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Abstract

This study proposes an Enterprise Resource Planning (ERP) implementation model for
midsize businesses. The proposed model uses a strategic approach containing; ERP
implementation processes, stages, factors & issues associate with ERP adoption in midsize
businesses. This model can be used as part of ERP implementation strategy for midsize
businesses, enabling business managers/owner to have better understanding of their
implementation process. The model comprises ERP implementation stages and related

factors categorised in the Technology, Organisation and People domains.

This study adopts a qualitative research approach and employs an online expert panel along
with case study interviews. The first data collection is comprised of an online expert panel,
consisting of the experts from different disciplines including ERP academic experts, ERP
professionals, midsize business academic and ERP in midsize professionals. The participants
were selected from around the world based on their recognised expertise in the relevant areas.
The result of the expert panel discussion was used to test and modify the ERP implementation
model.

The second data collection process comprised a case study analysis of six organisations. The
interviews were conducted amongst small, midsize and a large size business along with one
ERP implementer with significant experience in ERP implementation in midsize businesses.
The case study results were used to refine the ERP implementation model. The final model
makes a theoretical contribution as it links ERP implementation stages and ERP factors for
the first time in the context of midsize businesses. The practical contribution includes the use
of the model by midsize business owners and managers while performing their ERP

implementations.
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1.1 Introduction

Midsize businesses play a vital role in the economic development of a nation. They create
jobs, boost an economic activity, expedite the economic recovery and are vital for wealth
creation (Coyte et al., 2012; Pramukti, 2003) despite their business size (Rovere & Lebre,
1996). Midsize businesses have special significance for developing nations due to their role
in economic activity acceleration and the employment opportunities they offer. To increase the
production capabilities and business expansion initiatives, midsize businesses need to adopt

new technologies that enable innovation and bring efficiencies to their business models.

ERP systems have historically been associated with the large size business implementations.
However, there has been a growing trend over the years of midsize businesses considering
ERP solutions as a strategic alternative for their technology needs. The adoption of ERP
applications has been described as one of the maost innovative developments (Al-Mashari
2002) that requires not only the replacement of a legacy system with an enterprise application
but also has significant business process change implications (Al-Shamlan et al., 2011). ERP
applications integrate major business functions (Koch, 2003) to optimise business process
functionality with integrated reporting. With demand saturation of ERP applications in the large
size business sector, ERP vendors have changed focus to offer suitable solutions for midsize
businesses. Globalisation and new international partnerships are acting as a catalyst for
midsize businesses to consider ERP applications. This research investigates the constraints
and factors relating to ERP adoption by midsize business for the purpose of developing a
practical and viable ERP adoption model that would eventually be of use to midsize business

managers considering ERP implementation.

In this chapter, the research problem and its context will be discussed, followed by information
on the data collection processes used for this study. The significance of this study along with

the structure of the thesis will also be outlined.
1.2 Research problem and context

ERP applications enable midsize businesses to enhance their productivity, improve business
practices and collaborate effectively with their suppliers and partners. Due to the size and
scale of business operations along with their resource limitations (time, budget and skill); it
has been difficult for midsize businesses to consider implementing ERP applications. Some
of the challenges faced by midsize businesses when implementing ERP are bad publicity
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about ERP implementation failures, business process standardisation expectations (with likely
change management implications) and the fear of unknown with limited skills and knowledge

to rationally analyse the suitability of ERP application(s). .

ERP systems have an ability to integrate business functions and could bring process
efficiencies. Accurate and timely information about customers and suppliers could be readily
available using ERP application reporting tools. Additionally, some multinational companies

have forced their midsize counterparts to have compatible ERP applications implemented.

It is important as well as difficult for midsize business leaders to take the measures required
to have successful ERP applications implementation. The limited knowledge and lack of
information on suitable ERP solutions for midsize business requires a comprehensive
selection criteria for the applications. In addition, other parameters including affordability, the
industry knowledge of the supplier, domestic support availability, technical upgradeability and
so forth could be some of the parameters used while selecting a suitable ERP application.
Subsequently, an understanding of ERP adoption factors and implementation stages, as well
as the relationship amongst the stages and the factors would enhance the understanding of
midsize business managers. Hence, a proposed ERP adoption model is developed that
enables midsize business leaders to remain in control of their ERP implementation and

adoption processes.
1.3 The research study

This study involves two qualitative data collections stages, namely, an expert panel and case

study interviews. Each of the stages is discussed below:
Phase One: The Expert Panel

In the first data collection stage, an online expert panel was established, consisting of experts
with a wide range of experience in ERP and midsize profession and academia. The feedback
received from the expert panel was used to test the proposed model. The experts were
selected from different geographic locations: Australia, the United States, Europe, the Middle
East and India. The experts were selected based on their practical or academic contribution
in the subject field of research. A revised iteration of the model was developed at the end of

this data collection stage.
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Phase Two: The case study interviews

The purpose of this data collection stage was to further refine ERP implementation model
findings by critically analysing the ERP adoption factors based on the experiences of case
study organisations that had been involved with at least one ERP implementation. In this stage
of the data collection, a total of six case study organisations were interviewed: three midsize
businesses, one small size business, one large size along with one implementation services

providers. All interviews were conducted in Victoria, Australia.

The revised model from the first data collection stage was presented to the participants for
discussion and the comments were recorded based on participant’s practical experience. The
data was later used to refine the model and resultantly, a final iteration of the model was

produced.
1.4 The significance of the study

Generally, ERP Implementation research has been about adoption factors or implementation
processes. In this research an attempt was made to combine both streams of research in an
innovative manner. The findings of this research are useful for midsize business
managers/owners/decision makers intending to implement ERP applications as this group
typically have limited knowledge and skills to understand the complexities involved. This
research identifies the ERP adoptions factors with reference to their sequence of occurrence

in different stages of ERP implementation.
1.5 Structure of thesis

The thesis is structured in eight chapters and three appendixes. The first chapter describes
the background information of the study along with overview of research methodology and
significance of the research. The second and third chapters consist of a general literature
review and the development of the initial version of the ERP adoption model. Chapter four
outlines the research methodology applied, followed by Chapter five providing detailed insight
on first qualitative data collection; the expert panel. The sixth and seventh chapters contain
information on the case study data results, analysis and discussion, followed by the
Conclusion chapter. In the appendix section, the first appendix provides information on
research publications from this study, followed by material used to contact experts for the
expert panel and finally an encapsulated view of the case study material used.
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The structure of the thesis is elaborated below:
Chapter One — Introduction

In this chapter, an overview of the research study is provided, along with the research
background, context and problem along with the methodologies used for the research. The

significance of the study is also presented in this chapter.
Chapter Two — Literature Review Theoretical Foundations

This chapter outlines a theoretical foundation to illustrate key components of the study. The
second chapter has two sections. The first section contains definitions of small and medium
enterprises (SME), including a distinction made on the different sizes of businesses. It also
highlights the significance of SMEs and their operational requirements along with issues they
face. The section also highlights the significance of information and communication

technologies (ICT) for SMEs and challenges faced by SMEs in relation to ICT adoption.

The latter part of the chapter focuses on Enterprise Resource Planning (ERP) systems. After
defining ERP systems, their purpose and benefits are discussed. This is followed by a
discussion on ERP selection criteria, adoption and implementation details including ERP
project management and risk management. The discussion concludes with an understanding

of SME, ERP and ERP adoption requirements in general.
Chapter Three — A model for ERP implementation in midsize

This chapter outlines the fundamentals of the topic being studied, that is, ERP in midsize
business. At the start of the chapter, midsize business is defined for the purposes of this
research. Later, ERP in midsize businesses is discussed, including the significance of ERP,
the barriers of implementing ERP and strategies to overcome those barriers. Furthermore,
ERP adoption in midsize businesses along with ERP implementation aspects was examined.
Finally, models for ERP implementation were listed and stages of implementation were
compared across these models. This discussion led to the development of an initial ERP
adoption model for midsize businesses. The discussion concluded with a detailed presentation

of the model.
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Chapter Four — Research methodology

This chapter outlines the research design and methodology used for this study. It provides
details on the research method applied for data collection and the tool and techniques used
to evaluate the data. The study involved two data collection stages, an online expert panel,
followed by case study interviews. In the online expert panel, a broad range of domestic and
international academics and professionals from the ERP and midsize arenas were invited to
participate. In the case study analysis, six cases were analysed. Out of six organisations, three
were midsize businesses, one was a small business, one was a large business and one was
an SME implementer with significant ERP implementation experience. Both data collection

stages were used to improve and refine the proposed model content and presentation.
Chapter Five — Expert Panel

This chapter explains the first data collection stage and provides information on the
development and execution of the online expert panel. At the start of the chapter the approach
used to select and engage with the experts is explained. Then, the structure of discussion is
elaborated along with a discussion on the key points discussed. An analysis of the results
gathered from the results is provided along with a discussion on the changes in the model as
a result of the expert panel findings. The chapter concluded with a revised ERP adoption

model.
Chapter Six—Case Study Results and Discussion (Part One)

This chapter provides details of the second stage of data collection. In this chapter, detail of
the selection process for case study organisations along with an overview of selected six case
organisations is provided. This includes the background of the cases. The outcome of the
discussion based on the following ERP implementation stages is then discussed: pre-
planning; planning; build; construction; and go live stages. This chapter includes a discussion

and analysis for the pre-planning and planning stages of ERP implementation.
Chapter Seven—Case Study Results and Discussion (Part Two)

This chapter is a continuation of the case study data reporting, analysis and discussion. The
chapter comprises data reporting, discussion and analysis of the remaining ERP

implementation stages: build (set-up, reengineer and system design), construction
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(configuration, development and testing) and go live. The data obtained from the six case
study organisations was reported and analysed in this stage, along with a presentation of the

final ERP implementation model for midsize businesses.
Chapter Eight — Conclusion

In the final chapter of the thesis, an overview of the research and findings is provided. The
chapter discusses the theoretical and practical contribution of the study and the research
guestions, with reference to study findings. The chapter then presents a statement on

generalisability, research limitations and suggestions for future research.
Appendix One — Publications

This appendix lists the published research work associated with this study.
Appendix Two - The Expert Panel

This appendix presents relevant templates used to set up the expert panel.
Appendix Three - Case study interviews

This appendix provides the data presentation from transcripts recorded in the Case study

interviews.
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Chapter Two

Literature Review: Theoretical Foundations
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2.1 Introduction

This chapter has two major sections. The first section contains definitions of small and medium
enterprise (SME), including the distinction between business sizes. It also provides the
operational requirements and issues faced by SMEs when striving to operate in the current
diverse socio-economic business environment. It is important to clearly understand the
differences between different business types based on their sizes, as literature found to be
confusing to categorise businesses between small, medium, midsize and large sizes
enterprise. To serve the needs of this research, it was important to identify boundaries within
different types of businesses and classify how these businesses would be referred to in the
discussion, in accordance with their definitions. The chapter also provides an insight on
Information Communication Technologies (ICT) adoption and implementation in SMEs. The
purpose of having ICT discussion is to outline benefits of ICT for SMEs and potential barriers
to have solutions implemented. In this thesis, ICT and IT (information technology) both terms

will be used interchangeably.

The later part of this chapter focuses on Enterprise Resource Planning (ERP) systems, their
definition and related content. As the ERP market has evolved and matured, so too has the
related hardware and infrastructure technology (Aberdeen 2006). According to Klaus et al.
(2000), ERP applications were primarily developed to integrate different department functions
and business processes to form a collaborative view of business operations in a single IT
architecture. In the early 1990s, ERP systems became the de-facto standard for replacing
legacy systems/applications in LEs (Large Enterprises), specifically in multinational
companies (Shanks, 2000). Modern day ERP applications are business process centric,

evolved to address diverse aspects of corporate business requirements.

2.2 Definitions

2.2.1 Defining SME by number of employees

In attempting to define SME, a distinction needs to be made between small and medium
enterprises. What constitutes a small or medium enterprise depends upon the number of
employees in an organisation. Different researchers have defined small and medium
enterprise in different ways. Burgess (2002) highlighted the difference with reference to a

study conducted in 1997 on SME in Europe. Burgess (2002) stated that “a company having
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10-99 employees is considered to be a small” while, “a company having 100 to 499 employees

is considered to be a medium size enterprise”.

Duxbury et al. (2002) indicated that the literature has been divided on how to define small and
medium size business. They defined small business as, “any firm with fewer than 100 full time

paid employees” and divided it into three sub-groups:

e Micro businesses: 2 - 9 employees
o Mid-sized businesses: 10 - 49 employees

e Larger small businesses: 50 — 99 employees.

According to Coyte et al. (2012), SMEs are businesses with less than 200 employees, defined
within the following categories:

o 1-4 employees can be considered “micro”
e 5-20 employees can be considered “small”

e 20-199 employees can be considered “medium”

However, Coyte et al. (2012) also argued that in North America and Europe, categories are

perceived slightly differently, as follows:

e 1-19 employees as “micro”
e 20-49 employees as “small”
e 50-249 employees as “medium”

e Over 250 employees as “large”

Duxbury et al. (2002) stressed a need for comparison between SME and Large Enterprise
(LE), defining SME as any business with 100-500 full time employees and an LE organisation

with more than 500 employees.

According to the European Commission [EC] (1996), “a business must have less than 250
salaried workers to be considered as SME or an organisation that has 49 to 250 paid
employees can be considered as Medium sized organisation. If a business is operating with

less than ten employees it will be considered as a very small enterprise”.

The Asia-Pacific Economic Cooperation (APEC) (2003) provided a single standardised
definition that could be used across all economies. According to APEC (2003), “SMEs employ

less than 100 people whereas, medium sized SME employs between 20 and 99 people and a
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small firm employs between 5 and 19 and micro firm employs less than 5 people and includes
self-employed managers”. APEC (2003) further defined SME as an organisation with less than
100 employees but there have been certain exceptions, for instance, there should not be a
hard and fast rule that distinguishes a micro firm from a small and medium sized organisation,

but in general a micro firm should have less than five employees.
2.2.2 Defining SME by economy

APEC (2003) has extracted data from different sources to explore the perceptions regarding
SME in different economies. According to APEC (2003), the definitions of SME change
extensively. These definitions could be used mainly for two distinct purposes: statistical and
policy or program purposes. The definitions could vary by industry based on their purpose and
the common principle of number of employees. Various economies also use capitalisation,

assets, sales or turnover and production capacity to define SME.

The EC (1996) also defined SME with reference to the annual turnover of a company. In
addition, the EC (1996) stressed consideration of the total of balance sheets and levels of

independence of every firm when seeking definitions. It argued:

The final basic criteria for determining whether an organisation is small or medium
size depends upon its independence that means a company cannot have 25
percent or more of its control in hands of a large enterprise or jointly held by several

large enterprises. (EC, 1996)

Senik et al. (2011) defined SMEs in the Malaysian environment as “a firm with annual sales
turnover not exceeding RM25 million (AU$8 million) and/or full time employees not exceeding
150.”

There is a considerable diversity in defining SME. In general, SME is defined as an
organisation with less than 100 employees but in some cases (especially in terms of larger
economies) the number of employees rises dramatically i.e. from 300 to 500 employees. The
data provided by APEC (2003) is presented below in Table 2.1, where x is the number of

employees in an organisation.

As illustrated in Table 2.1, definitions of SME cover a range of considerations in different
countries. For instance, in Canada, the number of employees would be considered along with

the type or nature of the business (i.e. a business specialising in goods would be considered
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small if it has 101-500 employees and a business offering services would be seen as a small
business if the number of employees is 51-500). Similarly in Chile, the total annual revenue or
yearly sales is considered important when defining SME. In Indonesia, assets and annual
sales are considered along with the number of employees. In Vietnam, the number of staff
along with the capital of an organisation is considered important. In Korea, the type of business
(i.e. mining manufacturing, construction and services) is considered important, with the index
for the number of employees changing for each business type. Similarly, in Mexico, Russia,
Thailand and the USA, the nature of business and the associated number of staff are used to
define SME.

Table 2.1: SME with reference to economies APEC (2003)

Country Micro Small Medium
Australia x<5 b<x<20 20 <x <200
Goods X <100 101 - 500 X < 500
Canada
Services x <50 51 - 500 X < 500
Staff x<4 5<x<49 50 <x <199
Chile
Sales < US$74,500 < US$ 776,566 < US$ 1.5 Million
Staff l1<x<4 5<x<19 20<x <99
Indonesia Assets -- < US$ 20,000 < US$ 1,000,000
Sales < US$ 100,000 < US$ 5,000,000
Mining, X < 50 50< x < 300
manufacturing
Korea Construction x < 30 30 < x <200
Services x <10 11<x<20
Industry 0< x <30 31< x <100 105< x <500
Mexico Commerce O<x<5 6< x <20 21< x <100
Service 0< x <20 21< x <50 51< x <100
Type one 1<x <5 10< x <49 100< x <249
Russia
Type two 6< x <9 50< x <99 250< x <500
Staff X <50 < 20 million Baht
Thailand
Assets 50< x <200 20-100 million Baht
Manufacturing X < 500
USA
Non manuf. < US$ 5M sale PA
Staff x <30 < D 1 billion
Vietnam
Capital 31<x<200 D 1billion — D 4billion
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From the above discussion, it is concluded that there are a number of ways to define SMEs;
depending upon the region and the researcher’s perspective. It is also understood that the
definition of SME could change depending upon the perceptions, empowered by other
influential factors. These factors could include macroeconomics, government business policy,
financial and economic constraints, geographic location and so forth. It may not be appropriate

to ignore such critical factors while defining a business entity as small, medium or mid-size.

2.2.3 Difference between SME and LE

SMEs are different from their large counterparts (Coyte et al., 2012). Poddar (2010) argued
that SMEs have certain advantages over LEs. These include flexibility in operations, an ability
to make rapid decisions and the proximity of their customers. SMEs, by benefiting from these
advantages, could provide “positive externalities” (Poddar 2010) to national or domestic
economies and could add to the business of large size partners. Similarly, Hudson et al. (2001)

illustrated some key characteristics that make SME different from LE, such as:

e SMEs may have personalised management with limited devolution of authority

¢ SMEs may have resource limitations including at management level, human resources
and financial sources

e SMEs are prone to rely on a small number of customers and operate in a limited market

e SMEs generally have flat, flexible structures

¢ SMEs have high innovatory potential

e SMEs generally have a reactive and ‘fire-fighting’ mentality

e SMEs generally have informal dynamic strategies to operate with. (Coyte et al., 2012)

SME and Midsize

From the literature, it was noted that many researchers use SME as the core terminology

however; midsize business gets used a lot by ERP vendors and ERP researchers. Given the
fact that the term “SME” has a broader meaning, based on the geographic location, size and
number of employees (refer table 2.1); it was important to initiate the discussion with SME
related literature before establishing an understanding of midsize businesses in relation to

ERP systems.
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2.2.4 Redefining SME

For the purpose of this thesis, | will adopt the following definitions:

A small business is defined as:

A business with limited operations consisting of 1-25 full time paid
employees and business operations at a small scale with little

contribution to the economy.

This definition above is modified in accordance with the geographic location, macroeconomic

standing of the country and the annual organisational turnover, in other words:

Small Business = No. of staff + annual turnover + geographic location

A medium sized business is defined as:

A business consisting of 26-50 full time paid staff members,

operating in a competitive market with potential to expand.

The above definition is viewed in accordance with the geographical location, macroeconomics

and annual turnover of the company, presented as:

Medium Business = No. of staff + annual turnover + geographic

location

Based on the literature review and definition(s) of Small and Medium Enterprise (SME), it is
understood that the acronym SME has several different meanings based on different
parameters including the number of FTE (Full time equivalent) staff, the firm’s geographic
location and its annual turnover. Therefore, for the purpose of this thesis, the definitions for
SME and midsize businesses are clearly illustrated to eradicate any confusion by

standardising the unit of analysis (i.e. midsize business) for the study.
2.3 Characteristics of small and medium enterprises

Over the past few decades, the significance of SME has been realised and, as a result,
research initiatives analysing this area have risen substantially (Kee, 2013). The performance
of the SME sector is closely associated with the economic performance of a nation (Pramukti,
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2003). There are significant numbers of SMEs around the world playing a vital role in the
economic development of their countries. Wielicki (2010) emphasised that, regardless of the
size of an SME, it remains a major generator in terms of economic value. Such businesses
have special significance in the third world or developing countries due to their advantages to
the economy including, creation of opportunities to accelerate economic activity, generating
employment opportunities and supporting industry to boost business (Pramukti, 2003).
According to Islam (2011), this vital role that SMEs around the world have been playing in third
world economic development has been phenomenal. For example, with reference to a private
sector industry survey on Bangladesh SMEs, Islam (2011) argued that the SMEs in the country
were contributing 25% towards the Gross Domestic Product (GDP). Developing countries
encourage SMEs to enter into global markets by establishing international partnerships and
networking with domestic LEs. According to Senik et al. (2011), for example, the Malaysian
government helps SMEs to network with local government owned LEs and foreign businesses
for the purpose of increasing economic activity, exports and expediting the economic growth
of the country. However, Camisén (2010) argued that the disadvantages relating to
international business enhancement may outweigh the advantages; therefore, SMEs should

be careful while making investment decisions.

Poddar (2010) also argued that SMEs are major contributors to the economic progress and
GDP of a nation, offering export and employment opportunities to the country. Many of these
businesses could either be family owned enterprises or operate in partnerships. It is also
argued, however, that these businesses often lack professional knowledge and experience to
run their affairs, resulting in business process inefficiencies and ad-hoc financial practices that
cause them to heavily rely on banks for support (Poddar, 2010). Wielicki (2010) argued that
the limited productivity of SMEs has been the centre of attention for a number of business

researchers.

The technological capabilities of SMEs, including information communication technologies
(ICT), relate specifically to growth in terms of production, further investment and innovation.
For example, in a third world country like Pakistan, around 85% of the manufacturing concerns
are small and medium size, requiring an ongoing technological transition to adopt the latest
solutions in order to meet rapidly changing growth expectations (Rauof, 1998).

According to the European Union (EU) (2006), SMEs are considered to be the powerhouses
of European economies, constituting 99.8% of the total number of companies in the EU,

contributing to employment numbers by two-thirds and around 60% of value adds to the
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economy. Additionally, while the significance of SMEs in the economic development of a
country is undeniable, these businesses deserve more attention as they create job

opportunities and promote economic competitiveness (Rovere et al., 1996).

Coyte et al. (2012) suggested that the past literature on SMEs emphasised their economic
significance and how they differ from their larger counterparts. For example, they noted that
SMEs gain competitive advantage over their large counterparts by effectively realising and
integrating specialised knowledge from external resources (Coyte et al., 2012). Cravo et al.
(2012) further added that due to the correlation between economic growth and SME progress,
researchers and policy makers have paid special attention to the topic of significance of SMEs

within the economy.
2.3.1 Contemporary challenges for SMEs

As indicated earlier, SMEs play a vital role in the economic growth of a country. According to
Islam et al. (2011), SMEs operate within different industries, including textiles and apparel,

food and beverages, metal products and so forth.

While in developing countries governments tend to assist SMEs, these businesses face
several challenges. These challenges can hinder the competitiveness and resilience of

organisations. Islam et al. (2011) described these challenges as:

o Difficulties in obtaining funds from financial institutions and/or governments. Generally,
a higher rate of interest is charged to SMEs and that could have financial implications
for business operability.

o Lack of human capital or required professional human resources. Generally SMEs
cannot afford to hire highly professional and competent staff.

¢ A higher level of bureaucracy in government departments could be considered as
another challenge for SMEs operating in developing world.

¢ Lack of available funds for innovative research and development.

e Significant leaning toward the domestic market and inability to broaden the business

view towards the international arena.

Entrepreneurial SMEs face greater challenges that would need to be mitigated. SMEs do not
take sufficient precautionary measures or establish appropriate risk management strategies
or hire staff, who are skilled in effective risk management. Similarly, the risk levels for SMEs

could be higher due to a short span of time between their business decisions and outcomes.
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Without appropriate risk mitigation and analytical skills, SMEs are more prone to exposure to
unanticipated negative events. Consequently, the risks that SMEs carry have significant
implications (Sarbutts, 2003).

Cravo et al. (2012) discussed the challenges faced by Brazilian SMEs and suggested that an
SME'’s ability to perform optimally in a competitive economic environment may not be the result
of simply improving staff capabilities and hiring new professionals. For productivity and growth
in SMEs, Cravo et al. (2012) argued that the level of institutional quality is also important;

therefore, quality standards should be enhanced.

Islam et al. (2011) explained success as the achievements of objectives and stated that
success is a critical part of a business life, although it is not always explicitly discussed.
Success and failure could be interpreted as outcomes of good or bad management.
Furthermore, strategies such as internal cooperation, coordination, consultation, flexibility and
performance measures could play a vital role in the success of business operations. Inter-firm
cooperation could enable small companies to improve their strategic positioning while focusing
on their core business operations and expanding into the international arena. This could be
achieved by reducing transactional costs, improving skills and bringing rapid technological
change to the organisation (Islam et al., 2011). Poddar (2010) discussed the commonwealth
business council (CBC) framework that provides means for effective corporate governance for
SMEs. This comprised of policies and practice for SMESs; leadership and structure; strategic
planning and monitoring; risk management; people strategies, including the use of external
providers for specific skills; controlled environments and processes; and transparency and
disclosure. It was argued by Poddar (2010) that the proposed CBC framework is essential to
understand and standardise the operations of SMESs, enabling SMESs to operate effectively in

a competitive environment.
2.3.2 Strategies for success - SMEs

It has been reported that most of the time; SMEs have high growth rates regardless of their
size (Acs, 1990). Due to the changing pattern in capitalisation in the Western nations;
competition has further increased the significance of SMEs. Furthermore, organisations these
days are knowledge-driven and their success and survival depends upon their sense of
discovery, creativity, innovation and inventiveness. Consequently, to survive in the competitive
environment, it is crucial for businesses to orchestrate and lead innovative change (Poddar
2010).
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To operate in a market space successfully, Rovere et al. (1996) argued that SMEs must adopt

a number of operational features. These are:

e The business must target a niche market to increase competition.

e Owner/ Manager of the company must be vigilant and flexible while managing the
business affairs to mitigate the probability of risk involved.

e There must be a greater number of innovative efforts resulting from the diverse
activities and technical capabilities of the company.

e To increase the decision making process there must be a “hands on” management
approach.

¢ There must be ease of management and utilisation with fewer formalities with internal
and external information systems.

e The communication and information flow must be timely and effective.

e The workers must be motivated to work.
Similarly, Hirsch (1994) specified some attributes of SMEs that could make them successful:

e Leadership in product variety; the product line and length of the company must be
better than their competitors.

e Process innovation; that is, there should be a change in the ways the processes are
executed in the company.

e Customisation/ incremental innovation; there should be continuous product
development and innovation.

e Low prices and fast delivery; the company can entertain a lot of benefits by lowering

the price and making fast delivery of the product.

Sarbutts (2003) further explained that SME management should follow a positive approach
towards the operational requirements of their organisation. They should optimally plan,
forecast future requirements, and avail themselves of opportunities and improve overall
organisational efficiency. In addition, the organisation should consider rewarding executives
for their analytical skills rather than just their achievements. SMEs could also consider cloud
computing services (Alshamaila, 2013) that would enable SMEs to outsource sophisticated
ICT management to an external services provider and obtain hosting services at a fixed or
variable annual cost. It was argued that this strategy might maximise the return on investment
for SMEs and deliver a competitive advantage in a dynamically expanding business

environment (Alshamaila, 2013).
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To meet a desired level of productivity, Kuratko et al. (2001) argued that an SME should
ensure the quality delivery of its products by adopting process efficiencies in their work
practice. Productivity was defined by Kuratko et al. as the ratio of outputs to inputs; when there
is higher level of quality, this leads to lesser inputs and reduces the probability of failures.
Similarly, a higher level of output is associated with increased demand and improved market
standing. Furthermore, Kuratko et al. (2001) presented a framework consisting of seven

categories containing quality strategies:

o Leadership means guidance that a medium business receives from its management.
It could consist of setup or establishment of a system by management to maintain the
high expectations and performance, personal development, planning, learning and
innovation.

e Strategic planning consists of organisational planning and includes the ways a
company sets and develops its strategic direction. It also includes development of an
operational system that enables business to meet its business and performance
requirements.

e Customer and market focus starts from building knowledge about the customer, and
focusing on complaint resolution to examine a company’s performance. It also includes
measures to understand the customer and market by evaluating the customer
satisfaction data.

e Information and analysis monitors the central communication network of a firm.
Information is crucial to set the strategic objectives of a company and effective use of
information results in a positive impact on its overall performance. The firm needs to
collect and evaluate the data containing cost, sales, net income and market share to
analyse its performance.

¢ Human resource focus means developing employees in a high performance
workplace that enables change. There should be integration between human resource
management (HRM) and company operations; it is also important that HRM is
associated with the strategic objectives of a company. Smaller firms face more
challenges because they often cannot afford to hire professionals to execute their HRM
operations.

o Process management is another important component that covers process efficiency
and effectiveness and it includes task integration from product design to customer
services.

e Business results contain the data relating to customer satisfaction, company finance,

supplier performance and a company’s operational specifications. Smaller firms do not
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require the information infrastructure or level of sophistication that large firms need, so
it is important for small companies to gather the data and develop employees in a way
that they will be provided with feedback and become part of the decision making

process.

From the above discussion it can be concluded that leadership in SMEs is crucial to ensure
effective decision making and to mitigate risks. Leadership comes from the top and establishes
performance expectations for teams, including their learning and the development of
innovative work practices. The management of a company should provide strategic direction;
defining ways the company develops in terms of its capacity and capability to expand its
performance and business operations. Furthermore, to effectively compete in the market, it is
important to incorporate process efficiencies in service delivery, including task integration and
business process innovation. Companies should bring change with the improved incremental
innovations along with product development and enhancement. The enhancement could be
in the product line and length, delivering quality produce at cheaper prices. It was also

suggested to target niche markets for better competition.

Moreover, building knowledge about the market and maintaining a focus on customers and
their expectations is important, including introducing ways to record customer satisfaction to
ensure retention. To analyse and retain critical information, businesses need systems to
record, coordinate and communicate with customers and suppliers. Data analysis and
accurate timely information availability is critical for SMEs in their cost, sales, net income and
market performance. The SME may not need a sophisticated solution to manage their
business data but should have an intelligent business application that would help them gather

and present information in a comprehensive and timely fashion.

Human resource development was also indicated as a key component for success. The work
force should be motivated and high performing to adopt change. It was also indicated that due
to the size of operations of SMEs, it would be difficult for such companies to hire professionals

to run their human resource operations.
2.3.3 Section summary

Evidence suggest that defining small and medium enterprise is a diverse topic, mainly
dependent upon several internal (organisational) and external (wider economic) influential
factors. Before carrying out research that explicitly explores impact of software implementation

in SMEs, it is essential to refine the scope of research by defining the size of business in
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discussion. This research will focus on businesses containing 50-250 full time paid employees
with annual turnover of AUS$1-10 million. This definition will be revisited in the next chapter
to further align it with the research scope. Both small and medium businesses are considered
important for the economic growth of a nation. SMEs play vital role toward productivity and
generate employment opportunities. Literature suggests that modern SMEs face range of
challenges relating to their leadership, market competition, performance capacity and
capabilities, effective knowledge management, process automation and management, human
resource or staffing, information availability and analysis, strategic vision and planning for the
business. By establishing effective strategies to cater for these challenges, SMEs would be

able to overcome their weaknesses and establish strategies for success.
2.41CT in SMEs

ICT comprises computer software programs, applications, hardware and other tools enabling
organisations or individuals to connect and/or exchange information effectively (Keller, 2013;
Heeks, 2010). Use of ICT may result in an increase of innovative activities in SMEs (Nguyen,
2009). ICT could assist SMEs to increase their ability to produce new products and services.
There have been positive impacts of ICT usage in these organisations, resulting in the
modification of management structures and increases in efficiency (Nguyen, 2009; Correa,
1994). Companies that use ICT applications, it is argued, are likely to have advantages over

their competitors.
2.4.1 Benefits deriving from ICT solutions

In typical SME sectors, organisations were unaware of the potential benefits of ICT. But, as
indicated, the introduction of ICT in SMEs brings operational benefits by enhancing
functionality through efficiencies. The latest technological innovations help SMEs improve
their business processes, bringing innovative change, expanding operations and adding value
(Nguyen, 2009).

Furthermore, ICT technologies enable SMEs to gain competitive advantage over their peers
by targeting niche markets, collecting information, and building capacity for rapid decision
making (Poddar 2010). When these benefits were realised, SMEs started to improve their
competitive advantage (Rovere 1996). According to Nguyen (2009), a competitive advantage
is the company’s ability to learn from past experiences and use that knowledge to create and

sustain its ability to remain ahead of its competitors. ICT has the ability to provide such benefits
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to SMEs. The use of advanced ICT setups, such as infrastructure networks, enables SMEs to
connect efficiently with their clients, suppliers, banks and other consulting firms. This further
stimulates the process of innovation by understanding the true needs and demand of the
market. ICT can reduce the dependency of the SME on local markets, by extended sourcing;

this may consequently have a positive impact on regional development (Bianchi 1995).

For efficiency and gaining a competitive advantage, Kee (2013) suggested that SMEs should
leverage their advancements by using latest ICT innovations and develop their resources by
using online applications. Caillaud (2001) argued that SMEs must utilise their resources and
conduct data exchange both internally and externally. Management business information is
critical and provides an opportunity for strategic clarification, supervision of constraints, such
as legal and political, performance evaluation, knowledge capitalisation, production process

updates and optimised information exchange.

Caillaud (2001) provided solutions to SME manufacturing concerns regarding their production
management through the introduction of intranet and extranet systems. These technologies
would enable a continuous flow of information inside and outside the organisation, enabling
the SME to have better overall control of their operational management. According to Caillaud
(2001), this approach has four main objectives: organisational, industrial, economical and
informational. It provides benefits to the organisation, including: a continuous flow of
information, providing the positive exchange of internal and external data; easy access of
information to partners; improved quality for customers by developing information networks

with company partners; and economies of scale to have relevant management indicators.
2.4.2 Barriers to implementing ICT solutions

There have been many factors that could affect decision making processes when introducing
ICT in SMEs (Nguyen et al., 2013; Rovere, 1996). These factors included lack of resources
and accurate information; and the lack of skilled employees and managerial ability to adopt
new changes. As already indicated, fast, accurate and technologically advanced ICT
infrastructure acquisition is considered important for SMEs. According to Wielicki (2010), for
SMEs to bridge the business digital divide, barriers to implement ICT in organisations must be
eradicated. The digital divide was defined by Wielicki (2010) as the gap between LEs and
SMEs in utilising ICT solutions for productivity gains. Similarly (Kee 2013) barriers to
implement ICT applications within SME may not lead to greater efficiency or lower the cost.

Furthermore, the lack of suitability of an application could be considered as a major barrier for
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its implementation in SMEs. According to Nguyen et al. (2013) it is unclear whether SMEs
consider ICT adoption to be opportunity or a threat. Evidence does suggest that the adoption

rate of ICT has been low and the failure of an implementation has been high.

Poddar (2010) stated that, despite the economic significance of SMEs, they face challenges
that prevent them from achieving their full potential. One of the major obstacles, according to
Poddar (2010), is the inability of SMEs to access adequate funding and the time to implement
ICT applications. Similarly, Wielicki (2010) stated that the research literature highlights the

many barriers SMEs face in accessing ICT, which can categorised as follows:

o Lack of digital experience due to lack of interest, or anxiety and lack of attraction
towards new technologies.

e Lack of computer infrastructure and network connections.

e Lack of skill in digital technologies due to insufficient user friendly environments and
limited education causing knowledge gaps within internal teams.

e Lack of opportunities to use new IT systems.

A typical ICT environment is complex to manage. It includes the management of software
applications, the handling of sophisticated hardware, software and networking infrastructure
aspects and requires specialised staff for implementation and management. SMEs often lack
resources and, due to their size, tend to avoid ICT infrastructure complexities towards their
implementation and effective management (Alshamaila, 2013). Wielicki (2010) provided a list
of ICT implementation barriers based on the consulting experiences and literature review
analysis. A study was conducted in which participants were asked to assess the degree to
which each of the barriers impacted their implementation. The list of barriers is as follows
(Wielicki, 2010):

e Lack of funding for ICT,;

e Lack of knowledge necessary for implementation;

e Lack of business process understanding;

e Lack of skilled employees;

e Lack of standard operating procedures (SOP);

e Lack of strategic direction for longer term objectives;

e Lack of suitable software that would align with business requirements;

e Lack of planning for information systems in the organisation.
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Quayle (2005) conducted an empirical study of 750 SME organisations and suggested that
the major barrier in the implementation of ICT in SMEs related to issues of leadership and in
appropriate management. It was further concluded that another major barrier for IT
adoption/implementation was resistance to change within the organisation. Kee (2013) argued
that the inability of SMEs (particularly focussed on small audit firms) to compete with their
larger counterparts in relation to their IT investment created potential barriers as well as
ineffectiveness and inefficiencies. It was suggested by Kee (2013) that when technical
compatibilities and cost-related barriers are addressed appropriately, SMEs could develop the

adequate infrastructure for technology adoption.

