new CBS — improvement in employee productivity.
However, the researcher further observes that there is a limited relevance in its
application since ABC’s historical error rate has always been low which limits

comparison.

p) Adding more value to the business

Only six participants believed they are adding more value to the business with the new
system who mainly use the modules of GL, Treasury, FX, Investments and CBS
reporting while three participants believed only in a few areas they add value which is
below their original expectation and they could add more value once the current issues
in the new CBS is fixed. Others, which represent the majority of participants, believed
their value addition is similar to the time they operated the old CBS and expected that
all the pending issues in the new CBS need to be fixed if they are to add more value to
the business using the new CBS. One participant’s comments capture the majority
view, ‘I don’t think we are adding more value since there are several manual
processes still there. However we could add more value once these issues are fixed,
and that was anyway one of the objectives of moving into the new CBS’ (Participant
No. 12, a Manager at Back Office job function). The researcher observes that the
overall conclusion from the comments from all the participants was that the value
addition of the new CBS is below the expectation until the pending issues/limitations

in the system are fully resolved.

The researcher, being an insider at ABC, believes that since the Bank is addressing

some of these issues or limitations, the participants’ reaction to this discussion topic

68



can be different more towards a positive direction in future (for example six to twelve

months from now), as a result.

g) Job security

Job security and employee satisfaction have a positive correlation (Sharma and Mani,
2012). Only three participants believed that they feel threatened that some of their job
tasks will disappear with the automated processes of the new CBS, and they mainly
use Investments and Custody modules. Everyone else, the majority, did not believe
the automated processes of the new CBS could pose a threat to their job tasks. Three
participants who felt a threat noticed, through automation and integration, some of
their job tasks have already disappeared and expressed some uncertainty about their
future with the business. For example, an employee of the customer service job
function commented ‘Of course, | definitely feel threatened. Most of my daily work
comes from the system. With automation, half of my work including manual work
could easily disappear’ (Participant No.21, an Employee at Customer Service job
function). At the same time, all of them have considered the new CBS positively and
actively engaged in its implementation, and two of those three are subject matter

experts in their respective CBS modules.

Majority of the participants who did not feel threatened that some of their job tasks
would disappear with the automated processes of the new CBS commented that their
responses are based on their key job functions such as managerial tasks, primary data
input tasks, etc. which has to be done irrespective of the old CBS or the new CBS.
Overall responses of participants, therefore, did not indicate that there is a concern

about job security with the introduction of the new CBS.

The researcher, with his experience at ABC, believes that this discussion topic is more
relevant to participants at ‘employee’ or ‘assistant manager’ level than managerial
employees whose job tasks also involve non-system related or managerial tasks. The

researcher believes that the participants’ overall belief that the system does not
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threaten their job security could be due to the system being not effectively
implemented with full functionalities which prevent employees in realistically
assessing the true automation functionalities of the CBS that could replace some
works performed by employees. The researcher, in this regard, notes that the
effectiveness of the system implementation was challenged based on the reactions of
employees to discuss topics of ‘process flow’, ‘reduction of manual processes’, and

‘process alignment’.

r) Level of job stress

Job stress has a negative influence on the relationship between service climate and
employee performance (Zhang et al., 2011). Participants’ responses for stress level
assessment were divided. Half of the participants believed the job stress level has gone
up with the introduction of the new CBS. For example, six participants believed that
they feel increased stress level when they compare the new CBS with the old CBS.
Four participants on the other hand believed either stress level in some areas are
getting down while some other areas it is increasing, or stress level at the beginning of
the CBS was very high, but it is going down gradually. Their comments include,
‘...day 1 stress level is very high but now it is going down when we familiar with the
system’ (Participant No. 04, a Manager at Back Olffice job function), ‘I feel stress
level is little bit up with the new system. We are now accepting this since we
understand that we have to live with it’ (Participant No. 20, an Assistant Manager at

Customer Service job function).

Participants who responded increased job stress represented mainly Operations and IT
departments. The participants who believed that the stress level has not increased (or
lower than old system) were still of the view that their stress level at the beginning of
the new system was very high and it was getting better day by day when they

experience the new system and its functionalities.
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The researcher, with his experience in the CBS, observes that the stress level generally
decreases with the post implementation time of the system. Since the responses were
collected after six months of implementing the new system, negative responses to the
job stress level by almost a half of the participants, according to the researcher’s view,

could hinder the desired improvements the new CBS aimed bringing at ABC.

s) Adoption to new CBS

Half of the participants believed their adoption to the new CBS had both voluntary
and some degree of social pressure elements. Responses of two participants strongly
capture how both elements influenced the adoption. The first participant commented 7/
believe the adoption to the new CBS was initially due to some degree of indirect social
pressure but also | can see I did it voluntarily since | believed the new integrated
system could add more value to the business. For me personally | hesitated but |
gradually adopted’ (Participant No.14, an Assistant Manager at Customer Service job
function), and the response of the second participant was ‘I would say it was both
voluntary and some degree of social pressure. So it was a mix of both. There was a
degree of mandatory assumptions into the new system. It was either you evolve or die.
So there was a mandatory point to that. Also, there is a team or company responsible
for doing the right thing for the bank and team as well. However, | would still think
that | would adopt voluntarily even if there is no social pressure since | see the value

of it’ (Participant No. 1, an Assistant Manager at Back Office job function).

Interestingly three participants believed their adoption was due to some direct or
indirect social pressure and was not done voluntarily. Nine participants, on the other
hand, believed that there was no any social pressure element and their adoption was
voluntary. These findings are contradictory to the findings of Anadarajan et al., (2000)
who argued that social pressure be the key driver in employees’ acceptance of new
technology. On the other hand, in another empirical study, Tan and Teo (2000) found
that adoption to internet banking is influenced more by attitudinal and perceived

behavioural control factors, rather than social influence. The participants’ mixed
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reaction to the adoption to the new CBS, according to the researcher’s view, could be

a reflection of these divergent findings in prior empirical results.

In addition, based on the analysis of overall responses, the researcher is of the view
that, although majority employees voluntarily adopted to the new CBS (or a mix of
both voluntary and some degree of social pressure), the Bank was largely unable to
capitalise this voluntary adoption into an actual benefit realisation of the new CBS.
According to the researcher’s view, this is reflected in negative reactions of
employees to various discussion topics some of which include ‘adequacy of training’,
‘user-friendliness’, ‘reporting efficiency’, ‘reduction of manual processes’ and

‘process alignment’.

t) Leaders' communication about new CBS

From the analysis of data, the researcher found that majority of participants were of
the view that communication by leaders about the new CBS either was poor or could
have been better. As Fheili (2011) identified, IT implementation projects require a
greater degree of cooperation and collaboration between suppliers and demanders of
the system. Fheili (2011) further noted that, with the advancement of IT, the
organisational focus has been changed from pure support mode to innovation and

development mode.

The majority of participants believed the employee engagement was not satisfactory
and they could have been engaged throughout the process rather than at or closer to
the go-live exercise. Two participants’ comments capture the majority view, 7 would
say it (communication) was poor. The team was not engaged. Lack of communication
at the beginning, and only when we were rushing to go live, communication started
which was not effective’ (Participant No. 14, an Assistant Manager at Customer
Service job function), ‘it was scattered. Communication was not very clear. We only
had a few meetings. Lot of people were blindsided’ (Participant No. 07, an Employee

at back Office job function). This is a key observation since the quality of supervision,
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effective communication of leaders and employee involvement are three key factors
that influence employee satisfaction, IT adoption and performance (Sharma and Mani,
2012; Amah and Ahiauzu, 2013; Nath et al., 2014).

Only two participants, two employees of the customer service function, whose
immediate supervisor is a department head than the senior executives of the Bank, was
of the view that leaders properly communicated about the new CBS. Another
participant, a senior executive, who was also a member of leadership team, was of the
opinion that communication was good. Two other participants, two managers, were of
the view that their immediate supervisor properly communicated about the new CBS
on a regular basis. These two were however was of the view that the communication
by the overall leadership team was not adequate. Everyone else identified that the
communication by the leaders as either poor or not adequate in clearly communicating

the objectives of moving to the new CBS, and its new functionalities, etc.

As Garas et al., (2018) found, from the context of Egyptian banking industry, bank’s
internal branding has a positive relationship with their employees’ affective and
continuance commitment. Further, when the role clarity of employees is high, they
will demonstrate a strong in role as well as extra role behaviour. Given a number of
employees did not respond positively to the discussion topic relating to the effective
communication of the new CBS implementation (which created some confusion about
role clarity relating to the system implementation process), the researcher views that it
Is possible not to see a positive in role or extra role behaviour from ABC employees.
To ensure the leadership effectiveness, as suggested by Mekpor and Dartey-Baah
(2017), banks’ training programs should not only focus on employees but also on
leaders by introducing suitable management training programs such as training on
situational leadership which could help leaders to adopt appropriate leadership styles
to specific situations based on the change readiness of employees. The researcher
notes, historically, there has been a limited focus at ABC on leadership training and
development activities, and there is a possibility that it would have had some impact

of current research outcome. Further, by reviewing some internal documents including
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core banking project implementation meeting minutes from 2014 to 2015, project
steering committee meeting minutes and action items list in 2015, it was visible that
the communications until very close end of the project were limited to a few
employees involved in the project rather than all potential users of the system.
Accordingly, participants’ response that they were kept dark on some of the CBS
project developments by the leaders closely correlate with these organisational
records. Further, the researcher views that the negative response of the majority of
employees about the communication of the leadership team, negatively affected the
employee satisfaction level and could hinder the desired improvements the CBS

aimed bringing, as a result.

u) Commitment of leaders

As Bravo et al., (2017) argued, when employees feel committed to the organisation,
they will demonstrate a more positive attitude towards their job and are even willing
to undertake extra responsibilities. Lack of employee engagement by leaders could

lead employees to feel a lower degree of commitment and attitude towards job.

The majority of participants were of the view that the leaders at ABC have not
adequately demonstrated their full commitment to achieving the total objectives of the
new CBS. There were some diverse views expressed by the participants. Some were
of the view that their immediate leaders had a strong commitment but the other leaders
did not, so the overall commitment of the leadership team was inadequate. Some, on
the other hand, expressed the view that although the leaders had a commitment that
was limited to meeting the go live deadline and not achieving the full objective of the
CBS.

