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CHAPTER I

Introduction

Cverview

Ar important guestion facing designers of information
systems asks why systems which seem to be well designed
technclogically fail tc be utilized by their intended users.
The management informations systems (MIS) 1literature shows
rather general agreement that the success (utilization) of
information systems can ke improved by involving the user.
Although various approaches to user involvement are
presented in the MIS literature, a lack of research exists
on the type of involvement and the extent to which users
should teccome jinvolved in the design of information systenms
under various cconditions.

The purpose of this dissertation is to investigate
tyres of user diavolvement in designing and implementing
information systems for managerial decision makers (users)
and the resultant success (defined as perceived wusefulness)
of the information systew to the user. Furthermore, user
involvement is studied under various organizational and user

conditions to investigate the effect which these various
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conditions have upon the user involvement process, as well
as the subsequent user—-perceived cutcomes of the information
systen.,

The general research guestion to be dinvestigated in
this dissertaticn is the fcllowing:
What is the effect on user involvement of
different organizaticnal and individual
factors in dezigning and inplementing

successful information systems?

Background on_User_ Involvement in MIS_Design

A persistent issue in the computer literature has been
the role of wuser inveclvement in the development of
successful systems.! At the end of the fifties questions
were raised regarding the importance of users sharing the
responsibilities in converting manpual systems to electronic
data prccessing systems. Toward the end of the sixties, MIS
design was being debated as tcp down versus bottom up. Top
down advocated that user invclvement roles should consist of
considerable responsibility, in order to assure that the MNIS
would integrate and "fully" support the organization's goals
and objectives in accordance with the systems approach.
During the seventies interest in wuser involvement shifted

from the earlier top dcwn perspective to studying more the

1Systen is used to Lroadly connote a range from routine
data processing systems to MIS and information systens.
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user involvement role played by specific manager-users in
designing their particular information system.

Early analysis_and_design. During the early stages of

data processing, systems analysts concentrated on automating
the existing manual andsor unit record systems such as
payroll and customer billing. The systems analyst assumed
the primary responsikility for analyzing the existing
procedures and designing the new computer—based systen.
Inproving the efficiency of routine tasks was the major
objective of the computerizaticn fprocess. Because the
existing systems to be automated were very routine, the
rrocessed documents were readily identified, and the design
process appropriately comsisted of modeling the existing
procedures on the computer. 1In addition the outcome of the
system could be easily okserved and compared to previous
outcomes. Hence, it was 1relatively straightforward to
"build" the new system tc duplicate the o0ld systen.

Hcwever, as early as the late fifties dissatisfaction
with the traditional systems design approach Lkegan to
appear. Thurston (1959) questioned whether it was 1in the
best interests <¢f the company to relegate systems and
procedures responsibilities solely to the technical
specialists. He ccncluded that a shared responsibility for
planning and installation would result in more acceptable
systems to users. In a five year longitudinal case study,

Mann and Williams (1960) questioned +whether Work-role
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changes produced by technological change could be ignored.
They concluded that for the <changeover from a previously
manual system to electronic data processing equipment,
technical efficiency and ecconomic feasibility were not
sufficient to assure operational feasibility (L.e. the
amount the system would be understood and used by the
intended users).

Tctal systems__approach__to _MIS _design. During the

sixties wmanagement attention tegan to focus on the
computer's potential to provide management information.
Electronic data processing had demonstrated its ability to
1lift the <clerical burden off the shoulders of the
organization and attention was beginning to shift toward
solutions tor hard-pressed management problems,

The ideal MIS was advocated as a tctally integrated
system, capable of providing all the right information to
the right person at the right time (Coleman and Ekiley, 1973,
E.8). Ideally the top down approach to MIS design meant
enploying the systems approach. The systems approach was
congidered a necessary viewpoint to ensure that goals and
objectives of the organization (system) would be the guiding
framewcrk for planning and designing the ¥IS. Important in
the early design concept was identification of data sources,
information flows and decision points in the organization.
Only in as much as the information requirements were

analyzed and determined correctly within a systems approach
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framework would the MIS effort succeed.

However, the ideal MIS as a totally integrated
information systes 1d nct prove feasible and fell short as
a good design <ccncept. Management decision making was
naively assumed to coansist mcstly of structured, ioutine
problems., Furthermore, sufficiently definitive techniques
for analyzing management information requirenents,
especially in umnstructured decision making areas, failed to
ke developed to adequately enable implementation of the
ideal MIS. This fcllowed as a result of the general lack of
understanding managemeut decision making on the part of the
technical systems personnel.

In addition the traditional systems analysis viewpoint
continued to prevail during the sixties. The earlier
successes of techmnical personmnel in predominately [planning
and controlling fer data processing activities
(e.g. accounting applications, order—-ktilling, etc.) <carried
into the third generation hardware era. Even though more
and varied types of users thrcughout the organization (both
horizcntally and verticaily) were requesting computer
services, thus increasirg the complexity of systems, the
responsibility for orgamnizational planning and development
of systems was essentially abdicated +to the technical
systems personnel (i.e. the data processing derartment).