ICT adoption in SMEs is often executed with minimal and/or improper planning. This results
in low implementation success rates. The key reason for failures is the difference between
vision and execution strategies. SMEs are prone to have limited knowledge or research about
their implementation requirements when planning for the new technologies. This results in an
unclear list of expectations that does not align with actual requirements. Some organisations
may not have sufficient leverage to expand their resources and implement technology due to
a lack of strategic IT vision. Other SMEs may have limited access to capital (finance) or
information about IT or technical skills to make informed decisions. Some firms may lack
senior management support or competence in project management. They may have
insufficient technical or functional skills to complete an IT project. In addition, some highly
influential customers might demand certain technical changes resulting in a company rushing

into IT implementation without considering the consequences (Nguyen et al., 2013).
2.4.3 ICT adoption

For the purpose of this thesis, adoption means a process by which
technology is used to deliver change. Adoption includes the period
commencing at the point of a decision being made to adopt, through the
implementation phases, until the change is accepted by the business

stakeholders.

Many researchers have focused on ICT adoption by SMEs (Kee, 2013). What follows is a
discussion on the key factors and strategies relating to ICT adoption that have been developed

by different researchers.

ICT adoption could be considered as a stage that leads to successful decision making about

acquiring some hardware and/or software technologies. This happens by conducting certain
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activities, such as decision making by managerial and professional/technical staff, considering
internal and external environments and analysing the existing state of the organisation before
adopting a certain technology (Nguyen et al. (2013).

In 1990, a multi-perspective framework using organisational level theory was developed by
DePietro et al. (1990) called TOE (representing Technology, Organisational and
Environmental factors). The crux of the TOE framework was that technology innovation and

adoption could be influenced by three aspects (Alshamaila, 2013). These are:

e Technology context (or factors): comprised of internal and external technologies
relating to the organisation, including those technologies already being used by a firm
or others available in the market place.

e Organisational context (or factors): related to the resources and business
characteristics including the size and managerial structure of an organisation.

e Environmental context (or factors): referred to an environment in which a company
conducts its business operations. These related to elements such as industry,

competitors and technology services providers.

According to Islam (2011), small firms must improve their strategic positioning by focusing on
core business, reducing transaction costs, learning new skills and by adopting the latest
technological innovations. This means that SMEs should identify their ICT requirements and
acquire advanced technologies relevant to improve their production capabilities. Kee (2013)
argued that due to advancements in ICT and infrastructure innovations, there has been a

substantial growth in SME international business initiatives in the past decade.

Other factors affect decision making and the intention to adopt ICT within SMEs. These
include: cost benefit analysis; the innovativeness of management; the knowledge, skill, ability,
perception and attitude of employees; general acceptance of change; ICT knowledge
management; and ICT infrastructure. Nguyen et al. (2013) stated that a decision to adopt ICT
applications could also be influenced by external factors, such as external contractors,
consultants, partners, suppliers and customers of the business. The most common reason for
ICT adoption has been for survival and further growth requirements, or for maintaining
competitiveness and enhancing the innovative capacity of the business (Nguyen et al. 2013).
Nguyen et al. (2013) presented the following factors to assist businesses in adopting ICT
solutions:
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¢ Organisational — including management, staff, culture and knowledge of the
organisation.

¢ Network orientation — including networking with the suppliers, partners and customers.

o External ICT resources — including experts or consultants.

o Internal ICT resources — including ICT capable, competent staff with capacity to

optimally perform.

These factors may assist in predicting the success of ICT adoption in SMEs. Alshamaila
(2013) argued that if scalable technologies are adopted by SMEs, those businesses would be
able to offer products and service that their large counterparts have been delivering over the
years and become more competitive. While adopting ICT solutions, SMEs would require
special attention as they are different from LEs. The argument was supported by stating that
the size of a business could be one factor for adopting enterprise applications while in LEs
their formal systems play a vital role in structuring and implementing organisational strategy.
In SMEs, the coordination and control takes place in informal but frequent interactions (Coyte
et al., 2012).

Quayle (2005) argued that based on the strategy and goals of an organisation, it might be
important for a firm to consider other attributes. These included: implementation speed; cost
management (price and payment) structure; external outsourcing of hardware (external
hosting including cloud-based solutions); an ability to integrate with the latest technologies;
further development plans for enhancement; existing infrastructure installed; and the financial
viability of the firm. It was noted that it is important to test any new IT application thoroughly

by initiating pilot programs with real suppliers and non-essential goods (Quayle, 2005).

Kee (2013) suggested a number of relevant factors for ICT adoption, with some considered
more important than others. The factors considered maost critical include: online
communication; international exposure and experience; competitive pressures; and the size
of firm. Likewise, Nguyen et al. (2013) analysed factors that drive IT adoption along with those
factors that lead to successful implementation of IT solutions in small businesses. It was
argued that customers could be a major driving force for IT adoption in SMEs. It was also
noted that the research indicates that SMEs could be considered risk adverse and that IT
adoption should happen for a reason and not merely because of a desire for change (Nguyen,
2009).
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2.4.4 ICT implementation

For the purpose of this study, implementation means a step-by-step
process to acquire a new technology solution, starting from project

inception (start-up) through to delivery (‘go live’).

Barad et al. (2001) highlighted the significance of advanced technologies for SMEs by
illustrating the benefits of technology for production capabilities and the development of quality
products at a lower cost due to efficient customer delivery services. Furthermore, Barad et al.
(2001) proposed a series of steps for SMEs to follow (listed below) in order to achieve a level
of productivity competence. These steps would depend upon design; manufacturing and
administration based decisions and should consider issues around improvement in quality of
products, process efficiency, having better control over operations, logistics, and better
communications. Barad et al. further argued that the SMEs may not be able to afford a
comprehensive departmental setup with educated staff or trained professionals and might not
be able to bear large investment costs to improve their current business structures. They might
also be reluctant to invest in the latest technologies and would require support to define
specific technological requirements to target a right solution as per their needs (Barad et al.,
2001). Barad claimed that below steps could help lead SMEs towards successful IT

implementation;

e Strategic priorities to be defined that could provide competitive advantages to
medium businesses, including: product pricing, efficient delivery procedures,
standards for high quality (designs and product) and staff involvement in all processes
and so forth. There is a greater probability of effective efforts made by staff when the
workforce is highly committed and dedicated to the company.

e Regarding concerns to improve the systems that have unsatisfactory needs, were
further sub-divided into the following:

0 Strategic and operational concerns and strategic priorities are all different
from each other except they are all relate to same performance level such as,
cost, time, quality and human performance.

¢ Improvement needs of the existing system could depend on the strategic priorities of
the organisation. It is perceived that higher the level of strategic priority, greater the

improvement needs will be.
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Quayle (2005) explained some important factors that must be considered while implementing
ICT solutions within SMEs. These factors include, gaining the support from financial and ICT
departments within the firm. A steering committee should be set up with an appropriate
reporting structure and a procurement strategy established. This group should meet regularly
to monitor the progress and allocate the responsibilities with timelines for project
implementation. Quayle also suggested that there should be a clear target for return on
investment (ROI), which should cover the total capital expenditure cost, the cost of technology,
internal resources and time for the implementation. It was further suggested that a project
manager should be appointed to drive the project and control the internal resources and
external contractors for effectively gathering knowledge and information on best practice for

implementation (Quayle, 2005).

As indicated earlier, Nguyen et al. (2013) suggested a number of ICT adoption factors or
dependent variables that could assist with measuring the success of ICT implementation in
SMEs. Indicators of successful implementation could include ROI, increase in revenue and
sales, and/or improvement in the quality of products and/or services. Furthermore, it was
argued that organisational factors should be either directly or indirectly related to the
successful implementation of ICT within SMEs. In addition, the involvement of staff and
management for effective knowledge transfer and knowledge sharing is also vital for the
success of ICT implementation. SMEs should also include their customers and suppliers in

the communication strategy to coordinate their ICT application change (Nguyen et al., 2013).
2.4.5 Section summary

ICT can potentially bring many benefits to SMEs including, ease of business management,
latest technology features, gaining competitive advantage, effective utilisation of resources,
an effective data exchange between suppliers and customers and an ability to have accurate
and timely information for business decision making. It was noted that SMEs suffer from
internal challenges, restricting them to implement ICT solutions including, lack of resources
(budgets, time, and skills), lack of ICT infrastructure, lack of accurate and timely information
for decision making, employee resistance to change, lack of knowledge management and
retention, lack of interest of staff in digital technologies, lack of business process
understanding and optimisation initiatives, lack of skilled employee and lack of strategic

direction, management or leadership issues.
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The adoption of ICT solutions considered is another challenge. Even though scalable
technologies would enable SMEs to offer products and services in parallel with their large
counterparts, it would always be difficult for SMEs to adopt change. The adoption could be
influenced by a technology shift or organisational requirements or the environmental/market
expectations. The change adoption transition leap from an existing to a desired state would

face significant implications at organisational, technical and resource levels.

While implementing an ICT solution, SMEs should align their strategic priorities, improve
processes and ensure an appropriate return on investment for an informed decision. The cost
of implementation and technology, management and staff attitudes, training and knowledge
transfer requirements, effective planning and leadership are some of the key factors

associated with the success of an ICT implementation.
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2.5 Enterprise Resource Planning

This section will focus on Enterprise Resource Planning (ERP) systems. It will start with
defining ERP, followed by the history of ERP; highlighting a need for the ERP systems and
the issues relating to their implementation. Furthermore, ERP vendors and solutions (both
technical and functional) will be discussed followed by ERP system features, attributes, their
benefits and barriers to implement. A discussion on ERP adoption and implementation will
follow providing importance of ERP strategic planning; a need for establishing selection
criteria, project management including a component of risk management and finally benefits

of lessons learnt will be discussed.
2.5.1 Definitions of ERP

The research literature highlights different points of view in exploring the ERP concept.
According to Al-Mashari (2002), an ERP system is the most innovative development in an IT
sector. Chung (1999) argues that ERP not only indicates definite objects, it is also a category
identifying a range of identical products under one umbrella. Klaus et al., (2000) provided
different perceptions about ERP including, an initial and clearly visible perspective of ERP is
as a software application product or commaodity. Likewise, ERP can be seen as a development
tool that integrates all processes and data in one inclusive structure. Finally, another point of
view is that ERP is an “element of infrastructure” that offers business solutions (Klaus et al.,
2000).

Koch (2003) explains that ERP software combines and integrates all the major functions of
several different departments and presents them in a uniform, integrated way. ERP systems
are information systems that manage business functions using such application modules as
customer relationship management (CRM), supply chain management (SCM), manufacturing,
finance and human resources (Rooney et al, 2000; Hoch & Dulebohn, 2012). This helps the
organisation to carry out its operations in a more effective and efficient way and the software
serve the needs of people working in different but virtually integrated departments. Marnewick
et al. (2005) defined ERP as a business software package that allows the organisation to
automate and integrate the majority of its business processes and share common data and
practice throughout the organisation. This should produce and allow access to information in

a real-time environment with appropriate information entered only once in the system.

The following are additional definitions of ERP within the literature:
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Enterprise Resource Planning systems are comprehensive packaged software
solutions; that try to integrate a complete range of business processes and functions to
form a complete view of business operations in one Information and IT architecture.
(Klaus et al., 2000)

A software solution integrating the various functional spheres in an organisation - a link
through the entire supply chain, aimed at adapting best industry and management
practices for providing the right product at the right place at the right time at least cost.
(Rao, 2000)

A system that integrates a set of programs, providing support for core organisational
activities such as manufacturing and logistics, finance and accounting, sales and
marketing, and human resources. It also helps different parts of the organisation share
data and knowledge, reduces costs, and improves management of business processes.
(Aladwani, 2001)

Ross et al. (2006) defined ERP as a business management system that comprises an
integrated set of comprehensive software modules. These modules could be used to manage
and integrate all business functions within an organisation using a rationalised data
architecture characterised by core process integration and shared product and/or
customisation databases. The concept of enterprise integration has been commonly used to
define ERP (Klaus et al., 2000). Rooney et al. (2000) defined the ERP system as “An IT tool

that helps to plan and use the company’s resources”.

According to Rosa et al. (2012), ERP systems use “current off the shelf (COTS)” software,
designed to integrate all core functions of an enterprise on a unified database, regardless of
the type, size or nature of the business. Furthermore, Rosa et al (2012) stated that the term
ERP originated with the Gartner Group over two decades earlier as outgrowth of
manufacturing resource planning (MRP). Similarly, Silva (2012) defined ERP systems as
highly configurable off the shelf software packages that integrate systems and information

resources to facilitate and coordinate a range of operational and management activities.

For the purpose of this study, the researcher will adopt following definition for ERP

systems:
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ERP systems are highly sophisticated business management
applications that have a number of tasks and objectives to achieve. These

are:

o Data integration and consistency.
e Business process integration.
Provision of department specific, timely and accurate information as
requested.
o Cost effect knowledge sharing among different departments.
It can be concluded that there are two aspects of the above ERP definitions. The first relates
to the major function of ERP, including production planning and all other relevant activities,
such as purchase, inventory and cost optimisation of shipping services and so forth. The
second part relates to defining an ERP system as an IT tool. It is also important to note that

the implementation process of ERP systems is dynamic with changing business requirements.

2.6 Significance of ERP

This section provides a brief insight into the history of ERP and discusses its significance and
benefits. It also outlines ERP features and attributes, including functional and technical

features, and provides some available ERP solutions.
2.6.1 The History of ERP

There are different opinions about ERP evolution, one of which is that it is derived from terms
MRP and MRPII, which are described as follows:

MRP - Material Requirement Planning: A business application that was designed first in
the 1950s to enable companies to reorder material based on past usage. In the 1970s
this software was upgraded enabling companies to plan material requirements based

on future product requirements. (Orlicky, 1975)

MRPII - Manufacturing Resource Planning: The development of MRPII enabled
companies to further extend the planning and control activities to include production
planning, business planning, financial and distribution systems in one computer system.
(Wallace, 1990)
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MRP was developed to meet business requirements and MRPIlI brought additional
functionalities such as sales, planning and capacity management and so forth. MRPII is
considered to be the first logical step towards effective manufacturing planning because
companies started realising that customer satisfaction and profitability were important
features, along with HR, distribution, finance, and manufacturing. CIM is considered to be the

next step in a comprehensive technical framework and is described as follows:

CIM - Computer Integrated Manufacturing: The entire conceptual framework for the
integration of all business administrative and technical functions of a company. (Klaus
et al., 2000)

As indicated, some consider MRPII to be precursor of ERP software. Davenport (1996), for
example, stated that the ERP system is a turbocharged version of MRPII, modified and
strengthened to help manufacturers face the competitive challenges of 1990s. Al-Mashari
(2002) also supported the idea that the ERP system is an advanced version of the MRP
system of the 1970s and the MRPII system of 1980s. He further stated that the MRPII model

was adopted by major ERP vendors to develop manufacturing and planning components.

It was further argued by Kennerley et al. (2001) that the origin of ERP started from the
development of standard systems. Initially these systems were manual until the reorder point
and economic order quantity techniques (EOQ) were introduced. The development of MRP
grew from this and was another major step that enabled the planning of material requirements.
The development of MRPII further enhanced the planning and control activities to include
production, business and financial planning. ERP systems were developed as a standard to

support all business functions (Kennerley et al., 2001).

In contrast to the views above, some researchers (Glass as quoted by Klaus et al., (2000) pp
157) are of the view that the idea that ERP systems developed from MRP is a false

assumption.

Billions of dollars have been invested in the adoption of ERP applications in the last two
decades. Al-Mashari (2002) reported that approximately US$72.63 billion were spent in 2002
on ERP adoption and the trend continued through to projections that US$23.3 billion would be
spent in 2011 (Rosa et al., 2012). Earlier, Carlino et al. (2000) suggested that an estimate
$300 billion was invested globally on ERP systems in the previous years. Rosa et al. (2012)
argued that the ERP market continues to grow around the world while ERP software has been

the largest segment of the enterprise application market.
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According to Rosa et al. (2012) the ERP software revenue will continue to grow substantially
over the years and it will be indeed interesting to see the ERP market growing while ERP
implementation projects blowing their budgets and facing schedule overruns. A recent survey,
according to Rosa et al. (2012), indicates that out of 187 companies tested about their ERP
implementation experiences, 61% exceed the schedule timeline and 74% exceed the
allocated budgetary allocations. This reflects the potential and willingness of companies to
adopt ERP but their lack of ability to effectively implement ERP and enjoy their ERP

implementation experiences efficaciously.

2.6.2 ERP vendors and ERP solutions

There are a number of companies that provide enterprise resource management software to
help businesses around the world integrate their production, information and planning. In the
ERP software industry, the main player is Germany's SAP. It is reported that SAP had €17
billion (AU$25 billion) gross revenue in 2013 with €5.9 billion (AU$8.96 billion) net income and
had €16.3 billion revenue and earned €5.1 billion net operating profit (SAP 2013). In contrast,
in 2002 SAP reported $7 billion gross revenue (Saccomano, 2003) that represents a significant
rise in the revenue and company profits generation for the company, primarily due to
technology optimisation and market expansion (SAP 2013). Klaus et al. (2000) described ERP
as software that represented a new class in packaged applications, comprising a multi-billion
dollar industry. With the latest innovations such as cloud subscription support services this
enabled large vendors to expand their market share and penetrate into the midsize market
(Nguyen et. al, 2014).

Some of the key ERP vendors include Microsoft, SAP, People Soft, Oracle Corp, Baan and J.
D. Edwards. However Parveen & Maimani (2014) argued that SAP rank highest with more
than fifth (24%) market share, while Oracle has 18% and Microsoft has only 11% of the total
market share. It is also evident from the literature that ERP vendors are strongly committed to
invest in application R&D (research and development) for product optimisation and
functionality enhancements. For instance, SAP increased its R&D expenses from €2.261
billion in 2012 to €2.282 hillion in 2013 that comprised 13.6% of the total revenue in 2013 (SAP
2013).

In the past, ERP vendors tried to maximize their market share by acquiring their rivals. For
example, PeopleSoft Inc. acquired its rival J.D. Edwards & Co. for $1.7 billion in stock in 2003.
Later in the same year, Oracle Corp indicated its interest in taking over PeopleSoft for $5.1
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billion in cash (Saccomano, 2003). Oracle did make bids for a hostile corporate takeover of
PeopleSoft in 2003 and 2004. Finally, in 2005, Oracle acquired PeopleSoft for US$10.3 billion,
providing Oracle credibility in the ERP applications market (Chatterjee 2007, Millstone 2007).

This reflects the aggressive nature of ERP vendors who have sought to maximise their market
share for productivity gains and profits. There are also other ERP vendors trying to increase
their market share, such as IBM, but SAP and Oracle remain the major players in the market
(Chatterjee, 2007; Saccomano, 2003).

2.6.3 Features and attributes of ERP

Functional features

ERP is not just software, it comprises different components. To make an ERP project a
success there is a need to highlight the understanding and integration of these components
(Marnewick et al., 2005). Boubekri (2001) indicated that, to achieve long term business
objectives, ERP provides large, complex, and integrated systems that add up to business

Success.

Generally, as already indicated, ERP applications are implemented to integrate information
systems across the organisation’s core functional areas (Hoch & Dulebohn, 2012). This should
facilitate and manage the flow of information within different functions of the organisation and
across stakeholder groups. While implementing ERP applications, Rao (2000) suggested that
at the end of the requirements gathering phase, customers should be provided with
functionality support to manage their business process gaps effectively with standardised ERP
processes. It was argued that this gap assistance should be in accordance with the best
practice “off the shelf” delivered functionality and enhancement offered. The customer should
also be allowed to review and approve or amend the business process customisation list to

meet their business functional requirements (Rao 2000).

ERP applications are different from DBMS (database management systems) or OS (operating
systems); however, DBMS and OS are vital to ERP systems. The following has been

summarised from Rao (2000):

DBMS software is used to create and maintain a database. It provides a layer of

transparency between the physical data and application programs.
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OS software is designed to control the hardware of a specific data-processing system
(computer) in order to allow users and application programs to employ it easily. The
most common examples of OS (at the time) were DOS, Windows 95, 98, 2000, XP,
UNIX, Linux and so forth.

An ERP system standardises business operations including, production planning,
manufacturing, purchasing, marketing, human resource and so forth into number of modules
(Boubekri, 2001). The application modules integrate with supported business functions, data
and functional processes that get replaced/ improved by ERP business and administrative
functionality. These modules include: supply chain management, accounting and finance,
human resource management, customer relationship management, inventory management,
material management, logistics, maintenance, sales, production, distribution, procurement,
asset and cash management, financial accounting, strategic planning, quality management
and so forth (Klaus et al., 2000, Boubekri, 2001). Similarly, Koch (2003) argued that ERP
applications would deliver combined benefits to their employees working in different
departments such as finance, human resource and warehouse due to platform uniformity. In
a normal scenario, every department has its own independent computer system specifically
programmed to perform a certain set of activities related to the department. These
independent systems can help with coordination and intercommunication issues across
different departments. ERP applications enable and provide solutions by combining activities
and creating a single integrated database, enabling different departments to access and share

valuable information consistently (Koch, 2003).

ERP vendors even support customised industry functions such as, ‘student management
systems’ for universities, ‘patient management’ for hospitals and so forth. There are two ways

ERP can target multiple industries: through the ability to support different industries within one

solution or preconfigured enterprise individual solutions. For example, PeopleSoft targets

industries including financial services, health care, higher education, manufacturing, retail and
service industries, as well as federal governments with preconfigured solutions (Klaus et al.,
2000). ERP systems can also help to reduce the manufacturing cost when demand exceeds
the capacity and it is seasonal. However, when processes are not conceptually integrated then

implementing ERP may make the situation worse (Rooney et al. 2000).

Along with a lot of other important features, repetition of use and frequency are two vital

features of ERP systems. Recurring business processes, such as procurement, payment and
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sales order processing are supported by ERP along with less structured processes like

marketing, project management and product development (Klaus et al. 2000).

Technical features

ERP systems are comprised of client server architecture including databases, applications
and presentations that make three logical independent levels. The master and transactional
data is stored with consistency and redundancy control into an integrated database. The
Graphical User Interface (GUI) feature of ERP systems provides a user-friendly and effective
interface. The GUI overlays the complications of ERP applications and enables end users to
see a single platform for interaction, regardless of which module is being used, as summarised
from Klaus et al (2000):

GUI (Graphical User Interface): GUI techniques allow users to interact with software
applications by using visually understandable computer graphics that are easy to

interact with and operate.

Rao (2000) argued that technological advances are based on two eras: mainframe computing
or the client server era and the Internet era. Rao (2000) further explained that primarily ERP
systems have been client server based applications; developed and separated on functionality
grounds. GUI technology developed on client machines and powerful servers were used to
host databases and business logic procedures. The product architecture divides the business
logic to execute products on client, server or on both. Relational Database Management
Systems (RDBMS) logic provides flexibility in business logic and enables parallel business

operation implementation. The following is summarized from Rao (2000):

RDBMS (Rational Database Management Systems): RDBMS is a database system that
supports access of multiple distributed data sources and allows synchronising of data

manipulation across these sources.

Customisation of products to meet customer demands has become easier due to object
oriented development of the system. These technologies have enabled the system to install

and customise in a short period of time (Rao, 2000).

In the case of ERP systems, it is more complicated to evaluate efficiency than effectiveness.
The reason behind this complication is because the level of transaction handling differs from
company to company, depending upon the size of the business. Most ERP solutions run under

Windows platform or Unix and Linux operating system. The complexity of the ERP system
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requires a sufficient amount of administration that includes database configuration, system

monitoring, user administration and so forth (Klaus et al., 2000).
2.6.4 Summary

The literature considers ERP applications being the most innovative development in the ICT
sector, yet due to their complexity and significant business process change and infrastructure
requirements, ERP applications are considered an expensive alternative. ERP systems
provide data integrity, interface uniformity and integration that are critical deliverables for
timely and accurate information for reporting. The literature argues differently on the history of
ERP, as some researchers believe ERP as an extension of MRP and MRPII while others do
not accept this notion. ERP applications are either vendor based standardised applications or
an open source application, developed to meet specific sector requirements. Major players in
ERP include SAP, Oracle Corporation (PeopleSoft, J.D. Edwards) and Microsoft.

ERP applications comprise different modules and each module provides specific
organisational functions such as, financial management, human resource management,
customer relationship management, material management, logistics, maintenance, sales and
distribution, warehouse management, procurements, asset and cash management, project
management and so forth. These functional modules provide an integrated service to the
organisation using a GUI interface and are hosted on central RDMS. ERP systems have an
ability to provide accurate and timely reporting for effective decision making that is considered

to be an important business requirement.
2.7 Benefits and challenges of ERP

In this section, modern day challenges relating to ERP are discussed. This section also
provides an insight into the benefits of ERP applications and the barriers to implementing
them. In addition, the requirements of ERP are discussed along with factors relating to ERP

adoption.
2.7.1 Benefits derived from ERP applications

ERP systems are integrated software developed to handle multiple corporate functions. In
effect, ERP can greatly assist organisations to carry out their operations in more effective and

efficient ways and allow the workforce to interact and collaborate in an information-enabled
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environment (Amoako-Gyampah, 2007). Rao (2000) argued that ERP systems could help
make organisations more customer-centric. Simple enhancements within existing business
functions could drive benefits such as profitability because of improved, accurate data about
valued customers (Rao, 2000). ERP systems enable companies to analyse their customers
based on different attributes and provide accurate data that could be useful for future decision
making processes. According to Wortmann (1998), most companies implement ERP systems
to entertain the benefits of standardisation, business system integration and improved
decision making processes. These systems enable best practice in all business areas, such
as initiating business process re-engineering, and they are cheaper to maintain and supported
by quality standards [ISO 9000].

A study conducted by Kennerley et al. (2001) identified the benefits and shortcomings of ERP
implementation in an organisation. The assessment was based on four distinct levels:
corporate, plant, functional and individual. The prime reasons for the installation of an SAP
system were to ensure common operations and procedures across the business,
standardisation of reporting and to provide an oversight of the business. Most company
managers expressed their view that all objectives had been met and that several other benefits
were derived from the system. The following summarises the benefits that were identified by
Kennerley et al. (2001) from their specific study:

o Improved efficiency and control: There is great reduction in administration and the

ability to make decisions has increased. The interaction with suppliers and customers
has increased providing better coordination and control.

¢ Rationalisation of inventories: There is a better control on stock and new a purchasing

strategy for capital equipment has been identified.

e Cross border capacity optimisation: Better communication between different business

units put an end to traditional means of communication, such as fax and email, and
enabled the company to overcome data transcription errors, with the ability to plan
ahead and manage capacity across its entire production site and inventory control.

e Increase leverage on suppliers: Better understanding of future material requirements

by merging inventory and material usage. The system provided the capability to
negotiate larger and longer term contracts providing significant buying power to the
company.

e Improved planning: A more complex analysis can be conducted with the help of the

SAP system. It enables the management to make investment decisions and perform

operational planning. Company profitability can also be increased due to the informed
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decisions made by management from improved information. Inventories can be
controlled to ensure that raw materials are purchased as a better price. One of the
managers referred to this benefit as the “ability to protect the company from upcoming

surprises”.

Ragowsky (2008) argued that even though ERP applications could improve efficiency and
effectiveness by adding value and automation, integration of business processes and sharing
business data along with work practices; some ERP vendors had been boasting about the
abilities of their ERP products to gain competitive advantage over their peers. Hence, it is
important for companies considering ERP implementations that they undertake a realistic
value add analysis before an ERP adoption decision is made. Turban et al. (2006) emphasised
the internal and external systems integration associated with introduction of an ERP system.
The internal integration allows different functional areas of business to be presented under a
‘single umbrella’ leading to many operational benefits. The external integration benefits
promote cross-collaboration and data exchanges between a firm’s allied partners, enhancing
significant business-to-business (B2B) information exchanges as well as improving partner

relationship management (PRM).

One reason for the success of ERP has been the importance of such systems in integrating
the supply chain so as to facilitate information flows across all business areas — in effect
allowing a large corporation to be managed in real-time (Turban, 2006). The manner in which
ERP has applied industry standards to organisational business processes has also been
recognised as a significant success feature (Keller & Teufel, 1998), allowing a corporation to
espouse enterprise-wide best practices. The ability of ERP systems to integrate business
functions provides significant tangible and intangible benefits (Sandoe, Corbitt and Boykin,
2001). The tangible benefits include reduction in employee numbers and inventory stock;
improvements in productivity, order management and timely deliveries — all of which can lead
to increased profitability. The intangible benefits are associated with new/improved business
processes; information supply chain visibility; process standardisation and enhanced

globalisation opportunities.

Keller and Teufel (1998) agreed that the standardisation imposed on business processes was
a major benefit of ERP system implementation. Arguably, standardisation may come at the
expense of business process flexibility; however, business process standardisation allows
industry best practice to be adopted by a business with the commensurate benefits. The level

of standardisation resulting from the adoption of best practice standards delivered by ERP
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would enable competitive advantage to the adopting firms. For successful implementation,
existing business knowledge must be translated into application knowledge. This is done by
mapping existing business processes with ERP package embedded processes and defining
new processes that should fit with both the new system and organisational needs (Vandaie,
2008).

2.7.2 Barriers to implementing ERP

It is reported that the failure rates of ERP projects have been high and researchers over recent
years have been investigating factors that would enable success in ERP implementation and
reduce the failure rate. There has been less attention paid on analysing an implementation
team’s competence and effectiveness subsequently causing issues in relation to
implementation management, dealing with ERP adoption and managing change (Hoch &
Dulebohn, 2012). Aladwani (2001) identified possible staff resistance to change as one of the
critical issues related to ERP implementation. If employees considered ERP application as a
threat to their jobs, then they would develop negative perceptions of the system. In Aladwani’s
(2001) opinion, the literature does not provide enough assistance to reduce or overcome this

problem and so resistance to change remains a significant issue.

To overcome the potential resistance from users, company management should communicate
effectively with employees. Communication strategies could be used to educate prospective
users about the benefits of the ERP system; in many cases ERP projects fail due to lack of
communication. Once the senior management realises this problem and addresses it

appropriately then outcomes might be different (Al-Mashari et al., 2000).

Aladwani (1998) identified two major sources of resistance that could affect the ERP
implementation process. These are perceived risk and the habits of employees. Perceived
risk is associated with the decision to adopt an innovation and employee habits refer to routine
practice. It is critical to identify the source of resistance before formulating a strategy to
overcome the challenge. The lessons learnt (knowledge) from previous implementations could
be used as a prime source to point out potential users, and formulating a strategy that would

convince staff to possibly adopt the change (Aladwani, 1998).

In a study of a company that had implemented a SAP (ERP) system, Kennerley et al. (2001)
found that there was a greater degree of frustration among users who were confused about

how to implement and use ERP systems. Many users complained about the lack of training
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and insufficient documentation and expressed concerns over the level of support provided by

in-house professionals and contractors who facilitated the implementation.

The cost of ERP implementation might also be considered as a major challenge for
organisations. Given the complex nature of these systems, cost estimations are often difficult.
Rosa et al. (2012) argued that as ERP systems are based on ‘off the shelf’ software products,
their implementation should not be treated in the same way as standard IT applications. ERP
implementations focus not just on software or hardware installations but may also change
business processes, organisational structure or even culture. Rosa et al. (2012) noted that the
vendors have been implementing changes in their products to reduce the complexity in
implementation and create more agile systems. However, cost remains a major point of

concern.

According to Silva and Fulk (2012), ERP projects often do not meet their targets and fail to
achieve desired objectives. Relevant barriers to successful implementation should be
identified and appropriate strategies put in place, so that projects are run and delivered
successfully. Silva and Fulk (2012) further argued that ERP systems are expected to deliver
benefits such as reducing ongoing development costs and providing real-time access to
business data. However, implementation often proves problematic and evidence suggests that
around 75% of ERP implementations fail to achieve desired objectives (Silva and Fulk, 2012).
ERP researchers need to understand the reasons behind these failures and the poor

performance in implementing projects.
2.7.3 Requirements of ERP

Klaus et al. (2000) argued that to meet the diverse nature of the market, ERP solutions are
presented in a highly configurable form to facilitate customer demands. These forms are:

Generic, Pre-configured, and Installed.

The Generic form could be defined as a complete software application that targets a number
of industries; it needs to be configured properly before use. Pre-configured ERP applications
are customised solutions, developed for specific markets or companies and specifically
targeting small and medium businesses. After identifying the requirement of the company the

Installed version is operationalised.

57|Page



Multi-cultural/ regional challenges

According to Rao (2000), it is of great importance for all business units around the globe to be
extremely effective across the organisation. Therefore, a challenge for ERP systems is to
create information resource integration across an organisation regardless of geographic
spread. ERP vendors must develop software that can be used by companies with global
operations. Consequently, ERP systems must cater for the regional requirements of these
companies, including addressing HR related rules, preconfigured charts of accounts for
specific countries and the ability to handle multiple currency transactions (Klaus et al., 2000).
As mentioned by Rao (2000), ERP enables companies to control their operations at multiple

geographic locations.

ERP systems are proposed to be the symbolically best option to adopt in an organisation
because of its dynamic way of organizing business processes and data. This recommendation
results in an expensive practice because of the software customisation required to make it
more practicable to run. A major problem occurs specifically when there is cultural mismatch,
particularly when a company is operating outside of North America or Western European
where most of the ERP developers are located (Davison, 2002). There are important lessons

to be learned from experiences involved in the implementation of ERP systems worldwide.
2.7.4 ERP adoption

For the purpose of this thesis, ERP adoption means a process by which
ERP applications are used to deliver new functional, technical and
infrastructure change. Adoption includes the point of an ERP adoption
decision being made through to ERP implementation phases until the

change is accepted by the business stakeholders.

As already discussed, ERP adoption can involve a diverse range of issues including cost,
technological understanding and human resource constraints (Rao, 2000). Edward et al.
(2003) developed an ERP system life cycle model based on that created by Esteves and

Pastor (1999) for ERP adoption. This comprised of six adoption stages, as follows:

1. Adoption and decision-making: Early preliminary stage in which preparatory work
could start leading to a suitable ERP application selection decision.

2. Acquisition: Meeting relevant requirements to facilitate the implementation process.
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3. Implementation: Practically implementing an ERP application. This comprises the
ERP project start to finish.

4. Use and maintenance: Post ‘go live’ use and ongoing maintenance of the ERP
application, providing business support.
Evolution: Enhancements and evolution of the ERP product in a business.

Retirement: Retiring the application and replacing with another product.

ERP adoption is a transitional process starting from one functional operability state through to

another.

There are many motivational factors that would help organisations adopt an ERP system.
These include integration and standardisation capabilities, flexible client server architecture,
the ability to drive effective business reengineering, and management of core and support
processes (Computer World, 1998). On the other hand, one of the major problems faced by
an organisation during ERP adoption is the level of flexibility provided by the system, allowing
dynamic reconfiguration to define new business models and processes (Stedman 1999). With
minimum effort, companies need to integrate their data processing system with newly acquired

business functionalities (Law et al., 2010; Gupta, 2000).

While making the ERP adoption decision, the effects of traditional economic based variables
(including cultural, economic and macro environmental factors) and the organisational
variables (including internal political, strategic, financial management factors) all need to be
considered for effective decision making (Ugrin, 2009). In other words, the internal
organisational and external environmental factors should collectively be considered while
deciding on the suitability of ERP application. Ugrin (2009) further claimed that in some
instances, institutional factors would outweigh the traditional systematic analyses and result
in organisational adoption of ERP even when the technology does not fit with the organisation.
This reinforces the effects of organisational factors on ERP selection decision and adoption of

an application.

