Preface

Significance of the ERP Phenomenon

Enterprise resource planning (ERP) was a major success story of the 1990s.
By 1998, 40 percent of multinational organizationswith aturnover of $1 billion
had replaced their outdated “legacy systems” with an ERP system, hoping to
achieve integration across functions and departments. The trend of ERP adop-
tion has continued into higher education around the world, with a substantial
number of implementations. Although famous failures have been reported in
the press (Gilbert, 2004), very few studies of ERPimplementationsin auniver-
sity environment have been presented in the literature.

Universities are medium to large organizations with significant export capabili-
ties. For example, Griffith University in Australia, which isthe research sitefor
six of the case studies in this book, has twice won the state’s export award in
recognition of its contribution to the nation’s export industry. We expect the
findings reported in thisbook to be relevant to other industries of similar stand-
ing in the country’s economy.

Thereisarelatively small number of scholarly publicationswithin the informa-
tion systems (IS) community on ERP systems compared to the size of the busi-
ness they generate (Esteves & Pastor, 2001). Esteves and Pastor even claimed
in their annotated bibliography of ERP literature that research on ERP systems
has been treated as a “secondary” and neglected by the IS community (p. 3).
Other researchers al so argued the need for more investigationsinto ERP (Allen
& Kern, 2001; Gable, 1998).

Thelack of publications discussing the ERP implementation and use of an ERP
system within a university environment is clear. One of the few papers was
based in the United Kingdom and was written by Allen and Kern (2001). This
book addresses this gap in the IS literature, with discussion of ERP implemen-
tation cases on three continents.
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The ERP Implementation

ERPs evolved from materials requirements planning (MRP) systems, initiated
in the 1970s to reduce inventories, lead times, and costs; improve market re-
sponsiveness; improve control; and improve organi zational communication (Light,
Holland, Kelly, & Wills, 2000). MRP later evolved to materials resource plan-
ning (MRP II) and then to enterprise resource planning (ERP), which attempts
to integrate systems holistically across an organization with the aims of improv-
ing productivity, reducing costs, and aiding in planning (Ascompt Technol ogies,
2001). The evolution of ERP systems continues into new markets with the ex-
tension of interorganizational processes, such as supply chain management and
customer relationship management (Hillegersberg & Kumar, 2000). Siau and
Messersmith (2003) suggested that the next generation of ERP will need to
evolve further, with support for multiple linked organizations across multiple
sites incorporating technologies for mobile commerce, with advances in 24—7
availability, security, maintainability, and data sharing and integration.

A “silver bullet” ERPs are not. The implementation of ERP is problematic be-
cause of the packaged nature of the software. Packaged software should, if
successfully implemented, satisfy the different information needs of different
organizations and users in different industries and rel ease the burden of main-
taining the companies' “legacy systems” (Swanson, 2003). However, the cross-
industry definition of “best practice” of an ERP system does not guarantee a
problem-freeimplementation, because an organization hasto adjust its business
processes to fit the package or build extra functionality around the package,
often requiring a consulting company’s help and guidance through the imple-
mentation.

Packaged business software haslong been in use. Its popularity escalated along
with the advent of personal computers. Research that was carried out among
small companies prior to the rise of the use of ERP packagesin large organiza-
tions indicated that although by acquiring a “ shrink-wrapped” software pack-
age asmall company may avoid costly development of a general -purpose busi-
ness package, the users required alot of help in order to be fully satisfied with
the package (von Hellens, 1991).

Thelife cycle of ERPimplementation first focuses on mapping the organization’s
information requirements to the processes and terminology employed by the
software vendor and setting the software system parameters to suit the organi-
zation. Tailoring the package and adjusting existing organizational processesto
fit the software then follows. Adjusting software to the organization is a major
undertaking and is beyond what many information technology (I T) departments
can offer; therefore, the implementation is often outsourced. This means that
the organizations that purchase an ERP system enter into long term relation-
ships with both the software vendor and the implementation company. It is not
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surprising that major consulting companiesfound ERP to be asignificant source
of business (Swanson, 2003).

When successfully implemented, ERPs can offer operational, managerial, and
strategic benefits. They are often promoted as being the solution for organiza-
tional IT integration problems (Siau & Messersmith, 2003) and a way to cen-
tralize datafor improved decision making. Organi zations reaping these benefits
were reported; however, cases reporting failures are more prevalent. Criti-
cisms of ERP systems include their significant up front investments, lengthy
and error prone customizations, and mediocre results. Other identified critical
success factorsinclude top management support, project champions, teamwork
and composition, project management, and change management and culture
(Fui-Hoon Nah, Zuckweller, & Lee-Shang Lau, 2003). Whether the result isa
success or a failure, and inconsequential of whether or not this specific pro-
jected amount is accurate, the monetary costs are clear. According to Al-Mashari
(2003), it was projected in 1998 that in 2002, “organi zations' total spending on
ERP applicationswould reach $72.63 billion.” Al Mashari also suggested that it
is now more urgent than ever to establish a research agenda to help us to
understand the issues surrounding an unsuccessful (and successful) implemen-
tation.