Only a few viewed leadership commitment as positive. Only two participants, an
employee and a manager both in the customer service function, were strongly of the
view that their leaders demonstrated full commitment to achieving the objectives of

the CBS. Others viewed the leaders either did not demonstrate their full commitment

74



to achieving the objectives of the new CBS, or their commitment was more focused
on meeting the go live decision but not achieve the full objectives of the new CBS.
One participant commented, ‘everyone was focusing to meet the deadline rather than
making sure the system fully meets our needs’ (Participant No. 18, an Assistant
Manager at Back Office job function). One participant, a senior executive, who was
also a member of the leadership team, had some specific views about the leadership.
In the participants own words ‘Overall leadership team had a good commitment.
However, when it comes to specific areas ... we had some issues. This team including
the leader did not pay much attention to data. Most of the issues we have today are
not technical issues or bugs but due to lack of customer data which we could have
cleaned up at the beginning especially when we know the project started in May 2014
to October 2015. This fell through and was a major failure and also impact our
ongoing client files remediation process’ (Participant No.6, a Senior Executive at

Back Office job function).

One key observation, the researcher sees here, is the difference between the
commitment to achieve overall objectives of the new CBS versus the commitment to
meet the project deadline. By reviewing core banking project implementation meeting
minutes, project steering committee meeting minutes and action items in 2015, the
researcher noted that a more focus was paid and actions were made towards achieving
project completion deadline which was met successfully. However, employee
engagements and discussions about achieving overall objectives such as how
processes can be improved, how the new management reporting helps, what are the
training gaps and how to address those gaps, etc were limited throughout the project.
Accordingly, the researcher notes that the employees’ negative response about
leadership commitment is partially correlated with the review results of these
organisational records. From the responses of employees, the researcher identifies that
the commitment of leadership was either not satisfactory or limited to meeting the
project deadline only which could negatively impact overall employee satisfaction

level and hinder the improvements the CBS aimed bringing at ABC, as a result.
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v) Ability to operate CBS

Almost all the participants responded that they know how to operate the CBS.
However, they were specific in their comments highlighting that they only know the
basic and core functions applicable to their individual job roles. For example, one
participant commented, ‘yes, I know how to use the system but only for the limited
functions related to my job’ (Participant No. 18, an Assistant Manager at Back Office
job function). They viewed the training provided on the core or basic functionalities in
the system as inadequate, and they have limited knowledge on other functionalities or
modules of the CBS which are required in most of the situation due to cross-functional

nature of the operation which is done in an integrated system.

According to the researcher’s experience, the result which states that everyone knows
how to operate CBS is not completely unexpected since the majority of participants
have more than three years of experience and have been using a system (either old or
new CBS) to perform their tasks. A key observation, however, is their knowledge is
limited to basic and core functions applicable to their areas that is not what was
expected by having a new CBS.

w) Adequacy of training

The overall response of the sample, except one participant, believed that the training
provided on the CBS was insufficient. From the further discussion, it was revealed
that the participant who was satisfied with the training was a subject matter expert
who had prior knowledge of the system, and his comments were specific to GL
component of the CBS. Hence, overall it could be concluded that the overall training
was not adequate. This is a key observation since the level of training has a strong
influence on ICT adoption (Machogu and Okiko, 2012). One of the other key
limitations identified by the participants was a lack of post system implementation
support/training which exacerbated the issues associated with the training and the

participants’ response as a result.
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Participants raised their concern on limiting the post implementation support to just
one month and also this support was for limited areas. They commented that
employees were shown how to do their basic functions as a part of the UAT and go
live process, and whenever an exception came, they could not move on. This
substantially increased the level of frustration. Some general comments of participants
include 'training was clearly insufficient’ (Participant No.16, a Manager at Customer
Service job function), 'l do not think training was adequate’ (Participant No.5, an
Employee at Back Office job function), ‘the training was mostly informal and self’
(Participant No. 18, an Assistant Manager at Back Office job function), ‘overall I do
not think the training was sufficient. It was mostly limited to UATs and most of the
cases subject matter experts were trained but not all the users' (Participant No.7, an

Employee at Back Office job function).

Based on the responses of employees, the researcher identifies that the lack of training
and post system implementation support strongly influenced employees’ negative
reaction to the new CBS which could ultimately hinder the desired improvements the
CBS aimed bringing at ABC.

X) Support of MIS personnel

Involvement of MIS staff and their understanding of business needs (Dasgupta et al.,
2000; Beimborn et al., 2007) are some key drivers of IT adoption process. It is also
believed that organisations with a strong IT team can effectively integrate IT and
business processes which could enhance business unit efficiency (Bharadwaj, 2000).
From the analysis of data, the majority of the participants believed that the support of
MIS team was good with some exceptions to their comments. These exceptions that
negatively impacted the support provided by MIS team were, “...limited knowledge of
the MIS team on the new CBS’ (Participant No.7, an Employee at Back Office job
function), ‘...system was new to MIS team, and they were even not trained on it

properly' (Participant No.14, an Assistant Manager at Customer Service job
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function), ‘... MIS team was too much stretched’ (Participant No.18, an Assistant
Manager at Back Office job function), ‘...although the team was supportive, there
were some leadership issues’ (Participant No.12, a Manager at Back Office job

function).

There were some divergent thinking about the role played by the MIS team. Some,
while commenting that their support could have been better, were sympathetic to the
fact that the team was so much stretched which impacted their ability to support the
Bank. While the others were of the view that the team lacked the subject matter
experts (especially when it came to specialised areas like Custody, Investments, etc)
which limited the support they could provide. Some also commented on the leadership

Issues/changes at IT as a key challenge.

Overall, the researcher believes that although the support of MIS team was considered
positively, their limited knowledge on or exposure to the new CBS, negatively

Impacted the overall satisfaction and productivity of employees at ABC.

y) Process alignment

Operational level alignment is a key factor in post-implementation success of a CBS
(Beimborn et al., 2007). As argued by Gadge (2017), there is a need to have effective
proper synchronization between business processes and technical innovations failing
which the banks would not achieve the desired outcome despite how good the product
be.

The question about process alignment was limited to participants holding assistant
manager and above level. This is because junior level employees would either have
access to limited functionalities of the CBC (i.e. functionalities related to their job
tasks) or have limited exposure to assess if processes are adequately aligned (i.e. if
ABC has all the policies, procedures or processes and if the policy framework is

aligned with processes and systems in place). From the analysis of data, it was
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revealed that only two participants believed that processes and procedures are aligned
with the new CBS and within the different business processes. These participants, two
assistant managers at back office job function, mainly use GL and CBS reporting
modules of new CBS, and their responses are limited to their job function and
modules they use. Others, the majority, either did not believe all the related processes
and procedures are aligned with each other and with the new CBS or were not sure
whether such alignment had taken place. Out of these participants, three believed only
some processes had been aligned while commenting lot more processes and
procedures need to be aligned if they are to get the full benefit of the new CBS. Some
specific comments of the participants include, ‘7 don 't think all the processes and
procedures were properly aligned with regard to the system. There are some
improvements needed’ (Participant No 19, an Assistant Manager at IT job function),
‘I would say lot more work to be done to ensure effective process alignment since this
is essential to obtain real benefits of the system’ (Participant No. 08, a Senior

Executive at Customer Service job function).

The researcher, with his prior banking experience, is aware that a CBS would achieve
better results if processes and procedures have been efficiently aligned. The overall
negative responses about process alignment, according to the researcher’s view,

therefore, could hinder the desired improvements the CBS aimed bringing to ABC.

4.3  Outcome of the Analysis

The researcher intended to understand the responses to three research questions under
the theme of ‘CBS and employee behaviour at ABC,' and these questions were;
e RQ1: How have ABC employees reacted to the CBS?
e RQ2: Has this reaction to the CBS been positive or negative in terms of
their perceptions?
e RQ3: Has the reaction hindered the desired improvements the CBS aims

bringing?
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The analysis of responses provided by participants is summarised in table 13.

User friendliness (from
employee standpoint)

Processing speed

Added functionalities

Ability to do multiple
tasks at once

Equally
Divided

Innovative work
practices

Interface

Flexibility

Reporting capability

Reporting efficiency

Feeling of personal
accomplishment

Job make use of skills
and abilities

Improvement in the
process flow

Reduction in manual
processes

Ability to do the job with
a lesser time

Improved quality of
work

Theme and Coded Reaction of S ]
Categories Participants Modules used by Minority who responded;

CBS and Employee All or . .
Behaviour Response Majority Positively Negatively

Majority

Majority

Majority

All

Treasury, FX, GL

| AML, Banking

Treasury, FX, GL,
Investments, eBanking

Treasury, FX, GL,
Investments, eBanking

Equally
Divided

Majority

GL, CBS Reporting*

Majority

Treasury, FX, GL,
Investments

Majority

Treasury, GL, AML, Custody

Majority

Treasury, FX, GL,
Investments

Majority

Treasury, FX, GL,
Investments

Majority

Treasury, FX, GL,
Investments

Majority

Treasury, FX, GL,
Investments

Adding more value to the
business

Job security

Level of job stress

Adoption to new CBS

Leaders' communication
about new CBS

Commitment of leaders

Ability to operate CBS

Adequacy of training

Support of MIS
personnel

Process alignment

Majority

Majority

Equally
Divided

Treasury, FX, GL,
Investments, CBS Reporting™

‘ Investments, Custody

Cannot establish due
to mixed reaction
Treasury, FX, GL,
Investments

Majority
Al
_

Majority

Treasury, FX, GL,
Investments

Cannot establish due
to mixed reaction

GL, CBS Reporting*

* CBS reporting related to Finance and Investments

80



Colour Meaning
Majority react positively

- All react positively

Response is either neutral or
equally divided

Majority react negatively
All react negatively

(Table 13 — Summary of the data analysis)

Action researchers learn by doing since there is no learning without action and no
action without learning (Revans, 1998; Creswell, 2013). Similarly, in analysing data
and interpreting results related to the CBS of ABC, the researcher undertook a number
of learning and reflection exercises which enabled the researcher to understand new
patterns and behaviours. For example, when the employee responses to a particular
discussion topic is analysed and interpreted, the researcher first identified and
discussed the majority and minority views, then analysed and identified patters (for
example employees who use GL, FX and Treasury modules reacted positively to the
discussion topic ‘added functionalities’ while employees who use banking, custody

and AML modules reacted negatively).