Porter (1985) and Aladwani (2001) suggested a low cost strategy for ERP adoption. It was
argued that this strategy would help organisations to survive in a competitive market. It is
important for organisations to increase the adoptability rate of new applications and encourage
end user acceptance by generating the net outcome of adoption processes and communicate

the outcome effectively (Amoako, 1999).
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Finney (2011) described communication as the necessary component for an effective ERP
adoption; especially while considering activities such as change adoption, change
management and execution of an effective knowledge transfer strategy. Effective
communication should be considered an integral part of ERP adoption from pre-planning
through to implementation. Law et al. (2010) stated that, generally, companies tend to remain
focused from beginning through to ERP implementation but entirely neglect aspects relating
to post-implementation. This could result in compromising the eventual outcome of ERP, even
after the ERP project has been successfully delivered (Law et al., 2010). This reiterates earlier

argument that ERP adoption is a complex process.
2.7.5 Summary

Business process reengineering as result of ERP implementation enables organisation to
standardise and optimise its business processes, improve efficiency, optimise capacity,
rationalise inventories, effectively manage supplier-distributer relationships and enable real
time, accurate and timely information availability for reporting. Due to the complexities involved
with ERP applications, their implementation has been reported as being a tedious process.
The capability and competence of the implementation team, the potential resistance to change
due to business process optimisation, limited or unsatisfactory training are identified as some
major barriers for ERP implementation. The nervousness of staff is generally due to lack of
knowledge of the application, fears about job security and inability to perform required
functions on the new application. ERP applications are available in a highly configurable
format that enables organisations to conveniently implement and maintain them. For
multinational companies having business at several geographic locations and with different
cultural requirements, ERP systems enable them to manage their business efficiently by
providing data integration and real-time information reliability. ERP applications adoption could
be considered as a business transformational process starting from an application selection
decision, through to test its suitability, application acquisition, implementation, utilisation,
maintenance and retirement. While adopting ERP, traditional and economic factors are also
considered important including cultural influences and macro environmental factors. Similarly,
the organisational factors such as, internal political, strategic and financial management are
also important. It is argued that the communication is vital for ERP adoption, to ensure that
the relevant stakeholders are engaged with the critical decisions made for acceptance and

mitigating the risk of resistance.
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2.8 ERP implementation

For the purpose of this thesis, implementation means a step-by-step ERP
implementation processes starting from ERP project inception (start-up)
through to planning, design, configuration, testing and project delivery

(‘go live’).

Given the evolving nature of ERP systems, there are different opinions about how to approach
ERP implementations. One view is to focus on ERP as a product or commodity in terms of
software applications (Klaus et al., 2000), with ERP modules as integrators of all business
processes and data under one inclusive umbrella. As already discussed, ERP systems are
equipped with features that embrace costing, finance, sales, contact management, customer
relationship management and human resources issues (Rooney et al., 2000). Arguably, each
application area becomes a central focus in order to understand and facilitate the ERP
implementation process. It is important to note that getting a desired outcome from ERP
applications could be a difficult task due to related constraints involved in its implementation
and customisation (Marnewick, 2005). It is therefore advisable to focus on long term business
objectives associated with ERP implementation to understand the complex nature of
integration processes (Boubekri, 2001). A strategic approach is required to address business
needs with respect to the organisational, technical and people (human) aspects of ERP

implementation.

Aladwani (2001) identified various organisational, technical and people strategies that would

help ensure the successful implementation of ERP. These are:

¢ Organisational strategies should include proper project management, recognition of

organisational structure and business ideology, change strategy development and
deployment, appropriate managerial style and available communication mechanisms.

e Technical strategies should address the technology challenges of ERP installation and

include gaining a thorough understanding of systems configuration, hardware
complexity, the capabilities of technical staff to handle pending challenges and access
to sufficient resources (time and cost associated factors).

o People strategies should include the ability to identify and manage staff attitudes

towards change, inclusion and involvement of all staff in the implementation process

as well as an appropriate ERP training regime.
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Using these strategies, Aladwani argued, would reduce the likelihood of project failure
(Aladwani, 2001).

The implementation of ERP is a dynamic process due to the ever changing requirements of
clients or business stakeholders. To maximise the output or successful outcome from an ERP
implementation, it was suggested that an organisation should follow relevant setup processes
carefully (Rooney et al., 2000). The core processes would include order acceptance, planning,
logistics and order fulfillment; the requirements should be obtained correctly in the
‘requirements gathering’ phase. The details about application configuration and translation of
existing business processes on the new process maps should also be completed. This
information will feed into scoping efforts that will eventually reduce the cost and improve
standard implementation delivery (Rooney et al., 2000). The requirement and delivery
outcomes of every implementation could vary, depending upon the organisation’s
expectations. The business characteristics of a company define guidelines for ERP systems
and the variety of modules in the application that best fit those business characteristics. For
instance, ERP application modules could interact with customer orders and with material
management (in the case of manufacturing) and also take care of stock levels, suppliers,
production and product customisation. In this way, ERP systems would dramatically impact
on operational characteristics, but other ERP modules may have different effects on business
operations (Gefen et al., 2005). Similarly, Ara and Al-Mudimigh (2011) suggested that ERP
implementation could include various management functions, leading to reorganisations in

departments at different levels.

Rosa et al. (2012) indicated that the use of effort and schedule estimating software modules
could help to design the outcomes of an ERP implementation. The initial set of modules utilise
product size to forecast the reengineering effort and the integrations requirements. Rosa et al.
(2012) proposed an implementation estimation strategy comprising product size, measured in
form of organisational Reporting requirements, Interfaces, data Conversion and Extension
(RICE) for configuration or customisation development. The total integration effort presents
the reengineering requirements along with the system engineering, program and change
management, development, testing and evaluation, and finally the training and development
efforts required for the implementation (Rosa et al., 2012). Hoch and Dulebohn (2012) argued
that the number of ERP modules added in an implementation project would increase the
complexity tremendously. For instance, implementing all modules of a Human Resource
Management System (HRMS) would be a major undertaking, resulting in a highly complex

project that might require years to complete.
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Hoch and Dulebohn (2012) stressed the need for effective leadership in an ERP project. It
was stated that effective leadership would present a suitable approach to improve the
functioning of the implementation team. Hoch and Dulebohn (2012) also presented a concept
of shared leadership with every team member engaged in leadership behaviour. This
approach is contrary to a typical single leader approach and it has not been applied to the

ERP implementation teams.

Another approach for ERP implementation was presented by Al-Mashari (2002) who
suggested that an intense effort would be required to highlight the business and technological
requirements of an organisation before ERP systems could be implemented. Al-Mashari
(2000) also stated that a successful ERP implementation would be directly related to
organisational preparedness. Success could be defined as a favourable result or satisfactory
outcome in accordance with user expectations. The outcomes of ERP projects could be
evaluated on the basis of different factors, such as technical, effectiveness and user
experience related factors (Wei, 2008). According to Rao (2000), there is a certain level of
competence that should be achieved to reflect organisational preparedness when it comes to
ERP system adoption — these levels relate to technical, human and management aspects of

the organisation.

There are a number of other approaches discussed for ERP system implementation. For
example, Wilhelm et al. (2000) stated that a certain traditional information system modelling
method could be used to reduce the persistent cost of ongoing ERP implementation. As ERP
is generally defined as integrated business software, the modelling required for ERP
implementation should detail the aspects relating to all abstraction layers in integration
management. The prime objective should be progressing from upper to lower abstraction
levels, such as enterprise modelling to final coding, with complete existing business process

information (Monnerat, 2008).

ERP has become a strategic survival instrument for businesses using IT to conduct their
operations. ERP implementation requires a huge investment and greater initiative towards
engaging resources such as time, money and people (Yang, Wu & Tsai, 2007). The use of
multi-factor business strategies (as identified) has been suggested as a suitable approach for

the adoption or upgrade of an ERP system.
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2.8.1 Strategizing and planning for ERP implementation

Rao (2000) explained the importance of prerequisite measures to be taken by an organisation
before implementation of ERP system. Al-Mashari (2002) also stated that an intense effort is
required to highlight the business and technological requirements of a company before
implementation. To achieve the desired level of success, organisational preparedness is
essential. There are some important factors to be considered in the preparation of ERP
implementation. According to Rao (2000), there is a certain level of competence that should
be achieved to embark on organisational preparedness. These levels cover three major

aspects, as follows:
Technical aspects

e Infrastructure Resource Planning: For pre- and post-implementation stages there
should be a planned technical infrastructure that is reliably available in the time of
need. The network standards are common for all ERP systems, so it is better if they
are in place in advance.

e Local Area Network: According to the network trends and requirements of ERP
systems, the local area network should be established. All basic and advanced network
requirements should be met to support not only ERP systems but other applications
as well.

e Servers: Servers can only be ordered after selection of an ERP system application.
Most organisations take a long time to make a final decision about selection of an ERP
system package and it is important to have adequate servers available at the training
and modelling phases.

e PCs: It is important to have PCs with the latest configuration to meet the technical

requirements of ERP systems. (Rao, 2000)
Human aspects

e Training facilities: There should be appropriate planning for training facilities. Instead
of establishing temporary facilities it is more reasonable to have a permanent setup for
training staff.

¢ Human Resource Planning: One of the major factors that makes an ERP system
implementation project a success is team work. It is crucial to have right team with the

right number of people to work across the organisation.
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e Education about ERP: It is important for people to understand what the ERP system is
and what it can do. ERP education must be carried out across the organisation to make
it easy for staff to understand ERP principles and the right attitude required towards
ERP systems.

o Commitment to release the right people: Adequate planning is required in advance for
the people who will be directly involved in the ERP project. Only those people who are
committed to work must be engaged. Commitment from the best people in the

company can only make the project a success. (Rao, 2000)

Management aspects

¢ Top Management Commitment: Top management must understand and accept the
fact that there is a lot of learning involved in an ERP project. There must be an
exchange of ideas between people who are implementing and people who have
already implemented to get the desired result.

¢ Commitment to implement “Vanilla version”. There should be a policy to implement
the ERP system without customisation and a review after six months of
implementation. The 80% of benefits could be driven from areas such as, integration,
data transparency, where only 20% of the customisation would be required. In this
way, 80% of the benefits would be achieved with the high morale of workers resulting
in quick and successful completion of the project.

o Reasonably well working manual systems: To give a true picture of current status and
to take corrective measures, an audit must be carried out along with training to make
the current system provide acceptable correspondence.

e Strategic decisions on centralised vs. decentralised implementation: If the organisation
has more than one operational location, then it is important for management to decide
whether each location will have their own servers or there will be a centralised setup.
Rao (2000) suggests that it is more reasonable for an organisation to centralise their
IT resources.

e Major reasons for centralization: The overall cost of centralisation is two to three times
lower than a decentralised setup. When there is larger server platform, the cost per
user reduces dramatically. The centralised setup provides better control over
operations, the manageability and IT expertise required are reduced and data
provision from one place makes it more accurate, complete and with provision of all

information from source. (Rao, 2000)
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A similar conceptual model for ERP implementation was proposed by Marnewick et al. (2005)
consisting of ‘4Ps’, addressing the four fundamental aspects of the ERP implementation. It
was indicated that there are a number of constraints involved in the process of ERP
implementation that could lead to the failure of an ERP project. Marnewick et al.'s (2005)
framework reportedly enhanced the understanding and implementation process for ERP
systems. The model derived its structure from well-known marketing strategies associated

with the ‘4Ps’. For ERP implementation, the ‘4Ps’ are:

o People - the customers that represent organisational requirements/mindset.
e Product - software modules that are to be implemented across the business.
e Process - representing the project’s change management issues.

e Performance - analogous to data flows associated with business processes.

Marnewick et al. (2005) stated that it would be difficult to obtain desired outcomes or possible
benefits derived from ERP systems due to stakeholder’s changing list of requirements. It was
further indicated that every aspect in the model has a direct or indirect impact on ERP
implementation processes and includes identification of organisational requirements,
customisation of selected software, the installation and subsequent operations, and finally the
important needs of system training for personnel. All various proposed levels are important for
ERP system adoption, allowing organisations to progress through implementation processes

that require all relevant factors to be considered (Marnewick et al., 2005).
2.8.2 Selection criteria for ERP implementation

The successful implementation of an ERP system could create competitive advantage for
organisations (Law et al., 2010). ERP applications are scalable and multi-functional complex
systems that have several modules for implementation (Hoch & Dulebohn, 2012). In principle,
ERP applications are applicable to all of industries and can bring many benefits, but they are
costly (Tsai et al., 2012). This reaffirms the need for a suitable and closely aligned ERP product

implementation in an organisation.

Tsai et al. (2012) evaluated several selection criteria that could directly or indirectly influence
the service quality and success of an ERP implementation. It was claimed that enhanced
system quality and service quality would increase user satisfaction. Furthermore, it was
concluded that a selection criteria that most users consider important for ERP implementation

would actually have no influence on the actual ERP system implementation success. For ERP
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implementation to be reliable, the organisation should emphasise having new selection criteria
for selecting an application. The organisation should focus on criteria that have been shown
to facilitate successful implementation of the system. Tsai et al. (2012) developed a conceptual
framework to investigate how selection criteria should be linked with system quality and the
service provided by external contractors and suppliers. Four selection criteria items were
claimed as important by Tsai et al. (2012): consultant’s suggestion; in form of independent
expert advice, a certified high-stability system test; such as quality centre with robust testing
mechanism, compatibility within the systems; an ability to integrate with other corporate

applications and business processes provision of best practice.

In light of a review of other research studies on the suitability of selection criteria for ERP
systems, Tsai et al. (2012) identified eleven selection criteria items that should be considered

for ERP implementation. These are:

¢ The external consultant’'s suggestion/advice.

o Flexibility in adjusting demands in accordance with business requirements.
o A comprehensive mechanism for risk management and security control.

e An ability to integrate with several different platforms and data.

e Other ERP applications being used by customers or suppliers.

o Ease of integration with other applications such as CRM or SCM etc.

o A certification of high-stability system.

e Ease of use and maintenance support availability.

e Compatibility with systems and business processes.

e A provision of best practice.

e Time required to implement the application.

Furthermore, Tsai et al. (2012) also developed seven consultant selection criteria, as follows:

e Consultant fee.

e Consultant’s project management ability and support.

e The expert domain knowledge of the consultant.

e The past ERP implementation experiences of the consultant.

e The past ERP implementation experiences of the consultant in the same industry.
e The experience of the consultant in ERP implementation approaches and tools.

e Potential ‘go live’ support provided by the consultant.
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2.8.3 Critical success factors for ERP implementation

Aloini et al. (2012) provided a list of critical factors for a successful ERP project
implementation. These are: human resource capabilities and their management; cross
functional interaction and coordination; ERP application configuration and features; change
management; organisational level leadership; system development; and effective project
management. Similarly, Ara and Al-Mudimigh (2011) identified eleven critical success factors

relevant to the causes of ERP project failures, as follows:

o ERP team composition and teamwaork ability.

¢ Change management and change culture programs.

e Support from top management

e Business vision and plan.

e Business process engineering/reengineering with minimum or no customisations.
e Project monitoring.

o Effective management and performance evaluation.

e Effective communication.

e Software development, testing, and troubleshooting.

e Identification of project champion.

e Appropriate strategy for business and IT legacy systems. (Ara & Al-Mudimigh, 2011)

Ara and Al-Mudimigh (2011) argued that critical factors in the early stages of implementation
(pre-implementation stage) should contain ERP implementation planning through utilising the
project management lifecycle theory and analysing various stages of implementation. Finney
(2011) also stressed a need for effective communication within an ERP project and stated that
a communication strategy is recognised as a critical success factor for change management.
It was also indicated that there has been little regard for the stakeholder perspective and even

less for practical communication planning.

Aloini et al. (2012) was of the view that branded hardware and/or software requirements, the
wide range of organisational human resources, and political situations would add another layer
of complexity in ERP project management. This would further add to the lack of relevant skills,
proven knowledge of the application along with the requirement of project management and

risk management skills.
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Tsai et al. (2012) applied a series of measurements to update models for ERP project success
and evaluate the performance of an implementation. The model contained six information

system success factors, as follows:

e System Quality — reliability, flexibility, ease of use and response time.

¢ Information Quality — credibility, timeline, usefulness, understand-ability and relevance
of the output.

e Service Quality — overall support provided by the supplier, users would be customers
and poor user support could translate into lost customers and eventual loss in sales.

o The use of ERP system — the frequency of the application being used by the company,
such as use in decision making, changes to use and connection time etc.

e User satisfaction — the success rate of user interactions with the application, covering
the entire customer experience lifecycle starting from information retrieval through to
purchase, payment and invoicing.

¢ Net benefit to the organisation — positive or negative organisation wide impact of the

application.

Law et al. (2010) presented three major issues that should be considered at the very beginning
of ERP implementation: the level of customisation requirements; choice between in-house
and/or external contracting and / or outsourcing the entire project; managing conflicting
interests with key stakeholders. These issues would have a significant impact on project
planning, scoping and establishing an acceptable charter at an early stage of an ERP project,

therefore these aspects - must be handled tactfully (Law et al., 2010).
2.8.4 ERP project management

According to the Project Management Institute (PMI) (2013), a “project is a temporary
endeavour to create a unique product, service or result”. The temporary nature of a project
specifies that it has a defined start and finish date and every project, whether it has been able
to meet its objectives or not, will be terminated. The Project Management Body of Knowledge
(PMBOK ®) is a best practice guide for project management, developed and maintained by
the PMI in the United States (Ara & Al-Mudimigh, 2011). In the PMBOK guide, there are five
process groups identified for project management: initiation, planning, execution, controlling
and closing; together with ten key knowledge areas for effective project management (PMlI,
2013). These knowledge areas are: project integration management, scope management,

time management, cost management, quality management, human resources management,
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communications management, risk management, procurement management and project

stakeholder management.

Carton et al. (2008) conducted a research study on project management strategies and used
the PMBOK guide as a tool, stating that the governance of a project at multi-levels of the
organisation is critical for the success of an ERP implementation project. This multiple level
governance structure would ensure that the project is managed appropriately, maintaining the
key focus and reducing delay or rework for its timely completion. Ara and Al-Mudimigh (2011)
argued that for a successful ERP project, it is important to manage associated risks effectively.
It was stated that project management is all about the practical application of knowledge, skill,
tools and techniques to project activities to meet and deliver required outcomes (Ara & Al-
Mudimigh, 2011). Furthermore, it was highlighted that strategic project management at an
early stage of implementation should be used. This would enable success by dictating a need
for change in the relevant departments and core functions. Understanding and serving the
needs of relevant resources within an organisation would also be critical by actively addressing

the changing needs of people, process and technology.

Edward et al. (2003) discussed an ERP system life cycle model presented by Esteves and
Pastor, (1999) that explains six different stages of ERP systems, includes, Adoption decision,

Acquisition, Implementation, Use and maintenance, Evolution and Retirement.

Risk management

ERP applications use common database and standard procedures while sharing the data
between functional areas of the system. Yet ERP system implementation is not simply a
computer system project but rather an expensive and high risk investment project that would
impact on the organisation’s primary and support processes, as well as its business process
structure and procedures from existing legacy systems. In addition, ERP also impacts on and
changes the roles and responsibilities of existing staff and the way they have been performing
their duties over the years. Aloini et al. (2012) identified other risks associated with ERP, such
as hidden costs and intangible benefits. Furthermore, it was stated that based on research
estimates, 90% of the SAP R/3 ERP projects ran late while another study concluded that out
of 7,400 IT projects, 34% ran late, 31% were over budget and only 24% were completed on
time and on budget. It was suggested that one of the reasons for having so many ERP projects
fail is that their managers do not take sensible measures to assess the associated risks and

appropriately plan to mitigate those risks. Therefore, it was concluded that to maximise
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success in ERP projects, it is important to have associated risks identified and their

consequences understood.

Similarly, Ara and Al-Mudimigh (2011) suggested that from the very start of an ERP project,
key components such as procurements and deployment through to completion are analysed
to assess potential risks. A successful ERP implementation could become the backbone of
business intelligence and process efficiency, yet the implementation itself has significant
associated risks including technical problems, business process gaps, functionality
management, change adoption, training, people/human risks, risk of cost/budget blow out and

so forth.

Aloini et al. (2012) further explained that while managing risks within an ERP project, it is
important to define ‘risk’. For effective project management, it is important to manage all
sources of uncertainties clearly and effectively. According to Aloini et al. (2012), quantitative
(or qualitative) risk assessment processes can systematically guide risk management
activities by collecting and evaluating data on the potential severity of effect and/or
consequence to the risk event and probability of its occurrence. In complex projects, risk
management could lead to a range of organisational benefits and reduce uncertainties for the

project outcomes. These benefits include:

e Enhancing the organisational control over the project.
e Effective resourcing.

¢ Increased confidence in achieving project milestones.
e Precise estimation.

e Improved project outlook.

¢ Enhanced ability to take advantage of situations.

e Minimising surprises and unexpected events.

e Improving chances of success.

o Effective planning at the time of disaster.

e Avoiding rework and

¢ An ability to promote a win-win situation. (Aloini et al., 2012)

Aloini et al. (2012) suggested some established frameworks for effective risk management,

including:
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o PRM Guide (Professional Risk Manager Guide by PRMIA provides guide for risk
management);

¢ PMBOK Guide (Project Management Body of Knowledge Guide by PMI USA, provides
standard for project management);

o RAMP Guide (Risk Analysis and Management for Projects is a strategic framework for
managing project risk and their financial implications);

o the Australian Standard and SHAMPU process (Shape, Harness and Manage Project
Uncertainty processes for effective risk mitigation); and

¢ PRINCEZ2 project management methodology (Projects in Controlled Environments, v2;

a project management methodology, a de facto standard by UK government).

According to Hunton et al. (2004), due to some features of ERP systems such as automated
work flows and rational databases, there has been a substantial amount of risk involved in
setting up ERP in relation to business interruption and process interdependency. Hunton et
al. (2004) further argued that if access controls of the system are comparatively weak, then
there is higher risk in ERP system security. When there is strong monitoring over
authentication, authorisation and password control issues, there is no reason to believe that
ERP system security is greater than anything else. Weak security can provide easy passage
for unauthorised access to the system and its database, which could result in unauthorised
modification or creation of record entries. It was further stated by Hunton et al. (2004) that
three key security aspects of ERP environment (network, database and application) could be
an appropriate solution for implementation of control. The difference in knowledge between
specialist and non-specialist could be one of the many reasons associated with security

related weaknesses of the system.

Aloini et al. (2012) stated that performing risk management for an ERP project is an ambitious
and tedious task. ERP projects are complex and the associated risks could involve a myriad
of technological, managerial, psychological and social aspects. Furthermore, Aloini et al.
(2012) stated that interconnected and indirect factors of the project could make risk
management more difficult, uncertain and significant than normal projects. Ara and Al-
Mudimigh (2011) stated that ERP projects are risky and complex; hence their risk
management is difficult to manage. Risks could be mitigated via strong executive sponsorship,
effective communication, and thorough engagement with core stakeholders and good project
management. Ara and Al-Mudimigh (2011) defined ERP project within four levels: process
failure, expectation failure, interaction failure and correspondence failure. All of these critically
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relate to project activities and could be managed with effective project management

techniques.

Lessons learned — Post-implementation

It is suggested that at the end of a project or after critical stage(s), a realistic lessons learnt
exercise would enable an identification of implementation weaknesses and record corrective
measures used to overcome them. While evaluating the performance of ERP project delivery
(Gefen et al., 2005), it is important to examine the value of ERP at a modular basis instead of
as a whole system. The selection and implementation of ERP modules strictly depends upon
the business attributes and the expected benefits derived from the module depends upon the
specific needs and the characteristics of the organisation. The benefits derived from ERP
implementation depend upon the organisational expectations, which may be different from

module to module (Gefen et al., 2005).
2.8.5 Section summary

ERP Implementation is a process to practically deliver an application that could serve the
business needs. Implementation starts with planning, followed by analysing business
requirements, setting up and designing the system, reengineering, installation, configuration

and testing of the system before it goes live.

There are strategies proposed for successful implementation of ERP systems, categorised by
the organisational, technical and people domain. The change and stakeholder management
along with communication are considered important for the organisational strategies. Data
conversion, interfacing and reporting are important for technical delivery. Furthermore, the end
user experience, training; project team building and competencies are important the people
domain. Some researchers identified ERP implementation planning prerequisites comprising
of technical, human and management aspect, delivering a detailed list of associated factors.
Another researcher related ERP implementation with 4Ps (People, Product, Process,
Performance) and argued that the stakeholder expectation management and end user training
could be considered as critical factor for success. There were other critical success factors
discussed by different researchers including, human resource capabilities, cross functional
interaction, coordination and communication, application configuration, effective change
management, strong leadership, identification of project champion or sponsor, strategy for

legacy system management and an effective project management.
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Establishment of selection criteria for ERP application selection is vital. It was argued that due
to complexities of ERP applications; the level of change required within an organisation, it
would be important to test the suitability of an application and its potential alignment with the
existing business process before it is implemented. Some researchers provided parameters

to consider while establishing selection criteria for ERP applications.

For an effective project management in ERP, there are documented standard such as,
PMBOK guide for management and PRICE2 methodology for governance in each stage of
implementation. Effective risk mitigation and management are considered important for the
success of a project. Best practice frameworks available within PRINCE2 methodology,
PMBOK and other guides including PRM, RAMP could be considered for an effective risk

management.
2.9 Chapter summary

In this chapter, a distinction is made to define small, medium and large size businesses based
on literature analysis. SMEs are defined differently in the different parts of the world based on
their economic, cultural and organisational impediments with which they operate. This
research study will focus on business containing 50-250 full time employees with annual
turnover of AUS$1-10 million. Evidence suggests that SMEs are important component of an
economy; enabling economic progress at the grass root level. It is concluded that ICT could
bring a many benefits to SMEs by delivering the latest technology features and ease of
management. However, SMEs face significant challenges that restrict them to use ICT
effectively. Some of the major challenges faced by SMEs include lack of resources including
shortage of funds, limited time and skills, lack of infrastructure and capabilities to manage ICT,
limited knowledge and information about ICT innovations and how they can improve their

business performances.

The later part of the chapter discussed ERP and the benefits of ERP applications. It was noted
that ERP reforms business operations by business process reengineering and redesign of
standard operations. ERP systems have enabled businesses to integrate their resources to
create optimised operational control. The main objective of having an ERP application
implemented is to obtain and facilitate best practice in business operations. There are a
number of ERP solutions available; designed and supported by a range of different vendors.
There is an enormous cost involved in implementing an ERP application, especially when

customisation is required. ERP applications are built on standardised format commonly known
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as ‘vanilla versions’. Businesses can customise vanilla applications by adding or deleting
features to serve the needs of their operations. It is essential for businesses to underline the
scope of the project during the initial phases of the implementation and avoid any unnecessary
change. There is a greater risk involved relating to implementation due to high cost, overall
commitment and adoption of change. All of these issues could be addressed by having a

strong strategic direction and predefined set of objectives for ERP implementation.

Adoption defined as an overarching process that relates to the general acceptance of an
application, dealing with people and organisational change issues as well as technology.
Implementation is a process of rolling out new technology in a step-wise project management
phases. Both terminologies are inter-related and are used in this thesis. The terminologies will

alternatively be used based on the content discussed.

The next chapter discusses midsize businesses as a particular category of business and

introduces an ERP model for midsize businesses.
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Chapter Three

A model for ERP implementation in midsize

businesses
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3.1 Introduction

This chapter covers the fundamental topic of this research, ERP in midsize businesses.
Midsize businesses are discussed with reference to ERP vendors and their similarities with
SMEs are discussed. This is followed by a discussion of midsize business from a vendor
perspective; the significance of ERP for midsize businesses; and ERP adoption challenges.
Assuming the pending shift of ERP adoption to midsized business entities over last few years,
this chapter proposes an adoption model for implementing ERP systems in that business
sector. As discussed in the previous chapter, there are indeed some barriers implementing
ERP and issues relating to the use of ERP applications. Consequently, this chapter explores
a number of strategies designed to overcome these barriers. For an effective implementation,
the suitability of an application is a must; therefore there is a discussion to understand the
selection criteria to adopt a suitable solution for midsize business will be discussed. The
chapter concludes with a discussion of the limitations in the literature followed by a summary
explaining how a framework can bridge the gap between ERP and SMEs to enhance the

chances of successful implementation.
3.2 Definition of midsize business

It is evident from the discussion in the previous chapter that definitions of SMEs change
depending upon the economies of scale, number of employees and other related factors.
Based on the literature analysis, a considerable amount of money has been spent on ERP
applications implementation in SMEs (Gefen et al., 2005). It was reported that a business with
annual revenue of $10 million would require at least $200,000 to implement an ERP
application. Similarly, a business with an annual turnover of $50-$80 million would need to
invest at least $600K-$800K to implement an ERP application, depending upon their

customisation requirements (Yates, 2004).

The gap of perceptions between defining a small and medium size business widens in the
business and technology worlds. Gable (1999) stressed the need to understand the
differences between small, medium and large size enterprises and to clarify how such
differences would impact an ERP implementation outcome or issues faced by SMEs. Hence,
it is valuable to provide a unified definition that would enable a translation of different

perceptions into a single framework.
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One of the key factors identified from the literature in relation to ERP implementation has been
the cost of implementation (Rosa et al., 2012). It was reported by Aberdeen (2006) that the
cost of ERP applications has reduced to a point where now these applications have become
affordable for SMEs. Arguably, the implementation of ERP in SMEs could be viewed from the
perspective of applying the success factors already identified for larger businesses to a
different set of smaller entities. However, SMEs are unlike their larger business counterparts
(Aberdeen, 2006).

As the understanding of ERP vendors on SMEs is different, the attributes used to define SMEs
also varies, based on the geographic location, strength of economy and other related factors.
Consequently, there is a need to use a cohesive approach by redefining SMEs for the purpose
of this research. The approach should include ERP vendors’ perspectives on SMEs along with

other influential factors.

As discussed, many researchers use SME as the core terminology in their related research

investigations. In contrast, midsize business is another terminology widely used by ERP

vendors and ERP researchers while discussing ERP in the mid-market bracket. It is important
to clearly define the term midsize business. This would also help to develop an understanding
of midsize businesses in relation to ERP and how these businesses differ from or are similar
to SMEs.

For the purpose of this thesis, the researcher will adopt the following definition for midsize

business to facilitate ERP requirements as well as the business influential factors:

A business operating with more than 50 and less than 250 full time

equivalent employees with an annual turnover of A$10-50 million

It is also important to note that the above definition is somewhat similar to EC (1996) definition
for SME, stating that a business can only be considered SME if it has less than 250 salaried
employees. However, the EC (1996) definition did not specifically include turnover and/or any

other parameters necessary to reference a firm based on its geographic location.

Figure 3.1 below provides a collective presentation of small, medium, midsize and large size
business definitions as adopted in the research. The definitions of small and medium

businesses are illustrated in Chapter 2, section 2.2.3.
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Srall Business WMedium Business Midsize Business Large Business
EFT=1.25 EFT = 26-50 EFT=51-250 EFT =500 plus

Figure 3.1: Definitions of businesses according to employee numbers (EFT)

EFT (equivalent full-time) staff of the company

Saccomano (2003) defined the middle market bracket as a company having $25 million to
$100 million annual revenue. Rosa (1998) stated that companies are following a trend of major
shifts from saturated markets to the midsize business market with an average turnover of $500

million to $2 billion.

It is important to note that the small, medium and midsize terminologies have been inter-
dependently used by researchers (refer to Table 2.1) in the past. In the chapter two section
2.2.1, the definitions of medium size used by many researchers are similar to the term midsize
business as defined above for the purpose of this research. These businesses (medium and
midsize) co-exist in the same dynamic environment. As such, differences may only relate to
the size of operations and the number of employees. While conducting data collection, the
researcher ensured that participants understood the definition of midsize and mapped their
experiences in accordance with that definition. The midsize business market is distinctive in
its own way from small and large enterprises. Generally, these businesses do not face the
resource limitations of small enterprises, or the extent of operations like their large

counterparts.
3.3 ERP and midsize business

The importance of midsize business is evident from the literature (Coyte et al., 2012; Haddara
& Zach, 2011) due to the critical contribution they make to the economy. Midsize businesses
play a vital role in job and wealth generation, enhancing economic activity and expediting
economic growth (Coyte et al., 2012; Pramukti, 2003; Rovere & Lebre, 1996).

To increase production capabilities, midsize businesses should be vigilant in adopting the
latest ICT (Barad & Gien, 2001). This will increase the innovation, productivity and efficiencies
within business processes (Correa, 1994). ERP systems have been historically associated
with implementation in large businesses. However, there has been a trend in the past few
years of midsize businesses considering ERP applications as a strategic alternate to their

79|Page



existing information systems. Due to the saturation of ERP applications in large enterprises,
ERP vendors have gradually changed their focus towards SMEs. Furthermore, globalisation,
international partnerships, value networks and extensive information flow across businesses.
This has made it crucial for small and midsize companies to pursue business management

applications such as ERP systems (Haddara & Zach, 2011).

With their increased attention on midsize companies, ERP vendors have been offering a wide
range of specific solutions that were originally designed for large enterprises (Alshawi et al.,
2011). Midsize businesses have been taking advantage of these innovative changes, adopting
and implementing business management applications. It is important for midsize businesses
to utilise their resources and adopt some means of automated data transfer both internally
and externally (Caillaud 2001). This can be achieved by adopting a sophisticated ERP

application with modules specifically suited to their business needs.

According to Haddara and Zach (2011), ERP systems have received considerable attention
from both academic and professional industries over the past years and many publications
relate to ERP implementation aspects and/or adoption issues. Furthermore, researchers have
paid comparatively little attention to issues relating to ERP implementation in midsize
businesses, even though such businesses are considered critical for economic growth in most
developed economies (Oke et al., 2007) and within technological intensive industries (Coyte
et al., 2012).

In general, ERP research is considered to cover a broad spectrum. Hence, the focus of this
thesis will be specific to ERP in the midsize businesses. This research will provide a deeper
insight on issues and aspects relating to ERP implementation in midsize business. The
literature has reported that midsize businesses are fundamentally different from their large
counterparts (Coyte et al., 2012); hence detailed research on the topic would enable better
understanding in the area. Researchers such as Schlichter (2010) and Moon (2007) have
provided an encapsulated view of the published research on ERP, revealing that the academic
knowledge on ERP system has reached a degree of maturity. However, recently the number
of publications on ERP has decreased (Schlichter, 2010), yet the area of ERP in midsize
business needs further exploring and validation.

According to Saccomano (2003), the initial target market for ERP vendors was large
companies that could afford solutions costing millions of dollars at project start up. However,
many multinational companies, as a consequence, have had to restrict their operations to
working with midsize partner companies that use compatible ERP applications. Hence, it has
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become essential for many midsize companies to adjust their business models and adopt ERP
software that is compatible with the large enterprises with which they deal (Rao, 2000). Thus,
midsize enterprises are increasingly finding themselves attracted to ERP solutions and their

associated benefits.

3.3.1 ERP vendors and midsize businesses

In the early 1990s, large organisations were seeking a single system that would enable them
to have complete control over every business process, from obtaining raw materials through
to sales and distribution. ERP systems provided the perfect solution (Saccomano, 2003). In
last two decades, ERP vendors had been focusing on the midsize business market and
strategies were applied to expand and offer solutions to midsize businesses. In late 1990s,
SAP signed technically skilled and niche market experienced integrators (Rosa, 1998). There
were only a few midsized businesses that could afford a highly sophisticated ERP solution in
the year 2000, whether offered by SAP, Oracle, PeopleSoft or J. D. Edwards, among others
(Lee, 2000). But, as already indicated, the focus of ERP vendors shifted from attention on
large organisations to midsize businesses. Ahmad et al. (2013) stated that the number of ERP

vendors focused on midsize have risen significantly in the last decade.

Gable (1999) conducted a study on ERP implementation issues in small and midsize
businesses in Australasia. He identified a number of reasons that could encourage ERP

vendors to target mid-market businesses as potential customers:

Large organisations have already adopted ERP

e The close integration between small-midsize and Large size businesses due to e-
commerce

¢ High level of growth in midsize businesses,

e The majority of businesses all over the world are small and midsize businesses

¢ Technological advancements are encouraging small and midsize businesses to adopt

ERP applications

e Database management systems are available at low cost.

According to Mendu (Vice-President of Comsys Information Technology Services, a SAP
America Partner), certain companies even needed an ERP system but they avoided any
complex integration (Rosa, 1998). Ted Chamberlin (an analyst with the Gartner Group) argued

that small revenues in mid-market companies initially discouraged ERP vendors from targeting
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midsize businesses but this view changed as they recognised that this sector of business had
become more open to their services (Ferguson et al., 2004). This was also a reflection of the
fact that the larger business market had ‘dried up’ by the year 2000 (Saccomano, 2003).
Ferguson et al. (2004) also stated that ERP vendors, such as SAP and PeopleSoft, sought to
increase their share in the midsize-market by boosting their offers and developing business
specific applications. Vendors also introduced self-service portals with additional features to

improve account, billing and invoicing functionalities (Ferguson et al., 2004).