At this time the McKinsey & Co. report (1968) found

that "more successful" computer users were found in
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organizations which involved the operating managers in the
rlanning and managing cf computer system desigan projects.
By invclving the operating managers, the organization was
assisting in assvring operational feasibkility of the
system.2 Although involving management was Dnoc a new
viewpoint in develcping systems, Zani (1970) popularized the
concept of top down design for MNIS development. In
proposing a "bluéprint for MIS%", he stated that users at all
levels of management must not cnly ke involved in designing
the MIS, but should actually lead the design effort. He
strengly advocated management initiation of the MIS design
Erocess, which inciuded delineating organizational
structure, strategies and various decision-making processes
for the technical specialist, and then ensuring proper
integration of these elements into the technical systems
design.?

Gradually, the emphasis on MIS shifted to collections
of informatio;lsystems woerking tcgether in an ‘"integrated®
fashicn to support management decision-making <regqguirements.
The attempt to understand MIS as a monolithic endeavor has
largely subsided with attention shifting more to =satisfying
maragement needs in a more specific manner.

2The McKinsey «xrepcrt discussed three types of
feasibility: technical, economric and operational,
Cperaticnal feasibility asks whether the system will be
successfully used, i.e. managers adapting to the system or
resisting it, regardless of the technical feasibility or
quality of the systen,
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gurrent _MIS €enphasis: Information systems for

management. The early MIS orientation of providing
informaticn for management decision making still persists in
the development of informaticn systems for managemeat today.
The change in enmphasis has Lteen one of realizing that
panagement requirements change, due in part to
organizational changes and envircnmental changes cutside the
:organization (legal, political, etC.) « Much more
managakbility in develoring an information system can be
achieved by limiting the scope of the information system to
cserve specific functional areas (marketing, production or
fipnance) and the needs of the decision makers for these
particular areas.

Although interest in providing managers with
computer-based informaticn has transitioned from glocbal MIS
concepts to an emphasis on the more specific information
systens, the importance of inveclving users in systems design
has remained constant, Global MIS stressed involving the

user at very high levels of management. The main point of

- - D D YR D P D N . W D D WD G S WD D S WS D A D WD D N > D WS W D W M I T G G = W - -

3zZani (1970) viewed management initiation, planning,
and guidance of MIS development as essential to successful
MIS; tane propositions developed in chapter 2 challenge this
Ecsiticn,.
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tcp down was to make sure that management-user involvement
would properly identify and integrate the orgarization's
goals and objectives into the technical design ¢f the MIS.
Cnly ir this way would the MIS meet the user's expectations
and hence, be accepted and utilized by the users.

But current user involvement perspectives also
emphasize the importance of the user assuming an active
participative'role in systems design. Again as in top down
MIS design, active user involvement in ipformation systems
design is advocated as producing more acceptable and hence,

more useful information systems to users,

Exrcblem_Statement

Although research suppcrts the necessity of user
involvement in systems design, twc aspects of the user
involvement problem still require attention. First, most of
the research conducted on user 1involvement has been case
studies of failures. Case studies are valuable techniques
for discovering research problem areas and suggesting
hygpotheses for future research. However, more systematic
research is required to test these hypotheses im order to
contribute to a systematic bcdy of knouledge (Van Horn,
1973) .

The second aspect of the user involvement proklem is
the lack of clarity in the MIS literature in specifying wvwhat
user involvement should mean. Many user involvement

perspectives have been advocated im the MIS literature.*
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Houever the question in information systems design 1is no
longer whether to involve the users, but to be more specific
in stating what type of users should be involved in the
design process. For example, Zani (1970) advocates top
ganagement involvement (top down design) in the entire MIS
effort as a universal design principle. Furthermore,
specifics regarding the extent of involvement are virtually
unkanown. Should top management ke heavily involved in all
areas of MIS design and inplementatiorn or only certain
critical design areas? <Consequently, the rpurpcse of this
research is to investigate various types of user involvement
and the extent (or degree) to which this wuser involvenent
occurs., Furthermore the type and extent of user involvement
is susgected to be influenced Lty varicus situational
factors. Thus factors affecting the type and extent of user
"involvement should alsc ke investigated.S

Chapter two presents a detaiied 1literature search of
relevant research on HMIS design and concludes with a
specific reformulation o¢f +the user involvement research

problen.

4Chapter two reviews six alternative user involvement
apgroaches.

SPossible factors thought to affect user involvement
are reviewed in detail in Charter two.
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field survey of more than 100 systems, obtaining data from
the dual perspective of the lead systems analyst on the
system project and the manager—user(s) of the system. Data
was also collected from the DP managers. Users consisted
entirely of managerial personnel who held a managerial title
and used the information system for some type of decision
making fuIgose.

The data collection methodology consisted of three
types: gquestionnaire responses, interviews and collected
documents. The first methodolcgy utilized three sets of
questionnaires to collect the data required to test the
research hypotheses. The three types of gquestionnaires were
a manager-—user questionnaire, a lead analyst questionnaire,
and a guestionnaire for the head of the data processing
derartment,

The second methodoleogy ccnsisted of interviews with the
data processing manager only. Mcst organizations would not
grant the researcher permission tc attempt to locate all the
users within a given organization, due to the possibkility of
disrupting perscmnnel in the organization. As a result,
questicns were asked of the data processing manager
regarding the nature of the jcb and decisions for which the
manager-user employed the infcrmation systemn.

The third methodology of data collection was to secure
organizatioznal documents. The dccuments collected were used

tC SUEECrt questionnaire responses as well as fprovide data
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