The expected adherence to the best practices encouraged by ERPs can cause
confusion in organizations (Siau & Messersmith, 2003), as best practice is a
subjective term and, as with success, is often measured by various people ac-
cording to different criteria. Adding to this confusion are the attempts at adjust-
ing ERP for organizational fit, afactor that is particularly relevant to the adop-
tion by higher education institutes. ERPs have been devel oped for private-sec-
tor corporate organizations, with little effort made to fit them to universities,
except for making available a student administration system.

Entry of ERP into Higher Education

A recent special issue of the International Journal of Human—Computer
Interaction focused on ERP management and social and organizational issues.
Of particular interest isthe article by Siau and Messersmith (2003) that exam-
ines the end-user perspective of an ERP implementation in a public university.
The user focus and particular context (public university) explored in Siau and
M essersmith’s (2003) article provide a detailed discussion, one of the few pre-
sented in the literature. A number of the discussions presented in this book
provide a similar perspective. The primary context for discussion isthe public
higher education sector, particularly the university sector. Qualitative studies of
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this nature have been clearly missing from the literature on IS, in comparison to
the very large costs and revenues that ERP systems generate (Esteves & Pas-
tor, 2001). Organizations are only now realizing the need to constantly update
and maintain their implemented ERP systems and the significant costs of keep-
ing up with the rate of business change. The criticality of these factorsis evi-
dent across the cases presented in this book.

It is suggested that an influential factor essential for success is the integration
of end-usersinto theimplementation process (Siau & Messersmith, 2003). End
users are commonly viewed as passive participants in ERP implementations.
The impact of not involving them in this type of complex, difficult, and often
lengthy implementation could result in user resistance far more severe than can
be predicted. Universities such as Royal Melbourne Institute of Technology in
Melbourne, Australia, have almost reached breaking point, while other universi-
ties are engaging in legal actions against vendors and consulting companies
(Gilbert, 2004).

Following the example of large corporations, universities are increasingly re-
placing their management and administration computer systems. Universities
problems are similar to those of awide range of organizations, and the standard
tools of contemporary organizational analysisand institutional management can
be similarly applied. These tools include computer systems such as ERP soft-
ware (Pollock & Cornford, 2004).

ERP vendors and implementation consultants tailored their products for new
markets, with the higher education sector being one of the emerging adopting
industries. PeopleSoft® is the leading ERP vendor for the university sector
(Wieder, 1999). PeopleSoft ERP has a strong position in the market of human
resource management, and within the university environment, often comple-
ments this module with a financial and student administration module. Many
universities worldwide (McCredie & Updegrove, 1999) and in Australia
(Beekhuyzen, Goodwin, & Nielsen, 2002) adopted an ERP solution in order to
cope with the changing environment of the higher education sector (Noble,
1998; Crase, Freund, Liu, Mahoney, & Pasternack, 2000; Brown, 2002). Little
research has been conducted regarding ERP implementations in the university
environment, compared to the actual number of ERP implementations in the
higher education sector worldwide (Orgill & Swartz, 2000), and specifically in
Australia (CAUDIT, 2001).

Reported factors that limited the implementation success of these projects in-
clude budget overruns and lack of functionality (Lawnham, 2001; Brown, 2002;
Madden, 2002). Oliver and Romm (2000) investigated why universities wanted
to adopt ERP systems, but the shortcoming of this research was that it con-
sisted of secondary research data, collected through Web sites of the ERP
projects at universities in Australia and the United States. Mahrer’s (1999)
research investigated the impact an ERP system can have on a university. The
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researcher reported on a successful ERP implementation in a Swiss university
and thought strong communication and coherence between the departmentsin
the university comprised the primary factor for success.

Universities face the typical ERP obstacle of how much customization should
be done to the ERP package to fit the organization, or conversely, how can the
university initiate changes in order to fit the organization to the ERP package
(Cornford & Pollock, 2001). ERP systems are based on “best business prac-
tices,” which are “defined structures of doing business operations” that the
implementing organization can choose to exploit (Davenport, 1998; O’ Leary,
2000). Lozinsky and Wahl (1998) made the same claim as the ERP vendors
selling these packages — that they have “universal applicability.” However,
critiques of this stance exist, suggesting that the assumptions made of how an
organization is operating do not always fit with the university operations
(Cunningham, Tapsall, Ryan, Stedman, Bagdon, & Flew, 1998). Heiskanen,
Newman, and Simila (2000) found industry best practice standardsin ERP pack-
agesto be inappropriate for universities due to their unique and impossible-to-
model structures and decision-making processes. Their argument draws on the
first authors’ significant experiencein managing IT in Finland’slargest univer-
sity. Several organizations are, nevertheless, still adopting ERP packages and
deciding to match their organizations to the systems rather than the other way
around (Davenport, 1998; Markus, Axline, Petrie, & Tanis, 2000; Koch, 2001).

The Allen and Kern (2001) study of four ERP implementationsin UK universi-
tiesfound that the ERP projects placed the universitiesin complex relationships
with the ERP vendors and implementation consultants. Furthermore, the aca-
demic culturein universities madeit particularly hard to implement such large
systems. M cConachie (2001) found that university staff wanted “a” system but
were afraid of the complexity of an ERP system. Chang, Gable, Smythe, and
Timbrell (2000) looked at the importance of knowledge management in ERP
implementations in the public sector in Australia. They concluded that knowl-
edge management had to be taken into account to successfully implement an
ERP system. Many universities are implementing ERP systems, as a solution to
their information systems needs, with varying results in terms of success.