Due to rapid changes in technology, technological advancements and rapid reduction in
computer prices, now it is possible for small organisations to buy a cheap ERP solution. In the
initial stages of ERP (around 1970-80s), main frame computers were required to run the
systems. However, in the early 2000s, client server technologies and scalable RDBMS made
ERP systems use easier (Gupta, 2000). In the past decade, rapid changes in technology and
the emergence of newer technologies such as services oriented architecture (SOA), cloud
computing and high performance computing has transformed the development and delivery
of enterprise applications (Zhang et. al., 2014). ERP vendors also offer simplified midsize
business solutions at a competitive price (Malhotra et al., 2010). Many vendors, such as SAP
and Microsoft, are actively engaging in delivering small and midsize business specific

solutions and exploring their growth potential within the mid-market bracket.

In recent times, vendors have been concentrating on customised processes that match ERP
application modules with existing processes, thus enabling midsize businesses to adopt the
application easily. In addition, ERP vendors are offering extensive post-implementation
support services with the help of their reseller partners in relation to business application
strategies, implementation integration and optimisation services (Malhotra et al., 2010). By
offering a midsize business centric packages strategy, ERP vendors were able to capture their
market share, (for instance, on demand business solutions offered by vendors i.e. SAP
Business by Design) (Missbach et al., 2013; Yates, 2004; Ferguson et al., 2004). Lee (2000)
argued that midsize businesses may not go for vendor sourced branded ERP applications but
may consider cheaper alternatives that could serve their business expectations appropriately.
In contrast, Haddara and Zach (2011) questioned the feasibility and flexibility of an in-house
open source ERP product compared with an off the shelf vendor-based solution. It was argued
that a vendor-based “off the shelf” ERP packages may have rigid business process structures
that would be inflexible and would require extensive investment to customise. Consequently,

such solutions may not be viable for midsize businesses.
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According to Ferguson et al. (2004), PeopleSoft had plans to assign a client manager for every
hosting customer. Business application strategy, implementation, integration and optimisation
services were achieved with assistance from service partners and outsourcing companies
(Ferguson et al., 2004). SAP had been trying to differentiate itself in the midsize market by
providing additional functionalities into its Business One solution by introducing partner
programs. SAP planned to target companies with staff ranging from 5 to 500 by integrating
new software and Business One (SAP ERP application for midsize businesses). New
functionalities include logistics, advanced warehousing and CRM (Missbach et al., 2013;

Ferguson et al., 2004).

In the early years of 2000, Glovia - Fujitsu Ltd, a well-known ERP brand within the Japanese
mid-market, offered an ERP application solution for Japanese businesses. The solution
targeted service operators and distinct manufacturers. At the same time, another company
named Zeesoft (zeesoft.ca), an application service provider (ASP), launched its enterprise
application for midsize businesses. Saccomano (2003, pp 46) noted that Paul Hamerman (an

analyst with Forrester Research) commented as follows:

The mid-market space is becoming the next battleground and we’ll see consolidation of
weaker vendors as companies try to gain critical mass. This challenge for the mid-sized
companies in the lower half of the mid-market is whether they can digest the complex ERP

system or not.

3.3.2 Limitations of midsize businesses

Midsize businesses are vulnerable and exposed to different challenges, primarily due to their
size and operability (Sarbutts, 2003). The associated risks to midsize businesses are related
to the availability of adequate resources, such as time, money and skills, to run their operations
(Barad et al., 2001). The literature suggests that decision making processes for introducing
the latest IT applications in midsize businesses could be constrained by a lack of resources,
availability of accurate information, lack of skilled labour and management ability to adopt new
change (Rovere & Lebre, 1996). Another strategic issue faced by midsize businesses is the
continuous need to update their technological systems to meet the demands of existing
technology standards (Rauof, 1998). The future growth of midsize businesses depends upon
the use of advanced technologies for enhancement of their production capabilities. Use of the
latest technology could help develop quality products at a cheaper cost and efficient delivery

to customers (Barad et al., 2001).
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It is suggested that IT in general creates opportunities for midsize businesses to become
competitive in the marketplace (Rovere & Lebre, 1996). However, midsize businesses with
limited resources often find it hard to improve IT support services (e.g. increasing the number
of trained/experienced IT professionals on staff and/or expanding their IT departments). In the
midsize business arena, several internal and external factors could also govern technology
adoption behaviour. Kennerley et al. (2001) identified internal factors such as lack of training
and insufficient information/documentation about new IT systems as major issues; while
external factors were associated with the level of support provided by implementation

professionals and the nature of ongoing technology upgrades.

Information integration could be a motivational factor for midsize businesses to consider
implementing ERP applications. This would allow them to approach a level of business
flexibility similar to large enterprises. There are suggestions that some smaller businesses
were unaware of the advantages of ERP technology and how the technology has become
necessary for global interaction — an issue that, if not addressed, may eventually push small
businesses out of the market (BRW, 2002).

Rao (2000) argued that when a business operates on a small scale, the company has time to
maintain a customer focus but with an increase in the size and scale of operations, new
functions require business operations to be managed. This establishes a layer of complexity
in operations that may end up as barriers to core functions. One of the major problems a
company may face would be lack of communication or limited information flow from the bottom
to the top level. To understand performance factors, company executives need to meet
regularly. Another problem could be managers who are not committed to their responsibilities
within their department or organisation. For example, a production manager might be in
position to make critical decisions about equipment utilisation, but not be concerned about the
negative impact on inventory turnover. Similarly, another major hurdle could be the poor
quality of information provided, which may result in poor managerial decisions (Rao, 2000).
The above arguments illustrate a need for standardised business processes in midsize

businesses that could be delivered as a result of ERP implementation.

3.3.3 Contemporary challenges

Barriers to implementing ERP in midsize businesses

There has been a considerable amount of evidence suggesting that companies face problems

while implementing ERP applications. Millions of dollars are spent every year in purchasing
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and implementing ERP products. In addition, problems relating to customisation can often
result in budget blow-outs and extensive delays (Martin, 1998). The nature of problems faced
during ERP implementation are quite complex in comparison to the implementation of other
IT applications (Parr et al., 2000). Some of the important aspects in relation to ERP

implementation are discussed below.

Lee (2000) highlighted that the benefits of ERP software adoption were not realised by small
manufacturing concerns. Generally, ERP system users have not been technological experts
and the lack of ERP application user-friendliness due to difficult interfaces has been a
challenge (Alison, 2002). This poses a significant end-user training issue for resource-

constrained midsize businesses.

Aladwani (2001) identified some critical issues in relation to ERP implementation that included
possible resistance from staff toward adaptability. To overcome possible resistance to change,
management could engage and communicate with its employees in a more effective fashion.
In many cases ERP projects fail due to lack of communication (Al-Mashari et al., 2000) and

this could be considered as a major barrier for ERP implementation.

According to Alison (2002), the majority of ERP users may not be ICT experts and do not want
to be the experts. Product manufacturers had spent time and money to achieve Enterprise
Application Integration (EAI) to enable an integrated set-up of ERP with external applications.
Due to rapid technological developments, ERP vendors had to design software modules with
situation handling capabilities regardless of the size and nature of the business involved. The
Internet has also been playing a critical role in ensuring better interfacing in ERP applications
(Alison, 2002).

Gable (1999) identified the following barriers to implementing ERP in midsize businesses:

e Due to limited business cycle of midsize businesses, they lack resources and have
less control over business operations. It is possible that such businesses would not be
able to influence their vendors, which could lead to lack of proper service.

e The owner/managers of midsize businesses may have greater influence on the
strategic and policy issues of the company, consequently the decision making would
be in hands of a few individuals who have greater authority in regard to implementation
of an ERP solution.

¢ Managers may be less computer literate and might prefer to continue with their current

business information system.
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¢ Due to low level technical backgrounds, it could be possible that midsize businesses

might not want to put themselves in any technically sophisticated situation.

From the above discussion, it is understood that the barriers to implementing ERP in midsize

businesses could be far greater than those faced by large enterprises.

Strategies to overcome barriers

With the implementation of ERP application(s), organisations are expected to go through
significant structural reshuffles affecting people and their work practices. It is therefore
important to have a well-defined and appropriately developed methodology for change
process management in accordance with the organisational strategic direction. Change
management has been identified as a particularly important part of risk management (Al-
Shamlan et al., 2011). There has often been resistance to change and there are many different
ways available to resolve these issues during ERP implementation. Taylor (1999) discussed
nine key solutions for challenges that midsize businesses would face while implementing ERP
applications. Some companies take precautionary measures while implementing ERP

applications, with successful outcomes. The nine proposed solutions are (Taylor, 1999):

e Scalable software: that can meet future requirements.

¢ Finding the best way: to implement solutions with minimum cost involved.

e Having realistic expectations: Requirement specifications must be realistic and
achievable.

o Allocation of resources: The right number of resources must be allocated to achieve
the best outcomes.

e Overcoming fear of change: Reduce the possible of resistance by providing product
knowledge to users.

e Mapping out key business processes: Map business processes to a negotiable
point where software could be implemented easily.

e Converting data: for the new system.

e The urge to take shortcuts: Short cuts will not provide an appropriate long-lasting
solution; therefore it is important to avoid any short cuts.

e Training and technical support: Software training must be provided to ease reliance

on technical support.

In an ERP implementation, the project team should concentrate on functional planning in the
requirement gathering phase, followed by budgeting processes (Al-Shamlan et al., 2011).
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Furthermore, transformational changes are more risky than incremental change processes so
this would need to be considered in any change management strategies. Al-Shamlan et al.
(2011) argued that there are two major sources of change resistance: perceived risk and habit.
Both these risks could be mitigated and effectively managed by effective communication,
coordination with relevant stakeholders and by applying tools and techniques as necessary.
A constructive dialog with commitment to address the change issues, ownership of change
and extensive engagement could be used as a means of addressing change problems.
Likewise, internal and external communication such as communicating project scope, aims
and objectives, activities and deliverables to relevant staff and providing regular updates on

the project could help reduce anxiety and resistance to change (Ara & Al-Mudimigh, 2011).
3.3.4 ERP adoption by midsize businesses

As discussed in the earlier sections, most of the large size enterprise have already had
adopted ERP applications to meet with their business’ growing needs (Klaus et al., 2000). It
was also specified that midsize businesses have found themselves attracted to these
applications due to their cost effectiveness and collaborative requirements to do business with
larger enterprises (Klaus et al., 2000). Some growth factors for ERP in the midsize-market
bracket (midsize businesses) include; continuous industrialisation and its reliance on small
and midsize business, adoption of new technologies such as client server and availability of
small and midsize business centric ERP applications and so forth (Rao, 2000). Generally, the
impression has been that implementing ERP is an expensive process and midsize businesses
could not afford them, but this would not mean that midsize businesses do not need ERP
applications. Information integration could be one of the major triggering points for midsize
businesses to implement ERP applications and achieve high levels of business flexibility with

their larger counterparts (Rao, 2000).

Inrelation to ERP adoption, several types of selection criteria have been developed for midsize
businesses that are considering adopting an appropriate ERP solution. These criteria include
affordability, supplier knowledge, local support, technical upgradeability and the availability of
the latest technology (Rao, 2000). Furthermore, Rao (2000) argued that there is a need for
‘micro’ ERP systems that contain most of the ERP capabilities but are available at an
affordable price. Such systems have been developed for small and midsize businesses over
the past few years, including SAP Business One (SAP-B1) and SAP Al for small and midsize
businesses (Missbach et al., 2013)
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An important aspect of adopting ERP applications is to understand business requirements and
how to customise applications to align with existing business processes or to alter those
processes according to ERP application standards. Customisation increases the risk of failure
and the cost of the project compared with non-customised implementations (Wilhelm et al.,
2000). Higher levels of dissatisfaction amongst ERP application users have been observed
due to customisation and business process reengineering (BPR) related issues, impacting
mainly on cost and the duration of the project. ERP vendors have also admitted that a
customer generally spends more to implement than to buy the software itself (Wilhelm et al.,
2000).

There have been several studies conducted that analyse the adoption of ERP applications
based on technologies. These studies have suggested that factors that could influence the
adoption of ERP applications include the ‘size of an organisation’ being a major influencing
factor affecting the adoption process (Alshawi et al., 2011). Alshawi et al. (2011) also argued
that ‘organisational size’ could be crucial for the adoption of technological and/or
administrative, innovative and web-related services in an organisation. In addition, it was
argued that along with size, management knowledge and an organisation’s attitude could also
be considered as dominating factors influencing ERP adoption. Hung et al. (2011) argued that
a potential misunderstanding of additional expenditure required for knowledge management
after application adoption; provides a unigue approach for such components requiring
effective organisational knowledge management. Furthermore, it was argued that most
midsize businesses suffer due to low profits as a result of tougher market competition (Hung
et al. 2011). For example, the global financial crises (GFC) of 2008 had enormous economic
repercussions resulting in around 80% of businesses within the mid-market bracket facing
significant financial constraints. This meant that many were unable to implement sophisticated

applications or introduce innovation in their business processes (Hung et al., 2011).

Factors influencing ERP adoption decisions

While making adoption decisions for ERP applications, organisations generally tend to identify
their business and technology needs to establish a business case. Haddara and Zach (2011)
conducted a comprehensive literature review on ERP adoption in small and midsize business
and argued that the current literature on ERP adoption has several issues in relation to the
midsize business context. To understand and evaluate the adoption and ERP selection
process, many case studies identified factors that could influence ERP application selection
in small and midsize businesses. Organisational factors such as business complexity, change

management, external factors (like supply chain partners) and networking pressures could be
88|Page



considered important for the selection decision (Haddara & Zach, 2011). While other studies
suggest that cost drivers, business functional requirements, flexibility and scalability and the
degree that ERP can align itself to existing businesses process could also be influential factors
for selection decisions.

As outlined in Chapter 2, some researchers have adopted a TOE framework for the purpose
of developing a model that could help predict midsize business adoption of ERP applications
(Haddara & Zach, 2011). Additionally, adoption of enterprise systems by midsize businesses
is generally influenced by internal organisational and technological factors instead of the
industry and/or market-related factors. In contrast, with reference to another study, Haddara
and Zach (2011) argued that with the higher rate of collaboration amongst midsize
organisations, businesses are likely to adopt enterprise applications due to environmental
factors.

BRW (2002) conducted a survey that showed that most Australian midsize businesses were
unaware of the advantages of technology and were focused more on sales and revenue
generation. This was considered to be a major concern for Australian economic development,

given such short-sightedness.

Haddara and Zach (2011) provided an insight into potential adoption decisions in India,
suggesting that the business needs or requirements along with competition in the market,
survival and the desire to retain customers could be a few of the drivers influencing midsize
businesses to adoption ERP. Furthermore, a pre-adoption framework was discussed that was
developed for the purpose of evaluating the suitability of ERP applications in terms of business
requirements, business process complexity, level of change that a company could endure and
the cost of ERP implementation. Free open source ERP applications in comparison to vendor
delivered branded ERP systems are likely to have less cost dependencies. Business
complexity could be considered to be a weak ERP adoption predictor in comparison with
business size being strong predictor (Haddara & Zach, 2011). In addition, the willingness of
midsize businesses and their readiness for adoption could be affected by their type of industry
such as, manufacturing, retail, customer services and so forth. Other evidence suggests that
the financial scarcity, resourcing and business size could be other crucial factors potentially
influencing ERP selection by midsize businesses (Haddara & Zach, 2011).

89|Page



3.3.5 Implementing ERP in midsize businesses

ERP implementation phases include business functional requirements analysis, actual
installation of an ERP application, business process re-engineering, customisations and other
activities that align the application with the organisational requirements (Haddara & Zach,
2011). The implementation process includes critical phases and consumes most of the
resources of the ERP project. Project management activities could have greater influence on
the success or failures of ERP projects in midsize businesses (Haddara & Zach, 2011). It was
further argued that the awareness of senior management, the competence of IT staff,
compatibility of ERP and effective project management could be considered as some of the
critical factors for ERP implementation in midsize businesses. As already discussed in Chapter
two, Alshawi et al. (2011) identified factors that could influence the adoption of ERP
applications. For midsize businesses, these factors are identified in three classifications, as

follows:

e Organisational factors: the factors directly or indirectly relate to the structure of the

organisation, operational, human and management requirements. Factors include staff
ICT skills, management ICT skills, organisation size, internal barriers, support, funding,
strategy, business objectives, customer response/attitude, government regulations,
competitive pressure, external barriers and suppliers.

e Technical factors: this factor group relates to the soft and hard aspects of the

technologies being adopted, including ICT infrastructure, purchase, implementation
and integration cost, system evaluation and selection criteria, complexity, vendor after
sale support services and the selection criteria for software.

¢ Data quality factors: this factor group relates directly to the concept of data quality and

the way it is handled during the implementation of ERP applications. Factors include
the evaluation of data quality, tools and processes, evaluation of the quality of
customer data, the customer data infrastructure, and customer data source

identification and classification.

The core challenge has not been to replace the manual effort with technically delivery
functionality but rather eradicating non-value added work (Small et al., 2011). BPR is identified
as a change initiative and is typically supported by ICT systems. The objective of BPR is to
deliver superior performance standards through establishing sustainable work practices with

the capacity and capability to function effectively (Small et al., 2011).
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As also discussed in the previous chapter, Marnewick et al. (2005) suggested an ERP
conceptual model comprising four key components. These components are derived from the

marketing ‘4Ps’ model and include; People (customer mindset), Product (software application

being implemented), Process (change management process as a result of ERP adoption) and
finally Performance (revision of the process flow based on ERP implementation change).
Change management strategies are also considered critical for ERP implementation and
promote steps necessary for the adaptability to change. Hence, it is important to identify
factors that influence ERP user acceptance (Bueno & Salmeron, 2008). Similarly,
implementation components have either a direct or indirect impact on the ERP adoption
processes, starting from identification of organisational requirements to customisation of
software, installation to make software operational and training for successful adoption. These
levels have significant importance and every organisation has to go through them (Bueno,
2008).

ERP systems require a highly sophisticated infrastructure and there is a great deal of cost
involved in it (Gupta, 2000). It would be difficult for midsize businesses to bear the additional
burden of implementation and customisation costs in addition to the software cost. However,
Wilhelm et al. (2000) explained that there are certain ways to reduce the implementation cost

of ERP and increase user acceptance. These ways are (Wilhelm et al., 2000):

¢ Reduce the effort necessary for creating the target concept by leveraging best practice
case knowledge available in reference models.

o Create a requirements definition by leveraging modelling techniques to detail the
description.

e Document the system requirements definition by means of conceptual modelling
methods, making the business logic more understandable.

e Leverage conceptual models as a starting point for maximum automation of system

and configuration customising.

According to Haddara and Zach (2011), ERP implementation methodologies could differ
based on the size of an organisation and the business process complexities. LEs generally
avoid a unified implementation (‘big bang’) approach but, in contrast, this approach might fit
with midsize business needs. A conceptual model was presented by Gable et al. (1999) that
could help implementers, vendors and consultants in implementing ERP applications. It
provided greater understanding of the system and the expectations of midsize businesses

based on the area of their business. Furthermore, Haddara and Zach (2011) argued that the
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experience of contractor-consultants could help reduce the unrealistic expectations of the
business management during ERP implementation. Iskanius (2009) highlighted a need for
effective risk management in ERP implementation in small and midsize businesses and
proposed a risk analysis method (RAM). In this method, businesses should assess the
associated risks with ERP implementation and relevant methods should be applied for risk
mitigation using characteristic analysis method (CAM). This approach could be effective for
small and midsize businesses, with a single ERP project divided into several sub-projects or

stages of implementation and relevant risks mitigated accordingly.

Haddara and Zach (2011) outlined some other ERP implementation factors. These included,
project activities management, coordination with stakeholders, project sponsor identification,
clear roles and responsibilities definitions, employee attitudes and behaviour towards the
implementation, individual characteristics of the project team and the organisational culture.
All of these factors could have a significant effect on successful implementation of ERP
systems in small and midsize businesses. The significance of capturing the knowledge and
an effective knowledge management strategy during ERP implementation in small and
midsize businesses was reiterated by Haddara and Zach (2011). It was stated that essential
knowledge required for the ERP implementation should be identified and then matched with
ERP capabilities to test the readiness of the organisation.

Selection criteria for ERP in midsize businesses

Businesses must select an appropriate ERP application that best fits their organisational,
technical and business functional requirements. In addition, selection of a suitable

implementation partner is critical (Haddara & Zach, 2011).

Rao (2000) presented the following specific selection criteria for small and midsize business:

o Affordability: The ERP package should have an attractive price tag including its
implementation and support costs.

¢ Domain knowledge of supplier: It would be important to have the application developed

by a company/vendor/firm that knows the industry and domestic requirements
thoroughly.

e Local Support: It would be appropriate to have domestic support available for the
application and once implementation is complete. A domestic supplier should be

available with relevant expertise and domain knowledge.
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Technically upgradeable: It would be important to have upgrades available for the

product to accommodate the ongoing technological advancements and added
functional features. The ability to upgrade an application helps the customer to trust
the flexibility of the product to meet future technological and functional demands. An
agreement must be made between the customer and the supplier to have ongoing
support available for upgrades at an annual cost.

Use the latest technology: It would be desirable for a company to choose a product

that is easy to implement, is user friendly and amenable to future modification. It is
highly recommended that the product should be designed on object oriented

technology and with a GUI.

Based on ICT management and business expectations, selection of an appropriate ERP

application for small and midsize businesses could be difficult (Wilhelm et al., 2000). ERP

affordability could increase by reducing the cost of implementation and increasing the user

acceptance experience. Certain modelling approaches could be used to reduce the cost of

implementation, such as:

Use a reference model to select best practice case for implementation.
Modelling techniques to be used while documenting requirement definition details.
To make the business logic more understandable, the system requirements should be

documented with the help of conceptual modelling methods (Wilhelm et al., 2000).

A conceptual model should be used as starting point for system automation, configuration and

customisation (if required).

3.3.6 Literature gap — ERP in midsize businesses

Below are some gaps in the literature identified by Haddara and Zach (2011):

The ICT literature as well as ERP literature confuses the term “adoption”, perceived
differently by researchers in accordance with their own interpretation. Some
researchers envisaged it as the final stage of end user acceptance, and some defined
it as the preliminary stage starting from project pre-planning.

The current literature lacks focus on new technologies and the implication of this on

ERP projects. Literature lacks a comparison between SME specific and general ERP
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system implementation as well as the industry specific ERP packages and general
ERP open source solutions.

¢ Research articles examining ERP implementation discuss critical success factors but
success is not clearly defined. It is important to note that success could have several
different meanings based upon the relationship of an individual or a group associated
with the project activities.

¢ Itis noted that the differences in ERP implementation project methodologies and their
impact on an organisation has not been investigated thoroughly.

e Even though comparisons between LEs and SME are found in the literature,
discussion on what a small, midsize and large has not been discussed appropriately.
It is important to note that the size classification for SMEs could vary, depending upon
their geographical locations.

o Researchers have opted for a single-sided perspective for their data collection (such

as from the customer side). By capturing a broader perspective, the understanding of

the topic could be effectively enhanced and enriched.
3.4 Section summary

For the purpose of this thesis, a business containing 51-250 full time employees and maximum
annual turnover of AU$50 million will be considered as midsize and will be focus of discussion.
Midsize businesses are unique and they could be defined differently from researcher based
on the researcher’s interpretation, geographic location or associated factors. In chapter 2,
section 2.2.1 and 2.2.2 clearly articulates the perspectives of other researchers from across
the world attempting to define SME. Regardless the categorisation, it is indeed evident that
midsize businesses have a lot in common with, as well as distinctions from, their larger

counterparts.

ERP has changed the way of doing business by re-engineering and redesigning business
processes in accordance with standardised business operations. The literature highlights the
main objective of having an ERP application implemented is to obtain and facilitate best
practice in business operations. Midsize businesses play a vital role toward collective
productivity of a nation. Similar to the SMEs, midsize businesses often lack leadership,
strategic vision, and they mainly focus on day to day operations. Implementing ERP in midsize
business can also be a cumbersome process as they lack accurate and timely information,
and have limited resources. Typically, midsize businesses have been careful while selecting

ERP applications, due higher risks associated with their implementation.
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3.5 Models for ERP Implementation

There is a considerable amount of research that proposes critical success factors (CSF) and
process models for ERP implementation. Both approaches are focused on significant planning
requirements to ensure controlled implementation (Parr et al., 2000). Bancroft (1996), Ross
(1998), Markus and Tanis (2000) and Parr et al. (2000) have all proposed models of ERP
implementation to obtain deeper understanding of the implementation processes. These can

be used as a basis for development of ERP adoption in midsize businesses in Australia.

Some researchers have categorised ERP implementation into stages and tried to standardise
the processes for successful implementation. The following provides an outline of these

models.
3.5.1 Bancroft model

Bancroft et al. (1998) developed a model as result of a comprehensive study carried out on
ERP implementation in three multinational companies and with consultations with 20 ERP
practitioners. Their model consists of five phases: four pre-implementation phases (‘focus’, ‘as
is’, ‘to be’, ‘construction and testing’); and one actual implementation phase (‘go live’). This

model covers all major ERP implementation activities and is briefly described below:

e The planning (focus) phase consists of initial project activities, such as formation of
steering committee, project team selection, project guide development and project plan
creation.

¢ The analysis (as is) phase consists of business process analysis, initial ERP system
installation, business process mapping on ERP functions, project team training etc.

e The design (to be) phase includes high level and detailed designing for user
acceptance, and interactive prototyping with constant communication with ERP users.

e The construction (construction and testing) phase consists of comprehensive
configuration development, population of real data in test instance, interfaces building
and testing, creation and testing of reports, system and user testing.

e The actual implementation phase (go live) includes network building, installation of

desktops and organising the user training and support.
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3.5.2 Ross model

Ross (1998) presented another model after analysing ERP implementations through 15 case
study large organisations. This model comprises of five phases: design, implementation,

stabilisation, continuous improvement and transformation.

¢ The design phase (which could be rephrased as planning) includes critical guidelines
and decisions made towards ERP implementation.

¢ The implementation phase includes several phases of Bancroft et al.’s (1998) model
such as; ‘as is’, ‘to be’, ‘construction and testing’ and actual implementation (‘go live’).

e The stabilisation phase comes after cut-over (final sign off) and if problems identified
are fixed, consequently improves the organisational performance.

e The continuous improvement phase includes any functionality added to the system.

e Finally, the transformation phase covers achievement of maximum system flexibility

up to organisational boundaries (a system’s operability on every organisational level).
3.5.3 ERP life-cycle model

Esteves (1999) presented an ERP life-cycle model comprising six phases and four
dimensions. The phases presented by Esteves (1999) include: adoption decision, acquisition,
implementation, use and maintenance, evolution, and retirement. Dimensions represent the
different point of views through which each phase should be analysed. These are: product,
process, people and change management. The phases of the ERP life-cycle model in more

detail are:

¢ Adoption decision phase consists of the definition of system requirements, the goals
and benefits and analysis of the impact of adoption at a business and organisational
level.

e Acquisition phase consists of product selection in accordance with business
requirements, identification of customisation requirements, and selection of an
implementation partner. Factors to consider in this stage include product and
implementation cost, training and maintenance services, and contractual agreements.

e Implementation phase comprises acquiring the ERP application package, with or
without customisations. In this phase, external contractors became involved to

implement and provide know-how/knowledge of the application and training.
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¢ Use and maintenance phase comprises of using the product and gaining benefits with
minimal disruption. In this phase, aspects to consider include functionality, usability
and adequacy to the business process after system implementation. System
maintenance and fixing in case of malfunction and general system
improvement/upgrade are included in this phase.

o Evolution phase includes integration of capabilities in the new system, materialising
new benefits and expanding new frontiers for external partner collaboration.

o Retirement phase corresponds with the stage when managers decide if they will
substitute the ERP software with other information system approaches that are better

suited to organisational needs.
In addition to the phases of the ERP life-cycle, the four dimensions are described as follows:

e Product: refers to aspects relating to the ERP product such as its functionality,
technical features, hardware, software needs, etc.

e Process: refers to the pre-existing core capabilities and functionalities of an
organisation that need to be supported by the ERP system. There should be a
consideration of business process re-engineering, conversion of existing processes to
new business process or functional requirements of the ERP application for optimal
performance.

e People: refers to human resources, their skills, roles and capabilities within the
organisation. Roles or skills are required to minimise the impact of ERP
implementation, to manage its complexities and facilitate organisational change. This
includes contingencies, change in practice and adopting new structures along with
learning a new culture in organisation.

¢ Change management: refers to the body of knowledge used to address complex
change brought about by ERP implementation. Change management ensures

acceptance and readiness of a new system for its optimal use in the organisation.
3.5.4 Markus and Tanis process model

Markus and Tanis’ (2000) process theory concentrates on sequences of activities that lead to
successful implementation of ERP systems. Markus and Tanis (2000) specified four major
phases in the implementation life cycle: chartering, project, shakedown, and onwards and

upwards. These are described as follows:
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e The chartering phase starts before Bancroft et al.’'s (1998) focus and Ross’ (1998)
design phases, beginning with Esteves (1999) acquisition phase. It comprises
decisions that lead to financial approval of an ERP project and includes development
of a business case, package selection, identification of the project team, budget and
schedule approval and so on.

e The project phase is similar to Ross’ implementation phase and covers all of Bancroft's
model phases except focus (‘as is’, ‘to be’, ‘construction and testing’ and ‘actual
implementation’ phases). In this phase, system configuration and rollout occurs and
major activities such as software configuration, system integration, testing, data
conversion, and training take place.

¢ The shakedown phase refers to the period when the system is beginning to operate
normally by removing all glitches and implementing standards.

e The onwards and upwards phase is a combination of Ross’ (1998) continuous
improvement and stabilisation phases. This phase refers to continuing maintenance,
user support, upgrade or enhancements required by the ERP system and focuses on

any further system extensions.

Markus and Tanis (2000) relate these implementation stages to key activities and key players
to highlight the degree of coordination required and also to analyse the factors that affect
successful implementation of an ERP system. According to Nah et al. (2001), the phases of
the ERP life cycle model presented by Markus and Tanis (2000) are in line with the stages of

traditional system development life cycles.
3.5.5 Parr et al's project phase model

Parr et al.’s (2000) project phase model (PPM) synthesises previous models (including
Bancroft et al., 1998; Ross, 1998; and Markus and Tanis, 2000) and includes planning and
post-implementation stages. The focus of this model is on project implementation and the
factors that influence a successful implementation at each phase. Parr et al. (2000) indicated
that for an organisation it is important to have a significant amount of knowledge regarding
unsuccessful projects and an experienced champion should be appointed with well-defined
responsibilities. One large project should be partitioned into several sub-projects creating a
‘vanilla’ implementation. The PPM model consists of three major phases: planning, project

and enhancement, described as follows:
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The planning phase comprises selecting an ERP application, formation of a steering

committee, project scope determination and a broad implementation approach,

selection of a project team and determination of resources.

The project phase includes a range of activities from identification of ERP modules to

installation and cut-over. As the prime focus of this model is on implementation, this

phase has been divided into five sub-phases as follows (note that the last four sub-

phases are similar to the phases described in the Bancroft model):

(0]

Setup comprises project team selection and structuring with a suitable mix of
technical and business expertise. The team(s) integration and reporting
processes are established and guiding principles are developed or re-affirmed.
Re-engineering comprises analysis of current business processes and to
determination of the level of process engineering required. This phase also
includes installation of the ERP application, mapping of business processes on
ERP functions and training of project teams.

The design sub-phase includes high level designing with additional details for
user acceptance. It also includes interactive prototyping through constant
communication with users.

The configuration and testing sub-phase includes development of
comprehensive configuration, real data population in test instance, building and
testing interfaces, writing and testing reports and system and user testing.
The installation sub-phase includes building networks, installation of desktops

and managing user training and support.

The enhancement phase comprises stages of system repair, extension and

transformation and it may extend over a number of years. This phase encapsulates

Ross’ (1998) continuous improvement and stabilisation phases and Markus et al.’s

(2000) onwards and upwards phases.

in Figure 3.2:

3.5.6 Summary

ERP implementation has been described as unique and different from other software
implementations due to its strategic impact over business. There are number of attempts made
to produce an effective model, providing an appropriate strategic direction for large enterprises

while implementing sophisticated business applications.

Based on existing research, the sequence of events outlined as stages are presented below
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Figure 3.2: Sequence of events outlined as stages

ERP implementation is different from any other application project implementation due to its
significant business process change and reengineering requirements. There are a number of
attempts made by researchers to produce an effective framework enabling businesses to
strategically implement ERP. For instance, the focus of Bancroft (1998) model was mainly on
project activities, such as how to make an ERP implementation project a success. Similarly,
Ross (1998) analysed number of businesses to test and validate Bancroft's approach along
with post implementation factors. Esteves’ (1999) ERP lifecycle model started early from the
pre-planning stage (adoption decision) and then planning (acquisition) through to
implementation and has gone one step further from Ross (1998) by including evolution and
retirement phases. Markus and Tanis (2000) process theory provides a strategy focus onto
activities that lead to successful ERP implementation. Finally, Parr et al’s (2000) model used
a collaborative approach by including previous methodologies to develop the Project Phased
model (PPM).

Most of the work carried out previously focused on large size businesses, apart from Parr’s

PPM that was developed considering SMEs. There has been a need to utilise existing
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knowledge to develop a strategic model for midsize businesses and the model should address
strategic issues faced by these businesses, providing guidelines that could help minimise

associated risks for ERP implementation.
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3.6 Solutions and Recommendations

The major focus of this research is to develop an ERP adoption model for midsize businesses
by critically evaluating the strategic factors and issues with respect to different stages of
implementation. Given the various resource limitations associated with midsize businesses
and the potential challenges of ERP systems adoption, this study is important in focusing on
the specific business sector (midsize) as a basis for proposing a model. The resultant model
will contribute to an increased understanding of implementation processes, factors, strategies
and issues in relation to midsize businesses, enabling them to determine appropriate solutions

in accordance with their operational needs.

As already discussed, the adoption of technology by midsize businesses tends to be
influenced by a number of associated factors. These factors could be summarised as a lack
of experience in adopting new technology and its implementation, access to decision making
information and the availability of general resources (i.e. skill, time and money). Midsize
businesses also face a number of other challenges during ERP implementation such as the
selection of an effective IT solution, the cost of implementation and customisation, staff
training, business process standardisation and post-production application maintenance
(Barad et al., 2001; Rao, 2000; Gable, 1999; Rovere et al., 1996). Thus, the midsize business
environment (with its limitations) is an important governing aspect of research that is

associated with ERP adoption and needs to be part of a conceptual working model.

Different research approaches have also been used to examine and identify factors that are
critical for successful implementation of ERP applications. For example, the ERP
implementation models discussed in the previous section identify factors associated with ERP
implementation stages and the degree of importance of each factor. The traditional system
approach (Edward et al., 2003) and marketing derived ‘4Ps’ model (Marnewick &
Labuschagne, 2005) also identify factors that are important when considering ERP
implementation. Arguably these methods are reliant on resource intense activities that are
necessary in larger and change resistant organisations. Another approach of ERP research is
to focus on business strategies that allow an understanding of ERP implementation as a
business progresses from one implementation stage to another (Aladwani, 2001). The three
core strategies (organisational, technical and people) could be crucial for an organisation to
adopt ERP application. These strategies are also tangibly identifiable within the midsize
business environment and less problematical to investigate than if the study was to focus
purely on business processes. It cannot be assumed that midsize businesses can use the
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existing ERP implementation frameworks that have traditionally been used by LEs (Rao,
2000).

Clearly, there is a difference between issues that need to be considered while examining ERP
adoption in midsize businesses and their large business counterparts (Coyte et al., 2012;
Aberdeen, 2006). It is important to adopt a collaborative approach based upon existing
research to provide a ‘road map’, providing a strategic approach across organisational,
technical and people domains that recognises the resource limitations of midsize businesses.
This forms a strong base for the proposed ERP adoption model described in the following

section.
3.6.1 The proposed model

A need to investigate ERP implementation issues in relation to their applicability in midsize
business is apparent. In the past, much of the ERP research was described as ‘factor
research’ which focused mainly on identifying factors or variables critical to ERP
implementation. Later research focused on processes that help understand ‘how’ an
implementation takes place (Aladwani, 2001). To take advantage of both perspectives, it is
important to focus on an integrated approach to have a better understanding about issues
relating to ERP implementation. The link between factors and stages is crucial to analyse the
importance of different factors with the change in each stage during ERP implementation
(Markus et al., 2000). This will help to assess what factors are affecting which process during
certain periods of time and what impact is seen on the process itself. Parr et al.’s (2000) PPM
and Markus and Tanis’ (2000) process theory are useful tools to conduct the factor impact

analysis while developing an ERP adoption model for midsize businesses.

It is also important to establish a link between factors and stages because the degree of
importance of different factors changes with each stage in ERP implementation process
(Markus et al. 2000). This theoretical base will enable ERP implementers to judge which factor
is affecting the process on a certain time during practical implementation of an ERP system.
The process theory by Markus et al. (2000) can be beneficial to link different factors effecting
implementation with stages of ERP. Therefore, a staged adoption model is developed to

address midsize business issues by critically evaluating the strategic issues related to it.