This evidences the divergent thinking patterns of different employees and based on the
analysis of such divergent patterns, the researcher reached to the conclusions. The
same approach was repeated in analysing and interpreting the results of each
discussion topic. For a few discussion topics, the researcher has identified strong
positive or negative reaction despite the majority of discussion topics had divergent
reactions (majority views). Based on the final analysis of all discussion topics related
to employee behaviour, the researcher developed overall
conclusions/recommendations which is based on the responses of ABC employees
(since the research is about the examination of how employees react to the new CBS
and if such reaction help ABC to achieve its desired results). These conclusions were
further presented in a table to provide more clarity. Given there are limited prior
empirical studies on CBS (although there are some studies on generic IT), these

reactions such as reaction to the CBS and different modules of the CBS cannot be
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directly compared with results of prior studies. This is where the researcher directly
contribute to new management knowledge. There are some generic responses that the
researcher can compare with prior studies such as relationship with employee
satisfaction and training etc in which the researcher has provided reference to prior
literature.

The first research question was to understand how ABC employees would react to
their new CBS. Most of the responses provided by the participants to various
discussion topics indicated their divergent thinking patterns or perceptions. The only
coded categories where all the participants had a strong and unanimous view were the
‘Interface’ and ‘Ability to operate CBS’ (positive reaction) and ‘Adequacy of training’
(negative reaction). Participants’ responses to all other discussion topics were
summarised based on the reaction of the majority while some discussion topics
revealed equally divided or neutral responses from participants hence could not be

considered as a strong view against or for one direction.

The second research question was to understand whether employee reaction to the
new CBS is positive or negative in terms of their perceptions. Data analysis revealed
that overall employee response to the CBS is more negative than positive regarding
their satisfaction where positive reaction was noted only for six out of twenty-five
coded categories, while majority reacted either negatively (fourteen coded categories)
or did not notice an improvement compared to the old system (five coded categories).
These research findings, when compared with some prior empirical findings, show
some mixed response or outcome. For example, in a study conducted on Indian banks
to assess the impact of new banking technologies on employees’ job satisfaction,
Kumar and Sharma (2017) found that after implementing these new technologies,
majority of bank employees found they are satisfied with job opportunity, work
pressure level and training programs which contradict with the current research
results. On the other hand, in the same study, Kumar and Sharma (2017), found that
banks employees are not satisfied with the opportunity of employees’ decision making

which demonstrates a negative behaviour and is consistent with current research
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results. To mitigate the negative impact, Kumar and Sharma (2017) identified the need
for properly informing and educating employees whenever banks implement new

technological solutions.

As Scapens and Roberts (1993) argued, information system changes would require an
understanding of various historical and organisational contingencies, and any negative
views about or reaction to a system change should not be dismissed as emotional or
illogical since such reaction could be informed by some real concerns. ABC
management accordingly need to take these reactions into consideration if they truly
need to reap full benefits of the system in the long run. It is, however, to be noted that
the majority responses cannot be generalised for the entire CBS since the reaction of
participants working for different departments or using different modules of the CBS

were not identical.

Two key limitations identified at the CLR were such prior empirical examinations
were focused on generic IT use rather than CBS (for example, Dasgupta et al., 2000;
Venkatesh et al., 2003; and Kumar et al., 2015), and limited studies done on CBS
where findings were presented as ‘overall CBS’ responses than exploring components
of CBS (for example, Beimborn et el., 2007 and Nath et al., 2014). This gap is
addressed in the current study since the researcher analysed the responses not only as
overall CBS but also explored individual components of the CBS whose responses
were different to the majority. For example, this analysis revealed that although
participants’ overall satisfaction to the CBS was negative, participants who mainly use
Treasury, FX, and GL modules of the CBS reacted positively to almost all the
discussion points other than ‘Adequacy of training.' These participants represent the

departments of Treasury and Other (mainly Finance).

As Dey (1993) cited in Creswell (2013) noted, qualitative researchers often ‘learn by
doing’ data analysis. Although, the researcher further attempted to expand this
analysis to factors other than departments and modules use (for example other factors

such as job function, age, experience with ABC, gender and level of education) no
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identified pattern could be identified amongst these other factors. For example,
Venkatesh et al., (2003), through an extended study on TAM (Davis, 1986; David,
1989), found a pattern on how age, gender and experience influence performance or
effort expectancy and social influence. Venkatesh et al., (2003) identified these factors
as the determinants of IT user acceptance and IT usage behaviour. The researcher
initially assumed that he could find a partial response to RQ1 and RQ2 by comparing
actual research results with the findings of Venkatesh et al., (2003), although this prior
empirical study had a limitation since it was not based on the research done on CBS
but generic IT use. However, from the analysis of participants’ responses, the
researcher was unable to establish any pattern between these factors — positive or
negative. Hence the findings of Venkatesh et al., (2003) relating to these demographic
factors cannot be validated through this research results in the current research setting.
On a further reflection, the researcher acknowledges that it is possible to have a
different behaviour among ABC employees to their new CBS compared to the
patterns in demographic factors identified by Venkatesh et al., (2003) due to a number
of factors. These factors include; smaller sample size of the current research, material
differences in demographic and geographic factors between two studies, differences in

scope of each study, and differences in the timing of each study.

The researcher further noted that it is possible to have a different research outcome
since prior empirical findings of Chandio et al., (2017) also indicated that there are
divergent views or lack of agreement about the findings of TAM among scholars
leading to inconclusive or mixed results. For example, while Davis (1986) argued that
information systems acceptance is significantly effected by the perceptions relating to
ease of use of system, Subramanian (1994) found that the perception of ease of use

has an insignificant effect on the use of technology.

One specific example that strengthens the researcher’s finding of the demographic
factors in the model suggested by Venkatesh et al., (2003) cannot be validated was
that all the participants who use GL module irrespective of their age, gender, the level

of education, and experience with ABC, indicated a positive satisfaction to the CBS.
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Another example was that the responses of participants in Banking and Treasury
departments (business units) who comes under the ‘Customer Service’ job function
were not identical. Participants representing Treasury indicated a positive satisfaction
to the CBS while the overall response of Banking was negative. Accordingly, the
researcher decided to use the department and modules of the CBS as the key
differentiating factor to analyze data and present findings, taking into account both

rigor and relevance of all the factors and objectives of the study.

The third research question was to understand whether ABC employees’ reaction
would hinder the desired improvements, the CBS aims to bring. A key objective of
implementing a new CBS was to improve overall performance. ABC intended that
once the new CBS is in place, it will increase employee productivity and reduce
current employee cost through automated processes. From the analysis of these
qualitative data, the researcher noted that overall employee productivity of ABC has
not increased after implementing the CBS as a whole. However, the researcher found
that the employees who use GL, Treasury and FX modules of the CBS have revealed a
positive satisfaction and enhanced productivity. Further, from the qualitative data
analysis together with a verification made by reviewing ABC’s management
accounting packs for the period of six months before and after implementing the new
CBS, the researcher found that ABC was unable to reduce its employee cost through
automated processes of the new CBS. In summary, this analysis revealed that the
reaction of ABC employees to the new CBS hindered the overall improvements the
ABC intended to achieve through implementing a new CBS as a whole. However, the
reaction of employees who uses the modules of GL, Treasury and FX revealed that
their reaction positively correlated with the intended improvements the CBS aimed

bringing for their departments which are Treasury and Other (i.e., Finance).

As a key component of the conceptual framework, the researcher identified three
interrelationships in building the literature framework of the current study which
were; ‘Employee behaviour and IT (generic)’, ‘CBS implementation and employee

behaviour’, and ‘Employee behaviour, IT and performance’. Employee behaviour was
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specifically reviewed using TAM (Davis, 1986) as the key theoretical component
which is used to discuss IT acceptance behaviour of users. In analysing the current
study findings with reference to the literature and conceptual framework, the
researcher noted that, from the context of TAM (Davis, 1986) including extended
TAM model built by Venkatesh et al., (2003), as discussed in the preceding
paragraphs, employees’ perceptions to the newly implemented CBS at ABC were not
homogeneous within the Bank or among job functions or CBS modules. From the
context of employee behaviour, IT and performance, the researcher noted that desired
improvements the newly implemented CBS aimed bringing at ABC were not fully
realised due to mostly negative and / or mixed perceptions employees had at ABC in
relation to their CBS implementation. The researcher further noted that these negative
and/or diverse perceptions were largely as a result of their reactions to various factors
identified in the literature framework such as user training (Machogu and Okiko,
2012, Sandulli et al., 2014), process automation and alignment (Beimborn et al., 2007;
Gadge, 2017), communication and commitment of leaders (Bharadwaj, 2000; Sharma
and Mani; 2012; Nath et al., 2014; Mekpor and Dartey-Baah (2017), and IT adoption
decisions (Grant, 1991; Anandarajan et al., 2000, Tan and Teo, 2000; Nath et al.,
2014).

4.4 Some Specific Actions based on preliminary research findings

Thorpe and Holt (2008) identified AR as an informed investigation into an actual
organizational problem that will generate an actionable solution to the issues. As
Greenwood and Levin (2007) argued, problem analysis and problem-solving aspect of
AR is a collaborative process which involve the action researcher and various other
stakeholders, and one of the dimensions of AR according to Coghlan and Brannick
(2010) is the real time nature. Accordingly, based on the preliminary research
findings, the researcher decided to engage with ABC’s senior executives and agreed
that there are some immediate actions that can be taken to address some of the issues
identified.
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From the deep dived analysis of ABC employees’ behaviour through their interview
results and prior empirical findings, it was visible that majority of coded categories are
interrelated to each other and there are a few dominant coded categories that directly
or indirectly impact the responses of other coded categories. Accordingly, the
researcher decided to identify these dominant coded categories since the objective is
to take some immediate organisational actions based on employee responses and such
actions should be able to address a majority of negative responses. Two dominant
issues identified based on the employee reactions, which also impact other coded

categories, were issues associated with training and leadership behaviour.