The significance of the cases presented in this book are underlined by the re-
cent production of another book that provides a collection of 18 research pa-
pers from academics around the world, examining the use of ERP to improve
existing business processes (Shanks, Seddon, & Willocks, 2003). Cases high-
lighted in this book include a much-publicized disaster-ridden implementation at
the Royal Melbourne Institute of Technology (RMIT). The problematic
PeopleSoft Academic Management system implementation was reported
(Turner, 2004) to have had significant issues“with virtually every aspect of the
implementation of the $47 million software system that went live in October
2001.” It was suggested that the university “did not manage the project appro-
priately, had apoor implementation plan, little senior management involvement,
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poor corporate governance and a lack of accurate documentation.” This case
is by no means unique, with further evidence of ERP failureswithin universities
brought about by recent media interest.

The attorney general of Ohio laid charges on behalf of Cleveland State Univer-
sity against the ERP vendor PeopleSoft and its consulting partner Kaludis Con-
sulting Group for “failing to fulfill its contractual duties.” More than US$130
million is sought for compensatory and punitive damages (Gilbert, 2004). With
the student administration system being a source of many problems, adminis-
tering student financial aid and keeping student records in sync caused irrepa-
rable damage.

Due to the pervasiveness of ERP adoptions within the higher education sector
(including 36 out of apossible 42 adoptions by universitiesin Australiain 2002),
and more traditionally within the corporate environment, ERP systems are of
interest to awide range of professional and scholarly communities, in addition
to the academic fields of information systems (Esteves & Pastor, 2001), where
many cases have been reported.

Organization of the Book

Although the editors’ original objective wasto focus on ERP implementationin
the higher education sector, our call for papers attracted a number of interest-
ing contributions discussing other sectors. The chapters are characterized by
their referencesto anumber of seminal studiesin information systems research.

Section 1 consists of a variety of ERP implementation approaches, including
two contrasting grounded theory investigations, a study of communication dur-
ing the implementation, a health-sector case using relational governance, and a
description of ERP implementation in acomplex environment of a consolidated
college system.

The chapters in Section 2 all refer to Lynne Marcus's paper on information
systems implementation (1983) and provide further illustration of the signifi-
cance of the interaction between organizational and technical factorsin infor-
mation systems implementation.

The chapters in Section 3 are concerned with critical success factors and the
perceptions of information systems success. The content relies heavily on the
Del one and McLeod model of information systems success (1992 and 2003).
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Section 1: ERP Implementation Approaches

In Part 1, five different ERP implementations are discussed, including those of
universities on both sides of the Atlantic (the United States, Spain, and Israel),
acommunity and technical college system in the United States, and a Western
rural hospital. Apart from Chapter 4, they all report substantial research studies
critiquing the respective implementation approach. Chapter 4 illustrates
Peopl eSoft implementation into acomplex administration of arecently consoli-
dated college system and the benefits the college achieved through ERP.

In Chapter 1, “Sociotechnical Aspects of ERP Implementation: The Central
Role of Communication,” Dov Te' eni investigates devel opment and appropria-
tion of ERP (Oracle®) as a collaborative effort that relies on communication
for its success. The consequences of communication problems of the imple-
mentation of human resource and student information systems modules are
illustrated, including the escalating costs due to the delays and unacceptable
level of service to the university personnel who did not receive their appoint-
mentsin time. An analysis of the communication problems demonstrates how
communication is affected by the organizational context and how communica-
tion affects ERP success. The chapter 1ooks at content and form of communi-
cation by utilizing aframework for researching communication (Urguhart, 2001)
and extends this framework for investigation of the gap between the sender
and receiver prior to the communication, recognizing the different interests of
the developers and the users.

Actual incidents of communication breakdowns are used to clarify the impact
of communication gaps and communication complexity on mutual understand-
ing and rel ati onships between communicators. The chapter also discusses how
these factors affect critical success factors of ERP, such as commitment and
involvement, user acceptance, and monitoring and feedback. Examplesare given
of effective communication forms, and advice on how to develop these “ effec-
tive” forms of communication is provided.

Animportant implication isthat communication in ERP hasto be structured and
managed. The qualitative methodology employed relies on records of the com-
munication between the actors, so that for the researcher, communication also
tells the story of the collaboration between the ERP actors. It is suggested that
communication complexity and breakdowns can serve as diagnostic tools that
should alert management to take corrective action to improve involvement and
user acceptance and to stop the growing resistance.

Chapter 2, “ Postimplementation Use of a Complex Technology: The Case of a
Southeastern U.S. University” by Marie-Claude Boudreau reports on a sub-
stantial qualitative research study conducted within a Southeastern U.S. uni-
versity. The study investigated how organizational members appropriated an
ERP package (PeopleSoft) over time.
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In this chapter, the implementation of an ERP (PeopleSoft) is observed during a
15-month period, starting one month before the ERP going live. Particular em-
phasis is on users' learning to cope with the new system and how the work
practices evolved as the users became more experienced with the system. The
findings suggest that the practice of informal learning was key in understanding
how organizational members transited from one state of use to another. The
users learned from each other in a variety of ways, including “watercooler”
conversations, casual questioning of more knowledgeabl e users, and spontane-
ous demonstrations of some of the systems’ functioning.