103|Page



ERP Adoption Model for Midsize Business

Midsize Business Organisational

Factors Strategies
Pre-Planning Phase

Planning Phase

Setup & Re-engineering Phase

System Design Phase

Configuration & Testing Phase

Installation & Go live Phase

People Technical
Strategies Strategies

Figure 3.3: ERP Adoption model for midsize businesses

Figure 3.3 above provides a ‘bird’s eye’ view of the complex relationship that exists between
the project implementation phases and strategies (organisational, people, technical) with

issues relating to midsize businesses.

This model is developed by identifying the ERP implementation stages defined in Parr et al.’s
(2000) Project Phase model (PPM) (also presented by Bancroft et al. (1998), Ross (1998),
and Markus and Tanis (2000) ERP implementation models) and the three major strategies
impacting on ERP implementation: organisational, technical and people strategies, as
identified by Aldwani (2001). The model also includes the midsize business specific issues
identification and their management to mitigate any risks (Barad et al., 2001; Rao, 2000;
Gable, 1999; Rovere et al.,, 1996). Thus this model adopts an integrated approach of
identifying factors critical to ERP implementation along with the processes crucial to every

stage of ERP implementation.

Table 3.1 provides a detailed view of the factors associated to ERP implementation stages
and relevant strategies in the implementation process. The table is designed to identify key
factors associated with ERP implementation processes. The intent is to adopt a best practice
theoretical base approach by encapsulating existing literature to propose a strategic ERP
adoption model specifically designed to facilitate the needs of midsize businesses. There is
an enormous amount of research that has been conducted in relation to ERP implementation

in large enterprises; that is used to help identify many of the ERP implementation issues faced
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by midsize businesses. However, factors are also introduced that relate specifically to midsize
businesses because they are different from large size businesses. Midsize businesses are

more fragile strategically, economically and in relation to their operability.
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Stages

Bancroft et al.
(1998)

Parr et al. (2000)

Pre-planning

Activities

Bancroft et al. (1998)
Parr et al. (2000)
Markus et al. (2000)

*Business case development/ project
charter

*Decisions leading to financial
approval

eldentification of key stakeholders
*Formation of steering committee

Table 3.1: ERP adoption models for midsize businesses

Organisational
Aladwani (2001)

People
Aladwani (2001)

Technical
Aladwani (2001)

Factors

Midsize business
Barad et al. (2001),Rao (2000)
Gable (1999), Rovere (1996)

* Change strategies development;
* Risk management

* Communication strategies

* Business & technology issues
* Strategic management issues;

* ERP application selection
* Project scope determination

* Change strategies development

* Training strategies

* Time & cost of

* Criteria of selecting an IS

* BP mapping
* Team training

* Organisational ideology

i * 1 * . .
Plannmg * Project team selection . Prolect management * Change management implementation . Apc_urate |nformat|or_1
. A Risk Management Limited resources (time, budget)
Resource determination
* Team structure & integration
* Guiding principles * Organisational resources . .
Setup and * Business process analysis * Organisational structure * Staff attitude to change . ERhP complexnx * Limited bud Kill
i * Installation of ERP a * Managerial style * Management attitude In-house expertise Limited resources (budget, skill
re-engineer PP 9 Y 9 * Cost of implementation

System design

* High level designing

* Additional details for user
acceptance

* Interactive prototyping

* User communication

* Organisational resources
* Communication

* Coordination

* Risk monitoring

* Staff engagement

* ERP complexity
* In-house expertise
* Cost of implementation

* Business & technology Issues;

Configuration
and testing

* Comprehensive configuration
* Real-time data in test instance
* Build test interfaces

* Write & test reports

* System & user testing

* Information system function
* Communication
* Coordination

* Staff involvement

* ERP installation aspects
* In-house expertise
* Cost of implementation

* Limited resources (budget, skill)

Installation and
‘go live’

* Building network

* Desktop installation
* User training

* System Support

* Change strategies (update)
* Risk management (update)

* Staff attitude to change
(update)

* Management attitude
(update)

* ERP implementation issues
(update)

* Business & technology issues
(update)
* Strategic management issues
(update);
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The proposed composition of the model and the importance of the related strategies are now

discussed.
3.6.2 The ERP adoption model

The model is divided into two major dimensions: ERP implementation stages; and factors
impacting implementation. These are represented as a matrix in Table 3.1. The objective is to
underline the interrelationship between these two modules and to suggest activities, strategies
and tasks to execute the project efficiently. Midsize businesses often lack leadership and
strategic vision and they mainly focus on day to day operations. Midsize businesses also tend
to be influenced by number of factors while selecting an information system and are often
limited by their lack of knowledge and skill. The proposed model will provide midsize
businesses with a broader picture of issues that they might encounter during the ERP

implementation processes and it will assist them in controlling the implementation.

ERP implementation stages

As shown earlier, different researchers have identified planning, set up, engineering, system
design, configuration, testing and installation as separate stages. These have been
consolidated to align with midsize implementation requirements. Markus et al. (2000) identified
‘chartering’ as a crucial stage that contains decision making processes leading up to selection
of an ERP application. This has been reflected as a pre-planning phase in the model to
highlight the need for activities that are important for decision making processes leading up to

selection of a suitable ERP application. The model phases are:

1. Pre-planning: It is important for midsize businesses to perform comprehensive pre-
planning analysis of their existing financial and operational performance indicators. At
the organisational level, strategic planning for projects becomes vital when risks are
high and resources are limited. All important decisions leading to financial approval,
the development of a business case, gathering appropriate business, technical and
architectural information should be obtained and shared with the appropriate people to
allow for an informed decision. Midsize businesses should assess the operational
significance and collective business benefits of the proposed application before
making any judgements. Change management and risk management plans should be
developed to underline areas that should be considered during implementation.

2. Planning: This is the first official stage of the project in which initial project activities

should be performed, such as the identification of key stakeholders and formation of a
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governing body and project team selection (including hiring new staff). Change and
risk management strategies should be revisited and updated if necessary. A project
management plan should be developed to scope the project activities. Project tasks
should be scheduled and resources should be identified and allocated (including time
and money). Accurate and timely information is very important for midsize businesses
to execute project plans in accordance with their desired expectations. Therefore, it is
important that information should be accurate during the entire planning process.
Setup and re-engineering: To execute the project effectively, it is important to
structure the project team with the correct mix of technical and business professionals.
As midsize businesses lack resources, it is crucial for them to decide whether they
need to hire or acquire the necessary skills. Midsize businesses should identify and
reassess their available resources (in-house expertise and finances) to structure the
project team according to the standard required for ERP implementation. The cost of
implementation could be significantly higher if there is a need of customisation in the
application. Therefore, the organisation’s ideology should be examined to assess staff
and management’s attitude to change before making any decisions. The guiding
principles of the project should be identified and a business case analysis should be
completed to underline the expectations. The ERP application should be installed in
the development environment and business process mapping should take place with
gap analysis. Internal team training should occur to equip existing organisational staff
with the appropriate skill levels. For midsize businesses it would usually be wise to
have the right mix of in-house and third party technical expertise to avoid any surprises
in the post ‘go live’ phase.

System design: This is an important stage in which higher level design should be
completed and approved. Extensive communication and coordination is required to
address organisational expectations and users should be engaged consistently during
the development process. Details in relation to user acceptance should be captured
and documented. Staff and management attitudes to change should be examined and
the change management plan should be updated to cater for resistance to change.
ERP applications are complex in nature. Therefore, associated risks should be
analysed and addressed by developing a suitable risk mitigation plan. An initial
application interactive prototype should be completed to demonstrate application
functionality. This functionality should also be compared with midsize business
expectations to ensure that it is addressing the business and technology needs.
Configuration and testing: Once the interactive prototype is completed, its

comprehensive configuration should be executed in accordance with the requirements
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identified in the design document. Real data should be populated in test instances for
system testing, test interfaces should be developed and reports should be documented
and tested accordingly. During the entire testing process, staff should be engaged and
extensive communication should be conducted at the organisational level. Information
system functions should be assessed and prospective change should be coordinated.
The project budgetary estimates should be assessed and existing staff skill levels
should be reassessed. System and user testing should be completed in this stage.

6. Installation & ‘go live’: In this stage, all post-testing activities should be executed,
such as building the production environment, building the network (if required) and
desktop installation (if required). User training should be completed and the system
should ‘go live’ in the production environment. The lessons learned from the
implementation should be documented, including change and risk management
strategies, management of staff attitudes to change, ERP implementation, business
technology issues and so forth. The system support should be ongoing to perform post

production glitch analysis.

Certain research approaches have been used to examine and identify factors or variables that
are critical for successful implementation of an ERP system in large enterprise such as ERP
implementation models presented by Bancroft et al. (1998), Ross (1998), Markus and Tanis
(2000) and Parr et al.’s (2000) project phase model (PPM) that identifies success factors
associated with the business process stages of ERP implementation. Markus and Tenis
(2000) suggested these success factors are variable and have different degrees of importance
depending on the stage of ERP implementation. The traditional systems approach (Edward et
al.,, 2003) and the marketing-derived 4Ps approach (Marnewick et al., 2005) to ERP
implementation have been proposed as appropriate to use in order to successfully adopt a
new system. Arguably, these methods are reliant on resource intense activities that are
necessary in larger and change resistant organizations. Another approach to ERP research is
to focus on business strategies that allow an understanding of ERP implementation as a
business progresses from one implementation stage into another (Aladwani, 2001). Aladwani
(2001) further proposed that the strategies for successfully implementing an ERP system in a
business can be categorized across organizational, technical and people domains. Indeed,
these three strategies are tangibly identifiable within the midsize business environment and
less problematical to investigate if the study were to focus purely on business processes.
Hence, Aldawani’'s (2001) identified ERP strategies are an important consideration in shaping

and directing the factors that form part of the ERP component in the adoption model.
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Clearly, there is a difference between issues that need to be considered when examining ERP
adoption by midsize business and their larger counterparts (Poddar 2010). Thus, the model
synthesis process is directed by the resources constraints of the midsize business sector and
the need for midsize businesses to adopt ERP systems, not only to be more competitive, but
also due to applied pressures associated with larger business partners (Rao 2000). The
strategies approach across organisational, technical and people domains (Aladwani, 2001)
and the resource limitation of the midsize business environment forms the basis of the

proposed ERP adoption model. These factors are depicted in Table 3.1.
3.7 Chapter summary

This chapter discussed midsize businesses and their relevance to the ERP sector. The term

midsize business was defined for the purpose of this thesis.

To provide a simplified approach for midsize businesses’ convenience and reasoning to adopt
ERP applications, it is important to develop a strategic model that should address fundamental
guestions relating to ERP adoption decisions and ERP implementation. This model should be
able to provide a road map for a cost effective, productive and controlled ERP implementation
in midsize businesses, providing a step wise approach on stages of implementation while

discussing key factors associated to each stage.

A conceptual model for the ERP adoption in midsize businesses was established in this
chapter. The objective was to encapsulate key factors relating to ERP implementation in
midsize businesses and present them in ERP implementation stages, to provide a strategic
direction for its testing with midsize businesses. The proposed model not only emphasises
aspects of ERP implementation but also provides guidance for the strategic aspects of having
an ERP application implemented appropriately. This model was presented to a number of
experts for their analysis and tested as part of an expert panel (discussion reported in Chapter
5) and the revised model was then refined via a six case study of six organisations (further
discussion in Chapter 6 and Chapter 7).
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Chapter Four

Research methodology
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4.1 Introduction

This chapter outlines the research methodology, design and setting of the study. The chapter
also provides an insight into the research methods applied during the data collection and the
tools and techniques used for data evaluation. There were two phases of data collection used
for the study. The first phase involved an online expert panel consisting of a broad range of
domestic and international academic and professional ERP and SME experts. This was
followed by a comprehensive case study analysis comprising seven interviews: two interviews
with representatives from a large size business, two representatives from an SME
implementer specialised in implementation of ERP in SMEs, three midsize businesses and
one small size business. Both data collection phases were used to improve and refine the
proposed model content and its presentation. Both phases of the data collection are discussed

in detail in this chapter.
4.2 The problem and its context

Before exploring research methods, design and setup, it is important to understand the
objectives of this study in detail. The objective of this study was to analyse factors relating to
ERP adoption and implementation in midsize businesses and propose a strategic ERP
adoption model to assist midsize businesses to implement ERP applications successfully. It
is evident from the literature that defining success could depend upon the expectation of
stakeholders, therefore, for the purpose of this research, a satisfactory outcome would mean
enabling midsize businesses to implement ERP within the allocated budget, time and
resources in addition to achieving anticipated functionality in terms of expected benefits. The

research questions for this study are;

¢ Q1: What are the factors that influence ERP adoption in midsize businesses?
e Q2. What are the stages of ERP adoption that are relevant to midsize businesses?

¢ Q3: In what stages of ERP implementation are these factors relevant?

A model for midsize businesses has been developed based on the literature analysis, with

refinements made following the data collection phases.

Generally, the focus of ERP implementation research has been on large size businesses and
factors associated with ERP implementation success. There is no similar comprehensive

analysis in the context of small and midsize business neither has the research delivered a
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conceptual framework that could practically be tested and used by midsize businesses. This
research has built on the existing literature on ERP implementation for large enterprises,
performed an analysis for the identification of key factors relating to midsize businesses and
then tested those findings to present a model for ERP adoption in midsize business. It is
understood from the literature that small and midsize businesses face challenges that could
hinder the ERP implementation processes. As discussed in the previous chapter, some of the
key issues that midsize businesses face include lack of ICT infrastructure, lack of knowledge
and skills required to implement ERP, lack of knowledge about relevant/ suitable applications,

lack of decision making, and limited financial and human capital.
4.3 Research approaches & theoretical perspectives

In this study, an attempt is made to generalise (in the form of the model) from specific inputs
received from the data collected. The research relies on an overall documented knowledge
about ERP and its implementation while understanding its relevance to midsize businesses.
As already indicated, the proposed model is based on literature analysis and was tested using

an international expert panel and a comprehensive case study analysis.
4.3.1 Interpretive approach

Generally, an interpretive approach is associated with qualitative research (Williamson et al.,
2002). Researchers normally start with an assumption and attempt to investigate or
understand a problem via a social construct, such as language and/or the shared meanings

people associate with the subject (King and Horrocks, 2010).

Researchers conducting interpretive research mostly rely on natural settings in the area of
interest and assume that there are differences between the social and natural worlds as the
social world is constructed by people. This means that people develop their perspectives and
interpretations of issues and consistently change their opinions (McNabb, 2012; Williamson et
al., 2002). Furthermore, researchers initiate their study by gaining detailed insights on the topic
from the literature and building strong theoretical foundations. The foundations for research
include the theory, research questions and establishing a data collection plan. It is possible
that the research might change or alter the research questions and/or the data collection
mechanism if unexpected, contrary views are raised about the topic. The researchers might
not test hypotheses but develop working propositions that would be based on the research

participants’ opinions (Williamson et al., 2002).
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4.3.2 Positivism and post-positivism

Two other commonly used research perspectives are now discussed: positivism and post

positivism.

Positivist research is generally associated with quantitative data collection methods, such as
surveys (Williamson et al., 2002). The post-positivist paradigm also involves qualitative
research, such as interviews and focus groups (Denzin et al., 1994). Kuhn (1970) defined
positivism as a certain set of interrelated assumptions in the social arena that provide a
conceptual and philosophical framework. This is designed to create a systematic
understanding of a study. It is generally understood that positivist research delivers results
that could be measured or replicated. However, Silverman (1997) was of the view that the
purpose of positivist research was not to produce scientific laws, but rather cumulative
generalised understandings derived from tedious data analysis. Positivist research could also
be associated with deductive reasoning that could further relate to a hypothesis testing
approach. In this approach, a researcher could first establish a theoretical foundation and/or
a model with defined variables to test. The researcher could forecast relationships by framing

the hypothesis and testing them (Weideman, 2013; Williamson et al., 2002).

In the post-positivist approach, the researcher assumes that reality exists but that it is difficult
to discover as it is affected by intellect or the fundamentally intractable nature of humans
(Denzin et al.,, 1994). It can be argued that the post-positivist approach shares some
similarities with the interpretative approach with the difference that post-positivists believe in

a reality that could be measured.
4.3.3 Statement of purpose

The interpretive approach is used as a guide for this study and the researcher does not claim
an absolute certainty of findings. The researcher is prepared for the reader to assess and/or
judge the applicability of research finding based on the research method used. However, the
researcher believes that the outcome or findings and conclusion of this study are relevant to

many midsize businesses in Australia.
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4.4 Research methods

There are several different methods that could be used to inform research, including grounded
theory, action research, conversational analysis, life history, case study research analysis and
so forth (Myers, 2002; Neuman, 2006). According to Leedy et al. (1997), “Methodology is
merely an operational framework within which the data are placed so that their meaning may

be seen more clearly”.

The research method applied to this study primarily focused on a modified Delphi method for
the first data collection phase (the expert panel), followed by case study research analysis for

the second phase. These are discussed in more detail below.
4.4.1 Phase one: A modified delphi approach

Some researchers argue whether to classify the Delphi approach as a data collection
technique or a research method (Williamson, 2002a). Some researchers questioned it to be
both an art of science (Linstone, 1975) and defined the Delphi method as a blend of
communication processes that would allow participants to deliver their thoughts and views
while analysing a complex problem (Sheridan, 1975). In another view, the Delphi technique is
seen as a platform to obtain comparability and discover opinion and consensus regarding
topics in a discussion (Baretta, 1996; Green, 1999). It is designed to prompt discussion for the
purpose of obtaining individual responses, while enabling experts to refine their views as the
discussion progresses (Adler, 1996). This approach also provides an opportunity to gain better
understanding of the issues and argue more effectively (Watson, 2008). Generally,
participants in a discussion have a deep interest in the topic, bringing valuable knowledge
and/or experience to that discussion (Delbecq, 1975). Delphi approach involves a series of
‘rounds’ of data collection. The model or concept being tested is revised at the end of the each
round. Rounds are conducted until there is agreement or differences cannot be resolved

(Williamson, 2002a). This study was a modified Delphi as it did not involve continual rounds.

Typically, there are two processes in the Delphi approach. The first is known as the
conventional method. This is moderated by an individual who designs the questionnaire and
forwards it to a large group of experts participating in the discussion. The feedback is then
analysed and another questionnaire is developed based on the feedback received. The
second type of Delphi process is known as the real-time Delphi method. In this technique the

moderator is replaced by a computerised program and participants in the discussion
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communicate through the internet, responding to an online questionnaire. In this method, a
real-time communication system is used to eliminate any delay in summarising results. It is
also important to have a robust selection for the expert panel and the approach for an active

and continuing participation in the discussion (Watson, 2008).

In addition to the Delphi approach, according to Daneshkhah (2004), expert judgement is
another method that can be used in qualitative research. This can be an informed assessment
based on an expert’'s knowledge and experience relating to the quantity or quality of content
in discussion. Judgement could be considered as a process of gathering and establishing
opinions about a research topic under investigation. There could be several criteria used to
select experts for a research study. Including their experience, research and publications in
the area of research, positions and awards received (Daneshkhah, 2004). It was further
explained by Daneshkhah (2004) that expert judgement is applied when data is limited and
difficult to obtain because of higher costs, unknown models or data open for interpretation and

feedback. These data problems are brought to the expert’s attention for discussion.

For the purpose of this study, in the first data collection stage, aspects of the Delphi approach
were applied. An online expert panel was established, moderated by the researcher. The
researcher developed a list of questions based on the proposed model findings from the
literature and posted them online for expert feedback. Based on the above definition of Delphi
approach by Watson (2008), components of the real-time Delphi method were applied to

establish a non-real-time online expert panel.
4.4.2 Phase two: Case study research analysis

The case study method was employed for data collection in the second stage of this study.
For the purpose of this research, case study refers to a specific form of investigation that
requires an in-depth analysis of a program, activity or a process (Stake, 1995). Similarly, Yin
(2003) defined case study as an empirical study that investigates a contemporary
phenomenon in a real-life context, where the boundaries between the phenomenon and

context are unclear.

For an effective and comparative data analysis, a total of six cases were selected and seven
interviews were performed. The case study organisations included three midsize businesses,
one small business, one large size business and one ERP implementer with expertise in SME-
ERP implementation. The revised model from the first data collection stage (expert panel) was

presented to the interviewees for discussion and they commented based on their practical
116 |Page



experience. According to Yin (2003), the case study analysis provides an enriched insight into
data. It brings an understanding of inadequately understood phenomena in a real-world setting
with the assistance of transferability of research findings. The researcher analyses a particular
case at each time restricted by the activity process or a social group under investigation. This
allows the researcher to obtain detailed insights via a diverse range of data collection
procedures (Leedy, 1997). The collected data from an in-depth case analysis provides

confidence in the findings, especially in the case study research (Miles, 1994).

Each organisation that was interviewed, whether large, small or midsize, can be considered a
case, covering a broad range of perspectives on ERP adoption and the factors associated
with the implementation experience. There are several data collection methods used for case
study analysis, such as those identified by Yin (1984) which include: documentation (written
materials, publications, newspaper clippings); achieved records (organisational charts,
financial records); interviews (formal or informal, open-ended or focused); direct observations
(obtaining details, actions, environment; and examination of physical artefacts (devices, output
tools). For the purpose of this study, the researcher used data collection methods including:

written implementation documents and formal interviews.
4.4.3 Scope of the Study

Based on the literature review, it was understood that the primarily focus of ERP
implementation research has been on large size businesses, while factors associated to small-
midsize have not been tested thoroughly. The scope of this study is to identify and analyse
midsize business factors by applying an interpretive approach. The data collection comprised
of two stages of analysis, while the unit of analysis was midsize businesses as defined for the
purpose of this study. In the first phase (the expert panel) a modified Delphi approach was
applied. An online expert panel was setup to discuss and obtain expert opinion on the factors
identified within the proposed model for ERP adoption. This included the stages of ERP
implementation and understanding the relevance of ERP factors to midsize businesses
implementing ERP. The participating experts were from a variety of relevant fields consisting
of ERP implementation experts, project managers, ERP academics, ERP researchers and
professionals with functional or technical knowledge and small-midsize business experts. The
second stage of data collection comprised of case study analysis. In this stage, a revised
proposed ERP adoption model was tested with a range of different size organisations, to
obtain a broader perspective. The interviews were conducted with a large size and a small

size business along with three midsize businesses and one ERP implementer specialising in
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midsize ERP implementation. This enabled the researcher to test the revised model from the
perspective of different organisational experience with ERP adoption and narrowed down the
findings beneficial to midsize businesses. Figure 4.1 provides an overview of the research
construct, presenting the theoretical and practical contributions of this research study along

with the stages of the research.
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Figure 4.1: Graphical representation of research method
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4.5 Data collection techniques

In the qualitative data collection and analysis framework, there are a number of techniques
that can be used. From the list only two techniques were employed relevant to the nature of
this research study. The first data collection technique used was expert panel and the second
was the case study interviews. The next section provides an insight on the data collection

techniques used in this research.
4.5.1 Qualitative versus quantitative research

Qualitative and quantitative research techniques are employed by researcher as they relate
to their field of interest. Myers (2013) provided an explanation of the differences between

gualitative and quantitative research methods as follows:

¢ Quantitative research was developed for the natural sciences to study natural
phenomena. It includes research methods such as surveys, laboratory experiments,
formal methods (econometrics), mathematical modelling and so forth. Quantitative
research relies heavily on numbers or numeric calculations.

¢ In contrast, the qualitative research method was developed in the social sciences to
help researchers investigate social and cultural phenomena. Qualitative research
includes action research, case study research and grounded theory. The data sources
for qualitative research include observations, interviews, questionnaires, documents,

participant’s perceptions (fieldwork) and the researcher’s impression and/or reactions.

The qualitative research approach

In this research, qualitative research techniques were applied. Qualitative research
approaches help researchers understand people, social and cultural experiences. According
to Myers (2013), qualitative data provides a record of what people have said to the researcher,
helping them understand motivations or actions in accordance with their experiences. Myers
(2013) further added that qualitative research is an optimal choice should the study be about
an in-depth analysis of one or more organisations. This technique is good for exploratory
research when the topic is new and there is limited published research on the topic. It is also

good for social, cultural and political research analyses of people and organisations.
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According to Cleary (2014), qualitative research is conducted to collect information driven
generally from observations and interviews. It is conducted in a realistic setting with an
interpretive nature. Qualitative analysis is used to answer questions about natural phenomena
for the purpose of describing and comprehending the phenomena from the point of view of
participants (Leedy et al., 1997). In other words, qualitative research focuses more on the
social world rather than the world of nature. The social world is related to human beings and
relies on the subjectivity of experiences (Liamputtong, 2000). From Malhotra’'s (1999)
perspective, the qualitative research approach seeks better and clearer understanding of the
issues under investigation. From a broader perspective, qualitative research could be defined

as:

An approach that allows the researcher to examine people’s experiences in detail, by
using a specific set of research methods such as in-depth interviews, focus group
discussion, observation, content analysis, visual methods, and life histories or biographies
(Hennink, 2011, pp. 8-9)

Cleary (2014) further alluded that before initiating qualitative research, it is fundamentally
important to complete a detailed analytical and critical literature review. This ensures that the
researcher has an optimal understanding of the latest knowledge and perspectives in the
area/field of interest. It also enables the researcher to clarify research questions, potentially

shift the focus, help to extend the findings and clarify perspectives.

Silverman (2013) listed several key points to remember about qualitative research, as follows:

e Qualitative research involves a variety of different approaches.

e A single common thread could attempt to make routine features of everyday life
problems.

¢ Some qualitative research could be criticised for being insufficient but the same could
be said for some quantitative research.

¢ Always make a pragmatic choice between research methodologies in accordance with
the research problem and the proposed model.

e Qualitative research should apply rigorous, critical standards.

It is argued that a disadvantage of qualitative research is that large population input cannot be
generalised and the data remains focused on a specific group of participants. In other words,
a researcher could generalise from qualitative research but is unable to use sampling logic for
generalising purposes. For instance, if a research study is carried out on three case study
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organisations, the data sample size of the three cases would remain valid for those three and
cannot be considered in statistical terms (Myers, 2013). For the purpose of this research, the
researcher adopted a qualitative research approach to orchestrate an in-depth analysis of
ERP implementation factors with reference to their adoption in midsize businesses. An ERP
adoption model based on a comprehensive literature analysis was developed and later tested
with a variety of ERP and SME experts in the expert panel (Phase one) and a revised version
was later tested in case study analysis. As a result, a final revised version of the model has
been completed for the fulfilment of this PhD, encapsulating the perspectives on how to

effectively implement ERP in midsize businesses.

The reason for employing two qualitative data collection techniques — the expert panel and
the case study analysis - was to thoroughly test the proposed ERP adoption model. Other
qualitative data collection techniques, were not used as they were not appropriate for this
study. One of the benefits of interviews, according to Williamson (2002c), is that they allow
the researcher to control the direction of discussion, enabling the use of quotes specific to the

situation and ensuring that the interviewees remain focused on the topic in hand.
4.5.2 Phase one: The expert panel

In the first phase of data collection, an online expert panel was established with experts from
a wide variety of backgrounds associated with the topic of research. The discussion was
conducted online to enable flexibility for the participants, given the experts for discussion were
selected from various locations around the world. It would have been impossible to have all
experts in one location at the same time; consequently, the online expert panel provided an
opportunity for an open interaction amongst experts, at their convenience, and discussion on

every aspect of the model.

An online bulletin board was developed using a free online blog hosting website. The
participants were contacted informally first to obtain their consent to participate. Experts who
agreed to participate in the discussion were later formally inducted to establish the expert
panel. The expert panel discussion ran over a five-week period, with a specific aspect of the
topic covered each week. The comments and feedback received from experts were analysed
and used to revise the conceptual model developed from the literature review. A consolidated
view of the discussion was established and the improved iteration of the model clearly

reflected the enhancements based on the expert panel discussion.
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Focus groups

In qualitative research, focus groups are often used, particularly in IT research (along with
other research methods). According to Mann (2000), a focus group is a group discussion in a
relaxed environment with the objective of obtaining opinion about a clearly defined area.
Generally, a focus group has five to ten participants with planned discussion to obtain
feedback from all participants. In other words, Mann argued, a focus group is all about
interviewing a group of selected individuals, addressing the same topic and providing opinion
based-on their own understanding (Mann, 2000). In contrast, Liamputtong (2009a) argued that
a focus group is not about a group interview; it is simply a group of people gathered together
to engage in a collective discussion. Liamputtong (2009a) provided the following insights on

the advantages of focus groups:

e They are a quick, low cost and efficient way to gather detailed information from range
of participants.

e They provide an opportunity to gain knowledge on sensitive topics.

e The researcher has the ability to clarify responses in focus groups and follow-up
guestions, observing body language to help interpret responses.

o The open discussion enables the gathering of large amounts of data discussed in
participants’ own words, as well as the sharing of their experiences. Participants often
engage in free and open discussion and overcome their shyness.

e The discussion remains focussed and precise data is collected, as the researcher

controls the discussion.
Williamson (2002b) and Gibbs (2000) provided some disadvantages of focus group, including:

e There is a fair chance that discussion may be dominated by some patrticipants and
others may not feel comfortable about sharing their opinions.

e They may run at a low cost, be manageable and efficient yet the data collected only
represents the opinions of participants, not necessarily those of the broader population
or community.

e A potential bias is that focus groups are driven by the researcher’s interests rather than
on participants’ interests.

e A trained moderator is needed to run the focus group. Without the experience of a

moderator, participants may not feel encouraged to openly share their opinions.
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Conducting focus groups online

The Internet is a valuable tool and has been used increasingly by academics for their research
studies (O’Connor, 2003). It is a beneficial tool for qualitative data collection techniques such
as focus groups, expert panels, interviews, as well as for Delphi techniques (Williamson,
2002a). According to Mann (2000), there are two types of online focus groups: real-time focus
groups and non-real-time focus groups. In the real-time focus group, all participants are online
at the same time. This is a highly interactive and fast medium for communicating and sharing
information ‘live’. Non-real-time focus groups are conducted asynchronously, with participants
not necessarily online at the same time or at the time of discussion. In this scenario, feedback

is provided within a certain timeframe as advised by the moderator.

For the purpose of this study, a non-real-time focus group approach was applied in the form
of an online expert panel. The strategy was adopted based on evidence from other
researchers who had successfully used this method. Molla (2005), for example, conducted a
pilot expert panel online to assess the relevance of e-commerce related factors and adoption.
Similarly, Karanasios (2008) conducted a study to develop e-commerce framework for small
tourism enterprise using an online expert panel for data collection. In this study experts around
the world provided insights based on their practical and research experiences, which helped

to inform the content of the research model.
4.5.3 Phase two: Case study interviews

In the second stage of the study a case study was conducted. Interviews are widely used by
researchers in qualitative research (Barbour, 2008; Bryman, 2008). Liamputtong (2009b)
viewed interviews as one-on-one or face-to-face interactions between participants and
researcher, providing the interviewee’s insights on range of relevant topics. In this research
study, the case study comprised seven in-depth one-to-one interviews in six companies,
ranging from large, midsize and small businesses that experienced ERP implementation and
adoption challenges. According to Holstein (2003), the interview approach is an empirical data
collection process in which an individual is encouraged to provide views on certain aspects in
detail. Williamson (2002) listed some advantages of the interview approach in qualitative

research:

¢ Interviews enable researchers to gather in-depth insights on issues.
e Interviews enable researchers to gather direct responses from participants.

¢ Interviews enable open communication and exchange of information.
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¢ One-to-one interviews have better response rates than indirect communications (e.g.
via mail or email).

e Questionnaires in interviews evolve due to one-to-one contact with interviewees.

e The interviewer can control the discussion and keep interviewees focussed on the
issues being discussed.

e Unstructured interviews can be more flexible and expand on important aspects as

various issues are discussed.
Some interview disadvantages were highlighted by Malhotra (1999), as follows:

e The limited skills and capabilities of the interviewer can be an issue.
e Lack of structure could make the outcome vulnerable to the interviewer’s influence on

interviewees. This could result in quality being compromised.

Types of interviews

There are three types of interviews that could be considered for qualitative data analysis
(Williamson, 2002c). These are:

e Structured interviews are standardised and/or scheduled before their inception. All
interviewees are asked the same questions in exactly the same pattern or sequence.
There may be some freedom provided to interviewees while they express their
opinions, thoughts or views unrelated to the strict agenda followed by the researcher.

e Unstructured interviews are non-standardised, unscheduled and in-depth
interactions with interviewees. The interviewer follows the flow of discussion and every
interview answer could result in a new question. This type of interview is to gain new
insights from interviewees and is appropriate for case studies to collective extensive
data from key individuals. This type of interview is acceptable for interpretive research.

e Semi-structured interviews are based on a standard list of questions but the
interviewer could follow the lead of interviewees or ask them additional questions to
seek more detailed responses. This type of interview is closer to the unstructured

approach than the structured one.

For the purpose of this research study, semi-structured interviews were used for the case
study data collection. A list of questions was composed. However, due to the enormity of data
sought, the interviewer remained open to discussion and allowed participants to share details

as they considered them necessary or relevant.
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Conducting a pilot

For the purpose of this research analysis, before conducting interviews, the researcher
conducted a pilot interview with the first case organisation. The organisation was the only large
size business case interviewed for this study and after completing the pilot, to validate its
findings and obtain a detailed view on the organisational data, a second interview was
organised with another official. The pilot interview helped with both practical and
methodological purposes and assisted the researcher in gaining detailed insight into the case
organisation. It also helped the researcher to understand the operational details of the case

organisation and to refine the interview structure and case study protocols (Perry, 1998).

The pilot case interview was a convenience selection as the researcher was working within
that organisation. At the time of interview, the interviewee (a colleague of the researcher)
played a vital role as the Technical Resource Manager of ERP applications implementation at
the organisation. Primarily due to the professional relationship the researcher had with the
interviewee, the pilot case interview was productive and the researcher was able to explore a
range of aspects relating to the organisation’s ERP implementation experiences. In addition,
the interviewee offered access to relevant organisation documentation, as deemed necessary
for the research analysis. It was understood by the interviewee that the researcher was in the
early stages of establishing the instrument for interviews and was testing the model. Due to
the sheer volume of data being analysed, the researcher tested the time limits and ensured
that the interview was completed within an hour. The pilot interview was conducted using a
semi-structured approach and the pattern of interviewing as well as the instrument remained

consistent throughout the rest of the interviews.

The pilot case interview was conducted in August 2011. The interview was recorded and
transcribed. In addition, the researcher made notes about the theme from data and issues
relating to research design and procedures (Yin, 2003). The researcher notes were later
scanned and kept in an electronic file along with the interview audio recording. The data
collected from the pilot was included in the data collection and analysed with other case study

interviews.

Conducting interviews

For the purpose of this study, interviews were conducted at several different locations based
on the participants’ availability and convenience. It is understood from the literature that the

location of an interview could have influence on the data being collected and the context of
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the interview, as this is considered to be a social interaction amongst two individuals (Neuman,
2005). Furthermore, it was suggested by Neuman (2005) that the interview should be
conducted at a private or quiet location, such as a home. In this study, most of the interviews
were conducted at the participants’ office meeting rooms, based on the availability of each
participant. In two instances, interviews were conducted in a cafeteria in Melbourne, as

suggested by participants due to their tight schedules.

According to Cavana (2001), there might be some non-verbal behaviour issues that could
impact on an interview. Some strategies and guidelines were suggested to counteract such

behaviour, such as:

¢ The interview pattern: clear patterns of interview interactions are required, by having

good communication with interviewees through managing language barriers (if any)
and encouraging participants to freely provide their insights and in-depth information.

o Listening: the feedback provided by participants in response to questions should be
carefully comprehended, clearly interpreting the essence of the comments made.

e Paraphrasing: the interviewer must precisely paraphrase the true message
communicated by the interviewee.

e Probing: relevant questions should be asked to dig deeper and produce more in-depth

insight on the relevant information.

All interviews were carefully planned, organised and scheduled before their inception. A list of
individuals who were relevant to the area of interest was made and each individual was
informally contacted and invited to participate in the study. As a result, some individuals
declined and some agreed to participate. Every potential participant was requested to provide
a date, time and venue for their liking to schedule an interview session. The consent
information that outlined the purpose of this study and a statement that their participation
would remain confidential was provided to each participant. The researcher was aware of the
deficiencies of the interview process such as bias, interviewer characteristics and the effects
of interviewer on the discussion. To cater for these challenges, the researcher maintained
impartiality, remained focused on the topic content and professional throughout the interview
process. No cost reimbursement was claimed from the researcher’'s University; as all
interviews were conducted in Victoria, Australia and the researcher bore the costs of data

collection.
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Interview questions

The interview questions were developed within two categories or phases. In the first phase,
standard organisational questions were asked to obtain an insight on business operations and
to categorise the case study organisation as small, midsize or large. Initial questions asked
were about the size, geographic location, business type/nature, the type and kind of ERP
applications implemented, the time and cost spent on each implementation (if multiple),
whether the implementation was internally controlled or outsourced, and the implementation

methodology used.