ABC accordingly took some specific actions, based on these key observations, to
address the issues associated with CBS implementation and mitigate the negative
responses from employees which is illustrated in figure 5 below which highlights four

steps associated with the AR cycle.

Analysis of qualitative data

Constructing through interview results and prior
\e:mpirical findings.
Evaluating Planning | Idetify outcomes and dominant coded
Action Action categories (i.e. issues associated with a)

Review some of the outcomes training & pos? implementqtion support,and
(e.g. a) discussions with two b) communication & commitment of leaders)
participants who viewed positively \ /
the new emp loy ee engagement Taking
tools whereas their previous Action : : : S :
reaction was negative, b) review Engage with senior executives and take specific actions (i.e.
management report from IT which introduce a) a new IT help desk system, b) additional one month
showed IT help desk tickets were post implementation support, ¢) new employee engagement tools
low after the additional post such as round table discussions, town hall meeting, and
systemimplementation) departmental breakfast meetings with the CEO)

(Figure 5 — AR cycle - Taking some specific organisational actions)

One of the key issues identified from employees’ responses that resulted in negative

behaviour was inadequacy of training together with limited post implementation
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support. From the analysis of employees responses, the researcher noted that training
and post implementation support directly or indirectly impact the responses for a
number of other coded categories such as employees reactions to; user friendliness,
added functionalities, flexibility, reporting efficiency, ability to do the job with a
lesser time, reduction of manual processes, improvement to process flow and process
alignment. Accordingly, it was critical that ABC’s senior executives deal with the
issues associated with training and post implementation support which could mitigate
negative reactions to a majority of coded categories. Following a robust discussion
including two brainstorming sessions, ABC’s senior executives decided to engage a
CBS service provider to provide additional one month onsite post implementation
support to ensure all key system issues flagged by employees are resolved and
employees are provided with adequate training. As identified in one of the
brainstorming sessions with ABC senior executives, more focus of this post
Implementation support was provided to specialised modules such as custody and
AML where employees needed more training than generic CBS modules. The post
implementation support also included specialised training on system functionalities,
reporting capabilities including how users can create customised reports, and
automation of specifically identified manual processes. Additionally, it was decided to
introduce a dedicated IT help desk system to log and resolve all CBS related issues

employees may have.

Another concern raised by the employees was effectiveness of communication and
commitment of leaders which indicated limited focus on employee engagement. The
researcher discussed these concerns which were based on preliminary research
findings with ABC’s senior executives. There were a few more senior management
meetings where ABC’s senior executives had in-depth discussions on how to improve
overall employee engagement in the Bank. Following these multiple discussions, the
Bank decided to introduce more employee engagement tools starting with regular
round table discussions with specific functions and/or departments. The Bank also
introduced quarterly town-hall meeting to engage employees and provide key business

updates including updates about the CBS. Additionally, a breakfast meeting with the

88



CEO was introduced where each function or department directly meets the CEO that
allow employees to ask questions or make suggestions while the CEO provides key

developments about the Bank and its employees.

The researcher notes the assessing of effectiveness or outcome of those actions can
take time and is outside of the time span of this research. However, the researcher was
able to assess some specific outcomes through discussions with a few participants and
also by referring to management reports. In one case, the researcher spoke to two
participants who previously provided negative comments about communication and
commitment of leaders. Both these participants (Participant No. 07, an Employee at
back Office job function, and Participant No. 18, an Assistant Manager at Back Office
job function) spoke positively about the newly introduced round table discussions
where they were able to ask not only about any question on CBS but also any other
generic questions. In another case, the researcher was able to review 36 management
reports, that contained IT helpdesk tickets logs, prepared by the IT department. These
IT helpdesk logs highlighted that the number of IT helpdesk tickets (i.e. issues) had
gone down after the additional post implementation support was implemented which

highlighted that the specific action had produced the intended results.
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Chapter 5 - Summary and Conclusion

5.1 Introduction

In this chapter, the researcher’s key focus was to evaluate the actions. The researcher
first summarises the study he performed including the conceptual framework and
research methodology. The researcher then discusses and reflects on his journey as a
scholar practitioner. The reflections made throughout the research process across
various stages are discussed including the framing and reframing performed and
learnings made. The researcher then moves into a discussion on the actionable
knowledge generated through this research which provides solution to a workplace
based problem and also contributes to management knowledge. Finally, the researcher

reflects on his research by identifying limitations and further research areas.

5.2 Journey as an Action Researcher

5.2.1 The Research, Conceptual Framework and Research Methodology

ABC, the bank where the researcher has been working as a senior executive,
implemented a new CBS with the aim of improving overall performance. A number of
assumptions such as enhanced employee satisfaction and productivity, integrated
processes, reduced current employee cost through automated processes, and improved
management reporting, etc had been made in implementing this new CBS, and the
researcher decided to investigate if ABC was able to achieve the objectives the CBS
aimed bringing to ABC. More specifically, the aim of the researcher was to examine
employee behaviour in relation to the newly implemented CBS of ABC. Three
research questions, as presented below, were developed to conduct this study under

the theme of ‘CBS and employee behaviour .

RQ1: How have ABC employees reacted to the CBS?
RQ2: Has this reaction to the CBS been positive or negative in terms of their
perceptions?

RQ3: Has the reaction hindered the desired improvements the CBS aims bringing?
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To begin the project, the researcher first developed a conceptual framework by
building a theoretical scaffolding around the research topic. This includes identifying
three key components or relationships of the study — ‘employee behaviour and IT
(generic)’, ‘CBS implementation and employee behaviour’, and ‘employee behaviour,
IT and performance’. Since employee behaviour could take a broader scope which is
generally understood as the reaction of employees to specific situations at workplace,
the researcher narrowed the scope by examining the behaviour of ABC employees in
response to the implementation of their new CBS only. Based on the conceptual
framework, the researcher then conducted a comprehensive review of prior empirical
findings under three key relationships identified in the conceptual framework. To
enhance the relevance, the researcher focused more on industry specific empirical
findings without compromising the rigor. Accordingly, 55% of prior empirical
findings reviewed under CLR chapter represents industry specific (i.e. banking
specific) literature. Being a practitioner oriented action research, equal consideration
was given to enhance ‘rigor’ as well as ‘relevance’ of the theoretical scaffolding of

this research.

In building the conceptual framework, as explained in the CLR chapter, the researcher
reviewed the TAM (Davis, 1986; Davis, 1989), a model that is used to study IT
acceptance behaviour of users. More specifically, the researcher reviewed an extended
study on TAM conducted by Venkatesh et al., (2003) whose findings highlight how
employees’ age, gender, experience and voluntariness of use impact performance and

effort expectancy, social influence and facilitating conditions.

As explained in the CLR chapter, although there was some rich literature that partially
explained or supported research questions, the researcher found a number of
limitations in its’ direct applicability to ABC and its research questions. Some of these
material limitations included ‘limited number of empirical findings on CBS and
components of CBS’, ‘lack of uniformity in the empirical findings’, ‘material

differences of research sites of these empirical findings with that of ABC’, ‘material

91



differences of demographic factors of employees of ABC with that of other empirical
findings’, and none of these empirical findings provided a complete solution or answer
to the research questions. CLR accordingly encouraged the researcher to conduct this

study since the research could clearly fill a gap in existing literature.

To conduct this research, as an insider researcher, the researcher took AR approach
and applied case study research design. The researcher was encouraged to take AR
approach since AR is a context bound a holistic and collaborative set of activities that
can produce two outcomes - a solution to lively business case and contribution to
management knowledge (Greenwood and Levin, 2007). Further, as Thorpe and Holt
(2008) noted, AR can be identified as an informed investigation into an actual
organizational problem that could generate an actionable solution to the issue. The
researcher believes that he was influenced by his constructionist epistemology
(Easterby-Smith et al., 2012) in selecting the case study approach which facilitates
him to study a problem with real-life contemporary context (Yin, 2009) in providing a
rich picture of this single case. The researcher strongly believes these theoretical
interpretations strengthened both the rigor and relevance of applying AR with case
study approach into this research project with an in depth understanding of the

behavior of employees in relation to the new CBS of ABC.

The researcher used qualitative research approach in conducting this research. The
researcher used a quota-sampling technique which is a non-probability sampling
technique in selecting the sample of approximately 1/3 of the total population of 62
employees. Employees were categorised under different groups and sub groups to
ensure the selected sample reasonably represents the population that strengthens both
rigor and relevance of data collection process. To collect qualitative data, the
researcher conducted in-depth one to one semi-structured interviews on various
discussion topics developed within the key research questions. The data was then

analyzed through various ‘themes’ and ‘codes’ to identify various patterns.

5.2.2 Reflection — Scholar Practitioner Transformation Process
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The researcher began his DBA journey in 2012 with the aim of becoming a Scholar
Practitioner who, according to Tenkasi and Hay (2004), can truly bridge the gap
between theory and practice. The researcher had a dream of becoming a professional
who truly got the membership of both academic and practice worlds — a ‘Semiotic
Broker’ according to Astley and Zammuto (1992) or a ‘Boundary Spanner’ according
to Huff and Huff (2001). The researcher, being a practitioner, was encouraged to take
action learning and research approach to his DBA journey, since ‘action learning
involves engagement with real issues, rather than with fabrications, is both
scientifically rigorous in the confronting the issue and critically subjective through
managers learning in action’ (Coughlan and Coughlan, 2008), where a scholar
practitioner can directly apply same to the field of management and business

administration.

Since the beginning of his DBA journey, the researcher has been able to build a
comprehensive knowledge framework around various management dynamics through
six academic modules namely ‘change and crisis management’, ‘knowledge creation’
‘leadership and community’, ‘complex adaptive systems’, ‘decision making with risk
and uncertainty’, and ‘ethics and sustainability’. The researcher, being a practitioner,
have been living with these dynamics on a day today basis, hence building a sound
knowledge base on these dynamics through DBA studies was a true value addition to
the researcher in his scholar practitioner transformation process. In addition, the
researcher was able to build a strong theoretical as well as practical knowledge base
on practitioner oriented research with various research dynamics studied and
examined through three academic modules in the DBA journey namely ‘doctoral
practitioner’, ‘management research’ and ‘action research and action research
thesis’. By undertaking these academic modules through action learning environment
where each academic module was completed with an action learning project relating
to a work place based problem, the researcher was able to explore all the dimensions
of scholar practitioner process while establishing a strong foundation to conduct a
comprehensive action research in any research setting. The researcher believes he was

able to substantially enhance his critical thinking and reflection skills through the
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DBA journey, with a greater understanding of various philosophical assumptions
applicable to his position, different research paradigms and methods, insider research
dynamics, challenges of conducting an insider research, steps of conducting research
including data generation and analysis, and how to ensure scientific rigor and

relevance of the research.

