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Abstract

Purpose — The purpose of this paper is to look at the issue of perceived ease of use of a web-based
customer relationship management system and consider the role of organizational commitment as a
possible antecedent.

Design/methodology/approach — Data for this study were collected from among managers of a
major player in the community banking sector within the EU. A total of 274 valid responses were
obtained from 398 managers.

Findings — Results have been mixed and partially conditioned by service providers’ willingness to
leverage the possibilities that the technology can provide.

Research limitations/implications — The study was limited to a single organization and
consequently the results should be generalized with caution. Replication studies with improved
measures, in other countries and contexts are desirable.

Practical implications — The results can be useful for management, since Web-based customer
relationship management systems have been adopted by many service providers in their quest to offer
better one-to-one marketing possibilities to their customers.

Originality/value — This paper demonstrates the importance of fostering a sense of organizational
commitment amongst key service providers, as this in turn seems to enable them to overcome many
impediments pertaining to technology use.
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Introduction

There is little doubt that over the past two decades the internet along with other
computer technologies has changed the way that business is conducted. While these
technological advances have given manufacturers and service providers the possibility
to reach out to many potential customers, it has also provided them with a fast and
feasible way to target these customers individually (Chen and Popovich, 2003). Because
organizations are finding it increasingly difficult to maintain product and cost
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advantages resulting solely from technology development, many have sought Journal of Management Development

differentiation by leveraging the one-to-one marketing possibilities that technology is
increasingly making available (Kimiloglu and Zarali, 2009). Organizations that treat
their customers simply as end users of their products or services are deemed to be less
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competitive than those that try to entice them into some form of mutual relationship
(Schneider and Bowen, 1995). Thus a significant transformation in marketing
practices from a transaction-oriented/product-focussed era to a relationship-oriented/
customer-focussed era has become a priority for organizations, in their ongoing drive
to acquire and retain customers (Smith and Chang, 2010). The pioneering work on
relationship marketing conducted by various researchers (e.g. Berry, 1983; Christopher
et al., 1991; Gronroos, 1994; Jackson, 1985) has driven the development of customer
relationship management (CRM) processes that include web-based applications
(eCRM). These have sought to augment one-to-one marketing possibilities.

Over the past two decades the electronic era has redefined competitiveness.
Contrary to many assumptions, technology advancement although necessary is not in
itself sufficient to create a sustained competitive advantage (Carr, 2003). Rather it is the
manner by which this technology is implemented and adopted that matters. This is
because despite the potential benefits attributed to IT investments, the unwillingness
of users to adopt technology can jeopardize the returns on these investments
(Magni and Pennarola, 2005). Research has shown that perceived usefulness (PU) and
perceived ease of use (PEOU) affect intended adoption of IT (Davis, 1989; Venkatesh,
2000; Venkatesh et al., 2003). PEOU has been shown to be a particularly important
antecedent to systems adoption since “individuals are more likely to interact with
a new technology if they perceive that relatively little effort is needed to interact
with it” (Agarwal, 2000). Moreover, understanding the antecedents of PEOU from a
theoretical standpoint is equally important because of its key role in determining users’
acceptance and use (Liao and Tsou, 2009; Venkatesh and Davis, 1996). This paper
builds on this argument by first looking at organizational commitment as a possible
antecedent and proceeds to investigate whether this impacts employees’ PEOU of
technology. Although the presence of other antecedent variables, such as complexity of
system, prior training and PU is acknowledged, the intention of this study is to
emphasize the importance of organizational commitment as a potentially powerful
antecedent that ultimately positively influences employees’ behavior toward
technology adoption. In this instance, managers’ adoption of a bank’s CRM system
will be investigated to highlight such a relationship. Data are collected from managers
at a community bank that operates a sophisticated eCRM system. Analysis is
undertaken, conclusions are drawn, limitations are noted and other possible avenues
for research are considered.

Organizational commitment

Organizational commitment is the bond linking individuals to their respective
organizations and therefore held to be an important aspect of human resource
management (Alper, 2008; Mathieu and Zajac, 1990). Organizational commitment
can be described as the degree of responsibility that employees feel with respect to
their organization’s aims and objectives. It indicates the intensity of the psychological
attachment between employees and their jobs.