In the second category, questions were asked about the ERP adoption model content, factors,
stages of implementation, and the relevance of each factor within each stage. Interviewees
were asked to comment on the sequence of activities in each stage of the implementation and
relevant factors as previously identified from the research literature and the expert panel. The
second interview stage was executed as semi-structured, with questions asked in a sequence
relating to the model while allowing the interviewee to provide feedback as they deemed
necessary. In some instances, interview questions were paraphrased differently to cater for

the different characteristics, knowledge and background of the interviewees (Manaster, 1972).

Recording interviews

During the interview process, it is difficult for a researcher to capture all details correctly; hence
recording the interview could be advantageous. It is possible that the researcher may forget

all critical details of the interview should they decide not to record it appropriately (Flick, 2009).

It is an ethical responsibility of the researcher to seek authorisation or approval from the
participant before recording of the conversation could start. Should a participant refuse to be
recorded and/or not be comfortable with the recording, this would be a challenge for the

researcher and threaten to disrupt conversation (King, 2010).

For the purpose of this research, the audio recording feature of the researcher’s Blackberry
mobile was used to record conversations. In addition, the researcher took extensive written
notes while conducting the interview and maintained a balanced approach to ensure that the
interview followed a sequence and was not disrupted. At the start of each interview,
participants were provided with a hardcopy of the questions along with the proposed model.
The interviewees were asked to provide feedback on the factors and were encouraged to add,

delete or move factors from a stage if they thought it necessary. The researcher immediately
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noted any changes on a hardcopy. The participants also assisted the researcher to write notes

and provide clarification as deemed necessary.

The hardcopies used by the researcher to record interview findings were later scanned and

remained as the electronic evidence for later analysis.

Ethics approval

As this research required interaction with people and the handling of data obtained from the
public domain, the researcher obtained the appropriate ethics approval from the University’'s
ethics committee. The application was submitted to the University's Human Research Ethics
Committee in early 2007 and the approval was granted in April 2007. A further application was
submitted with amendments in 2010, due to changes in the data collection process to include

the case study interviews. The ethics approval for the second application was granted in 2010.
4.6 Analysing the data

According to Hennink et al. (2011), qualitative data analysis requires an effective interpretation

of data using several different strategies. These are explored below.
4.6.1 Content analysis of the data

For the purpose of developing a framework or model for the study, content analysis could be
considered as a useful method to test pre-existing findings or analyse data (Ezzy 2002). The
content analysis related to different categories for data analysis and the categories define
related aspects of theory being tested. For the purpose of this study, the researcher let the
categories develop from theoretical knowledge in literature (Dawson, 2009) and later tested
the data based on field knowledge using experts in the Expert Panel and interviews. This

analysis enabled researcher to have data emerge based on content for the future analysis.

The content analysis for this study started with the first phase of data collection (the expert
panel) through obtaining expert comments and categorising in accordance with the key
components of the model. In the second phase of the data analysis, the data was captured
using field interviews conducted with the experts in the area of interest. The content analysis
was performed after all interviews were completed and the data was extracted in transcripts
from each interview. Afterwards, data collected from each interview was analysed to identify
common elements of the interviews.
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It is important to note that in qualitative research analysis, the researcher is likely to use other
methods for analysing the data that might be more sensitive to emergent categories and
interpretation (Ezzy, 2002). Hence, for the purpose of this thesis, the researcher used content

analysis as part of data analysis to identify the content within the data (Ezzy, 2002).
4.6.2 Interpreting data

To interpret the data, a few steps were followed in line with those suggested by Williamson
(2002):

e Transcribe the data: The data was recorded for both data collection stages. This
included audio recording of interviews, recording notes, creating electronic documents
to capture interview and expert panel details and so forth. The recorded data was later
transcribed and compared for consistency. This was to ensure that the information was
accessible, allowing effective data management for later analysis.

e Go through all transcripts to familiarise: This is an important step in data
interpretation and the researcher read through all transcripts, notes and other forms of
data recording. This enabled the researcher to understand the data correctly and
become familiar with the overall data before the analysis began.

e Create data categorises: For the purpose of creating categories, the researcher used
a code and retrieve process to understand the depth of data and comprehend the
significance of certain issues relating to the data. This was done by grouping data into
several different categories and establishing relationships between each of those
categories.

e Playing with ideas: A researcher can play with ideas at any given time. This enables
the researcher to think about and consider data in different ways and gain deeper
understanding about its relativity and significance. For instance, common words,
phases, and ideas propagated by participants could be used by the researcher for the
data analysis.

e Writing memos: Amemo is a document that a researcher can create to illustrate ideas
and information throughout the data collection process. This generally involves taking
notes in the interview to transcribe the discussion.

e Conceptually organising the categories: It is appropriate for the researcher to
categorise the data before conceptually organising it. The initial categorisation of data

was completed based on the literature review and presented as the first iteration of the
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conceptual framework/model. It is also important to continually organise the categories
throughout the research process.

e Undertake word searches: Identification of common words or phrases that are
frequently used is important. In this study, a word search was not applied as, while the
process is useful, it was not critical for the analysis.

e Form tentative theories: After completion of the previous steps, the researcher
should write a statement and theories based on the data accumulated from study.
Practically, the researcher revised the conceptual framework based on each data
collection process.

¢ Ask guestions and check hunches: The final step in the process is to validate the
statements and theories and the feasibility of the study before compiling the final
report. The researcher should check references and supporting evidence for the
statements, theories and any evidence that suggests contrary theme. For the purpose
of this study, the changes made in the framework/model were based on the data that

had been gathered.
4.7 Summary of the research approach

This section elaborates on the research methodology used in the research study. This was an
interpretive study using qualitative data collection techniques. In the first phase of data
collection, a modified Delphi method was used involving several experts along with
participants from small and midsize businesses. In the second phase of data collection, a case
study analysis technique was used. Seven experts from six organisations were interviewed to
gain insights into their ERP implementation experiences in the context of the proposed ERP

adoption model. Figure 4.2 summarises the research approach applied.
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Figure 4.2: Research approach towards model development

4.8 Validity and generalisability

To ensure quality in the research findings, there are two approaches; validity and
generalisability (Gibbs, 2007) are discussed below.

4.8.1 Validity

Validity means the accuracy of research findings. According to Maxwell (2002), validity has
been debated amongst scholars in relation to the legitimacy of qualitative research study. It
relates with the consistency of results, policies and programs or predication. If qualitative

research does not comply with such consistency then the reliability of findings would be an
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issue. Maxwell (2002) also suggested that validity pertains to data, conclusion and analysis,

completed by a method with a particular context for a purpose.

There are several ways to deal with validity challenges, both in qualitative and quantitative
research. Researchers using quantitative methods, in contrast to qualitative researchers,
generally deal with expected and unexpected risks to the validity of findings. For instance,
Maxwell (2005) argued that qualitative researchers rarely have the benefit of planned
comparisons or strategies for sampling or statistical data manipulations. Consequently,
researchers should rule out validity threats after research initiation by establishing alternative

hypotheses for the evidence collected.

Two major risks to validity were identified (Maxwell, 2005) and they commonly relate to

gualitative research techniques. These are:

o Researcher bias - this takes place when data is selected based on the researcher’s
existing theory or research interests.
e Reactivity — this is the influence a researcher could have relating to the setting or

individual studies.

Maxwell (2005) further argued that procedures or methods do not ensure validity, yet they are
important to mitigate the potential risks associated with validity and increase the credibility of
results. For the purpose of this study, the researcher used secondary data (literature), an

online expert panel and case study interviews to support the validity of results.
4.8.2 Generalisability

Quialitative research does not usually allow a systematic generalisation to a wider populace,
in contrary to quantitative or experimental studies. Generalisability is defined by Maxwell
(2002) as the extent or a level to which one expands the account/finding to another person,
time or setting beyond the actual account studied (Maxwell, 2002). According to Yin (1994),
generalisability is often based on theoretical assumptions that lead to simplifying similar
situations and the drawing of conclusions. It is recognised that sampling is important for a
researcher to establish interfaces from actual facts based on person, event or activity
observed at first instance against the other facts, event, situation and/or people at later times
(Maxwell 2002). It is generally unrealistic to expect that a researcher would observe all aspects

of a research study at a given time with the small setting with reference to the study.
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Maxwell (2002) highlights two aspects of generalisability, as follows;

¢ Internal generalisability: This includes generalising within the setting, community,
group or institution studied as part of research to the person, event or setting that were
not directly included or involved.

¢ External generalisability: This includes generalising beyond the group, context or

time that was not studied directly in research.

For the purpose of this thesis and research study, both types of generalisation were
considered. The researcher is not claiming that the outcome of this research will absolutely
apply to all cases discussed; however this study provides an opportunity for the reader to
make judgements on the applicability of the findings. The researcher does believe that as the
model was extensively tested using qualitative data analysis techniques (the expert panel and
case study interviews), elements of the model will be useful for midsize businesses
considering implementing ERP applications. As data was collected from experts around the
world, it is assumed that the elements of the model or findings would be beneficial or applicable
for midsize businesses in other countries as well. It is reported in the literature (Schofield,
2002) that case study analysis or a multiple case study approach could increase the
generalisability of qualitative research. This research technique was used in the second phase

of this study but the data was only collected in Australia, from the state of Victoria.
4.9 Chapter summary

This chapter provides an outline of the research methodology employed for this study. At the
beginning of this chapter, several methodological approaches were discussed. For the
purpose of this thesis, modified Delphi and case study approaches were used. More details
on the associated expert panel and case study interviews were also provided. In addition, this
chapter provided a brief review of the advantages and disadvantages of different approaches
and the content analysis used to analyse data. The chapter also provided a discussion on the
expert panel processes followed to select and conduct the study. In addition, an understanding
of the selection of case study interviews and the process used to conduct interviews was
provided. In the next chapter, the first data collection phase (the expert panel) is discussed in

detail.
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Chapter Five

Expert Panel
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5.1 Introduction

This chapter focuses on the first data collection stage and provides details of the development
and execution of an online expert panel. The first section outlines the expert panel approach
used to select and engage with experts for this exercise. In the later part, | talk about the
structure of discussion, the discussion key points and the patterns of discussion. Finally, |
elaborate on the comments made by different experts on each topic and will discuss their

relevance and impact on the revision of the ERP adoption model.
5.2 Section one: Expert panel development

To ensure an effective analysis, experts from academia as well as ERP professionals were
selected to be on the panel. Diversity was also important, so experts from around the world
were contacted using different means, including electronic mail, personal contacts and so
forth. In this section, the setup of the expert panel via online bulletin boards is discussed, as
well as the process used to present and review the model contents over the five-week period
of discussion. Some light is shed on technical issues faced during the development and

execution of the expert panel study.
5.2.1 Selection of experts

For the purpose of this research, it was important to ensure diversity in selecting experts with
a wide range of experience in both ERP and small midsize businesses. It is generally
understood from the literature that even though best practice knowledge exists, it is often
ignored. This causes ERP project failures (Rao, 2000; Vandaie, 2008; Tsai et al., 2012). It was
important for this study to seek diverse opinions and a variety of feedback on the topic and
the proposed model content. After an initial investigation into their suitability for the purposes
of this study, a total of 38 experts were short-listed. Primarily, the selection criteria was based

on following:

e Academic experts with teaching and/or research experience with ERP and/or ERP
implementation and/or experience with midsize businesses. Research experience with

ERP in midsize businesses would be advantageous.
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Professional experts with project management experience and/or ERP project
management experience and/or experience with ERP implementation and/or

implementation of ERP in midsize businesses.

Fortunately, the short-listed experts (researchers and professionals) had a wide range of

backgrounds relevant to the criteria. Table 5.1 provides a clear picture of the experts classified

within their relevant areas of expertise. The table also identifies the experts who were

contacted and those who actually participated in the discussion.

The main means used to contact these experts were as follows:

Personal contacts: Experts who were personally known to the researcher included
those with rich project management and/or ERP implementation experience. The basic
criteria used to select from the personal contacts included years of experience in the
field of project management and professional exposure on ERP implementation or in
the relevant areas of implementation.

Professional contacts: Experts were also selected based on their professional
knowledge and associations with the researcher. The basic criteria used to select from
professional contacts included years of experience in the field of ERP implementation
or project management, expertise in small and midsize businesses, academic
professionals from ERP education and ERP project managers.

Academic journal articles and conference papers: Some experts were selected
from the latest research publications on ERP implementation issues, specifically in
relation to midsize businesses. It was important to include academics in the study with
active involvement in ERP research, to discuss the model structure and allow for peer
review of its content.

Academic contacts: The academic contacts were selected based on their project
management methodology experience, the knowledge of ERP applications, ERP
implementation and relevance of ERP applications in small to midsize businesses. The
researcher presented a paper at an international conference in the United States of
America (USA) in 2009, followed by another conference on ERP in Poznan, Poland.
These two conferences provided an opportunity to interact with a wide range of
researchers from around the world and discuss the research topic. This enabled the
researcher to establish some good contacts that were later used to select experts in
the area for this study. It was important to obtain an academic perspective on the model
findings, so that the theoretical basis could be investigated.
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e Academic contacts of the supervisor: Some of the academic contacts were
suggested by the research supervisor. These were based on their contribution to
academia, specifically in the areas of project management, ERP application and small
and midsize businesses.

o Professional networking site (www.linkedin.com): Finally, the professional

networking website LinkedIn was used to attract experts in the area. A research brief
was posted on different online forums: ERP project management, ERP applications
and ERP in small and midsize business forums. The posting contained an introductory
message along with an invitation to indicate their willingness to participate in the study.
It was also mentioned that basic criteria needed to be met before an expert could be
included in the study. The criteria identified on the LinkedIn forums included years of
experience in ERP implementation, areas of expertise in ERP (e.g. technical experts,
functional experts, architects and/or project managers), with small to midsize business

experience listed as highly desirable.

Establishing the expert panel —the process

Three attempts were made to complete the final list of experts who eventually participated in
the expert panel. The first attempt occurred in the first week of April 2010, when a total of nine
experts were contacted via professional and personal contacts, requesting them to participate
in the study. As a result, only two professionals and one academic accepted the request and

three professionals and three academics failed to respond.

In the second attempt, a total of ten different experts with academic and/or professional
backgrounds were contacted. The selection was made based on a list of authors from
academic journals, conference papers and academic peer publications. As a result, only two
academics responded positively and agreed to participate and the rest did not respond. In

addition, the research brief was posted on the following Linkedln communities:

e ERP project management

e SAP ERP consultants

¢ Project manager community
e ERP Middle East

The research brief provided baseline information on research objectives, requesting experts
to provide an expression of interest, should they wish to participate in the study. It was clearly

stated that their professional knowledge and experience would need to be verifiable.
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Eventually, some professionals were short-listed based on their professional expertise and
relevance to ERP implementation (general or specific to midsize businesses). This process
provided a total of five ERP professionals from different parts of the world who were

considered for the study.

In the third and final attempt, a total of seven experts were contacted based on selected from
academic journals and supervisor recommendations. Three academics responded positively
and agreed to participate in the study, while other four did not respond. By the end of April

2010, a potential panel of thirteen experts from different areas of expertise was developed.

At the end of the informal short-listing process, all confirmed experts were formally contacted
to request their participation in the study. An introductory email containing research
information, describing the aim of the study and the expectation from each expert was outlined.
The experts were requested to respond via email to confirm their intention to participate. Email
was used as the medium of communication, given that experts were selected from different

parts of the world.

A total of thirteen formal invitations were sent, but eventually only eight experts took part in
the research study. One of the experts, “expert K" (see Table 5.1) suggested a few other
colleagues for discussion but they could not participate due to work commitments. The two
professionals, “expert A and expert L” and two academics, “expert G and expert 1” did not

participate in the expert panel due to personal and work commitments.
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Table 5.1: A summary of experts’ selection details for this study

Area of Expertise

Positionf/title Country ERP Midsize ERP in
ERP | . . . L
implementation | business midsize
1 A Senior project manager Australia v v
— ERP applications
Head of ICT services
2. B and ERP applications UAE v v v
national oil company
3 c University professor |nf_0 USA v v
systems and team chair
4 D Softvv_are consulta_nt, Poland v v v v
ERP implementation
5 E Senl_or L_ecturer of ERP Australia v v v
Applications
Senior ERP consultant
6. F at multinational USA 4 v
company
7 G University ERP Germany v v
professor
8 H ERP implementation Argentina{ v v v v
consultant South America
9. I Lecturer in §mal| and Australia 4 4 v
midsize business
Senior lecturer and
10. J researcher IT project UK 4 4 v
management
Researcher — small
. v v v
11. K business and ERP Muscat, Oman
12. L IT manager and_ERP India v v
certified professional
Certified project
13. M manager and senior Australia 4 4 v
software engineer

Note - Experts indicated in red did not participate, even after accepting an informal request, due to other

commitments.
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Expert panel execution

After having formal invitations accepted by the participants, each participant was provided with
an Expert ID (to log in and be identified by). They were also requested not to divulge any
personal information to identify them in the expert panel discussion forum. This was to ensure
that experts did not reveal their personal identity, but could see what messages other experts
were submitting to the forum. All experts were requested to must use their expert ID while
submitting their response on topics of discussion. Strict privacy measures were adopted to
avoid any bias or personal interest on the topic and to ensure freedom of expression to all
participants while participating in the discussion. The expert panel was executed on a weekly

basis, each week containing a major aspect of the research model for discussion.

The panel discussion commenced on the 3™ of May 2010 and was completed on the 7" June
2010. Each new topic was posted on a Tuesday and discussion was completed on the
following Monday. At the start of each week, an email was released to initiate the discussion,
followed by two reminder emails to request participation. Experts who were not able to
comment during previous week(s)’ discussions were able to submit comments on the previous
topics as well as on the current topic under discussion. Almost half way through each week, a
friendly reminder was sent out to reiterate the significance of the experts’ involvement in the
discussion and to request a timely response. It was observed that some participants posted
comments on the first day of discussion and others through the week or towards the end of
each discussion week. Most of the experts commented within the allocated timeframe and a

few provided a collective response at the end of discussions.
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5.2.2 The online interface

An online expert panel interface was developed using a free ‘blog’ hosting website
(www.WordPress.com). This website used an online content management system (CMS) for

its blog publication and management and was powered by PHP and MySQL with plug-in
architecture and templating systems. The online discussion forum was hosted at:
http://erpnmidsize.wordpress.com/. After an initial review of the CMS website, a suitable

template was selected in March 2010. The reason for using this CMS website for the expert
panel was due to its interactive operability, free hosting facility and the tagging/comments
posting support. The online discussion forum consisted of six pages, containing five weeks of

discussion material along with an introduction page providing a research overview.

i |y | [ wordpress

File FEdit View Favorites Tock Help

i Favortes | ol 8 Suggested Sdes ~ &) Web Slice Gallery » @ Ctron Login. [ Free Hotmail = Groupwise WebAccess ) my Student Centre 7 TS Homepage @ mylTSUE = myUB Gateway = University of Ballarat

15+ | @ hetp://192.068 2 1 indexhtm |\ WerdPress - Wikipedia, th. | # FRP implementaticn in . % Bilov B v % amov Pager Sefetyr Tockv @

ERP '[mplementati_on in Midsize Business

Introduction — |
Welcome to our focus group discussion. We will commence by showing you a

madel (a0 The next sereen) thar examines the factoss affecing EXE adnpnan

by midsize businesses. The purpose of this online discussion is to receive
impormane feedback fram different expers and 1o srengrhen cur ERP adoprian

madel for midsize businesses. We will include different questions regarding the stages
af ERP adapeien and the factors associated with each stage having an impat on the
nnplermentabon processes. We shall slso analyse the significance of different predelined
strategies associated with ERP implementation and their relevance to the midsize
busimess. As a result, the propesed model wil be further refined and tested with an
objective to defiver it as a blueprint or gusde for midsize businesses.

ERP systems have been historically iated wih img ian prajects in large
businesses; however there has been a trend for midsize businesses to alse adagt ERP
systems. There has heen a grear deal of research carried aur thar specifically focused
upen Large Size Enterprises and the impact of such imilementatons but the level of
research is not thar substantial an midsize businesses.

For the purpase of ths study, @ mudsee usmess 5 defimed as an avganrstr wth 200
=508 employees and 'or an annual turnover of AUSS0- 100 milion,

| ERP Adoption Stages

Figure 5.1: A screenshot of the introduction page of the online discussion forum

5.2.3 Technical issues

Due to a lack of familiarity with the Content Management System (CMS), the researcher had
to spend additional time to understand and resolve some technical issues during the
development and execution of the online discussion forum. There were no other technical
issues or difficulties faced.
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5.3 Section two: Discussion construct

This section further elaborates on the construct of discussion and the data collection process

used for the research purposes.
5.3.1 The initial model

On the first day of discussion, an initial version of the ERP adoption model for midsize business
was presented for a higher level (overview) discussion. The initial version represented a
composition of ERP adoption stages and the factors influencing ERP at each stage of
implementation. The ERP implementation stages and the factors impacting at each stage were
provided as a baseline to initiate the discussion with experts. The ERP implementation stages
- pre-planning, planning, setup and re-engineering, system design, construction, production
installation, and ‘go live’ - were presented with the specific activities to be included in each
stage. The inter-relationship between the factors and ERP implementation stages were
presented in a diagrammatical form and the information regarding each factor - midsize
business factors, organisational, technical and people factors - were presented separately. It
was also indicated that, in most cases, ERP research had been described as factor-based
research (Aladwani, 2001), primarily focused on identification of factors or variables critical for
ERP implementations. Other aspects of ERP research focussed on implementation stages
that help understand the procedural details of ERP implementations. In the analysis, the
researcher integrated both approaches to create a thorough representation of the issues
relating to ERP implementation and the impact on each process or activity included in ERP

implementation.

The experts were asked to analyse the representation of factors in the model and their impact
on the ERP implementation stages whilst discussing their relevance and significance to the
overall ERP implementation in midsize businesses. The first page of the online discussion
forum provided introductory information on the research background, its purpose and
objectives. A definition of midsize business from the ERP perspective was also provided to
ensure consistency in the interpretation of approaches being followed by different experts from
around the world. The initial iteration of the ERP adoption model for midsize business is

presented in Figure 5.2.
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Step 3: Technicalfactors
Impact of technology and business
requirements, time and costof
implementation, ERP complexity, new
technology adoption

Step 2: Midsize businessfactors
Business and technologyissues, strategic

management issues, ICT application selection,
limited resources (time, budget, skill)

Pre Planning

Installation
& Go Live

Step 1: ERP implementation
processes

Configure & Set up & Re-
Test Engineer

tep 4: Organisational factors
Change management, risk management and
monitoring, project management,

Step 5: People Factors
Communication strategies, training and
change management strategies, in-house organisational resource management,
expertise, staffattitude to change, end user managerial style, organisational structure,
engagement, management attitude communication and coordination

Figure 5.2: An initial model based on factors impacting on midsize business
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Stages
Bancroft et al. (1998)
Parr et al. (2000)

Pre-planning

Table 5.2: Content of literature based ERP adoption model for midsize business

Activities
Bancroft et al. (1998)
Parr et al. (2000)
Markus et al. (2000)

*Business case development/ project
charter

«Decisions leading to financial
approval

eldentification of key stakeholders
*Formation of steering committee

Organisational
Aladwani (2001)

People
Aladwani (2001)

Please note: The above presentation is the same as presented on page 106 (table 3.1)

Factors

Technical
Aladwani (2001)

Midsize business
Barad et al. (2001), Rao (2000),
Gable (1999), Rovere (1996)

* Change strategies development;
* Risk management

* Communication strategies

* Business & technology issues
* Strategic management issues;

* ERP application selection
* Project scope determination

* Change strategies development

* Training strategies

* Time & cost of

* Criteria of selecting an IS

* BP mapping
* Team training

* Organisational ideology

i * i . . .
Planning * Project team selection . Prolect management * Change management implementation . A_ccprate mformanon
. S Risk Management Limited resources (time, budget)
Resource determination
* Team structure & integration
* Guiding principles * Organisational resources . .
Setup and * Business process analysis * Organisational structure * Staff attitude to change . ERP complexny_ o .
. . . . . . : In-house expertise Limited resources (budget, skill)
re-engineer Installation of ERP app Managerial style Management attitude * Cost of implementation

System design

* High level designing

* Additional details for user
acceptance

* Interactive prototyping

* User communication

* Organisational resources
* Communication

* Coordination

* Risk monitoring

* Staff engagement

* ERP complexity
* In-house expertise
* Cost of implementation

* Business & technology Issues;

Configuration
and testing

* Comprehensive configuration
* Real-time data in test instance
* Build test interfaces

* Write & test reports

* System & user testing

* Information system function
* Communication
* Coordination

* Staff involvement

* ERP installation aspects
* In-house expertise
* Cost of implementation

* Limited resources (budget, skill)

Installation and
‘go live’

* Building network

* Desktop installation
* User training

* System Support

* Change strategies (update)
* Risk management (update)

* Staff attitude to change
(update)

* Management attitude
(update)

* ERP implementation issues
(update)

* Business & technology issues
(update)
* Strategic management issues
(update);
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5.3.2 The discussion structure

The discussion was conducted in five rounds, with each round completed in one week. In each
week, a certain set of questions were asked to the panel members on different topics, related
to the structure and presentation of the model content. The pattern of discussion was provided

as follows:

o Week one: Introduction and general discussion on factors impacting on ERP
implementation

o Week two: (Step one) ERP implementation processes and the activities in each
process

o Week three: (Step two) Midsize business factors related to ERP implementation

o Week four: (Step three)Technical factors related to ERP implementation

o Week five: (Step four, five) Organisational and people factors related to ERP

implementation.

Table 5.3 provides an overview of the discussion structure and the participation of experts at

any given stage.
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Table 5.3: Discussion structure and expert participation patter

Respo
nse
No

Expert Response

Expert Response
Week Two

Expert Response
Week Three

Expert Response
Week Four

Expert Response

Week One Week Five

S|l-|m|lm|m|T|O

R IN|@ W [R(WIN-

D

End of week 1

9.

C

10.

C*

11.

C**

12,

H

13.

B

14.

E

15.

M

End of week 2

16.

F

17.

D

18.

19.

20.

|| m|I

21.

M

End of week 3

22.

D

23.

24,

25.

26.

O|lwm|m|m|o

27.

B*

End of week 4

28.

M

29.

30.

31.

m|iIT|w|O

End of week 5

32.

F

33.

D

34.

M

Note: The letters (A, B .... M) represent the expert’s ID; the number of asterisks (*) against each character represent

the additional comments made by each expert during a given discussion week.

The topics for discussion were designed in accordance with the model pattern. However,

experts were allowed to post comments on components of the model discussed in previous
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weeks. Table 5.4 provides an encapsulated view of the total number of responses received
from every expert in each week of the discussion. The table also provides the total number of
responses received over the period of five weeks. For instance, during five weeks of
discussion, a total of thirty-eight responses were posted by eight different experts. Some
comments were comprehensive, covering most of the areas of discussion and some experts
provided an opinion in a few lines. It was requested that all experts provide comments based

on their area of expertise with regards to ERP implementation or ERP in midsize businesses.

Table 5.4: The number of responses received from each expert across the five weeks.

_Week 8 __C__D__E__F__H_ _J__M__Tota |
1 4 v v v v 8

v v v

2 v | vvv | v v v v v g*

3 v v v v v v v 7

4 v v v v v v 7

5 v v v v v v v 7
Total 6 7 5 5 4 4 2 5 38

Note: **Two of the experts provided comments more than once on two occasions.

5.4 The expert panel discussion

This section presents some of the actual comments made by different experts (participants)
during the panel discussion. The comments are also analysed, often resulting in changes
being made to the proposed model. The comments are discussed in accordance with the

pattern of discussion starting from week one to week five.
5.4.1Week One: Model overview

In the first week, the information provided to experts was presented across two pages, as
follows:

e A home page contained a welcome note and introductory information on the purpose
of the study. It also provided some explanation on how the discussion would be
conducted from week one onwards. This was followed by some background
information on aspects of the model, such as ERP adoption stages and activities that
should be included in each stage of implementation. Figure 5.3 provides an extract of

the Introduction page;
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Introduction

3052010

Welcome to our facus group discussion. We will commence by showing you a model {on the nest screen) that
examines the factars affecting ERP adoption by midsize businesses. The purpose ofthis online discussionis to
receive important feedback from different experts and to strengthen our ERP adoption model for midsize
husinesses. We will include different guestions regarding the stages of ERF adoption and the factors associated
with each stage having an impact on the implementation processes. We shall also analyse the significance of
different predefined strategies associated with ERP implementation and their relevanceto the midsize husiness. As
a result, the proposed model will be further refined and tested with an objective to deliver it as a blueprint or guide
for midsize husinesses.

ERF systems have heen historically associated with implementation projects in large businesses; however there
has been a trend for midsize businesses to also adopt ERP systems. There has been a great deal of research
carried out that specifically focused upon Large Size Enterprises and the impact of such implementations but the
level of research is not that substantial on midsize businesses.

Far the purnose of this studly, & midaize busingss Is defined as ah organisation with 200-500 empiovees andior an
annual turnover of AUES0-100 mmiifion.

ERP Adoption Stages

We are investigating the stages of ERP adoption in midsize businesses from 'pre-plafining’ through to the 'go live!
stage. In order to do that, we have broken down these stages into the following;

* Pre-planning: Includes business case dewelopment, application package selection, identification of
projectteam and all decision-making processes leading to financial approval far ERP project;

* Planning: Froject guidelines & decisions making toward ERP implementation such as, formation of
steering committee, determination of project scope, resources & implementation approach and project
plan development

= Setup & Re-engineering: Setup includes; project team selection; selecting mix hlind of people with
different experise level, teams' integration, reporting processes. BEe-Engineerincludes, Business process
analysis, initial ERF system installation, husiness process mapping on ERP functions, project team
training

= System Design: includes; high level designing, detailed designing far user acceptance, interactive
prototyping with constant communication with ERP users.

= Construction (Configure & Testing): Software configuration, systemn  integration, data
conversionfmigration, real data population in test instance, building & testing interfaces, writing & testing
reports, system & user testing & transition,

= Installation & Go live: Fost transition suppart to fix glitches and implementation standards, Building
networks & installation of desktops (f required), User training management.

= Later/ Post installation: Systern enhancement including repairs, extension, transformation,
improverments & stabilisation phases.

* You will be asiked to comment on these stages during corming weeks.

This online discussion will take approximately five weeks with an intention to cover one topic perweek. Each new
topic will bhe posted every Tuesday and will bhe available for discussion during the entire week. Experts who miss
the discussion of any week can go hack and post comments for a previous week's discussions at any time
afterwards.

Let's start the discussion by clicking on Week One: idodel Ovendew

Comments: Leave a Comment

Figure 5.3: An abstract of material presented in the first week — view one
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e Thefirst week discussion page contained different elements of the model. Given the
fact that the primary focus of this study was on midsize businesses, a definition of the
midsize business for the purpose of the research was also provided. Participants were
requested to provide comments on the composition and content of the proposed
model. Below is an extract of the week one “Model overview” pages (Figure 5.4 and
5.5 — view one and two).

Week One - ERP Implementation in Midsize Business

The literature outlines implementation models and strategies for large enterprises to have successiul ERP
implementations. This existing knowledge base is a useful stading pointto dewvelop a strategic ERP adoption
model for midsize businesses. Inthe past, much ERF researchwas descrihed as 'factar research' that mainly

focused upon identifying_fzcfors or wanadies critical to ERP implementation. Other research focuses on

mecesrersthat help understand 'how' an implementation takes place. To take advantage of both perspectives,
itisimportantto focus on anintegrated approachto have a better understanding about issues relating to ERF
implementation. The relationship between factors and stages is crucial to analyse the significance of different
factors with the changeineach stage during ERP implementation (Markus etal. 2000). Thizwill help to assess
what factors are affectingwhich process during cerdain period oftime and what impact there is on the process
itself. Parr et al {20003 Project phase model and Markus et al (20000 process theory are useful tools to conduct
the factar impact analysis while developing an ERP adoption madel far midsize husinesses.

The focus ofthis researchisto develop an ERP adoption model for midsize businesses by critically evaluating
the strateqic factors and issueswith respect to different ERP implementation processes in each stage. Given
the various resource limitations associated with midsize businesses and the potential challenges of ERF
systems adoption, this study is important in focusing on a specific business sector {midsize) as a basis for
proposing a model. The resultant model will contribute to an increased understanding of implementation
processes, factors, strategies and issues in relation to midsize business, enabling them to determine
appropriate solution in accordance with their operational needs.

Midsize
Business
Factors

Organisational
Factors

ERP Implementation

processes

Technical

People Factors Factors

Figure ¥provides a hird’s eve’view of the complax relationshin that exists bebveen the profect implermerntation
processas ahd factors forganisationsl, peopie, technical) reiating o midsize HLsnass implamantation.

Figure 5.4: An abstract of the material presented in the first week — view two
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Factors & Strategies

« ERP Implementation Staghs were discussed on the previous page.

» Midsize Business factors: Some of the midsize business factors includes; issues relating to new
technology adoption and business process management, midsize business managers often lack strategic
focus and broader perspective on issues with implications, plenty of promotional material awailable for
midsize businesses but not enough specific information necessary for them to select an appropriate
application, midsize businesses often hawve limited resources (such as time, budget and skills) to devote for
IT expenditure and too restrictive selection criteria for IT application selection.

« Organizational factors include suitable project management, recognition of organizational structure and
business ideology, change strategy development and deployment, appropriate managerial style and the
communication mechanism for robust infarmation flow within and outside the organisation.

« Technical factors highlights the technological challenges of ERP installation and includes the ahility of an
organisation to gain a tharough understanding of the systems configuration and hardware complexity
reguirement and the capahility of technical staff to handle implementation challenges. It also includes the
realistic view on access to sufficient resources (time, money, and people) necessary for implementation.

s People factors focuses on the ability of a business to identify and manage staff attitudes towards change,
inclusion and invalvement of relevant staff in the implementation process as well as an appropriate ERP
training regime.

Your Comments
Flease provide your camments on;

1. Are these groupings of factors (midsize, organisational, technical, people) adequate to deal with the ERP
adoption challenge in midsize businesses?
2. Are there any other irmpartant factors that should be included or excluded? Please briefly discuss your view.

Note: Parficipants are requesied nof fo provide any information that might identify themseles or thelr
orgahisaiion.
Remember: Each bype of factors will be discussed in detail in the coming weeks.

Figure 5.5: An abstract of the material presented in the first week— view three

5.4.2 Week one discussion

During the first week of discussion, the overall structure of the model was presented.
Comments made by experts related to the broader aspects of the model, starting from ERP
implementation activities through to factors that impact on midsize businesses within the
organisational, people and technical domains. As a whole, most experts (B, F, M and D)
agreed on the model content and believed that it presented a good foundation for further

discussion and refinement. Comments included:

The model looks quite good and the comments of experts can be used to refine it.
(Expert B)

In my opinion you have done a good job to compile important factors to be considered
for any ERP implementation. (Expert F)
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I think you have done a nice job by identifying factors effecting mid-size businesses
while implementing ERP applications. By incorporating experts’ opinion the model can

be further improved. (Expert M)

However, after initial comments on the model’s suitability, Expert D (who was an ERP
application consultant and had experience with several ERP implementations in small and
midsize businesses in Poland) questioned the logic behind separating midsize factors from
ERP implementation factors. It was argued by Expert D that factors listed within ERP were
relevant to midsize businesses and vice versa. In addition, Expert D suggested that factors
such as, ‘new technology adoption’, ‘business process management’ and ‘managers often
lack strategic focus’ should be moved under technical, organisational and people factors
respectively. In principle, all experts agreed that most of the factors were presented correctly.
They also suggested some others factors for consideration. In response to the point raised by
Expert D, it was argued that what had been originally proposed in the model had been done
so to ensure that the identified midsize factors were analysed separately before their relevance
to ERP factors could be established. Furthermore, it was important to understand midsize
business specific factors clearly before relating those factors to the organisational, technical
and people domains. In addition, it was observed from the literature that midsize businesses
were different from their large counterparts due to their resource base limitations and strategic
management issues. Consequently, establishing a clear distinction between factors was

important to avoid deviation from the research focus.