With this backdrop, the researcher moved into the final stage of his DBA journey by
undertaking an action research on the relationship between CBS and employee
behaviour at ABC. The researcher identified a complex or ‘wicked’ problem (Rittell
and Webber, 1973) from his workplace and was able to develop some effective or
‘great’ questions (Marquardt, 2007) that could empower people and instill in them a
sense of their own strength and efficacy. Having learned the significance of
developing strong stakeholder management process, the researcher was able to
effectively interact with all stakeholders relating to this research which includes
working with some difficult stakeholders who got divergent thinking patterns. Since
divergent thinking is identified as an integral part of creative problem solving process
(Brockner and James, 2008), the researcher decided to engage instead of avoid those

stakeholders.

As an insider action researcher, before and during the study, the researcher took
reasonable consideration to manage various AR dynamics such as access,
preunderstanding, role duality, and political and ethical considerations (Bell and
Bryman, 2007; Coghlan and Brannick, 2010). In addition to meeting all the
requirements in the rigorous ethical approval process at the UOL, the researcher, as an
insider researcher, took various other steps to ensure that AR dynamics of the project
Is managed effectively. One key step was the formal approval obtained from the CEO
of ABC to conduct the study that enabled the researcher to use ABC as the research
site, collect data from internal records of ABC most of which included confidential
data, and approach ABC employees to collect data via interviews. The researcher also
used ‘participant information sheet’ and ‘participant consent form’ to ensure the

participants make an informed and voluntary decision about their participation that
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ultimately help managing political and ethical considerations. In addition, to generate
data in an unbiased and effective manner, the researcher learned the need to establish
a situation where ABC employees feel comfortable in responding to questions and
expressing their views. The researcher believes that he was able to mitigate any
potential access barriers by obtaining a trust with employees and having an effective
social interaction as suggested by Easterby-Smith et al., (2012). For example, one
manager and two junior employees said that they will generally not express their true
views about specific discussion topics, however, since they trust that the researcher,
despite being a senior executive of ABC, does not (and has not in the past) take(n)
their views personally or against them, they will share their true views. The researcher
subsequently noted that the views of these employees to a number of discussion topic

relating to leadership, communication, training, user-friendliness etc were negative.

Similarly, the researcher learned how to effectively manage another AR dynamic
‘preunderstanding’ which is the knowledge, insights or experience of the researcher
before he commenced the study (Brannick and Coghlan, 2007). With several years of
industry experience, the researcher was aware most of the issues and information
relating to the research site and research topic, and made some assumptions
accordingly. While most of these assumptions proven correct, there were a few
instances where researcher’s assumptions proven wrong. For example, the researcher
prior to undertaking the research assumed that training on the CBS was not positive,
integration of the CBS modules was a key benefit, reporting efficiency was a positive
factor, and staff cost would go down after implementing the CBS due to automation of
some time-consuming manual tasks specially at operational level. While assumptions
on training and integration were proven correct, based on the analysis of research data,
the researcher found that his assumptions about reporting efficiency and staff cost
were not correct. Since the researcher had learned that he needed to have a rigorous
reflection on experience, integration, and introspection to expose underlying
assumptions in his research (Argyris et al., 1985), he was able to mitigate the risk of
over relying on his assumptions. This was achieved by having epistemic reflectivity

with regular analysis of lived experience and their various methodological or
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theoretical presumptions (Coghlan and Brannick, 2010). As a practice, the researcher
has been maintaining a diary and kept journaling on various issues as and when there
was a new development or observation throughout the research journey. Although this
was informal and done in addition to formal interview record keeping process, it
helped the researcher to reflect on various assumptions, developments, and comments

made by some participants relating to the research throughout the study.

The researcher also learned the significance of factoring political and ethical
considerations throughout the research project since there is a need to maintain the
credibility as an astute political player and strong change driver by effectively
assessing power, influence, and interest of the stakeholders. As Coghlan and
Brannick (2010) argued, AR integrates first-person research to the second person and
third person researches, and balancing all three is a challenge that involves sensitivity
Issues, ethical and political considerations. The researcher believes that he was able to
evolve as a ‘political entrepreneur’ (Bjorkman & Sundgrenn, 2005) by establishing an
effective relational platform throughout the research process which ultimately

enhances legitimacy and credibility of the research.

As Revans (1998) argued, there is no learning without action and no action without
learning. Throughout the research, learning and critical reflection helped the
researcher to frame and reframe the study that involves strategies of combining
individual learning to organizational learning. After the research framing was done at
the initial stage, the research has been subject to a number of reframing exercises
based on the learnings made at different stages. The first learning and reframing were
done based on the comments from the primary supervisor who suggested that the
researcher consider expanding the qualitative research component of the thesis
proposal and develop some specific research questions within the scope of the
research topic. With this initial learning and reframing, the researcher moved into the
conceptual development where the second reframing occurred. This reframing was
done based on the comments from the secondary supervisor as well as direct learnings

of the researcher. Based on secondary supervisor comments, the researcher enhanced
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the CLR chapter by presenting empirical findings of CBS implementation in a new
paragraph, increasing the weight on the analytical side of the literature, and specifying
the scope of the employee behavior limiting it in relation to CBS implementation. In
addition, the researcher, having learned the need to enhance the relevance of this
action research, decided to increase the number of industry specific empirical findings
in building the theoretical scaffolding around the research topic and 55% of the
literature reviewed in the CLR chapter represent industry-specific literature as a result.
The third learning and reframing occurred at data collection and analysis stage. After
developing initial semi-structured interview questions / discussion topics, the
researcher conducted a ‘pretest’ by recruiting two of the work colleagues, and their
responses influenced the researcher to refine some discussion topics with the aim of
Improving participants understanding, increase average interview time from 45
minutes to 60 minutes, and limit one discussion topic only to manager and above
grade employees. Final learning and reframing were done at data analysis and
interpretation stage. For example, the researcher, in the early stage of the research,
assumed that he can find a relationship between CBS adoption and factors like age,
gender, level of education, and experience etc, based on the prior empirical findings of
Venkatesh et al., (2003) who did an extended study on TAM and identified a pattern
on how age, gender, and experience influence performance or effort expectancy and
social influence, which are the determinants of IT user acceptance and IT usage
behaviour. However, from the analysis of participants’ responses, the researcher was
unable to establish any pattern between these factors — positive or negative. The
researcher, having learned the outcome of ABC data analysis, reframed the data
analysis and interpretation to present this new behaviour / finding which was not
assumed at the initial stage of the research, and provided a new insight into the

research outcome.

As Mezirow (1991) noted, the researcher believes that he has considered all three
forms of reflection in this research project — content reflection (thinking about the
issues, what | think is happening), process reflection (thinking about strategies,

procedures and how things are done), and premise reflection (critique underlying
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assumptions and perspectives). As elaborated in the preceding paragraphs, at the
different stages of the research which includes building thesis proposal, initial
literature review, data collection and analysis and interpreting results , the researcher
applied critical thinking and reflected same in the outcome. Overall, these learnings
and reflections made researcher more adept and confident about the overall research
process and outcome. At the conclusion stage, when the researcher looks back the
work accomplished on this research, he believes that he has established ‘a good story’,
‘rigorous reflection on this story’, and ‘extrapolated theory and usable knowledge by
reflecting the issues’, which are, according to Coghlan and Brannick (2010), three

critical components an effective AR project should have.

From a forward looking standpoint, the research journey made a material influence
and impact to the researcher (being a banking practitioner holding a senior leadership
position in the business) in making future leadership decisions. From various
learnings and reflections made throughout this research journey, the researcher is now
fully aware of various behavioural factors of employees that influence their reaction to
various organisational actions including leadership decisions. The researcher, being a
senior executive, is directly involved in the strategic decision making process of the
Bank which includes key capital expenditure projects of the Bank. The researcher’s
understanding on what went wrong and what went well in implementing the new
CBS, which is a major capital expenditure project of the Bank, provides a solid basis
in making future leadership decisions relating to any major capital expenditure
project. For example, in implementing a future project, the researcher needs to engage
all the participants (i.e. employees) throughout the project and not limiting it to the
beginning and ending spaces only. In addition, the participants should be provided
with regular communications about the project to ensure their full buy in. If the
researcher is involved in decision making and implementation of any future
technology related project, either at ABC or any other smaller bank similar to ABC,
he now knows that selecting a pattern on how age, gender, experience found in the
extended TAM model of Venkatesh et al., (2003) may provide limited relevance.

Based on the analysis of ABC employees’ responses, the researcher knows it will be
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more logical to differentiate employees based on the modules (generic versus
specialised) they use in a future CBS releted project. In further reflection, the
researcher believes he, being a senior finance practitioner, historically gave a
significantly higher weight on financials or quantitative factors in making key
strategic decisions while a limited attention was paid to qualitative factors. For
example, in building a business case for a project, the researcher used various
financial models to analyse the financial viability through various performance
measures such as return on assets, net present value or profitability etc while a very
limited weight was applied to assess the viability from qualitative, human or relational
aspects. This AR based case study which used qualitative data such as various
behavioural factors of employees, changed the researcher’s thought process and
influenced the researcher to equally factor various qualitative data which includes
taking various human and relational aspects into consideration in making any future
strategic decisions. The researcher believes this is also a key learning outcome he

gained through his scholar practitioner transformation process.