A framework suggested by Lassilaand Brancheau (1999), which distinguishes
different states of software usage, was found to be particularly appropriate in
understanding ERP usage and how it evolved over time. The method of re-
search wasthe version of grounded theory methodology that allowed the use of
an existing theory. The data analysis was supported by the software Atlas.ti®.
The chapter also gives helpful details of how this software is used.

The chapter is a very good illustration of different transition patterns of use
exhibited by organizational members. The different types of usersfound differ-
ent waysto overcome the problems of ERP use and to progressto higher levels
of use. Existing research indicates assimilation of new work processes consti-
tuting amajor knowledge barrier for ERP implementation and suggests formal
training and phased implementation to remove the barrier. This chapter high-
lights a third method — informal learning and structures that encourage such
learning — to facilitate the assimilation of new work processes associated with
ERP.

Chapter 3, “Understanding an ERP System Implementation in a Higher Educa-
tion Institution: A Grounded Theory Approach” by Jose Esteves and Joan Pas-
tor, addresses the problem of ERP implementation in the higher education sec-
tor. The chapter contributes to the understanding of ERP implementations in
the higher education sector by identifying and analyzing the major factors that
affect these types of projects. In particular, the chapter explores contextual
influence and organizational factors. Esteves and Pastor suggest that most of
the problems of ERP implementation projects are not technological; instead,
they can be attributed to organizational factors. The chapter describes an in-
depth case study of the implementation of a well-known European software
system in 2001.

The case study is based on a substantial research study of a*“big bang” imple-
mentation, i.e., going live with all ERP modul es at the same time using agrounded
theory approach. The chapter also describes the conceptual model that was
developed and discusses in detail the strategic and organizational factors that
contributed to the success of the implementation.

In Chapter 4, “ERP and New Organizational Capabilities: The Example of the
Kentucky Community and Technical College System” Roy Tapp, Jon Hesseldenz,
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LindaMorefield, and George Kelley discussthe organizational impact of anewly
implemented ERP system on the daily and strategic functioning of the Ken-
tucky Community and Technical College System. This chapter isan interesting
report of a successful ERP (PeopleSoft) implementation, pointing out some of
the benefits achieved through the ERP. The college’s newly implemented ERP
system enabled new organizational capabilitiesin the areas of recruitment, re-
tention, and credential transparency, and also became the official basis for in-
stitutional funding. In addition, in the face of a surge in enroliments and are-
lated shift in the number and type of academic credentials awarded by the
college, the new ERP system also helped the institution enhance its ability to
adapt to change, create new knowledge and performance measures, and even
identify a new strategic horizon. Given the recent news about PeopleSoft’'s
troubled runinthe education I T market, it isfascinating to learn about relatively
successful implementations.

The case study described in Chapter 5, “ Technology Innovation in a Small Ru-
ral Hospital” by Sheila K. McGinnis, Carla Wiggins, Kenneth Trimmer, and
Lela “Kitty” Pumphrey is not in higher education, but it is an interesting ex-
ample of asuccessful ERP implementation in a health-sector organization. The
chapter describes an ERP adoption in a rural Western hospital and how man-
agement actions contributed to the success of its implementation. The case
explorestheleaders’ rolein strategic adaptation, innovation, and governanceto
support their pursuit of superior quality. Their approach to ERP implementation
may be effective in other organizations that are not driven by profits, such as
government-funded education.

The case study illustrates how the leaders of asmall, rural hospital were ableto
successfully introduce and institutionalize a strategic change in information tech-
nologies. The ERP providesthe connectivity between departments and helpsto
overcome some of the problems of rural health care. The chapter reviews stra-
tegic change leadership and common theories of innovation and governance,
and proposes that governance may be better understood as a form of social
control. A manager can use collaboration and social ties to align goals and
improve intraorganizational integration. The relational form of governance as
opposed to bureaucratic, control-based governance seems especially appropri-
ate for understanding I T governance in the hospital setting.

The case study investigates how a hospital’s top management team used mana-
gerial discretion to create and institutionalize a strategic information technol ogy
innovation, which in this case is MEDITECH, an enterprise-wide information
system. The system wasinitially acquiredin 1991. Sinceitsinitial implementa-
tion, for financial function the hospital hasinvested heavily in IT for more than
adecade, expanding the system and aiming to convert physicians and nursesto
a paperless system and to provide a wireless network throughout the hospital.

The case suggests that relational governance isimportant in successful imple-
mentation of IT change, dueto its positive effect on professional integration. In
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this case, the key IT staff who “internalized leading from a visionary place’
spearheaded | T and quality improvement horizontally throughout the organiza-
tion.