Allen and Meyer (1996, p. 252) define organizational commitment as a
“psychological link between the employee and his or her organization that makes it
less likely that the employee will voluntarily leave the organization.” The work
undertaken by Meyer and Allen (Allen and Meyer, 1990, 1996; Meyer and Allen, 1984,
1991, 1997) has resulted in the development of a multi-component model of
organizational commitment consisting of three “different frames of mind” which can
characterize employees’ commitment toward their respective organization. The three
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components are termed affective, continuance and normative commitment. Affective
commitment takes place when employees’ have a positive emotional attachment
toward their organization. Typically, these employees would strongly concur with the
goals of their organization and feel a strong sense of belonging to it. In such situations
employees’ commitment to their organization is purely voluntary. Continuance
commitment on the other hand describes the situation whereby individuals commit
to the organization mainly out of fear of the perceived high costs associated with
forgoing their organizational membership (Allen and Meyer, 2000; Mever et al., 2002).
These costs would include both economic costs (such as retirement schemes) as well as
social costs (such as peer relationships). Here, commitment is not voluntary; rather
individuals feel compelled to commit themselves to avoid any potentially unpleasant
consequences. Normative commitment occurs when individuals not only commit to
their organization because of deep feelings of obligation (Meyer and Allen, 1991, 1997)
but because they also feel that they must stay. These feelings may result from a sense
of obligation toward the organization as a form of acknowledgement toward some
form of interest or investment that the individual has received from the organization.
For example, following intense training sessions; employees may feel that they must
stay with their organization because they “ought to.”

The three dimensions of the organization commitment construct are captured by
the instrument developed by Allen and Meyer that has been shown to exhibit positive
psychometric properties (Allen and Meyer, 1996; Meyer ef al., 1993). In addition the
organizational commitment construct has been linked to various antecedents and
consequences as highlighted in the meta-analysis by Mathieu and Zajac (1990).

PEOU

The technology acceptance model (Davis, 1989; Davis et al., 1989) has been widely used
to predict users’ acceptance of information technology. In this model PU and PEOU
are inherent users’ beliefs that are crucial in determining their intention to adopt
a particular technology (Moore and Benbasat, 1991; Venkatesh and Davis, 1996;
Yousafzai et al., 2007). Although the significance of PEOU on intention to use seems
to vary according to context, for example from quite insignificant, as in the case of
the medical profession (Chau and Hu, 2002) to very significant, as in the case of
the accounting profession (Bedard et al., 2003; Pennington et al., 2006); the literature
abounds with evidence of the significant effect of PEOU on usage intention, either
directly or else indirectly via its effect on PU (e.g. Agarwal and Prasad, 1999; Davis
et al., 1989; Hu et al., 1999; Jackson et al., 1997; Venkatesh, 1999, 2000; Venkatesh and
Davis, 1996, 2000; Venkatesh and Morris, 2000).

Davis (1989, p. 320) defines PEOU as “the degree to which a person believes that
using a particular system would be free of effort,” thus it follows that in order to foster
the acceptance and usage of technological systems, these must be perceived to be
easy to learn and use. Information technologies that are easy to use are normally
perceived to be less threatening to the individual (Moon and Kim, 2001). Furthermore,
Agarwal (2000) argues that individuals are more likely to interact with a new
technology if they perceive that relatively little effort is required to interact with it.

Businesses have squandered millions of dollars on unsuccessful system
implementations (Hopkins and Kessler, 2002). Often users fail to adopt such systems
because of their negative PEOU (Gefen and Straub, 2000). Therefore it is important
to attempt to identify antecedents that may positively influence users’ PEOU. Yet
surprisingly little research appears to have actually been done on understanding the
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antecedents and determinants of this important predictor of the intention to use
construct (Torkzadeh and Lee, 2003; Venkatesh and Davis, 1996). Some notable
exceptions include: Anandarajan ef al (2002) who argued that in less developed
countries, PEOU depends on subjective norms; Ghorab (1997) found that the
sophistication level of the applied technology affects PEOU; Davis et al (1989)
established that self-efficacy and procedural knowledge affect PEOU; while Karahanna
and Straub (1999) found that physical accessibility directly affected PEOU; Nov and
Ye (2008) established that resistance to change is a significant determinant of PEOU
and Venkatesh (2000) identified computer self-efficacy, computer anxiety, computer
playfulness and facilitating conditions as being key determinants of PEOU.