5.3 Actionable Knowledge and Contribution to the Management Literature

ABC had a number of expectations of implementing new CBS some of which
included increasing employee satisfaction and productivity, reducing current
employee cost through automated processes, and improving management reporting,
which could ultimately lead to a better organisational performance. These
expectations or assumptions have never been supported though an analysis, and as a
senior executive at ABC, the researcher has observed that some of these expectations
have not been met. For example, after six months of implementing the new CBS, there
has not been a material improvement in the performance, and some employees have
still been raising some concerns about user friendliness, lack of training etc.
Therefore, the interest to do the research and subsequent actionable knowledge was in
the first place to empirically examine whether these expectations or assumptions were

met or not, and then how to make sure ABC change in the new CBS is effective.
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ABC could be differentiated from conventional banks due to one or more
characteristics. ABC is a 100% privately owned small bank that operates in a small
Island economy which has significantly higher GDP but stagnated during last few
years with no material economic growth. The customer base of ABC represents
corporates and high net worth individuals as opposed to a mass scale retail banking
operation. Since the corporate and high net worth customers have multiple
requirements some of which are complex as opposed to standard retail banking
offerings, the need for specialised CBS modules such as Custody, FX, and
Investments etc increases. In addition, ABC has a significantly higher per employee
cost, operates in a flat organisational structure, and employs expatriates on all senior
management and specialised job roles where their service with the Bank is less than

five years.

The outcome of the data analysis, which highlighted deep dived findings of this
research, was discussed in the ‘Results and Discussion’ chapter. The researcher
conducted data analysis of the theme ‘CBS and employee behaviour’ based on the
coded categories / discussion topics developed around the theme which was
exclusively a qualitative study, and the results of the analysis with key findings were

then interpreted.

In summary, from employee behaviour standpoint, the researcher found that responses
of employees at ABC to their new CBS were not homogeneous within the Bank, and
among different job functions and modules or components of the CBS. The majority
of employees at ABC reacted negatively to the new CBS while employees who

mainly use modules of GL, Treasury and FX reacted positively.

The desired improvements the CBS aimed bringing at ABC included increasing
employee satisfaction and productivity, reducing current employee cost through
automated processes, and improving management reporting, which could ultimately
lead to a better organisational performance. From the examination of qualitative data

analysis, however, the researcher found that these initial assumptions about desired

100



improvements have not been fully realised after six months of implementing the new
CBS at ABC. This was evident through majority negative reactions of ABC
employees to various discussion topics about employee perceptions that ultimately
hindered the desired improvements the CBS aimed bringing to ABC. For example,
majority of ABC employees negatively reacted to discussion topics such as
training, post implementation support, reporting efficiency, manual processes,
process alignment, communication and commitment of leadership etc which
ultimately hindered the desired improvements the ABC aimed bringing through the
new CBS.

This research provides some key contributions to ABC, the banking industry and
management knowledge in the context of CBS implementation of a small banking
institution like ABC. From this examination, the researcher found that employee
training, post-implementation support, communication and commitment of leadership,
integration of all modules into one platform, and process alignment are critical success
factors that influence the reaction of employees to a CBS, and benefits realisation and
organisational performance as a result. More specifically from ABC context, this
study revealed that limited or lack of training, limited post-implementation support,
limited communication and commitment of leaders, and insufficient alignment of
processes were some critical factors that negatively impacted the employee behaviour.
Effective integration and interface of all components or modules of the CBS were

identified as a strong positive factor in successful implementation of the CBS at ABC.

As Coghlan and Brannick (2010) argued, being an insider, the researcher was
influenced by his “preunderstanding” which includes both tacit and explicit
knowledge. This enabled the researcher to know both public and private life of the
research site and made some assumptions about the anticipated results of employee
behaviour to the new CBS. Some of the findings of this examination which included
‘lack of training’ and ‘effective integration’ etc., confirmed the researcher’s
assumptions which were based on his preunderstanding. However, there were some

other findings that the researcher did not completely anticipate. For example, the
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researcher assumed positive responses to ‘communication of leaders’, ‘reporting
efficiency’, and ‘reduction of manual processes’ etc., whereas employees at ABC
responded negatively. Also, the researcher assumed negative responses to ‘job stress
level” and ‘job security’ whereas the responses of ABC did not reflect a material
negativity. The researcher, however, was able to objectively assess these
‘unanticipated’ findings through epistemic reflectivity; something the researcher has
been developing throughout his DBA journey by constantly analysing lived
experience and its methodological and theoretical assumptions. The researcher was
also aware the risk of assuming he knows ‘all the answers’ when he is too close to
data, as identified by Bjorkman & Sundgren (2005), which allowed him to make an

objective analysis and interpretation of results.

From the context of generic IT use, the researcher’s finding that increased investment
in CBS does not result in positive reaction of employees or improved performance,
while partially supporting the concept of ‘IT Productivity Paradox’ (Shu &
Strassmann, 2005), challenged prior empirical findings of Ahmadirezaei (2011) and
Murari and Tater (2014) who argued for a positive correlation between IT and

performance.

The CBS implemented at ABC was one of the highly recognised core banking
solutions used globally, hence purely from system or technological standpoint, ABC
do not need to bring any material change or enhancement. Despite this being a highly
(technologically) advanced CBS, it did not bring the desired improvement ABC aimed
at the beginning mainly due to various issues associated with system implementation
as evidenced through the analysis of participant responses. From the context of a CBS
of a small banking institution, the researcher accordingly argues that mere capital
investments in CBS does not result in positive behaviour of employees unless such
investment is strongly supported by critical factors such as employee training, post-
implementation support, alignment of processes and procedures, communication of

leaders, commitment of leaders, and a strong integration of all modules.
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The researcher found that employee responses to the CBS were not homogeneous and
cannot be generalised as a result. Reaction to the CBS from employees in different job
functions as well as within the same job function was not identical. For example,
Customer Service job function had employees from Treasury, Custody and Banking
departments who had a divergent reaction to the CBS as a whole, and to individual
discussion topics of the CBS. The researcher also found that employees who believed
they had a limited support from their old technological platform to perform their job
which included employees who use modules of Treasury, FX and GL reacted
positively to the new CBS while employees who believed their old system or module
fulfilled their user needs which included employees who use Custody module did not
react positively to the new CBS. In addition, reaction to the CBS is negative from the
employees who use specialised modules such as Custody and AML than standardised

modules such as GL.

The researcher believes that the research results can further be reviewed in relation to
leadership approaches such as situational approach to leadership (Hersey et al., 2008).
Accordingly, actions of leaders are influenced by various situational factors which are
‘task behaviour’ (i.e. the guidance and direction provided by leader), ‘relationship
behaviour’ (i.e. the socioemotional support provided by leader), and ‘performance
readiness’ (i.e. the willingness and ability of followers to perform a specific job). As
Hersey et al., (2008) argued, based on the assessment of the particular situation, four
leadership approaches are possible — ‘high task with low relationship’, ‘high task with
high relationship’, ‘high relationship with low task’, and ‘low relationship with low
task’. The very first decision of ABC’s leadership team to implement a new CBS can
be closely aligned with more leader oriented than a collaborative approach, hence can
be considered as a ‘high task low relationship’ based decision. ABC Leaders made
several assumptions in deciding to go ahead with a new CBS but did not demonstrate
a critical reflection of their own assumptions. As Raelin (2003) argued, if decision-
making is based on situational approach, leaders need to demonstrate a sense of both
personal and collective reflectiveness. The researcher accordingly identifies a limited

or lack of personal and collective reflectiveness as a weakness in the leadership
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approach at ABC with regard to the CBS decision-making process. Based on the
analysis of responses provided by employees, it is also visible that there was a limited
engagement of employees during (and six months after) the implementation of the
CBS. Most of the employees viewed communication and commitment of leadership
team was limited, and commitment was more towards achieving the go-live deadline
than a holistic view of achieving the overall objectives of the CBS. This, once again,
highlights a more ‘high task and low relationship’ type leadership approach which
limits the collaboration. As Babakus et al., (2003) identified, there is a high
correlation between employees’ perceptions of management commitment to service
quality, and their job satisfaction & organizational commitment. This means, when
ABC employees view commitment of their senior management as a negative factor,
their level of satisfaction and commitment to the business will also be weak or

negative.

The researcher, being an insider of ABC, is aware that performance readiness level of
employees at ABC is not identical where their ability and willingness to perform a
task vary from person to person. Applying a ‘high task low relationship’ approach
across the board, according to the researcher’s view, fails to capture diverse
performance readiness level of employees, which is evident from negative comments
from employees about lack of engagement in the CBS implementation project, and

limited communication and commitment of leaders.

The researcher believes that some notable negative reactions of employees at ABC,
which included lack of training, process alignment, and reporting efficiency etc could
have been addressed at the early stage of the implementation, had the leaders
demonstrated a sense of personal and collective reflectiveness in their decision-
making process which would have allowed them to objectively assess both task and
relationship behaviours taking into account performance readiness level of employees
at ABC. Additionally, from organisational context, as Schneider (2000) argued, to
achieve the full benefit of a change or a new leadership strategy, leaders need to

identify organisations as living, a social organism who got its own character, culture,
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and identity. Organisation should not be identified as a machine because, although it
may have machine like characteristics, they are communities of people who must
serve the needs of community. Based on the responses from employees at ABC, it is
visible that ABC leadership team decided to introduce a new CBS with the aim of
improving organisational performance but was not successful in getting all the
employees engaged. ABC leadership team was also unable to fully understand the
basic prerequisites employees would expect from leadership such as providing
sufficient training, addressing process alignment issues, and automating manual
processes etc (i.e. fail to understand that ABC should be considered as a living, social

organism and not a machine).

From ABC context, based on the analysis of qualitative data, the researcher identified
specific recommendations that senior leaders of ABC need to consider as a short to

medium term basis. These specific recommendations are summarised below.