Section 2: Culture and Politics in ERP
Adoption and Implementation

All of the chapters in this book give weight to the social and organizational
processesinvolved in ERP implementation, but the chaptersin this section ex-
plicitly use cultural and political theories and conceptsto interpret what is going
onin each case. In Chapter 6, the author’s use of four dimensions of Hofstede’s
model of national culture (Hofstede, 1980) identifies some factors that do not
support the model. In Chapter 7, metaphor analysis is used to examine the
symbolic significance of the ERP implementation. Chapter 8 provides abridge
between the cultural and political perspectives, using the analogy of a battle-
ground to present the results of an intensive case of ERP implementation. In
Chapters 9 and 10, the political perspectives vary from Bradshaw’s (1998)
notions of surface-personal power, surface-structural power, and deep-cultural
power, to the metaphor of Turner’s (1974) social drama, in Chapter 10, which
helps show the shifts in power in the arena of ERP implementation. The final
chapter in this section uses the widely cited French and Raven (1959) frame-
work to analyze user resistance. The cases, therefore, contribute not only to
our understanding of the problems and benefits of ERP implementation but also
to our appreciation of anumber of theories, frameworks, and methods for ana-
lyzing information systemsimplementation and use.

In Chapter 6, “What Went Wrong? Lessons L earned from Studying ERP Imple-
mentation Across Cultures,” Celia Romm Livermore addresses the lack of re-
search into the context and nature of managerial decision making. She dis-
cusses her investigation of the implementation of a SAP system in two manu-
facturing companies in Israel and the United States, which displayed two dif-
ferent decision-making styles— centralized and decentralized. She utilizes four
dimensions of Hofstede’s model of national culture — power distance, uncer-
tainty avoidance, individualism/collectivism, and masculinity/femininity — to
explore decision-making patterns underlying the implementation of the ERP
systems. The two cases show how culture can influence patterns of decision
making during the implementation process as well as the outcomes of ERP
implementations. The lessons |earned are applied to the university sector, and
the two cases provide a useful perspective from a different industry.

In Chapter 7, “Metaphorically Speaking, Does Culture Matter?,” the view nar-
rows to users’ perceptions of an ERP subsystem designed to manage the large
and ever-changing number of part-time and “sessional” academic staff inan IT
department. Jenine Beekhuyzen, taking asymbolic view of organizational cul-
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ture, uses metaphor analysisto elicit users' views of the sessional staff system
during itstrial in an Australian university. This caseis particularly interesting
because of its focus on IT academics as users and the use of metaphors to
frame the interview questions. The cost of the subsystem led to its abandon-
ment despite the effort invested in its trial, but this case still provides useful
lessons about the influence of academic culture on user acceptance of informa-
tion systems.

In Chapter 8, “Looking Back, Looking In and Looking On: Treading Over the
ERP Battleground,” Dave Oliver and Marilyn Van Dyke use a battlefield meta-
phor to explore the way that ERP adoption is justified to staff, and the subse-
guent staff reaction. Their case studies used ethnographic methods to create a
rich description of the events leading to ERP adoption in a central Queensland
university, as well as to the context for the decision making. Management’s
representation of the ERP to the university staff created a dissonance between
expectations and the reality of the implementation. The authors emphasize the
difficulties of understanding the complexity of ERP implementation and the need
to present these difficulties in arealistic light to all the staff involved. They
stress that because of this complexity, the adoption of ERP systems needsto be
understood as alearning process. The difficulty of planning for ERP implemen-
tation underlines the importance of publishing case studies such as this so that
more can be learned about the problems likely to be encountered.

Cherilyn Randolph and Rebecca Main point out in Chapter 9, “Exploring the
Power and Politics of a PeopleSoft® Implementation,” that lessons learned
from ERP implementation changed the way an Australian university approaches
new information systems. They investigate resistance to the implementation of
the financial management systems of a widely used ERP and explain how this
resistance decreased once the motivations of the financial management group
became clearer. This chapter also emphasi zes the importance of the organiza-
tional context — in this case, a highly devolved management structure — and
the way that unconstructive political behavior can be avoided. The authorsfound
that, in this case, the implementation team modified the best practices embed-
ded in the ERP in order to cope with the political behavior associated with the
implementation. Randolph and Main emphasize the political nature of systems
implementation and the need to pay as much attention to change management
as to the hardware and software aspects of the implementation.

In Chapter 10, “Managing Complexity and Institutionalization: Power and Poli-
ticsin ERP Implementation in an Australian University,” Brian Corbitt, Konrad
Peszynski, and Olaf Boon emphasize the political nature of information sys-
tems implementation and the need to look beyond technology and cost consid-
erations. They draw on Foucault’s (1977) critique of the power—knowledge
relationship and use Turner’s (1974) notion of social dramato explain the his-
tory of staff resistance to ERP. In this case, ERP implementation was compli-
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cated by the complexity of the university structure, with several diverse facul-
ties operating independently on six campuses. The authors identified the key
role of the project champion who was able to use position power to resolve the
political problems and realize the benefits of the ERP.

The final chapter of this section (Chapter 11), “ Tales of Resistance in an Aus-
tralian University,” provides a detailed view of one group of users and the
reasonsfor their resistance to the student administration subsystem of the ERP.
The dedication of the faculty administrative staff to their student clientele and
their frustration with the new system led to them work around the system in
order to effectively carry out their work. Matt Goodwin’s argument issimilar to
that presented in Chapter 8. Rather than promote the benefits of the ERP,
management would be better advised to acknowledge the difficulties and cer-
tainly not attempt to reduce staff numbers as a means of achieving efficiency.
The author also argues that although resistance is viewed as undesirable and
something to be overcome, it is not necessarily destructive or unproductive. In
this case, the resistance derived from staff’s perception of the implementation
team'’s efforts to involve users as “tokenistic” and the system as unworkable
and punitive to staff and other stakeholders.