Organizational commitment and PEOU

Organizational behavior theory recognizes that relationships within the organization
and among users of technology in an organization have a significant effect on the
actions of individuals within organizations (Brief and Weiss, 2002). Several studies
have attempted to investigate the behavioral consequences of organizational
commitment beyond the traditional consequence of retention (Magni and Pennarola,
2008). Research has shown that affective and normative commitment, are key elements
that promote championship as well as a sense of co-operation between peers (Choi,
2006). Moreover, affective and normative commitment, have also been shown to
underpin employees’ support for change initiatives (Armenakis and Bedeian, 1999).
Magni and Pennarola (2008), argue that individuals with a high level of affective
commitment tend to be willing to exert extra effort toward accepting change. They
proceed to suggest that these individuals would go even further to endeavor to
understand the aim of the technology that they are expected to adopt and would also
be ready to exert even more effort to understand how to use it. Their findings provide
support for a positive link between affective commitment and both PEOU and PU.
However, the authors do not consider the effect of normative, continuance or overall
organizational commitment.

Organizational commitment is all about employees’ attachment to their organization
and employees who are committed to their organization are more likely to be willing to
“go the extra mile.” This leads us to hypothesize that individuals who are highly
committed to their organization would be positively disposed to the use of new
technology and willing to strive to overcome any perceived difficulties associated with
the usability of that technology, hence:

HI. A positive organizational commitment among service providers leads to higher
PEOU of technology.

Methodology

This paper sets out to test the relationship between organizational commitment and
PEOU of technology, among service managers at a community bank, where a
sophisticated eCRM system has been installed. To accomplish this, a questionnaire
consisting of two instruments to capture each of the constructs in the study, is
employed. The first construct of organizational commitment, as conceptualized by
Allen and Meyer (1990, 1996), was captured using the 24-item three-dimensional
instrument made up of sub measures for each of affective, continuance and normative
commitment. The second construct of PEOU was measured using the six-item
unidimensional instrument employed by Davis (1989) and Davis et al (1989).
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In addition the final questionnaire also captured seven classificatory variables dealing
with gender, age, marital status, academic qualifications, whether both subject and
his/her partner worked, tenure with the bank and finally, current position at the bank.
All items making up the two constructs were measured using Likert-type, scales
ranging from 1 = strongly disagree to 7 = strongly agree.

Initially, a number of industries were considered as possible entities for testing
the relationship outlined in the hypothesis. These included insurance, retailing and
community banking. In the end a major player in the community banking sector was
chosen, mainly on the grounds that the majority of the respondents holding managerial
positions within the bank could be accessed and generally acknowledged the
usefulness of CRM systems. Moreover their bank had provided them with extensive
training and they were therefore very familiar with the bank’s CRM system. In addition
the bank recognized that the human service element is a critical aspect to effective
marketing and senior management was willing to provide support with the data
collection. Finally, the bank possessed a national network of offices, an established
brand name and could boast of a respectable market share of traditional deposits.

In order to ascertain that all the questions were fully coherent and understood,
a pilot session was undertaken before dispatching the questionnaires to potential
participants. To achieve this, a sample of ten managers was randomly selected from
different offices of the bank and these were asked to complete the final questionnaire
during a face-to-face meeting at their respective workplaces. We found no major
problems associated with the questionnaire and only minor amendments were
necessary. All managers at the bank were sent a covering letter explaining the nature
of this research together with the self-completion questionnaire. The covering letter
sought to assure respondents that complete anonymity would be respected. A total of
398 questionnaires were sent to all managers at the bank and 274 were collected after
the cut-off date, four weeks later, representing an effective response rate of 68.8 percent.