The researcher recommends that senior leaders of ABC conduct a thorough training
needs analysis and fill those training gaps of employees as an immediate requirement.
This would be a corrective action that can address the immediate employee concerns
of training of functionalities of the system especially on specialised CBS modules
such as AML and Custody etc. From a forward looking perspective, the ABC leaders
could take a number of strategies and actions that would add as not only corrective but
most importantly preventive actions. Given the system is now over six months old,
senior leaders of ABC need to identify gaps in the post system implementation
support and incorporate such gaps into overall training strategy. It is also
recommended that the training strategy is expanded not only to the operational aspects
of the CBS but also to its reporting capabilities since reporting efficiency specially
from business and operational standpoints were identified as insufficient. Also, since
the CBS of ABC contains not only standard CBS modules but also some specialised
modules such as Custody and AML, senior leaders of ABC should pay more attention
and allocate more resources to these specialised modules to ensure that all employees

are sufficiently equipped with the knowledge and training on functionalities. The
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researcher also recommends that ABC conduct a comprehensive review of its
operational processes to ensure that all processes are aligned with overall strategic
objectives, and manual processes are eliminated or substantially reduced with
automated processes. Given overall negative employee reaction on communication
and commitment of leadership, it is recommended that communication strategy of the
Bank be reviewed and reorganised, and leadership gaps are addressed as a strategic
priority since quality of supervision, effective communication of leaders and
employee involvement have a strong positive relationship with IT adoption, employee
satisfaction, and performance (Sharma and Mani, 2012; Amah and Ahiauzu, 2013;
Nath et al., 2014).

The researcher recommends that the senior leaders of ABC consider taking a
situational approach to leadership (Hersey et al., 2008) demonstrating a sense of both
personal and collective reflectiveness (Raelin, 2003). However, a careful assessment
of performance readiness level of employees must be an integral part of the decision
making process at each level since this study clearly demonstrate employee responses
to their new CBS is not identical which highlights their different performance

readiness level and divergent thinking patterns.

5.4 Limitations, Further Research, and Conclusion

This research was an examination of employee behaviour in relation to the newly
implemented CBS of ABC, a small and less conventional banking institution. On this
context, although most of the findings can apply to the banking industry, the relevance
of specific findings will be strong if the user of these findings represents a bank
having a similar profile of ABC. For example, if a less conventional small bank in a
small Island jurisdiction intends to implement a new CBS, the leaders of such banking
institution can directly use the findings of current research at both planning and
implementation stage of the new CBS. These banking leaders can use the findings to
understand potential behaviour or responses of employees, plan the project to ensure

that they get employees full buy in into the project, understand that they have to
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allocate more weight to specialised core banking modules than generic modules, and
structure the CBS implementation to ensure that both their employees and customers
demonstrate a positive behaviour which could ultimately lead to improved

performance.

It is however possible that employees in larger conventional retail banks or banks in a
larger jurisdiction where access to resources is a less challenge than a small bank in a
smaller jurisdiction could react differently to the reaction of ABC employees to the
CBS. For example, prior empirical studies done on Iranian (Ahmadirezaei, 2011) and
Indian (Murari and Tater, 2014) banking sectors revealed that IT has a positive
correlation with performance of banks by increasing operational efficiency and
reducing operational cost. Similarly, from Indian urban co-operative banks
standpoint, Gadge (2017) found that CBS positively influences key performance
indicators of banks. These findings, although some are on generic IT systems than
specific CBS, contradicted with the findings made in the current study where such a
positive correlation was not supported. One possible reason for such contradictory
results could be due to geographical or demographical differentiations, which can
further be verified by undertaking a similar study on CBS of banks having different

geographical or demographical factors to ABC.

Although there are a number of prior empirical findings on banking and a few on
CBS, the researcher found some key limitations in its direct applicability to ABC. For
example, prior empirical findings by Anadarajan et al., (2000) on banks in lesser
developed countries; Beimborn et al., (2007) on four retail bank branches of a
German bank; Dasgupta et al., (2000) on Greek banking industry; Nath et al., (2014)
on CBS usage of Indian banking sector, Gadge (2017) on CBS of Indian urban co-
operative banks, Prasad and Harker (1997) on retail banks in the USA, and Mekpor
and Dartey-Baah (2017) on Ghanaian banking sector, are all different to the current
research site by one or more characteristics because ABC is a non conventional, non
retail bank that cater mainly for the corporate and high networth customer base, in a

small Island economy.
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As explained at the CLR chapter, some of the key limitations in the prior empirical
findings and its direct applicability to the research site included lack of uniformity in
the prior empirical findings, material differences in the research sites due to various
geographical, social and economic factors, differences in demographical factors of
employees, and limited studies on the CBS and components of the CBS. The
researcher accordingly believes that a similar study on the CBS and components of the
CBS can be conducted on banks having different profiles to ABC such as larger
banks, retail banks, and custodian banks or investment banks who use some
specialised modules of the CBS such as Asset Management or Custody. Similarly a
study on the CBS or components of the CBS can be conducted on banks having
similar profiles to ABC such as a small bank with a customer base representing
corporate and high net worth individuals, but operating in a different jurisdiction
either an another small economy or a country with a larger geographic presence. The
results of such studies can be compared with the results of ABC to examine if ABC
findings on employee behaviour are consistent across the banking industry
irrespective of its demographic or geographic differentiations, hence confirm

generalisability (or divergent behaviour pattern).

In conclusion, the researcher notes that he was able to explore various dimensions of
action research highlighted by Coghlan and Brannick (2010) through this research,
some notable dimensions include change focus, divergent thinking patterns, need for a
breadth of preunderstanding of ABC’s business, real-time nature, and complex action

knowledge generation process.

Human resources is considered to be the lifeblood of the organisation (Fitz-Enz,
2000), performance readiness level which is the ability and willingness to perform a
specific task vary from employee to employee (Hersey et al., 2008), and bank
employees understanding or perception on the role of technology is not identical
(Murrari and Tarter, 2014). As discussed previously, the decision of ABC leaders to

implement a new CBS was based on some high level assumptions such as new system
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will strenghthen employee satisfaction and productivity. Since these assumptions had
never been verified through any technical or empirical analysis, it was critical that the
researcher conducted the current study to empirically examine how the new CBS at
ABC impact the employee behaviour. There was no prior research conducted on
employee behaviour in relation to CBS of a small bank like ABC. Through the study,
the researcher argues;

1) Employee reaction to a new CBS of a small bank like ABC is not
homogeneous within the bank, and among different job functions and modules
of CBS;

2) Employees who believe they had a limited support from their old technological
platform to perform their job, react positively to a new CBS while employees
who believe their old system or module fulfilled their user needs do not react
positively to a new CBS;

3) Reaction to a CBS is negative from the employees who use specialised
modules such as Custody and AML than standardised modules such as GL,
with regard to a standard CBS implementation of a small bank like ABC,;

4) Employee training, post-implementation support, communication and
commitment of leadership, integration of all modules into one platform, and
process alignment are critical success factors that influence the reaction of
employees to a CBS, and benefits realisation as a result, and,;

5) Mere capital investments in a CBS does not result in positive behaviour of
employees unless such investment is strongly supported by critical factors such
as employee training, post-implementation support, alignment of processes and
procedures, communication of leaders, commitment of leaders, and a strong

integration of all modules.

Based on the study conducted, the researcher made some specific recommendations to
the senior leaders of ABC that could directly assist them in taking both corrective and
preventive action to their lively business issue, both as short term and long term
solutions. The researcher’s above findings can be directly applicable to banks having

similar profile to ABC and banking practitioners in their decision making process of
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CBS implementation. The researcher accordingly believes this study generates
actionable knowledge that is beneficial to both ABC and banking practitioners, and

makes a notable contribution to management literature on the banking industry.
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Notes

i.  The researcher currently works for one of the commercial banks in Bermuda. For the purpose
of this research, the Bank is identified as “ABC” - a fictitious name assigned since the actual
name of the Bank needs to be kept confidential.

ii.  In 2012 Ventakesh et al. (2012) extended their research to cover the consumer acceptance
aspect of the IT. Although this is an addition to previous ‘uUser’ acceptance model, it does not
alter or challenge the findings of user acceptance model from employees’ perspective; rather
it further validates the original findings. Bandyopadhyay and Fraccastoro (2007) citing that
the study of Ventakesh et al. (2003) is limited to the US context, conducted a study in India
focusing more on the impact of culture. Their findings, however, do not change the core
findings of Venkatesh et al. (2003) rather it encourages to focus more on a few components of

the same model.
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Appendices

Appendix 1 — Schedule of Interview (Qualitative Data Collection)

Duration of
Participant | Job Categ(_er of Job Eunction L ocation Date of the the_
No the Interviewee Interview Interview
(minutes)
1 Asst. Manager Back Office ABC Office | 15.05.2016 75
2 Manager Customer Service | ABC Office | 19.05.2016 65
3 Asst. Manager Back Office ABC Office 25.05.2016 60
4 Manager Back Office ABC Office | 26.05.2016 60
5 Employee Back Office ABC Office | 09.06.2016 50
6 Senior Executive | Back Office ABC Office | 13.06.2016 75
7 Employee Back Office ABC Office | 16.06.2016 55
8 Senior Executive | Customer Service | ABC Office | 23.06.2016 60
9 Senior Executive | Back Office ABC Office | 24.06.2016 60
10 Asst. Manager Customer Service | ABC Office | 27.06.2016 50
11 Employee Customer Service | ABC Office | 29.06.2016 60
12 Manager Back Office ABC Office 09.08.2016 75
13 Manager Back Office ABC Office | 11.08.2016 65
14 Asst. Manager Customer Service | ABC Office | 12.08.2016 60
15 Employee Back Office ABC Office 17.08.2016 50
16 Manager Customer Service | ABC Office | 22.08.2016 50
17 Asst. Manager IT ABC Office | 23.08.2016 65
18 Asst. Manager Back Office ABC Office 24.08.2016 55
19 Asst. Manager IT ABC Office | 26.08.2016 50
20 Asst. Manager Customer Service | ABC Office | 29.08.2016 60
21 Employee Customer Service | ABC Office 01.09.2016 50
2 Manager Customer Service | ABC Office 01.09.2016 40
3 Asst. Manager Back Office ABC Office 02.09.2016 45
4 Manager Back Office ABC Office 02.09.2016 40
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Appendix 2 — Sources of Secondary Data Collection