Three experts (B, J, and M) discussed the interrelationship of different factors with a possible
collective impact in each stage of ERP implementation. It was stated that the combined impact
of factors on each stage could be correlated more than had been proposed. Factor inter-
relatedness and combination of appearance could be based on particular contexts and the
level of their complexity could be difficult to envisage. Situational leadership and anticipation
could be crucial, provisioning quick escalation and decision making processes. These are
vital, with the potential flow on effect on the ability to respond. It was also suggested that the
impact of combined factors should be analysed by classifying their probability of occurrence
in each stage of implementation with objectives to formulate a suitable and workable strategy.

This is evident in the comment below:

I would like to see (the) inter-relationship of these factors on each implementation
stage, starting from pre-planning to post-implementation review and also would like to

see the impact of each factor (positive or negative) on these stages. (Expert M)
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Inter-relationship of factors in the model: Experts H, J, M, E and B discussed the relevance
of the factors presented in the model and suggested improvements. Activities related to
standard project management best practice in the context of ERP implementation were
discussed and suggestions made to include other activities, such as availability of accurate
information about the business, outlining detailed scope and objectives for the implementation,
past experience of the project team, political support and following industry standards (Expert
H, J). Expert M (who was a certified project management professional and senior software
engineer, with experience in leading several IT application projects in Australia and the Middle
East) highlighted the significance of project risks and issues identification and the need to

prepare containment plans within mitigation strategies. He commented:

During each implementation, project managers strive to identify associated risks and
issues and action the containment plan to reduce their impact. | think if you are able to
accomplish that by simply classifying the probability of occurrence of each factor in a
specific stage and devise a suitable action plan, this model will really serve the need.
(Expert M)

Similarly, Expert J stated that even with clearly defined project objectives, often conflicting and
political issues may occur in the early stages of implementation, creating potential issues at
later stages. In addition, Expert E specified the significance of change management within the
implementation strategy and highlighted a need for effective and transparent communication
between project teams (i.e. project leaders, team members, and end users) throughout the

life of the project.

Extra organisational factors: Experts C and F elaborated on the significance of extra-
organisational factors with their likely impact on ERP implementation, as explained by Expert
C (who was a university professor in the information systems sphere and team chair at a
university in the USA. He had experience with ERP and IT application issues with small to

midsize businesses):

Iltems as pressure up or down the supply chain, competitive posture, industry
standards, and the like often shape decisions about systems (including ERPs) and

influence later stages in the design, training, and operations. (Expert C).

The substance of these factors was evident from the ERP knowledge base (the research
literature). However, their relevance to midsize businesses required exploration. This concept

reinforced the perception of generality in ERP implementation without considering the actual
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size of a business. It was important to note that when midsize companies acquired another
company (or vice versa), the potential impact on an ongoing project scope, cost, complexity
and other challenges faced by the implementation team could be enormous. Expert F

explained:

I will suggest adding a few more, such as merger and acquisition, e.g. recently it has
been noticed that many mid-size organisations have bought new companies and it has
made some significant impact on overall scope, cost, complexity and challenges in

ERP implementation. (Expert F)

Macro environmental factors: Experts F, J and D discussed the relevance of macro
environmental factors, due to global implementations of ERP applications. Expert F (who was
a senior ERP consultant at a multinational company in the USA, with professional
implementation experience in ERP applications and in several ERP implementations) stated
that a macro environmental analysis should be conducted based on the social, geographic,
political and legal environments of the midsize business. Furthermore, Expert J (who was a
senior IT lecturer at a University in UK, with research experience in IT project management
best practice, with expertise in IT project implementation in small and midsize businesses)
commented on geographic spread factors. Expert J stated that this could add layers of cultural
issues at the sub-organisational, organisational and national levels. Moreover, according to
Expert D, environmental or context factors outside of the project or the organisation (e.g. a

change in law) could potentially impact ERP implementation.

Comments made by all experts were considered and included in the detailed description of
the model for later discussion. This was also designed to further validate their comments and

to align them with the topic of discussion.
5.4.3 Week one analysis

In the first week, baseline information on the construct and key points of the model was
discussed. The experts were requested to provide their opinion on the scope of the discussion
during upcoming weeks. A high level contents diagram was also presented, illustrating the

factors identified from the literature.

General comments made were related to factors impacting ERP implementation along with
recognising model composition and implementation activities. Experts B, E and F appreciated
the groupings within the model and endorsed them as adequate for midsize businesses while
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suggesting some additional factors. Furthermore, Experts B and M indicated that refining and
improving the model by incorporating expert opinion would be a good strategy. Expert D called

the proposed model a good starting point for a valuable discussion.

ERP implementation factors and strategies
Midsize business factors

The factors included in the first week served as a starting point for the detailed discussion in
later weeks. Other factors suggested included: issues related to new technology adoption and
business process management; lack of strategic focus and a broader perspective on issues
by business managers; lack of information necessary for decision making towards ERP;
scarce resources for IT infrastructure (such as time, money, technical knowledge); and
restrictive selection criteria for IT applications selection. Below is a summary of factors
proposed by different experts and the reasoning behind their inclusion or exclusion in the

model:

1. Cultural and environmental/context factors: Experts D and J suggested the
inclusion of “cultural and environmental/context factors” and argued that these factors
might be external to the project and/or the organisation but would have an impact on
ERP implementation (e.g. any government or regulatory changes). Therefore, they
argued, these should be considered. In addition, Expert F and J suggested that “macro
environmental factors” could add further layers of cultural issues (such as, sub-
organisational, organisational and national). Due to the global (physical or virtual)
operational requirements of midsize businesses, factors such as social, geographic,
political and legal environments of different regions should be considered. The
comments made by experts were valid and their significance had been recognised
within the literature on macro environmental, cultural and context factors (Haddara &
Zach, 2011; Alshamaila, 2013). The impact of these factors on large-size enterprises
was evident but further investigation on their likely impact on midsize businesses could
be beneficial. Consequently, these factors were included in the revised model for
further analysis and discussion.

2. Correlated factor impact: Experts B, J and M discussed the possible impact of
different factors in a correlated manner. It was indicated that the factors sometimes
repeat at different stages of implementation and that their impact could be far more
correlated than originally proposed. The interrelatedness of factors could be context-

based, enhancing the complexity in implementation with a negative impact on an
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organisation’s ability to respond. It was further added that in such situations, escalation
and decision making processes are crucial. These comments highlighted the need for
identification of a mechanism that could help to measure the inter-relationship of these
related factors in each stage of implementation. Within the scope of this study, an
attempt was made to provide a holistic view of all relevant factors and further research
specific to those areas could deliver detailed understanding. Hence, factors
relationships would not be discussed in detail within the scope of this current research
analysis.

Situational leadership for risks and issues management: Expert B (who was head
of ICT services and ERP applications in a national oil company in the UAE and had
professional experience with several ERP application implementations) acknowledged
the need for effective situational leadership and anticipation during ERP
implementation. This comment was seconded by Expert M and it was further
suggested that project leaders strive to identify related risks and issues during an entire
project and, therefore, an effective containment strategy should always be developed
upfront. Significant impact of risks and issues to the project cannot be undermined.
Consequently, factors related to situational leadership should be included for detailed
analysis within ERP in the midsize business sphere.

Mergers and acquisitions: Expert F (who was a senior ERP consultant in a USA
multinational company) highlighted an issue related to mergers and acquisitions during
the course of ERP implementation. It was stated that in a situation when a midsize
business merged with another company, the implementation project could experience
significant scope, cost and other complications. These complexities relate to business
process integration, data migration and other business applications integration. Given
the size and nature of midsize businesses, the related risk of “mergers and
acquisitions” would be apparent and, as a result, should be included as an important

issue for further analysis.

Organisational factors

In the first week, some organisational factors were presented to initiate the discussion. These

factors were: suitable project management; recognition of organisational structure and

business ideology; change strategy development and deployment; appropriate managerial

style; and the communication mechanism for robust information flow within and outside of the

organisation. In response, experts commented on the significance of those factors and

suggested additional factors to be considered for inclusion. Below is the list of these newly
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suggested factors along with the justification for their inclusion or exclusion from the research

model.

1. Extra organisational factors: Expert C suggested that factors with possible up or
down pressures on supply chains, competitive positioning, and industry standards
were of significant importance. The importance of these factors was apparent whilst
ERP application selection decisions were being made. Due to the significance of extra
organisational factors, these were included in the revised model under organisational
factors.

2. Organisational knowledge: Expert H (who was an experienced ERP consultant from
South America with several ERP implementation experiences in small, midsize and
large organisations) stated that there has always been a substantial need for the
existence of organisational knowledge while implementing ERP applications. This
knowledge should be related to the type and nature of business, business process
knowledge, the technology and applications use, work psychology and other related
work methodologies. This knowledge could exist in either internal organisational
documentation or by trigging an investigation within the ERP implementation
requirement gathering phase. The research literature (Rao, 2000) also highlighted the
need for knowledge acquisition at the start of implementation and, therefore, it should
be included in the model for further analysis.

3. Political support: Without appropriate political or senior management support,
projects may not be effectively delivered as originally expected. Expert H suggested
that political support needed to be considered as one of the key factors during the
analysis. As the significance of political support was evident in the literature (Nguyen
et al., 2013), it was included in the model for further consideration.

4. Clear and well defined objectives: Expert J and H signified the need for clearly
defined objectives. In addition, it was noted that sometimes clearly defined objectives
conflict or are politically biased during the early stages of implementation. Hence,
incomplete, incorrect or biased information could cause issues at the later stages of
ERP implementation. Similar to organisational knowledge and requirements validation,
a need to clearly outline well-defined project objectives was crucial. Thus, these factors
were included in the model for further analysis.

5. Effective communication: Expert H highlighted the significance of effective
communication during the entire life of the project. Effective communication and
coordination could be the key to project success. Consequently, factors related to

communication and coordination were left in the model unchanged.
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6.

Risk planning: Expert H highlighted a need for risk analysis and effective risk planning
at an early stage of ERP implementation. Due to the significance of risk management,
these factors were already included in the model, as specified under the pre-planning
and planning stages.

Project monitoring and control strategy: Effective project monitoring and control
was identified as significant in an ERP project. Expert H expressed the need for an
effective project control strategy and execution, with continuous follow-up and control
over project activities. Due to the significance of project monitoring and control factors,
these were included in the model after the planning stages, through to the closure
stage.

Change management: Expert E (who was a senior lecturer of ERP applications at a
university in Australia, with significant teaching and professional knowledge and
experience of ERP applications implementation) stated that change management was
a critical component of ERP implementation and necessary through the entire project.
Change management was also identified as a key factor of ERP implementation in the

literature (Finney, 2011). Therefore, it remained included in the model for later analysis.

Technical factors

In the first week of discussion, some of the key technical factors were presented, being:

technological challenges of ERP installation, including the ability of an organisation to gain a

thorough understanding of the systems configuration; hardware complexity requirements; the

capability of technical staff to handle implementation challenges; and a realistic view on

necessary resources (time, money, and people).

As a result, the experts confirmed the existing factors and suggested a new factor for

discussion, as below.

1.

Industry standards: Given the fact that ERP functions were identified as based on
industry best practice business processes, Experts C and H suggested considering
industry types during ERP implementation. It was also suggested during the discussion
that, while making ERP application selection decisions, industry standards should be
adhered to and these should eventually influence later stages of implementation (e.qg.
design, training and operations). As the significance of ERP industry standards was

evident, these factors were included in the model for further discussion and analysis.

People factors
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In the first week, some people factors were discussed. These factors were: the ability of
business to identify and manage staff attitudes towards change; inclusion or involvement of
relevant staff; and the need for appropriate levels of ERP training. In response, some experts
provided suggestions to improve the list of people factors. Below is the summary of factors

discussed and recommended by different experts.

1. Team competence: The competence of project teams and their technical excellence
could be crucial to ERP implementation. According to Expert H, the level of experience
and seniority of project team members should be considered. Due to significance of
suitable team structure and team competence, these factors were included in the
model along with training strategies and staff attitudes.

2. Clarity in communication: Experts E and H signified the importance of clarity in
communication during the entire project life-cycle. It was indicated that communication
should be transparent and focussed on internal team and external organisational
levels. The factors related to communication already existed in the model and were
retained. These included communication strategy development, an effective team

communication, transparency in team communication and communication clarity.
5.4.4 Week one summary

In the first week of discussion, an overall structure of the model was presented. The experts
appreciated the effort put into the model and provided constructive comments on the model
design and its constructs. An introduction to the study was provided along with high level
information on the ERP adoption stages. The stages listed for discussion were: Pre-planning,
Planning, Setup & Re-engineering, System Design, Construction (Configure & Testing),
Installation & Go live, Later/ Post installation. Information on the complex relationship that
exists between implementation processes and related factors of ERP in midsize businesses
were elaborated. Expert D queried the reason behind separating midsize business factors
from ERP implementation factors specified in organisational, people and technical domains.
It was argued that the factors listed in ERP implementation domains were also relevant to
midsize businesses. Overall, the experts agreed with the model content and its design and
stated that after incorporating expert opinion it would be improved and be beneficial for midsize

businesses.

When the discussion started, the experts started suggesting new factors relating to midsize

business experiences as well as general ERP implementation factors with reference to the
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organisational, technical and people domains. These new factors were recorded in red text to
reflect their new addition in the model. As the new factors were suggested at the beginning of
the Expert panel, the new changes were included in the model along with the existing factors
to avoid repetition in discussion in the following weeks. Table 5.5 provides an encapsulated
view of the factors presented for discussion after week one, containing literature defined
factors (refer Table 5.2) along with the new factors, specified in the red text. It is important to
note that the column sequence of Table 5.5 has changed by relocating midsize business
factors ahead of standard ERP implementation factors in the domain classification. This
decision was made to ensure that the discussion would start with midsize business related
factors before domain classification factors were considered. Based on Expert D’s comment,
the similarities between midsize business and general ERP implementation domain factors
will be discussed at the end of this chapter and a refined version of the model will be tested in

the next data collection stage, 'Case Study’.
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Stages
Bancroft et al.
(1998), Parr et al.

(2000)

Pre-planning

Table 5.5: Updated version of the ERP adoption model after week one Expert Panel

Activities
Bancroft et al. (1998), Parr et al.
(2000), Markus et al’s (2000)

Midsize business

(Barad et. al 2001, Rao, 2000, Gable

1999, Rovere 1996)

Factors

Organisational
Aladwani (2001)

People
Aladwani (2001)

Technical
Aladwani (2001)

*Business case development/ project charter
«Decisions leading to financial approval
Identification of key stakeholders
«Formation of steering committee

* Strong business case

* External organisational factors

* Macro environmental factors

* Business and technology issues;
* Strategic management issues;

* Political support

* Knowledge of the business

* External organisational factors

* Organisational knowledge

* Political support

* Change strategies development;
* Risk management;

* Communication strategies;

* Impact of technology and
business requirements

* ERP application selection,
* Project scope determination,

* Cultural factors (local, national)
* Government or regularity change
* Industry standards

* Change strategies development;
* Project management;
* Risk management;

* Training strategies;
* Change management;

* Time and cost of
implementation

reengineering

* Installation of ERP app,
* BP mapping,
* Team training

* Situational leadership issues

* Issues due to mergers/acquisitions

* Organisational Ideology;

* Project monitoring and control
* Change management

* Effective communication

* Staff attitude to change;
* Management attitude;

. . e : . .
Planning * Project team selection, . igéi?:tgfisgre;talgg:n info system; * Risk planning and monitoring; * Team competence * New technology adoption

* Resource determination s ~ . * Effective communication * Clarity in communication; * Industry standards;

le_lted resources (tl_me, bud_get), * Clear and well defined objectives
* Project leadership (risk and issues)
" —
* Team structure and integration, . 8:%2::2::3:2: ;?fu%:lrﬁ:s’
* Guiding principles, * Limited resources (Budget) . Magna erial style: ' * In-house expertise « ERP complexity:
usiness process analysis, imited resources ill); arity in communication N

Setup and * BUSiness p lysi * Limited Skill g vie: * Clarity t N plexity

* Cost of implementation

System design

* High level designing
* Additional details for user acceptance
* Interactive prototyping

* Business and technology issues;

* Issues due to mergers/acquisitions

* Organisational resources;
* Effective communication
* Effective coordination;

* Risk monitoring;

* Staff engagement;
* In-house expertise;
* Communication transparency

* ERP complexity;
. ;

* Cost of implementation

* System and user testing

* Change management

engagement

*
* User communication * Project monitoring and control Intemnal - and  external  team
. engagement
Change management
* Comprehensive configuration, * Information system function * Staff Involvement;
Configuration and * Real time data in test instance, * Limited resources (Budget) * Effective communication * In-house expertise; « ERP installation aspects:
testi * Build test interfaces, * Limited resources (Skill); * Effective coordination; * Communication transparency * Cost of implem entaﬁion '
esting * Write and test reports, * Issues due to mergers/acquisitions * Project monitoring and control * Internal and external team p

Installation and
‘go live’

* Building network,

* Desktop installation,
* User training,

* System support

* Business and

(Update);

technology

Issues

* Strategic management issues (Update);

* Operational implications

* Change strategies (Update);

* Risk management (Update);

* Effective communication

* Project monitoring and control
* Change management

* End user engagement
* Staff attitude to change (Update);
* Management attitude (Update);

* ERP implementation issues
(Update);

Please Note: After the first week of discussion, only a few necessary changes were made in the model. Changes are identified in red colour.
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5.4.5 Week two: ERP implementation activities

Figure 5.6 provides an extract of the content discussed in the second week of discussion.

Week Two - ERP Implementation activities

As we introduced last week, the model is divided into two major dimensions, ERP Adoption stages and factors
impacting ERP implementation. The factors are further divided into three major classifications such as, Organisational,
Technology and People factors. Midsize business specific factors are also included to relate their impact on ERP
implementation. The objective is to underline the interrelationship between factors and processes; to assess their
implication on midsize business and suggest activities and strategies important for successful execution of the project.

Stages ERP Implementation Activities
Bancroft et al. (1998), Bancroft et al. (1998), Parr et al. (2000), Markus et al's (2000)
Parr et al. (2000)

*Business case development/ Project Charter: Identify broader functional significance
*Decisions leading to financial approval: Internal steps towards financial approval

|:;'re sIdentification of key stakeholders: Key people (internal/external) with operational influence
Planning *Formation of Steering Committee: Project Governance body for decisions & endorsement

+* ERP Application Selection: Internal procurement procedure while selecting suitable ERP product
* Project Scope determination: Higher level scope determination & project staging

* Project team selection: Suitable mix of internal & external resource determination & allocation
* Resource determination: Realistic analysis of what we have & should have (time, $, people)

>

*Team Structure & integration: Internal & external; business & technical; teams integration N
*Guiding principles: Identifying ERP standards for controlled implementation
*Business process analysis: Analyse existing business processes & identify necessary changes
S o e El @ Installation of ERP app: Vanilla version installation in development environment

Engineer *BP mapping: Map existing business processes on ERP standards, identify gaps & need to customise
+Team training: Technical, functional and business resource development _/

*High level designing: Proposed design after gap analysis with valid customisation options
* Additional details for user acceptance: Identify the needs of end users; end user experience?
Sy em sInteractive prototyping: Sign off the initial working prototype based upon agreed design
Design *User Communication: Effectively communicate necessary details to higher & lower level users )

*Comprehensive configuration: Detailed configuration on agreed settings

+Build testinterfaces: Development of test interfaces for multiple level testing
*Real time data in Test instance: Testing the application in test with real time data
*Write & test reports: Develop test report and performance testing

*System & User testing: System testing and final user acceptance testing

\ +Building Network: Development of physical network for operations, if necessary.
*Desktop installation: Installation of new desktops, if required
Insta..i'lation *User training: End user training for operations

& Go live +System Support: Post go live support & transition structure.

Figure 5.6: An abstract of material presented to experts during second week
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After an overall discussion on the model during the first week, in the second week ERP
implementation activities were presented for a detailed discussion. Experts were asked to
comment on the composition of activities along with their sequence appearance and the
relevance of their order in the model. Below is the summary of material presented during the

second week for discussion.

5.4.6 Week two discussion

During the second week of the expert panel, the emphasis was on ERP implementation
activities and their sequence in each stage of implementation. In the proposed model, activities
defined in six implementation stages were: pre-planning, planning, setup and re-engineering,
system design, configure and test, and installation and ‘go live’. Experts were asked to
comment on each stage and on the predefined activities in accordance with their knowledge
and experience. Most of the experts commented in terms of the staged sequence but some
comments were made more specifically on a specific stage or activities within a stage. For
instance, Experts M, F and D provided comments on the overall structure of the
implementation stages and their presentation along with the practical sequence based on their
experiences. Expert M (a certified project manager and senior software engineer from
Australia), however, commented on the composition of implementation stages and activities,

saying:

It seems stages and their activities are a composition of ERP implementation
processes from a Project Management Body of Knowledge (PMBOK) perspective.
(Expert M)

Similarly, Expert D (an ERP consultant with small and midsize implementation experience
from Poland) related activities to midsize business experiences and stated that post-ERP
selection decisions and the methodologies for implementation used by different implementers
were similar to those presented in the model. Furthermore, Expert D suggested that these
stages could be more flexible or some steps could be changed in their sequence or could go

concurrently, as he commented:

This means better flexibility but on the other hand it is difficult to control a project where

all stages run concurrently. (Expert D)
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Similarly, Experts F and M noted that ERP vendors/implementers have modified versions of
their own implementation methodologies, which might differ in stage sequence or activities

definition. Expert F also suggested some changes as follows:

In my view, “setup and system design phases” can be joined and named as the “Build”
phase where detail “AS-IS” and a requirement study should be done followed up by

the configuration and training. (Expert F)

Expert F (a senior ERP consultant in a US multinational company) also suggested including
an independent testing stage that could manage different levels of testing, such as unit testing,
system testing, regression testing and integration testing, followed by user acceptance testing

and so forth. These test stages should be considered after build stage completion.

The following provides a summary of changes within each of the stages of the model as

determined after week two panel discussions.

Pre-planning stage activities: Experts F, C, H, and D commented on the pre-planning stage
and discussed activities that should be considered within it. Experts also suggested changing
the sequence of some activities For instance, activities such as application selection and
project scope determination (Experts F, H) and networking with top level project team
members (as identified in the project charter) (Expert C) should be completed in the pre-

planning stage. Expert H noted:

I think the ERP Application Selection activity should be in the Pre-Planning Stage
because it's necessary to know the technical and functional benefits of the ERP

application before its selection. (Expert H)

In addition, it was argued by Expert C (who was a US university professor in information
systems) that activities such as team building, objective responsibility agreements, problem
solving process establishment, conflict identification and resolution procedures, and
continuous improvement plans should be included in the pre-planning stage. Comments made

by Expert D were specific to the midsize business experiences, as follows:

As there are many valuable remarks added, | would try to focus on how it is in medium-
size business. First of all, mostly because of lack of experience and resources (in my

region midsize business usually selects the first ERP identified) pre-planning and
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planning phase are completely mixed and there is no steering committee or

stakeholders identification. (Expert D)

Similarly, Expert D stated that the midsize business representatives responsible for ERP
selection decisions would not normally identify key business processes required for the
implementation. In addition, ERP selection decisions have been made on effective pre-sales
presentations rather than real requirement identification. Therefore, Expert D highlighted a
need for identification of key business processes in the pre-planning stage before any ERP

selection decision is made.

Planning stage activities: Experts F, M, C, and H commented on the activities defined under
the planning stage in the model and provided suggestions for improvement. Experts F and M
suggested that activities such as developing guiding principles, team structure, and
stakeholder management should be part of the planning stage. Expert C commented on

project team development and indicated that:

“Team structure and integration” and “project team selection” seem reversed. Though
some of the team is selected very early, the bulk should not be selected until the

structure is set. (Expert C)

Similarly, Expert H (an experienced ERP consultant from Argentina) highlighted the
significance of project scope control and stated that it is crucial to determine the metrics being
used during project planning, as well as outline the change control process (e.g. change
requests) for effective scope management. Expert E indicated that at some stage,
system/project scope must be frozen or locked and an appropriate change request procedure
should be established for effective change control. This should only be based on business
critical changes, necessary to for delivery within the project capacity. Expert M pointed out the
need for an ERP implementation governance strategy and that activities performed by a
contractor (implementer) should correlate with activities performed by the company for

effective resource management.

System design, setup and re-engineering activities: Most of the experts acknowledged
activities defined within the system design, setup and re-engineering stages. However, Expert
F proposed a merging of the setup and system design stages into a single stage, named the
“build phase”. It was also suggested by Experts F and M that requirement analysis and
expectation management should be completed in the same stage followed by configuration

and training. In addition, Experts C and M highlighted the need for an early identification of
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training requirements. It was later suggested that technical resource training and identification
of staff for end user training should commence from the setup and re-engineering stages and

continue until staff training is completed. According to Expert C,

Should it [training] be extensive then it would need to be part of an earlier phase. This
is especially true for SMEs that have to be more creative in the assignment of scarce

resources. (Expert C)

Configure and test stage activities: Experts B, H, E and F commented on the context of
midsize business implementation and specified the significance of testing, its stages and the
different types of test environments required. Expert B pointed out the geographic and cultural

impact on testing exercises and stated that:

While the implementation steps are indeed relevant, there are several cultural
adaptations that are to be accounted for. For example, in the Geography that |
represent, it is hardly ever possible to get Users time to be involved in the testing or

for that matter on any major activity on an ongoing basis (Expert B)

Furthermore, Expert B suggested a prototype oriented or pre-fabricated model to cater for the

challenges of cultural obstacles during application testing processes.

Similarly, Expert H argued that the activity “real-time data in test instance” would not happen
in midsize businesses but it could be accomplished in parallel with actual system testing. In
the test cycles, some integrated business cases should be selected and thoroughly tested by
the team. In addition, Expert F provided some insight on test processes, starting from unit to
system integration testing (testing of the entire process), that should be performed thoroughly
and followed by formal user acceptance testing (UAT). Similarly, Expert E emphasised end
user commitment and the need for early user training so that they should be ready for
productive UAT. According to Expert E,

In many cases they [end users] still have responsibilities to fulfil during the
implementation stage. These people must be given training early in the process to
enable them to develop test scripts that will be used to give final approval of the system.
(Expert E)

Once the testing processes along with UAT are completed, the production and ‘go live’

processes should start and be completed accordingly.
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Installation and ‘go live’ activities: Experts H, B, M and F commented on activities related
to the final stages of ERP implementation, nhaming this stage “closure”. The purpose of this
was that all activities defined under the installation and ‘go live’ stages in the model were
commonly related to project closure. Expert H even suggested that the Closure stage should
be used for effective control (regardless of whether or not the project met its scope
requirements satisfactorily) and to capture lessons learnt from good or bad experiences in
execution. Expert F suggested considering cut-over activities in the final stages of
implementation to make the production system ready to use. These activities, Expert F

indicated, would include:

Loading all sorts of master and transactional data, any manual work to make the
system ready and verification of the validity of data loaded as part of cut over (Expert
F).

Similarly, Experts B and M suggested that the closure stage should be performed for
expectation analysis and to investigate whether predefined benefits in the business case were

realised. As Expert B stated:

Closure is not just the delivery of a system, but derived from the realisation of benefits
highlighted in the business case. Therefore a periodic post-implementation review is

essential to the success (Expert B)

Experts B and M also highlighted the significance of the post-implementation review and
stages such as ‘shakedown’ and ‘stabilisation’, ‘continuous improvement’ and ‘enhancement’
phases of ERP for consistency in the ERP support structure. These would help strategize for
future application upgrades or enhancements as needed. In addition, Expert F stressed a
need to define “support procedures”, consisting of activities such as setting up priorities for
problems/issues, continuous improvement, post ‘go live’ training, approval mechanisms to
handle post ‘go live’ issues and so forth. Expert M also expressed the need for post-
implementation activities from the perspective of the business/client rather than from the
contractor’s point of view. It was also stated that the responsibility of an implementer finishes
once the system goes live and the real challenge for the business or client relates to the

support of the application.
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5.4.7 Week two analysis

As already outlined, during the second week of discussion, ERP implementation stages were
discussed along with their relevant activities. The purpose of the discussion was to present
the best practice ERP implementation stages and their related activities for discussion. This
was to obtain valuable comments from experts on activities, their sequence, stages of
representation and relevance to each stage of implementation. This information was
presented (refer Figure 5.4), highlighting the flow and providing brief information on each

activity and its relevance.

Most of the experts discussed the sequence of activities and their relevance to a given stage.
Some experts suggested new activities to be considered for analysis. Below is the detailed

analysis of expert comments and their impact on the proposed model.

ERP Implementation activities

Pre-planning stage activities: In the pre-planning stage, there were a number of activities
listed in the model. These activities include: business case development, project charter,
decision leading to financial approval, identification of key stakeholders, formation of a steering
committee and so forth. Experts C, H, F and D suggested additional activities for analysis, as

follows:

1. Higher level relationship building and inter-team communication: According to Expert

C, it was imperative to consider partnering with top level project team members and
these members should be specified in the project charter. Activities should include
team building, objective/responsibility agreements, problem solving, process
establishment, conflict identification and resolution procedures, and continuous
improvement plans. Expert C suggested that these activities needed to be considered
during the earlier stages of implementation. Due to the significance of the content
suggested by Expert C, the activities in pre-planning and planning stages have been
modified in the model. From literature review, Rovere et al. (1996) highlighted benefits
of effective communication, while Koch (2003) stressed the need for interteam
communication and Al-Mashari et al., (2000) stated that the lack of communication

would impact the outcomes of implementation.

2. ERP application selection: It was suggested by Experts F and H that “ERP application

selection” and “project scope determination” activities be included in the pre-planning
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stage. It was further argued that business value identification, at both technical and
functional ends, should be verified before planning could start. These were valid points
and the sequence of both activities was changed as suggested by the experts. In
addition, Expert D commented on midsize business implementation experience and
suggested that once the ERP selection decision is made, the methodology used to

implement ERP would be the same as the steps defined in the model.

3. Pre-planning from the midsize perspective: Due to lack of experience and necessary

resource requirements, the pre-planning and planning stages could be completely mixed
up for midsize businesses. It was argued that there is no steering committee or
stakeholder identification mechanism in midsize businesses and they tend to select ERP

applications with unclear information (Expert D).

Based on the points discussed by different experts, there were slight changes made in the
activities included in the pre-planning stage. These activities are: business case
development/project charter, project scope determination, ERP application selection,
decisions leading to financial approval, higher level relationship building, and identification of

key stakeholders and, finally, formation of steering committee.

Planning stage activities: A number of activities were listed in the planning stage of the
model, including ERP application selection, project scope determination, project team
selection and resource determination. During the first week of discussion, implementation

methodology and project plan development were also listed under planning stage activities.

Experts were requested to discuss activities presented in the model and provide comments

for improvement. As a result, Experts B, D, F, H, and M suggested the following changes:

1. Project Control mechanism: Expert H and M suggested including activities related to

project control functions, specifically identifying how change requests would be handled
once project scope is finalised. In addition, it was suggested that an implementation
governance mechanism for midsize businesses should be considered. The need for a
control function and implementation governance mechanism was acknowledged and an

“implementation methodology” activity was included in the planning stage.

2. Geography and cultural adaptations: Some cultural adaptations were suggested. For

instance, according to Expert B it is difficult to involve end users in the testing or any
other major project implementation activity on a continuing basis due to cultural

considerations. It was suggested that a prototype oriented pre-fabricated model might
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help in certain cultural environments. However, a direct relationship with the proposed
model could not be established due to the model's generalised focus. Further research
may be required to analyse the construct and viability of a specific model in a separate
study. Similarly, Davison (2002) highlighted issues in relation to cultural mismatch

especially when a geographic limitations are involved.

. Stakeholder _management: Expert M highlighted the significance of stakeholder

management and suggested including it in the planning stage. An activity called
“stakeholder management” already existed in the pre-planning phase but had been
renamed “identify key stakeholders and manage”. The stakeholder identification and
management process should start at the earlier stages of the project and should be
effectively managed within a communication and coordination strategy. It is understood
that in effective project management, stakeholder expectations management is
considered exceptionally important and therefore PMI (2013) has illustrated an entire

chapter on stakeholder management while project implementation.

. Project team setup: Expert F suggested including “guiding principles and team structure”

as part of the planning stage. In response, the activity “project team selection” and
“project team setup” were renamed, but the “guiding principle” was not moved from the
re-engineering stage, due to the fact that this would be more relevant during functional

mapping and business process re-engineering, rather than in the planning stage.

. Planning from the midsize perceptive: Expert D suggested that, generally, people

responsible for ERP implementation are not able to identify the key processes to be
supported by the system. Furthermore, it was suggested that, generally, selection
decisions on ERP applications were not based on reflections of true requirements but
rather on pre-sales presentations. Hence, Expert D suggested the inclusion of activities
such as “identification of key business processes” before ERP selection decisions were
made. It was also suggested that while implementing ERP in midsize businesses, the
implementation stages should be flexible and activities should be executed
simultaneously. This would provide optimal control as required for effective project
delivery. The points indicated by Expert D were relevant and suitable. Hence, the activity
“identification of key business processes” was included within the pre-planning stage
before ERP application selection. For an effective project control, project methodology

selection activities were retained within the planning stage.
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Build stage (setup, re-engineering and system design) activities: For this
discussion, activities defined within the setup and re-engineering stages were listed separately
from the system design stage. The setup stage activities include team structure identification,
project team selection (mix blend of resources), technical and functional staff training, team
integration, and reporting processes. The re-engineering stage activities include guiding
principles, business process analysis, installation of ERP application, and business process
mapping. The system design stage activities include high level designing, detailed designing
for user acceptance, and interactive prototype user communication. In relation to these stages,

the following suggestions were made:

1. Renaming as the build stage: According to Expert F, most of the activities listed under

setup, re-engineering and system design phases were relevant and could be joined
together within a build phase. In addition, detailed “as-is” and requirement studies should
be completed in the build phase, followed by configuration and training. This suggestion
provides a valid perspective on collaboration of relevant activities. Therefore, activities

within setup, re-engineering and system design were now listed within a “build stage”.

2. Project team selection and integration: Expert C suggested a reversal in the order of

activities “team structure and integration” and “project team selection”. This was justified
with a comment that, in general, project teams get selected at an early stage of the
project but the bulk of team members do not get hired until a proper team structure is
completed. This was a valid point; hence, two modifications were made in the model.
Firstly, two activities were sequenced under setup (i.e. “team structure identification” and
“project team selection”); and, secondly, a new activity “project team setup” was created
under the planning stage to cover a higher level team selection process. Based on
project management best practice protocols (PMI 2013), project team selection and

team integration is critical for an effective project management.

3. Internal expectations and training: Expert M suggested that “internal expectations”

should be managed along with the training issues of technical and end users during the
“setup and re-engineering” stages. In addition, end user training once started in the
setup stage must continue until it is completed, ideally before the start of UAT. Expert E
suggested that getting commitment from critical end-users in midsize business could be
crucial. Normally, end users would have other (operational) responsibilities during the
project and, therefore, they should be trained earlier in the process to enable them to

develop test scripts and have them approved before testing could commence. It was
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further added that in most cases, system scope must be frozen and only business critical

changes should be allowed after this period.

The comments made by the experts were important, thus most of their suggested activities
were included in the revised model. These were: internal expectation management (under re-
engineering); plan and initiate end user training (under re-engineering); perform end user
training (under configuration); complete end user training (under testing); and scope freeze
(under construction). The reason for including these activities was because of their
significance to ERP implementation. If internal expectations mapping and staff training issues
are dealt with appropriately the risk of staff resistance might be reduced and change

management issues could be avoided.

Construction stage (configure and test) activities: In the model, activities related to
“configure and testing” were presented together, based on Expert E’s suggestion, and were
combined into a single “construction stage”. In the construction stage, configuration and
testing activities were explored separately as discussed by different experts. Activities defined
under the “configuration stage” include: comprehensive application configuration; system
integration; data conversion; and data migration. Activities listed under the testing stage
include: real data population in test instance; building test scripts and interfaces; writing and

test reports; system (or regression) testing and user acceptance testing; and, finally, transition.

During the second week of discussion Expert F elaborated on the importance of system
integration testing (SIT) and suggested that it should be completed before UAT. It was also
suggested that SIT should be comprised of testing entire processes from start to end. This is
different from individual unit, system and performance testing during the application
development and configuration processes. Finally, UAT would be performed to obtain formal
sign-off from the business/end users on the new functionality. Expert H provided insights
based on practical ERP implementation experience and suggested that activities such as ‘real-
time data in test instance’ were generally not performed. It was further added that a few
integrated business cases should be tested on a prototype that would represent overall

business operations and valid business processes.