Analysis
In total, 51.1 percent of respondents were female, with a mean age of 37.9 (SD 9.2); 74.3
percent were married and 73.2 percent indicated that both partners worked. In total,
53.1 percent of respondents had a graduate or a post-graduate degree and their average
tenure with the bank was 17.2 years (SD 9.6). Descriptive statistics in terms of means
and standard deviations for items used in the analysis appear in Table I. The factor
structure of all the items that make up the two constructs was subject to a principal
components factor analysis. Given the expected correlations among the dimensions
and constructs this was followed by an oblimin rotation. During this phase and the
subsequent testing for reliability using Cronbach’s o’s it was necessary to delete five
items, two from the eight items that make up the affective commitment dimension
and three from the eight items that make up the normative commitment dimension.
This deletion was required to eliminate items that loaded strongly on more than one
factor or had item-to-total correlations with the other items making up the dimension
that were rather low. The resultant loadings that appear in Table I, provide strong
support for the factor structure of the two constructs and dimensions. They also
provide support for the convergent and discriminant validity of the measures. The
reliability for each of the constructs and dimensions are shown on the diagonal in
Table II. All items exceed the 0.7 level and are therefore acceptable (Nunnally, 1967).
Items were summed up for each dimension and constructs and their values are
shown in Table 1. Following this an initial correlation among the composite variables
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Table 1.

Mean and standard
deviation for items and
principal component
factor analysis with
oblimin rotation

Component
Mean SD 1 2 3 4

I enjoy discussing my organization with people
outside it 522 142 0.74
I really feel as if this organization’s problems are
my own 495 151 057
I feel that I am separated from the “rest of the family”
at my organization 483 159 059
I feel “emotionally distant” to this organization 524 152 0.78
This organization has a great deal of personal
meaning for me 503 144 067
I feel strongly detached from my organization 530 181 0.74
Affective commitment 3057  6.06
I feel very much at ease about what might happen
if I quit my job without having another one linedup  5.01  2.03 0.31
It would be very hard for me to leave my organization
right now, even if I wanted to 492 192 0.64
Too much in my life would be disrupted if I decided
I wanted to leave my organization now 499 180 0.67
I can afford to leave my organization now 496 191 0.42
Right now, staying with my organization is a matter
of necessity as much as desire 464 173 0.61
I feel that I have too few options to consider leaving
this organization 409 183 0.75
One of the few serious consequences of leaving this
organization would be the scarcity of available
alternatives 424 186 0.63
One of the major reasons I continue to work for this
organization is that leaving would require considerable
personal sacrifice — another organization may not
match the overall benefits I have here 457 173 0.70
Continuous commitment 3743 878
According to me it is perfectly ethical to jump from
organization to organization 437 172 0.57
One of the major reasons I continue to work for this
organization is that I believe that loyalty is important
and therefore feel a sense of moral obligation to remain 426 1.65 0.74
If 1 got another offer for a better job elsewhere I would
feel it was wrong to leave my organization 350 169 0.79
I was taught to believe in the value of remaining loyal
to one organization 399 174 0.84
Things were better in the days when people stayed
with one organization for most of their careers 371 157 0.72
Normative commitment 1982  6.25
Organizational commitment 8782 13.26
The bank’s CRM system has been easy to learn 592 116 0.82
The bank’s CRM system is clear and understandable 579  1.27 0.89
The bank’s CRM system makes it easy for me to
become skilful 520 138 0.77
The bank’s CRM system is easy to use 582 125 0.92
The bank’s CRM system helps is very controllable 527 136 0.81
The bank’s CRM system is very flexible 488 152 0.68
Perceived ease of use 3289 645
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was undertaken and results are shown in Table II. Not surprisingly each dimension of
organizational commitment is correlated with the construct, but affective and
continuance commitment have not been found to be correlated.

Each dimension of organizational commitment is correlated with the construct, with
the exception of continuance commitment which is not significantly correlated with
affective commitment. Continuance commitment is also not correlated with PEOU.

In order to test the hypothesis of this paper, two regressions were undertaken. The
first involved using organizational commitment as the independent variable and PEOU
as the dependent variable. Results provide support for this direct effect (with an
R%=0.08; F=22.10, p<0.001 and a standardised f for organizational commitment
of 0.27; p <0.01). A second regression was performed to investigate the effect of each of
the dimensions on PEOU. To do this regression scores were obtained from the factor
analysis for the three dimensions so that the intercorrelations among dimensions as
evidenced in Table II could be removed. These regression scores where then used as
independent variables in a regression with PEOU as the independent variable. Results
indicate that a significant relationship (adjusted R?=0.08; F=871, p<0.001) with
only two of the f’s, for normative (f=0.21; p<0.001) and affective commitment
(8 =0.18; p <0.01), being significant, while continuance commitment was not found to
have an effect. The significant  values reported above indicate that normative
commitment has a stronger effect than affective commitment on PEOU.