2015

Docll\Jlr(?ent Document Name Description and/or Purpose
. The researcher reviewed the CBS business case to gather
Business Case for the . - X s . .
. . information about the project objectives, issues faced in the old
1 Core Banking Project — . o .
platform, implementation timeframe, project costs, CBS modules,
March 2014 : .
and other key project milestones etc.
Monthly management The researcher reviewed 15 monthly management meeting minutes
thly manag from January 2013 to March 2014 which contained discussions,
2 meeting minutes — 2013 . e .
analysis and decisions related to the old and new core banking
and 2014
system
The researcher reviewed 18 project meeting minutes from May 2014
Core banking project to October 2015 related to the implementation of CBS. By reviewing
3 implementation meeting | these minutes, the researcher was able to identify various
minutes 2014 and 2015 implementation milestones, discussions took place at each stage,
level of employee involvements, challenges and successes.
The researcher reviewed 24 steering committee meeting minutes and
Core bankin steerin action items list from January 2015 to October 2015 related to the
- g steering CBS implementation. By reviewing these internal documents, the
committee meeting A - - X
4 - L2 researcher was able to identify key discussion points and
minutes and action items | . . e . .
list 2015 !mple_mentatlon (_1(_30|S|ons made at each stage of the project, key_ risks
identified and mitigants made, extent of employee and leadership
involvement in the project
The researcher accessed the HR management record that contained
5 HR management record | various demographic data of ABC employees (excluding employee
- December 2015 names and all payroll related data) which was used in building data
collection methodology including sampling techniques.
The researcher reviewed 12 management reports that contained IT
6 Management reports - IT | help desk tickets logged during 2015. The review helped the
helpdesk ticket log 2015 | researcher to assess the volume of system issues experienced by
users pre new CBS implementation.
The researcher reviewed 12 management reports that contained 1T
7 Management reports - IT | help desk tickets logged during 2016. The review helped the
helpdesk ticket log 2016 | researcher to assess the volume of system issues experienced by
users post new CBS implementation.
The researcher reviewed 12 management reports that contained 1T
help desk tickets logged during 2017. The review helped the
8 Management reports - IT | researcher to assess the volume of system issues experienced by
helpdesk ticket log 2017 | users post new CBS implementation. The researcher was also able
to compare the results before and after additional post system
implementation support (training).
The researcher accessed 13 monthly management accounting packs
ABC Ma}nagement .| from April 2015 to April 2016 to verify data relating to normalised
9 Accounting Pack - April - : . T
2015 to April 2016 payroll cost and norr_nallsed net income in eac_:h month covering six
months before and six months after the CBS implementation.
The researcher reviewed ABC's annual report to access and verify
10 ABC Annual Report - some specific qualitative data such as commentary about CBS

implementation, information about gatekeepers of the Bank, and
organizational performance.
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Appendix 3 — Participant Information Sheet

UNIVERSITY OF

& [IVERPOOL

Committee on Research Ethics

Participant Information Sheet

1. Title of Study

How the core banking systems impact on employee behaviour of a small banking
institution.

2. Invitation

You are being invited to participate in this research study. Before you decide whether
to participate, it is important for you to understand why the research is being done and
what it will involve. Please take time to read the following information carefully and feel
free to ask me if you would like more information or if there is anything that you do not
understand. Please also feel free to discuss this with your colleagues and supervisor
if you wish. | would like to stress that you do not have to accept this invitation and
should only agree to take part if you want to. Though | play a dual role being the
researcher and an employee of the organisation, | have taken strong measures to
ensure that my role as the researcher is independent from the role | play in the
organisation as an employee. My academic background and knowledge in action
research including insider research dynamics and ethics will act as strong mitigating
factors of a potential risk of role duality. Additionally, since | do not directly involve in
managing you at work, except in a few cases, the potential conflict of interest situation
is remote. Even with these measures, if you still feel any discomfort in participating,
please feel free to inform me.

Thank you for reading this.

3. What is the purpose of the study?

The purpose of this study is to understand how a core banking system would impact
on the behaviour of employees in a small banking institution. Accordingly, the
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researcher aims to find out how employees will react to the new system and how the
new system will improve employee satisfaction level.

Based on the research outcome, the business leaders can gain a thorough
understanding of the changes of employee behaviour which will ultimately impact on
organisational performance. They could identify factors that motivate employees to
indicate a positive correlation with new core banking system, their leadership
behaviour of the business, and need for learning and development activities. The
business leaders could accordingly take steps to develop strategies for both individual
development and organisational performance in relation to core banking system.

Why have | been chosen to take part?

You have been chosen for this study since you are an employee who is a direct user
of the core banking system of the research site (the organisation).

Do I have to take part?

No, taking part is voluntary. If you don’t want to take part, you do not have to give a
reason and no pressure will be out on you to try and change your mind. You can pull
out of the discussion at any time.

What will happen if | take part?

If you agree to take part, | will ask you to answer some questions via written
guestionnaire, one to one interviews or focus group interviews. This may include some
audio visual recordings where applicable, and all such recordings will be destroyed
once they have been transcribed and anonymised. There aren’t any right or wrong
answers — | just want to hear about your opinions. The discussion should take about
an hour at the longest.

Expenses and/or payments?

There are no any expenses such as travelling to be incurred by participants since the
research will be conducted at the participants’ organisation,

Are there any risks in taking part?

The researcher believes that there are no known direct risks for you in this study. If
you however feel that there is a risk in sharing your true views, assuming that it could
impact your performance assessment, or compromise confidentiality, please be
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10.

11.

12.

assured that strong measures have been taken to prevent these potential risks. Strong
data security measures are taken to maintain the confidentiality of participants and
their views expressed, as explained in this document. The researcher, in his role as an
insider, will not use participants views in any means, in assessing the participants
performance at work, and additionally, except in a very few cases, does not play a
direct role in assessing the performance of employees. Despite these measures taken,
if you still feel any discomfort, please bring it to my attention immediately.

Are there any benefits in taking part?

There are no direct rewards, gifts or benefits for you by taking part this study. Since
one of the primary beneficiaries of this study is your organisation, you along with the
other members of your organisation may become an indirect beneficiary of the
outcome of this study.

What if  am unhappy or if there is a problem?

If you are unhappy, or if there is a problem, please feel free to let me know by
contacting me on +14417050351 or lasanthat@hotmail.com and I will try to help. If you
remain unhappy or have a complaint which you feel you cannot come to me with then
you should contact the Research Governance Officer at ethics@liv.ac.uk. When
contacting the Research Governance Officer, please provide details of the name or
description of the study (so that it can be identified), the researcher involved, and the
details of the complaint you wish to make.

Will my participation be kept confidential?

All the information you give wil be anonymous and confidential and only used for the
purposes of this research and will only be accessible to me and my research
supervisor. No third parties will have access to any of the information you provide. All
the information you provide will be stored in a password protected computer or a locked
file cabinet. Your names will only be used to by the researcher to communicate with
you relating to this research such as in obtaining your consent to the research and
communicating via emails. It is to be noted that the final research reports will not
contain your names.

What will happen to the results of the study?

Once the research is completed, a summary of the findings will be made available to
all the participants. The name of the organisation and names and contacts of
participants will be kept confidential and will not be identifiable from the results. Subject
to this confidentiality, the research results may be published in future.
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13. What will happen if | want to stop taking part?

You can withdraw at any time, without explanation. Since the results are anonymised
it is to be noted that the results may only be withdrawn prior to anonymisation.

14. Who can | contact if | have further questions?

If you have further questions, please contact me on +14417050351 or
lasanthat@hotmail.com.
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Appendix 4 — Participant Consent Form

(K4 UNIVERSITY OF

&/ LIVERPOOL

Committee on Research Ethics

PARTICIPANT CONSENT FORM

Title of Research Project: How the core banking systems impact on
employee behaviour of a small banking institution.

Researcher: Lasantha Thennakoon
Please

initial box

1. | confirm that | have read and have understood the Participant Information Sheet
dated 11.10.2015 for the above study. | have had the opportunity to consider the
information, ask questions and have had these answered satisfactorily.

2. lunderstand that my participation is voluntary and that | am free to withdraw at any
time without giving any reason, without my rights being affected. In addition,
should | not wish to answer any particular question or questions, | am free to
decline.

3. lagree to take partin the above study.

Participant Name Date Signature
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Lasantha Thennakoon

Name of Person taking consent / Researcher Date

Student Researcher:

Name Lasantha Thennakoon
Telephone +14417050351
Email lasanthat@hotmail.com

Signature
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Appendix 5 — Interview Questions

A4 UNIVERSITY OF

&/ LIVERPOOL

How the core banking systems impact on employee behaviour of a small
banking institution?

A Research By

Lasantha Thennakoon

Research Stage : Data Collection - One to One Semi Structured
Interview

May — August 2016
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Interview Questions

Interview No. : ....ccccouveneee.

Date : .,
TIMe & e
| Name (Optional) |
Age Job Category Gender
20-35 Senior Executive Male
35-45 Manager Female
45-55 Assistant Manager
>55 Employee Job Function
Back Office
Level of Education Experience with ABC Customer Service
Certificate/Diploma < 6 mnths IT
Graduate 6 mnths - 1 yr
Post Graduate 1yr-3yrs Use of CBS
3yrs-5yrs Low (<30% time)
>5yrs Average (30-50% time)
Heavy (>50% time)

Thesis Title

How the core banking systems impact on employee behaviour of a small banking

institution.

Interview Questions

CBS and employee behavior

1. How do you compare and describe new CBS with old system in terms of;

a. User friendliness (from employee standpoint)

a. Processing speed
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2. Does your core banking related work provide you a feeling of personal
accomplishment? Describe.

4. Do you feel that process flow of your work has been improved (reduced
processes with more efficiencies) with the new CBS? Describe with examples.



5. Have a number of manual processes been reduced with new core banking
system? Provide some examples.

6. Do you feel that you can do the same degree of work that you used to do earlier
with a lessor time after the new system was implemented?

7. Do you feel that the quality of your work has improved (such as reduction in
error rate) after the new system was implemented? Describe.

8. Do you feel that you are adding more value to the business/organization with
the new system (such as time saved on manual processes is used to do another
value added task — extra role behavior)?
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9. Do you feel threatened that some of your job tasks will disappear with the
automated processes of new system?

10. How do you describe the job stress level when compared to the old system Vs
new CBS?

11. Describe your own assessment about your adoption to new CBS (voluntary or
social pressure).

12. Describe how your leaders communicated about the new CBS (clearly
communicated objectives, new functionalities).
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13. Do you feel that leaders have demonstrated full commitment to achieving the
objectives of new CBS? Describe.

17.How do you describe the alignment of processes and procedures with new CBS
and within the different business units?
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18. Any other comments of the participant?

For additional comments