The cultural and political perspectives in this section inevitably focus on the
difficulties of ERP implementation. Many of these cases describe implementa-
tionsthat were not successfully completed at the time of publication. However,
they also provide lessons for future implementations and, in some cases, in-
stances where cultural understanding and the positive use of power enabled
benefits to be gained from ERP adoption. All of the chapters acknowledge the
seminal work in this area, particularly that of Lynne Markus (1983) and her
coauthors.

Section 3: Information Systems Success

The papers in this section discuss ERP system success. Four of the five cases
presented here explore the same research site, providing different views of
success and quality, or at least perceived success of the ERP implementation.
This provides a good overview of one particular implementation. The other
chapter presented here discusses the implementation of a campus management
system and isinteresting asit is conducted in one of four university global pilot
sites for SAP. There has been much discussion about the critical success fac-
torsin ERPimplementationsin the literature (see tablein Nielsen, Chapter 13);
however, the university environment has been largely neglected in these dis-
cussions. Underlying these discussions of successis that quality, whether sys-
tem or information, plays an important role in achieving any level of success.

In Chapter 12, “Evaluating the North American Pilot for SAP’'s Campus Man-
agement System,” Kathryn F. Gates investigates the implementation of a cam-
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pus management system, which is one of four pilot implementations globally for
SAP. This pilot complemented those being undertaken at the University of Basel
in Switzerland, the University of Newcastlein Great Britain, and the Katholieke
Universiteit in Belgium. Gates provides a case rich with examples, with the
institution playing an important rolein the development of product functionality
and enabling some functionality of the system to be “tested in the field.” Par-
ticularly, Gates exploresthe critical success factorsfor a successful implemen-
tation within auniversity environment, with afocus on the transition from main-
frameto ERP, exploring the organizational issues and project management. She
proposes critical success factors and suggests strategies for making the transi-
tion to ERP in an educational setting.

One specific benefit of the new campus management system presented in-
cludes the availability of Web registrations. The new system now allows ac-
cess to this functionality 24 hours a day. Previously, access was not available
after 9 p.m. each night due to nightly production jobs necessary for data integ-
rity.

Particular transition strategies for the universities include having a policy on
how software modifications will take place; configuring the ERP to meet insti-
tutional need; having adequate technical support of the system; and having a
clear bottom line and using powerful configuration capabilitiesin the software
for amore flexible integration.

The major organizational issues deemed necessary for success include having
support from high-level management, having a transparent and clear decision-
making process, and having sound change management practicesin place. Critical
project management issues also need to be addressed.

In Chapter 13, “Critical Success Factors for Implementing an ERP System,”
Jens Laurits Nielsen presents his framework of critical success factors, based
on existing frameworks and theories of DeLone and McLean (1992, 2003),
Brown and Vessey (1999), and Holland and Light (1999), in particular. Heiden-
tified 29 unique critical success factors presented in the literature, none of
which focus on higher education.

Nielsen’s interviewees discussed 22 of these 29 factors, with four new factors
being presented that were not identified in the literature. The new factors in-
clude competitive edge, service for students, knowledge management, and sys-
tem ownership. Nielsen’s model broadly defines an approach to critical success
factorswith afocus on strategic factors, organizational context, system quality,
information quality, project scope, and user satisfaction and use. He then uses
this model to make sense of the data.

Chapter 14, “Implementation Factors that Affect ERP System Success,” by
Craig Chatfield, explores system success in terms of system quality. Based on
his study of an early part of an ERP implementation, he suggests that many
incorrect assumptions were made about the implementing environment and the
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users of the system. Ineffective change management and support strategies
wereidentified, and it issaid that this, in turn, reduced the overall system qual-
ity and thus the benefits to the organization.

Chatfield uses DeLone and McL ean’s Information System Success Model for
analysis. However, this study does not seek to measure each of the success
criteria, but rather examines the influence of the implementation phases and
decisions on these measures of success. One clear negative impact was the
reduced timeframe of the implementation, resulting in increased stress on all
users due to the deployment of users to the project team, and not replacing
peoplein their regular positions. Also, due to the reduced timeframe, the user
analysiswas excluded. Thetraining was said to be very useful; however, it was
very task-oriented and lacked a halistic view, leaving users unsure of the impli-
cations of the impact of errorsin the system.

In terms of system quality, there was generally low user satisfaction and prob-
lems with initial use of the system in terms of ease of use. Chatfield’s sugges-
tions for the future focus on the importance of tailoring user training, change
management, and support strategies to the specific organization’'s culture and
users.

In Chapter 15, “Academic and Business Users: A Model of ERP User Accep-
tance,” Nicole Mayer also draws on DelLone and McLean’s model of IS suc-
cess to analyze two user groups involved in an implementation in an academic
environment. The academic and business users are assessed to determine which
success factors have the greatest impact on system uptake and, ultimately,
success. She proposes her own model of user acceptance that incorporates
factors of success from Del.one and McLean (1992, 2003) and Lucas (1975).
Factors explored are system and information quality, attitudes and perceptions,
training quality, user ability, and user’s situational and personal factors.