Discussion, limitations and future research

Many firms are incorporating technology into their marketing and operations
(Meuter et al., 2005) and few people doubt the efficiency and effectiveness of such
systems. Yet unless the people employing these systems feel comfortable enough to
adopt and use them, they are ultimately of little use to organizations. A search within
the IT systems implementation literature over the past decade would quickly reveal an
astonishing number of would-be successful implementation stories turning into
overnight failures. One of the major reasons behind this paradox is that while technical
issues usually receive management’s full attention, the people aspect is often neglected,
to the extent that these ultimate service providers are regarded as dispensable.
Consequently management discover, sometimes too late in the day, that users tend to
avoid using these systems, preferring to do things their own way (Bird, 1995).
Therefore the importance of identifying the conditions that foster the adoption and
usage of such systems cannot be overstressed.

This paper has identified organizational commitment, specifically normative and
affective commitment as having a positive effect on PEOU, whereas continuance
commitment was not found to have any significant effect. Employees with high
affective commitment develop a strong positive emotional bond toward their

AC CcC NC oC PEOU
Affective commitment (AC) 0.73
Continuance commitment (CC) -0.07 0.74
Normative commitment (NC) 0.20%* 0.14* 0.80
Organizational commitment (OC) 0.51%* 0.70%* 0.65%* 0.72
Perceived ease of use (PEOU) 0.27%* 0.05 0.25%* 0.27%* 0.90

Notes: *¥*p<0.01; *p <0.05
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Correlation among
dimensions and
constructs with
reliability o

on diagonal
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organization (Allen and Meyer, 2000) and would therefore be more willing to put in an
extra effort to overcome any perceptions of complexity related to the adoption and
usage of technology within their organization. Normative commitment was found to
have an even more pronounced effect on PEOU. A possible explanation could be that
not only do individuals with high normative commitment develop a strong emotional
attachment with their organization but they also foster a sense of obligation toward it
(Allen and Meyer, 2000) which serves to augment their willingness to adopt and use
technology. On the other hand, employees with continuance commitment have no
emotional attachment or any sense of obligation to the organization, rather these
individuals’ bond with their organization is one of convenience, until they come across
a better opportunity, which helps to explain why in their case, no significant effect was
found between continuance commitment and PEOU.

The implications of these results are twofold. Given that PEOU is a key
determinant of technology adoption (Davis, 1989; Venkatesh and Davis, 1996),
understanding its antecedents and determinants is of paramount importance to
researchers. This study has contributed to the existing literature by identifying
organizational commitment, specifically the normative and affective commitment
dimensions, as being important antecedents to PEOU. It also highlights the
significance of the human aspect in determining whether technology implementation
within organizations is a success story or an expensive failure. From a professional
point of view, senior management should identify ways of fostering a sense of
commitment toward the organization among employees, since those individuals who
are affectively or normatively committed to their organization have been shown to
exhibit a stronger will to try to overcome any barriers impeding their adoption and
eventual use of technology.

The limitations of this paper include that only one bank was used in the study,
raising questions as to whether the results apply to banks more generally. Given
the intuitive and underlying theoretical link between the constructs, the findings
are likely to be extendable to other banks and service firms. Like many studies this
paper is also prone to specification error in that it is possible that other variables
may also be influencing CRM adoption. It is therefore necessary to caution against
oversimplification. It needs to be recognized that organizational commitment is a
complex construct that interacts with various other constructs besides the outcome
variable considered in this study. However, the adoption of a theory-based model
should help to significantly mitigate this error. Another limitation worth considering
is that since the questionnaire was sent out via the human resources department,
participants may have felt some undue pressure from their institution and
consequently may have answered in a way that they felt that their top management
would have liked.

In terms of future research these results can be strengthened by considering a wider
sample and the consideration of other variables. The latter could include confounding
and antecedent variables such as complexity of an adopted CRM system, prior training
provision, actual system utility and perceived benefits, perceptions of fairness or
equity and inclination toward adoption of new technology. In addition there are various
work-related variables, including proficiency, tenure, position and burnout, that are
known to have an effect on organizational commitment (see Mathieu and Zajac, 1990).
The study can also pave the way for other researchers to better investigate the role of
organizational commitment in the technology adoption model which to date appears to
have received scant attention.
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