Mayer’s analysis suggests that training had the greatest impact on the business
user group, with the techniques used creating favorable impressions of the sys-
tem. The reputation of the vendor PeopleSoft also contributed to this positive
view. The academic users, however, had much more difficulty accepting the
system.

Both groups portrayed strong personal and cultural background influences as
well as workplace influences. Overall, the business users seemed to better
accept the system than the academic users. The positive outlook could be at-
tributed to the particularly strong culture and history of the businessgroup. Itis
believed that these positive perceptions had a large impact on the business
users' acceptance of the system.

Chapter 16, “Achieving Strategic Goals: The Role of ERP and the Influence of
Use Quality,” presents a project by Michelle Morley to investigate strategic
information systems planning (Earl, 1989, 1990) within the international center
of alarge Australian University. Recent changesin higher education in Austra-
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lia have made universities strive for competitivenessto survive. This necessity
forces universities to place great importance on attracting and recruiting over-
seas, full-fee-paying students. “Internationalization” is one of the university’s
five commitments expressed in their mission statements, and there is agoal of
increasing international student numbers. Therefore, the ERP implementation
had significant impact and implications for the strategic formulation of the in-
ternational center.

A framework for IS use quality is presented, which is a synthesis of the use
quality models put forth by Eriksson and Térn (1990), Salmela (1997), and
Lindroos (1997). The model helps us to understand the strategic role of ERP,
without judging the overall successor failure of the system. The study is useful
inthat it highlights the significant effect of what may seem to be a small prob-
lem, and how this can cause difficulties in the execution of key business strat-
egies.

Morley concludes that the newly implemented ERP did not adequately support
the execution of organizational strategy and the achievement of goals set by the
university. The use quality issues resulted from a mismatch between the in-
tended and actual roles of the system. The system also lacked support for the
formulation of organizational strategy within theinternational center. Commonly
shared perceptions of users were that the system was slow, complex, and un-
controllable (or at least uncontrolled). This system (or possibly even just the
perception of it) resulted in constraints on users' work. This suggested that
culture was al so an important consideration in gaining value from alarge-scale
information systems investment such as this.

Main Themes

Each case presents a discussion of the implementation of an ERP module or of
the entire system. Each case is an in-depth study of the problems and issuesin
the organization. The qualitative research highlights contextual issues, mapping
them against existing research and theoretical frameworks. Given the approach
to research generalization beyond the case under investigation is not easy. In
this section, we try to summarize some of the common themes highlighted in
the collection of cases.

Lack of User I|Involvement

In most of the case studies, the authors report that users perceived their lack of
involvement in decision making as a key issue. In some cases, an important
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group of employees felt their information needs were neglected. A typical ex-
ampleinthe university isto involve administration staff in theimplementation,
whereas academics whose work practices are heavily affected by the new
business system were not involved until they were advised about theimmediate
changes. Intuitively, it would make sense to not bother the academicstoo much,
because ERPisbasically about streamlining and integrating administrative func-
tions. However, the origins of ERP software are in integrating manufacturing
processes, which are distinctively different from the processes in an informa-
tion industry such as higher education.

Although there are similarities between “best business practice” in the manu-
facturing sector and other industries, the differences warrant attention as long
as they are associated with the core business and competition. The technical
core in the higher education sector is teaching and research, including content
and curriculum development, as well as administration processes for oversee-
ing the progress of students. The core business of universities is teaching and
research, the quality of which isvery dependent on the individualsinvolved. A
cultural analysis also indicates different subcultures among the employees, for
example, the academic staff versus administration staff (Mayer, Chapter 15).
In such an environment, all users should be involved in decision making in the
early stages of analysis.

CeliaRomm Livermore (Chapter 6) warns that the decision-making style should
be aligned with national cultural characteristics. Centralization of decision making
in an egalitarian culture is bound to lead to user resistance. In other cases
(Goodwin, Chapter 11; Oliver and Van Dyke, Chapter 8), the users reported
that although they were consulted during the implementation process, they be-
lieved that the consultation was motivated by the need to appease users rather
than to really involve them in the implementation.

Communication Gap between Users and
Implementation Staff

Problems in systems development and implementation are often attributed to
the communication gap between users and IT experts. Many of the cases in
this book report on the communication problems between personnel and the
implementation or project team. Goodwin (Chapter 11) points to personnel’s
perceptions of lack of sincerity and openness among the project team in their
dealings with the student administration staff.

Communication problems were reported in every stage of the implementation.
Early on during the implementation, userswere especially uncomfortabl e about

the new system’s “semantic jargon.” Boudreau (Chapter 2) observed a heavy
burden on the people originating the information, and the minimal amount of
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training the users received was not helping either. In another case, the changes
in terminology were annoying and confusing; “courses’ needed to be called
“programs,” and “subjects’ needed to be called “courses.” Because this basic
university and course information is distributed around the world to potential
and current students, it is not surprising that staff became preoccupied with
correcting the misunderstandings that the changes in terminology caused.

An extreme case of poor communication was reported by Te' eni (Chapter 1).
In the design stage of the human resource module, communication between the
main users and the IT professionals broke down, and the users did not have
meaningful communication with the university’sown IT staff or the ERP sup-
plier (Oracle). Users wanted to talk about the impact on processes, whereas I T
people concentrated on the implications for technology resulting from lack of
user acceptance, poor user involvement, and growing resistance to change.

The communication breakdown was not corrected until later, when an organi-
zational consultant was appointed to initiate reassessment of the system, and
the implementation returned to the analysis stage. The impact of poor commu-
nication caused an unacceptable level of human resource service in a large
university, including significant delaysin staff salary payments.

Other cases are more concerned with the way that university or company man-
agement communicated the benefits and the need for the ERP system to the
other stakeholders. For example, Oliver and Van Dyke (Chapter 8) report dis-
satisfaction with the management communication style and the participant’s
need for clear and comprehensiveinformation to be provided about the project,
especially about matters of serious concern, such as potential job |osses.

Resistance Toward the New System

Many usersrealized that the complexity of the ERP system and the high cost of
customization meant that their suggestions were unlikely to be taken. However,
as Oliver and Van Dyke (Chapter 8) point out, it might be more ethical and
effective for management to be honest about the likely problems rather than
promote the ERP as a panacea for the existing systems problems.

Lack of effective user involvement is likely to decrease user engagement and,
in some cases, may lead to user resistance. Goodwin (Chapter 11) reports that
staff developed ways of working around the new student administration sub-
system, both to maintain their previouslevel of service and to avoid anincrease
intheir workload. Boudreau (Chapter 2) also reported on systems being used in
dlightly different waysfrom their original purposes and observed “work-arounds’
and “tweaking.” As users develop counterproductive habits, it is unlikely that
an organization will reap the full benefits of the new system integration, if staff
put their energies into developing other ways of working. Assimilation of new
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work processesisamajor knowledge barrier in ERP implementation. Boudreau
suggests that encouraging “informal learning” among all users might be the
way to overcome the knowledge barrier, especially if theinformal learning sup-
ports the formal training that is offered.

Perceived Lack of Power

Thefour chaptersin thisbook that explicitly use apolitical perspective empha-
size theimpact of ERP systems on organizational structure and the distribution
of power.

Oliver and van Dyke (Chapter 8) report the widespread view that the ERP
implementation partner had a greater degree of control than the senior man-
agement. The staff membersin Goodwin's (Chapter 11) study were also skep-
tical of the project team’s power to instigate real changes to the ERP.

On a positive note, Randolph and Main (Chapter 9) report that in a university
characterized by a highly devolved management structure, resistance to the
ERP system was alleviated by effective communication and reconciliation be-
tween the different stakeholders. Another positive note was a case organization’s
shift to relational governance, reported by McGinnis, Wiggins, Trimmer, and
Pumphrey (Chapter 5). The key IT staff served to institutionalize the strategic
and operational innovations enabled by the ERP within the organizational cul-
ture. Relational governance and social normsfor quality improvement reinforced
motivation and brought culture changein theform of organizational learning, an
increased capacity to improve, and professional integration.

Overall, the significance of culture and the need to assess existing power struc-
tures are emphasized in most of these cases. Failure to align the implementa-
tion processwith the prevailing organizational climate and lack of openness by
management about the likely problems and outcomes exacerbated the already
difficult and complex implementation task.

In contrast, Corbitt, Peszynski, and Boon (Chapter 10) also report on apositive
outcome that accrued from the presence of a project champion who was influ-
ential in moving a decentralized university operating on several campuses to-
ward the centralized decision making that was required to gain the full benefit
of the ERP implementation.

Importance of Organizational Context and
History

Overall, the authors view the ERP implementation process as a complex and
intricate problem reflecting the complexity, intricacy, and scope of the ERP
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system. The need to take into account all aspects of an organization’s culture,
structure, politics, and history are emphasized in all the cases. User perceptions
of the ERP system and the implementation process are affected not only by the
functionality of the system and the expertise and behavior of the implementa-
tion team, but also by their organizational contexts and histories. Many of the
staff membersin the organizations described in these cases appear to be “change
weary.” In the case reported by Goodwin (Chapter 11), the staff were still
affected by an organizational restructure that centralized most of the student
administration personnel and that left the administrative officersin the various
academic departments feeling understaffed and overworked.

The rapid rate of change in the wider industry context is also very important,
and it influences staff perceptions as well as management goals. The modern
context includes the increasingly competitive nature of the international higher
education industry and the need for universitiesto respond to adiverse range of
pressures from the government as well as from other stakeholders, such as
international students and industry associations.

Future Directions

The casesin this book are examples of an increasing number of user studies, all
of which could inform and direct the software housesinvolved in ERP devel op-
ment and the consulting companies offering implementation services.

ERPimplementationin universitiesis costly, but so are the alternatives, as men-
tioned earlier. Even though ERP systems provide platforms from which to im-
prove business by integrating the underlying administration processes, they suf-
fer from their packaged software attributes. Purchasing a software system and
not needing to build one may achieve immediate “ savings,” but there are hidden
implementation costs that become apparent at a later stage.

The ERP implementation studiesrely on existing theories of IT implementation,
all of which have limitations and fail to fully explain implementation problems
and to advise on how to successfully implement an ERP. We hope the case
studies presented in this book will encourage researchers to develop a more
comprehensive theory of ERPimplementation.
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