Experts did provide valid points in accordance with their practical experience in midsize
businesses. Consequently, activities such as application integration testing and prototype
tests with integrated business cases within the capacity of regression/system testing were
included. The activity “real-time data in test instance” was not changed but moved under

regression/system integration testing.
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‘Go live’ stage activities: Activities listed under “installation and go live stage” include:
building of network (such as desktop installation); user training management; and system
support activities. Other activities, listed earlier, include post-transition support to fix glitches

and implementation standards.

Based on the second week of discussion, there were some changes made in the model.
Firstly, the final stage was renamed as the “go live” stage and relevant activities were merged,
such as building network and new infrastructure activities covering building network, desktop
installation and so forth. Similarly, the post-transition support to fix glitches for the handling of

issues would be in production environment.

In addition, Expert C indicated that due to resource constraints in midsize businesses, the user
training requirements would be minimal and must be completed within the ‘go live’ stage. If
extensive training is required then it should be completed during the earlier stages of

implementation.

Training was considered as a key factor of ERP implementation. It is thus recommended to
have knowledge transfer completed into two ways; firstly, ‘technical and functional staff’
training required for implementation tasks and secondly, ‘end user training’ required for user
acceptance. Based on expert suggestions, both training types were specified throughout the
model starting from ‘training activities for technical and functional staff’ in the setup sub-stage,
followed by ‘plan and initiate end user training’ activity in re-engineering, ‘perform end user
training’ in configuration and, finally, ‘complete end user training’ in the testing sub-stage of

construction.

In addition, Expert F suggested including cut-over activities to stop further changes in the
source system and complete relevant data migration activities, making the system production
ready. Activities included loading all master and transactional data, any manual work to make
the system ready, and verification of data validity upon final cut-over. These activities are

critical; therefore, included in the updated version of the proposed model for further analysis.

Project closure and transition activities: Initially, the “project closure and transition”
stage was not included the model. However, during the first week of discussion, some
activities related to post-implementation were discussed. A number of researchers, such as
Markus et al. (2000) and Parr et al. (2000) have also included post-implementation
stages/activities in their proposed ERP models. In contrast, this research specifically focuses
on ERP in midsize businesses and the relevant implementation processes only and not post-
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implementation adoption. In the expert panel, a need for post-implementation activities was
noted and Experts B, F, H, and M reaffirmed its importance for midsize businesses. For
instance, Experts B, H and M suggested the inclusion of a “closure” stage to monitor and
control project deliverables by mapping them against project requirements and by analysing
business benefit realisation for improvement. In addition, it was suggested that an activity
called “post-implementation review” should be included to analyse project success and
document lessons learnt. In addition, Experts M and F suggested activities in the post-
implementation stages, including shakedown and stabilisation; continuous improvement and
enhancement; support procedure definition (by setting up priorities for problems/issues);

approval mechanisms to handle post ‘go live’ issues; and formulation of post-‘go live’ training.

Based on the expert panel discussion, analysis and based on ERP implementation models
(presented by Ross (1998), Esteves (1999), Markus and Tanis (2000) and Parr et al. (2000)),
a new stage called “project closure and transition” was identified. The activities and processes
included in this stage were: shakedown and stabilisation period; post-implementation review;
system enhancement (including repairs and extensions); business process transformation;
support procedure definition (setting priorities for issue resolution and approval mechanisms);

and improvements/application upgrade activities.
5.4.8 Week two summary

In the second week of the Expert panel, the ERP implementation activities were presented for
discussion. The purpose was to obtain expert feedback based on their experience and
improve the list activities. The experts were requested to comment on the composition of
activities, their sequence of appearance and also their relevance to the model. The activities
were initially defined into six implementation stages, based on the literature analysis. The
stages comprised: pre-planning, planning, setup and re-engineering, system design, configure
and test, and installation ‘go live’ stage. Most of the comments received were relating to the
sequence of activities, although some new activities were suggested. Below is the summary

of activities discussed and changes made based on the expert panel discussion:

Based on the literature finding; the “pre-planning stage” activities included: ‘business case
development’/ ‘project charter’, ‘decisions leading to financial approval’, ‘identify and manage
key stakeholders’ and ‘formation of a steering committee’. The experts suggested moving
‘ERP application selection’ from the “planning stage to the pre-planning stage”, as the

selection process starts before project inception. In addition, there were three new activities
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suggested to be added into the “pre-planning stage”: ‘project scope determination’; as the

scope of the project has to be identified at the beginning of project, ‘Identification of key

business process’; for the purpose of business process mapping, and ‘higher level relationship
building’.

Similarly, the planning stage activities presented for expert panel discussion and the feedback
received contained comments to move, change, update or add another activity. For instance,
in relation to ‘ERP application selection’ — the experts suggested moving this activity from
planning to the pre-planning stage, the ‘project scope determination’ was repeated to finalise
the scope, for ‘project team’ activity it was suggested to rename it as ‘project team setup’ and
finally ‘resource determination’ remains unchanged. In addition to comments on existing
activities, there were three new activities recommended for the “planning stage” including:

‘inter-team communication’; for an effective inter-team coordination, ‘implementation

methodology’; for optimal project governance and control and ‘project plan development’ to

draw critical project implementation details.

It was suggested by the experts to integrate three stages into a single build stage including:
“set-up”, “reengineering”, and “system design”. The reason for this was that most of the
activities defined in these sub-stages are inter-linked and should be completed in a sequential
and integrated way. Furthermore, the experts did provide feedback on activities presented
within Setup, Reengineering and System design sub-stages. For instance, in regards to Setup
sub-stage, it was suggested to rename ‘team structure’ as ‘team structure identification’, ‘staff
training’ as ‘technical and functional staff training’. ‘Team integration’ was accepted without
change. In addition, two new activities were recommended in the setup stage including:

project team selection containing a mix blind of people with different expertise level and

reporting processes. Additionally, there were four activities presented for discussion within

reengineering sub-stage including: ‘guiding principles’, ‘business process analysis’,
‘installation of ERP application’ and ‘business process mapping on ERP functions'. All these
activities were accepted as valid and two new activities were recommended including: internal

expectations management and plan and initiate end user training. Moreover, four activities

were presented within System design sub-stage: ‘high level designing’, ‘additional details for
user acceptance’, ‘interactive prototype’ and ‘user communication’. All these activities were

accepted as valid for the system design stage.

Similar to the previous comments of integrating three sub-stages into a single Build stage, it

was suggested to establish a Construction stage that should include activities relating to
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configuration and testing. When experts were presented with the activities defined within
configuration they suggested making some changes and also recommended some new
activities. For instance, in response to ‘comprehensive configuration’ it was suggested to
rename it as ‘comprehensive software configuration’ for the purpose of clarity. Furthermore,
there were three configuration related activities suggested: ‘system integrations’, ‘data
conversion’ and ‘data migration’, as well as two other activities including: ‘perform end user
training’ and ‘scope freeze’ to mitigate the risk of scope creep. In addition to configuration
stage activities, the testing activities were presented for discussion and experts provided their
feedback. In response to ‘build test interfaces’ it was suggested to rename it as ‘build test
scripts and interfaces’, for ‘system testing’ it was suggested to include regression testing as
well renaming it as ‘regression and system testing’, for ‘user testing’ it was suggested to
rename it as ‘user acceptance testing (UAT)' and in response to ‘user training’ it was
suggested to rename it as ‘complete end user training’. Additionally, two other pre-identified
activities: ‘write and test reports’ and ‘real time data in test instance’ remained unchanged.

There were four new activities recommended for the testing stage: unit testing, prototype test

with integrated business cases, application integration testing and performance testing.

When experts were presented the pre-identified Go live stage activities they suggested
modifications along with recommending three new activities. In response to ‘building network’
it was suggested to rename it as ‘building network and new infrastructure’ and ‘system support
" was suggested to be renamed as ‘post transition support to fix glitches’. Out of the two
remaining pre-identified Go live activities, it was suggested to relocate ‘user training’ to
construction stage and remove ‘desktop installation’. The three new activities recommended

for Go live stage were: loading of master and transactional data, any manual work to get

system ready and data validity verification on final cutover.

For “project closure and transition stage” there were five new activities suggested for

consideration. These were: shakedown and stabilisation period, post-implementation review,

system _enhancement (repairs, extensions, improvements and upgrades), business process

transformation and support procedure definition (setting priorities for issue resolution and

approval mechanism). Given the fact that the scope of this study is limited to the ERP
implementation and factors analysis, the post implementation activities and factors are
considered to be out of scope for this study. They are reported as recommendations made by

experts but will not be further investigated for the purpose of this thesis.
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Table 5.6 presents a summary of the changes made to the model based on the analysis above.

As indicated earlier, the “project closure and transition” stage activities are only included in

this table for information only.

Table 5.6: Updated ERP implementation stages and activities

ERP implementation stages and
activities
(Before review and analysis)

ERP implementation stages and
activities
(After review and analysis)

Pre-planning

Pre-planning stage

e  Business case development/ project charter
. Decisions leading to financial approval
e  Business case development/ project charter e Identify key stakeholders and manage
. Decisions leading to financial approval . Formation of steering committee
. Identification of key stakeholders . Project scope determination
. Formation of steering committee . Identification of key business process
e ERP application selection
. Higher level relationship building
Planning Planning Stage
o . +—ERP Application-Selection-(moved up)
L e e ! prect ottt
. . . Project Team setup
s  Project Team Selgctlpn e  Resource determination
e  Resource determination L
Other activities listed at earlier stage include: ° Inter-team communication
Implementation methodology and project plan development ° Imp_lementatlon methodology
e Project plan development
Setup, reengineering and design Build stage
Setup . Setup
e  Team structure and integration e  Team structure identification
e  Project team training e  Technical and functional staff training
Other activities listed at earlier stage include: e  Team integration,
Project team selection; selecting mix blind of people with e  Project team selection (mix blind of people with
different expertise level, teams’ integration, reporting different expertise level)
processes. e  Reporting processes
e  Reengineering
. Reengineering . Guiding principles
e  Guiding principles e  Business process analysis
. Business process analysis . Installation of ERP application
. Installation of ERP application e  Business process mapping on ERP functions
e  Business process mapping on ERP functions o Internal expectations management
. Plan and initiate end user training

System design

. High level designing

e  Additional details for user acceptance
. Interactive prototype

. User communication

System design
. High level designing
e  Additional details for user acceptance
. Interactive prototype
. User communication

Configure and test

Construction stage

Comprehensive configuration
Build test interfaces

Real time data in test instance
Write and test reports

System and user testing

Other activities listed at earlier stage include:

Software  configuration, system integration, data
conversion/migration, real data population in test instance,
building and testing interfaces, writing and testing reports,
system and user testing and transition,

Configuration
e  Comprehensive software configuration
. System integrations
. Data conversion
° Data migration
Other Activities
. Perform end user training
° Scope freeze

Testing
. Build test scripts and interfaces
e Unit Testing
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ERP implementation stages and
activities
(Before review and analysis)

ERP implementation stages and
activities
(After review and analysis)

e  Write and test reports

. Regression, System Testing

e  Prototype test with integrated business cases

. Real time data in test instance

e  Application integration testing

. Performance testing

e  User acceptance testing (UAT)

° Complete End User Training
Installation and ‘go live’ ‘Go live’ Stage
. Building Network
e  Desktop installation
e  User training e  Building Network and new infrastructure
e  System support e  Post transition support to fix glitches

. Loading of master and transactional data,
Other activities listed at earlier stage include: e Any manual work to get system ready
Post transition support to fix glitthes and implementation | ¢  Data validity verification on final cutover
standards, Building networks and installation of desktops (if
required), User training management.
Later/Post instalatien——— | Proje ftfon

Other activities listed at earlier stage inclu

System enhance including repairs, extension,
transformation-mprovements and stabilisation phases.

. Shakedown and stabilisation period

. Post-implementation review

e  System enhancement (repair
improvements and u es)

e  Business pr S transformation

. Su procedure definition (setting priorities for
iSsue resolution and approval mechanism)

ensions,

The changes, alterations and new additions based on feedback provided by experts are

identified in red text for reader convenience. The deletions are presented by ‘strike-through’

text.
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5.4.9 Week three: Midsize business factors

Figure 5.7 provides an extract of the content discussed in the third week of discussion.

Week Three - Midsize Factors

In this week’s discussion, the factors that could impact an application implementation in midsize businesses are
explored. The focus of this module is to examine those factors identified in the literature in relation to ERP and relate
them in the context of midsize businesses adoption.

Stages Midsize Business Factors
Bancroftetal. (1998), (Barad et. al 2001, Rao, 2000, Gable 1999, Rovere 1996)
Parr et al. (2000) Factors in red font are included as result of Week one expert discussion

Pre
Planning

*Strong Business case: Clear and well defined objectives that business wishes to achieve as result of
implementation

*Business & Technology Issues related to the impact of technology change on business operations (midsize
businesses typically lack the ability to transform business processes with the technology change)

*External Organisational factors: External factors with positive or negative impact on organisation such as,
prassureon supply chain, competitive posture, industry standards impacting ERP selection decision. Also
perform Macro-environmental analysis to analyse geographic environment factors, legal & political factors
and broader culture factors.

*Strategic Management Issues: relating to the future direction of the business (midsize business' struggle
with factors relating to setting up strategic direction), lack of strategic vision, inability to look at the broader
picture & unable to develop a strategic growth path for the business.

+Political Support: Internalsupport from management and staff in favour of ERP and readiness to accept the

change.
sKnowledge of the business: Documentdetails on how business functions & what processes involved. Any
merger or acquisition should also be recorded.

«Selection criteriafor IT application: Midsize businesses follow internally focused strict selection criteria for ™.,
IT application. A broad understanding is needed for ERP.

esIndustry standards: Midsize business' ability to understand industry standards for implementation

sAccurate Information: Difficulties midsize businesses face to obtain accurate information necessary for
decision making.

«Limited Resources (Budget): Midsize business' inability to allocate realistic funds could result in delayed &
over budget unsuccessful implementation.

sLimited Resources (Time): Due to limited size & scale of business, midsize business' inability to deal with
time consuming/ lengthy implementation.

challenges

Setup & Re:
Engineer

*Project leadership: Project management’s ability to handle dynamic situations and predict to cater /
~

sLimited Resources (Budget): Midsize businesses' ability to bear the application customisation and re-
engineer cost. Also it is difficult to change their existing business processes.

+Limited Resources (Skill}: The in-house midsize business resources are generally not trained to setup & re-
engineer ERP applications; need external assistance (training &/or consulting) )

7

Sys em

* Business & Technology Issues: The ability of midsize business to capture the business requirements and map
on ERP standards, an ability to assess whether proposed design is able to meet the business and
technological expectations. Also, assess the impact of ERP on business operations

./

ﬁsign

* Limited Resources (Budget): Realistic estimate on whether allocated budget is sufficient to configure & test
the application. Ability to allocate additional funds for external assistance.

sLimited Resources (Skill}: An ability to configure and test the application via internal resources or an ability to
train or hire the resources

—

\.

Installatior
& Go live

* Business & Technology Issues (Update): On completion, midsize business' ability to analyse whether desired
objectives are met and realise the impact of ERP on business operations.

* Strategic Management Issues (Update): Whether ERP has helped them align with the strategic objectives
and analyse how ERP processes fit to meet those objectives.

*Operational implication: Assess the impact of new application on existing business processes, an ability to
develop an application support procedure and the impact of such procedure on business operations.

Figure 5.7: An abstract of the material presented in third week
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In the first two weeks of discussion, the emphasis remained on ERP implementation activities
but in the third week, the focus shifted to factors related to midsize businesses and their

possible impact on ERP implementation.

5.4.10 Week three discussion

Experts B, C, D, E, H, J and M commented on the factors identified in the model and suggested
ways to improve them. Altogether, the experts validated the composition of factors identified
in the model but suggested modifications in their order of appearance. For instance, Expert M
commented:

Your classification of midsize business issues in ERP implementation stages looks
fine. The only thing you need to be careful of is recurrence of factors with impact

broader than a single stage. (Expert M)

Expert D agreed with the comment about recurring factors having broader impact on different
stages and suggested that some factors, such as lack of technical and human resource, were

strongly related to his experience.

ERP selection decisions: Experts E, B, D and M suggested that ERP application selection
decisions should be under the pre-planning stage, as these could have a huge impact on later
implementation. In addition, Expert E and M argued that most midsize businesses would not
have in-house expertise to make such strategic decisions. Generally, midsize businesses are
less resilient to change and they lack information on new technologies. Therefore, they rely
on information being fed to them by external/pre-sales consultants. This impact on their
impartiality in the selection decision and also on the midsize business’ ability to select a
product that is more aligned with their business needs. Another relevant factor identified by
Expert B was the locally available user and support base for the selected solution. As an
external factor, environmental/compliance issues should also be considered, as in today’s
carbon control economy, this can really impact on the way a business operates (Expert B).
Likewise, Expert M suggested that flexibility in the business mindset could be beneficial for

ERP implementation, saying that:

(A) Flexible business model with willingness to change existing ways of business and
an appropriate understanding of IT applications and technology could help enable

midsize business to implement ERP effectively. (Expert M)
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Limited resource (budget, time and skill) factors: Experts C, D, E, H and M analysed the
resource factors considered crucial for ERP implementation in midsize businesses and
acknowledged their practical significance in accordance with past experiences. Expert H
suggested that limited resource (people and skills) should be separately presented from
limited resource (budget). It was further added that in the midsize business a same person
could be responsible for operational tasks as well as being a subject matter expert for the
implementation team. Lack of resource (people/skill) could be a potential risk to project
schedule and therefore, a significant level of planning is required to specify resource time
allocated for the project and operational work. Expert D pointed out that lack of political and

management support during project execution could be problematic, saying that:

You can plan it very well, you can hire additional staff to have support for existing
processes and you can be very surprised not finding your key users on the training...
why ? Because the CEO (in most such cases it is the same person who owns the
company, or who even built it) has just decided that key users should do “something
very urgent” (Expert D)

Expert J supported comments made by Expert H and alleged that resources (staff) should be
employed full-time to carry out the project and spend a significant amount of time training,
process mapping, and potential reengineering and testing the new system. In accordance with
Expert J's experience, companies hire resources (consultants or temporary staff) to help keep
the new system alive. In practice, it is more effective to hire additional staff to support legacy

applications and use existing staff to focus on the new system (Expert J).

Expert D suggested adding a limited resource (skill) factor in the pre-planning stage, as it was
common in midsize businesses for the IT team to have limited ERP implementation exposure.
This would make the application selection and implementation preparation processes more
difficult. Moreover, Expert M pointed out the significance of acquiring knowledge internally and
its long-term benefits to application management. It was stated that the management of ERP
applications would not stop at ‘go live’ but would be transformed into continuous improvement
and enhancement phases. This could be another potential challenge for midsize business,
due to not having skilled and dedicated resources to support the application, which could
jeopardise the purpose of ERP implementation (Expert M).

Planning and requirement analysis: Expert E suggested developing a detailed project plan
at an early stage of the project that must be communicated to all members of the team. This
plan must be revised frequently to reflect updated changes. According to Expert C, most of
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the deficiencies in the requirement gathering for ERP implementation have been due to

simple/unclear details under generic operational procedures. Expert C further added:

ERP will have impact across all functional areas, plus add considerations that an SME
may not have had before. Succession planning, knowledge management, inter-

organisational systems, etc. (Expert C)

Similarly, Experts D and M explained the importance of business requirement analysis and
the fact that it should be completed at an early stage of implementation. Expert M further
argued that technical requirement analysis should help outline business drivers or the financial
benefits that an ERP application could bring to the business. This would help develop a
stronger business case, crucial for strategic management support. Due to their size and
financial constraints, midsize businesses are generally unable to allocate the substantial
amount of funds necessary for ERP implementation. This could cause scalability issues to

match the application deliverables with business expectations (Expert M).
5.4.11 Week three analysis

In the third week of discussion, the focus was on factors relating to midsize business and their
relevance to ERP implementation. A list of factors was provided for discussion including those
identified from the literature along with factors specified by experts during the first week of
discussion. The reason for combining the list was to present all identified issues in a sequential

way and to establish a discussion to improve or validate their relevance within the model.

In response, experts provided comments related to stages of implementation and the
sequence of the factors identified in each stage. Below is the analysis of comments made by

experts and the resultant outcome in relation to the proposed model.

Pre-planning stage: In the Initial iteration of the model, there were only two factors identified
in pre-planning stage (i.e. business and technology issues, and strategic management
Issues). These factors covered a broad base of sub-factors relating to business functionality,
the impact of technology on business functions and the ability of a business to have a strategic
focus on growth and expansion. During the first week of the expert panel, a general discussion
on the model was conducted and some new factors were identified by the experts under the

pre-planning stage. These were strong business case development, external organisational

factors, macro environmental factors, political support within the organisation, and business

knowledge documentation.
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In the third week of the expert panel discussion, the factors discussed by experts were
endorsed and the significance of the ERP application selection process was apparent with the
likely impact on midsize business. Therefore, the following factors were included within the
pre-planning stage of the revised model: limited resources (skills); technical requirements
analysis; knowledge of the business; development of strong business case; external
organisational factors; macro environmental factors; business and technology Issues;

strategic management Issues; and political support of ERP implementation.

Planning stage: Initially there were only three factors identified under the planning stage of
the model. These factors were ‘criteria for selecting information system’, ‘accurate information
availability for decision making’, and ‘limited resource constraints’ such as time and budget.
Later, during the first week of general discussion, some other factors to be included under
planning stage were suggested by experts. These factors were cultural (local and on national
level), government or regularity change, industry standards, and project leadership issues

related to risk and issues management.

During the third week, Experts B, E, H and M suggested that some other factors be included.
These factors were considered relevant to the topic and some had a significant impact on the
ERP implementation selection process during the planning stage. Consequently, the following
factors were included in the revised iteration of the proposed model: limited resources
(people); effective time management for resource scheduling; the availability of accurate and
relevant information about ERP applications; the development of selection criteria with
relevant parameters in accordance with business expectations; less reliance on sales advice;
the availability of a user and support base for a selected ERP application; detailed project plan

development with an effective communication strategy; and external environmental factors.

Build stage (setup, reengineering and system design): In the initial model, under the
setup, re-engineering and system design stage (build stage), two types of factors were
identified: limited resources (budget and skill); and business technology factors. As indicated
earlier, both of these factors have a broader base starting from business operability, resource
constraints and technology impacts on business functions. Experts suggested that some other
factors should be considered in these sub-stages of ERP implementation, such as situational
leadership issues and issues resulting from mergers or acquisitions. As a result of the first
week of discussion, three relevant stages (i.e. setup, reengineering and system design) were

merged to form the “build stage”.
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During the third week of discussion, Expert J argued that given the resource constraints of
midsize business, the impact of staff hiring and placement strategies becomes prominent in
the build stage. Comments provided by Expert J were considered to be valid and practical
and, therefore, limited resources (people/skill) were included under the build stage in the

revised model.

Construction stage (configure and test): In the initial model, limited resources (budget
and skill) were presented as the only major factor under the “configure and test” stages. After
the first week of high level discussion, some additional factors were included in the
construction stage, based on expert recommendations. These factors related to ‘scope creep’
or redefined scope, time and resources as a result of potential mergers and/or acquisitions of
midsize businesses. The entire re-scoping effort could have a significant impact on project

scope, resources and expected deliverables.

In the third week of discussion, Experts M and D suggested considering the recurrence of
factors with an impact broader than a single stage. According to Expert D, extensive planning
would be the key for effective management of a project and to reduce negative factor impact.
Due to limited resource structure, a project team could face challenge of direct intervention
from the business senior team, disrupting the project work and allocating key users on

operational work.

To cater for the challenges of recurring factors or factors with broader impact, these are
included in the model stages several times based on their relevance. It is also important to be
specific while discussing the impact of a factor rather than generalising about its broad
implications. Extensive planning could be considered as extremely important, however, to
avoid direct interventions from senior business management; it would beneficial to have
sufficient project resources if business resources were taken off from the project. Based on
the expert comments, two new factors were included within the construction stage: ‘cross-
dimensional factor impact’ under the build and testing stages; and ‘dedicated resources
(people/skill)’ under the testing sub-stage of the construction stage.

‘Go live’ stage: Inthe initial model, two factors were listed under the installation and ‘go live’
stage; business and technology factors (updated); and strategic management factors
(updated). The reason for the updates was to capture the knowledge base recorded during
the earlier execution in the stages and provide lessons learnt. In addition, during the week one
discussion, experts suggested the consideration of operational implications under the ‘go live’

stage for further discussion.
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During the third week, all relevant factors were included in the model and presented to the
experts for discussion. As a result, Expert C argued that most of the noticeable weaknesses
in implementation were due to lack of detail under the operational implication factor. In
addition, Experts C and M indicated that ERP has impact across all functional areas and
therefore, succession planning, knowledge management and its acquisition for effective
management of the application and inter-organisational systems should also be considered.
Furthermore Expert M stated that implementation process did not stop at go live but re-formed
into continuous improvement and enhancement phases. Special consideration should be
made for midsize business, as they would not be exposed to such an intense change of
processes. Without dedicated technical and functional resources to maintain and manage
ERP applications the entire ambition of ERP implementation might not reap the desired

benefits.

From the discussion, it seems experts attempted to elaborate on the operational implication
factor and outlined the benefits and reasoning behind their inclusion in the first week of
discussion. After analysing the expert comments, some factors were considered for inclusion
within the ‘go live’ stage. These were: ERP business functional impact; succession planning;
knowledge management for ERP maintenance and support; and effectiveness of inter-

organisational system integration.
5.4.12 Week three summary

In the third week of the expert panel, the emphasis was on midsize business factors and their
likely impact on the ERP implementation. The discussion evolved from the first week when
experts started to outline midsize business specific factors when high level information was
presented. Consequently, in the third week, factors identified from the literature along with
suggestions made in the first week were presented in an integrated way to avoid repetition
and conduct a detailed discussion of the expert comments. As a result, the experts discussed
the presented factors in a staged approach. Some of the key discussion points included: a
need for an early selection decision on ERP application, the limited resources availability for

midsize and detailed planning for ERP project.

In response to the midsize business factors presented, the experts provided feedback to

change, add or delete them.

Table 5.7 provides a combined view of the midsize business factors from the initial iteration

(refer Table 5.5), the revised presentation after the first week and the encapsulated view at
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the end of the third week of discussion. Please note, the additions and changes are identified

in red text for readability. There were no deletions.

Table 5.7: Updated midsize business factors

Midsize business factors
(Before review and
analysis)

Midsize business factors
(After first week review)

Midsize business factors
(Post review and analysis)

Pre-planning

Pre-planning stage

e Business and technology
issues;
e Strategic management issues;

Strong business case
External organisational
factors

Macro environmental factors
Business and technology
Issues;

Strategic management issues;

Political support
Knowledge of the business

Strong business case

External organisational factors
Macro environmental factors
Business and technology issues;
Strategic management issues;
Political support

Knowledge of the business
Limited resources (skills)
Technical requirements analysis

Planning Planning stage
e  Cultural factors (local, national)
. Government or regularity change
e  Cultural factors (local, e  Industry standards
national) . Develop selection criteria with relevant
. Government or regularity parameters per business needs
. . change e Availability of accurate and relevant
° Cntterla.of selecting an Info e  Industry standards information on ERP applications,
. Zﬁ:jrrgt’e information: e  Criteria of selecting an Info . Limitgd resources (Budget)
e Limited resources (tir’ne system; . . ¢ Effeptwe time mgnagement .
budget); ' e  Accurate information; . Project leadership (risk and issues)
’ . Limited resources (time, ° User and support base for application
budget); . Less reliance on sales advice,
. Project leadership (risk and . External environmental factors
issues) o  Detailed project plan with an effective
communication strategy
. Limited resources (people/skill)
Setup, Reengineering :
and design Build stage
. Limited Resources (Budget)
. - . Limited_ Resour(_:es (People/Skill)
N L ey i) | "o “Tnedhusess
e Limited Resources (Budget, e Situational Leadership iss’ues 0 **Professional external consultants
Skill); o  *Temporary staff to backfill existing
e Business and Technology *  Issues due to Mergers/ business staff
Issues; Acqy|3|t|ons . Situational Leadership issues
* E‘;ﬁ'g:_ss and Technology e Issues due to Mergers/ Acquisitions
' . Business and Technology Issues
. Cross dimensional factor impact

Configure and test

Construction stage

e Limited resources (budget,
skill);

Limited resources (budget)
Limited resources (skill);
Issues due to mergers/
acquisitions

Configure

Limited resources (budget)
Limited resources (skill);
Issues due to mergers/ acquisitions
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Testing

Limited resources (budget)

Cross dimensional factor impact
Dedicated resources (people/skill)
Issues due to mergers/ acquisitions

Installation and ‘go live’

‘Go live’ Stage

Business and Technology
Issues (Update);

Strategic Management Issues
(Update);

Business and Technology
Issues (Update);

Strategic Management Issues
(Update);

Operational implication

e  Business and Technology Issues
(Update);

. Strategic Management Issues (Update);

. Operational implication analysis

o
o
o

[0}

ERP business functional impact
Succession planning

Knowledge management for ERP
maintenance/support

Effectiveness of inter-organisational
system integration
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5.4.13 Week four: Technical factors

Figure 5.8 provides an extract of the content discussed in the fourth week of discussion.

Week four - Technical Factors

In this week’s discussion, the factors identified in the literature relating to the technological impact of ERP implementation
in an organisation are explored.

Stages Technical Factors
Bancroftet al. (1998), Aladwani (2001)

Parr et al. (2000)
*Time & cost of implementation: ERP applications need more time and money to

Pre Planning
implement and customise in accordance with business expectations. Realistic estimations

1 to scope the needs & wants at early stage.

*New technology adoption: An ability to understand the new technology and adopt on
existing setup

technology and its impact on business process optimization.

*Impact of Technology & business requirements: Organisation’s ability to understand the J

Planning
*ERP Complexity: Ability to understanding the complexity of the ERP applications and
business process re-engineering requirements for effectively integration.
Setup & Re- *Cost of Implementatlon: An ability to estimate total cost of implementation and realistic
budget allocation.

*ERP complexity: An ability of internal technical and business teams to understand the J

Engineer

complexity of design and suggest necessary changes.
*Cost of implementation: An ability to address changes in implementation cost during
configuration & design phases as result of external assistance.

System
Qsign

Configure &

*ERP installation aspects: An ability to address complications relating to ERP installation
and configuration

*Cost of implementation: An ability to control and manage cost during configuration &
testing phases

Installation & for future implementations.

Go live

*ERP implementation issues (Update): Record all implementation issues as lessons learnt J

Figure 5.8: An abstract of the material presented in the fourth week 18g |[Page




5.4.14 Week four discussion

During the fourth week of the expert panel, technical factors with a possible impact on midsize
business implementation of ERP were discussed. Comments made by Experts B, C, D, E, F,
and M related to technical issues and suggested remedies for effective management. For
instance, Experts C, F and M provided comments on different ERP application compatibility
issues and the development of adaptive environments that should assist organisations in
adopting new technologies. Other comments made by Experts E, F, B, D and M related to
data migration and issues related to data consistency and rectification. The following provides

a summary of discussions.

Application compatibility: According to Experts C and F, application compatibility could be
a major issue and could emerge while integrating with existing midsize business applications
or applications used for data exchange with external parties (clients, customers or suppliers).
In addition, Expert F stated that sometimes organisations are unable to understand the
complexities of either replacing their existing applications or integration processes or
identifying an effective way to integrate different systems with ERP application. Moreover,
Expert C indicated that:

Though this may be intended in some of the terms included in the various stages, there
does not seem to be such consideration of external compatibility at all. This should be
an element in every stage, though it could be added as an item under an existing

heading. (Expert C)

In accordance with the above comment, application compatibility should be considered as a
technical factor and included in every stage of implementation. Expert B specified integration

with other smaller systems as an important element of ERP implementation, stating:

Despite the ERP being the main system, in our region it is common to find several
bespoke, single user systems that are part of the bigger picture and often tend to get

ignored. (Expert B)

Similarly, identification of consultant’s expertise was considered to be another important factor
(Expert B). Over-customisation was also considered as a matter of concern and Expert B
suggested that there is a tendency to “give in” to user demands. This could result in hidden

costs in future upgrades and maintenance and, therefore companies should restrict
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themselves to minimal customisations (Expert B). The amount of customisation required for

an implementation should be identified in the planning and system design stages.

Development of an adaptive environment: Midsize businesses should greatly emphasise
the identification of the business value that an ERP application could bring. This process
should be completed as part of the planning exercise, followed by setup and design strategy
development for adoption of the new system. This should create an adaptable environment to
support midsize business adoption of new technologies and to resolve policy and physical

constraints during the implementation/ configuration stages. As Expert M noted:

From my experience, pre-planning that includes understanding the new system and its
value for the organisation is quite important. It is the basis of the migration in the first

place. (Expert M)

Data migration issues: According to Experts E, F B and D, data migration should be
considered as one of the most important technical issues faced in the ERP implementation. In
addition, Experts E and D commented on the inappropriate tendency to “keep data migration
to the end”. According to Expert D, data migration should be planned and clearly
communicated, especially in the case of midsize businesses that have extensive amounts of
bad quality data. As data consistency is very important for ERP implementation, bad quality
data could create potential risks and data cleansing issues cannot be resolved overnight.

Expert D commented that:

If this is the first ERP in the company you need to migrate data from many different

sources (including Excel sheets) (Expert D).

In addition, Expert E indicated that if an appropriate amount of data cleansing is not performed
before uploading the data into the new system, this could raise major issues. This might also
impact on the configuration of a new system and, if not corrected completely, it could create
serious problems for the application (Expert E). Furthermore, companies implementing ERP
applications have to deal with many technical complications. This requires an active
transmission and sharing of data with other vendors (suppliers or customers). Expert E further
added:

| would suggest that it is better to analyse the complete system architecture in detalil
and they should have a preliminary plan to resolve any issue that may arise. (Expert
E)
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5.4.15 Week four analysis

In the fourth week of discussion, comments were made related to technical issues in the real-
time environment while implementing ERP applications. Experts C, F and M commented on
standard IT application compatibility issues with ERP and suggested the development of an
adaptive environment that should assist organisations in adopting new technologies. Other

comments related to data migration and issues with data consistency and rectification.

Related factors were presented in the ERP implementation stages sequence (i.e. pre-
planning; planning; build (setup, re-engineering and system design); construction
(configuration and testing); and ‘go live’). Below is the analysis of the expert comments and

their impact on the proposed ERP adoption model.

Pre-planning stage: In the initial iteration of the model, there was no technical factor
identified under the pre-planning stage. During the first week of discussion, it was suggested
that business requirement analysis and the impact of technology on the business should be

considered before the planning stage. Therefore, a hew factor called ‘impact of technology

and business requirements was included under the pre-planning stage.

During the fourth week of discussion, Expert M highlighted the significance of the pre-planning
stage and indicated that an understanding of a new system and its value for the business must
be clarified. This information should be used as a foundation for the migration of the application

from existing to a new ERP system.

An optimal level of technical requirement definition and translation of business needs into
technical solutions is vital. Without a clear understanding of business expectations from
technology solutions, selecting any IT application could cause frustration during and after
implementation. Therefore, two new factors were included within pre-planning stage: technical

requirements identification; and understanding of the application and usefulness. The factor

‘impact of technology and business requirements’ was divided into two factors in the revised

model: ‘business requirement identification’; and ‘impact of technology’.

Planning stage: Initially, “time and cost of implementation” was the only factor identified as
a technology-related factor under the planning stage. After the first week of discussion, some
experts suggested new technology adoption and industry standards as additional technical

factors in the planning stage. As ERP applications have always been sophisticated and
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standards-oriented, detailed information on their adoptability and standards needed to be

accumulated and adhered to during implementation.

During the fourth week of discussion, experts outlined the technical complications faced by
organisations while implementing ERP systems. These technical complications related to
integration requirements with other vendor applications or the sharing or sending of data. It
was suggested by Expert F that a complete system architecture analysis should be performed
in detail and any significant technical matters should be raised in the preliminary plan.
Furthermore, Expert B raised concerns in regards to consultant expertise relating to relevant
applications. It was also indicated that realistic user expectations must be established at an
early stage as “giving in” to users might result in application customisation and increased
costs. The comments provided by the experts were relevant and have significant importance
in terms of technical solutions selection for midsize business. Consequently, all of their points
were considered in the planning stage and, as such, four new technical factors were included.
These factors were: system architecture analysis of application; technical staff/consultant
expertise; user expectation analysis with an objective to having minimal or no customisations;

and the identification of the value stream for the organisation.

Build stage (setup, reengineering and system design): In the initial model, three
stages were defined within the build stage: setup, reengineering and system design. Following
the first week of general discussion, a single “build stage” was introduced comprising three
sub-stages, as recommended by an expert. In the initial model three types of factors were
repeated in each stage: ERP complexity; in-house expertise; and cost of implementation.
During the fourth week, these activities were listed under the single build stage for discussion.
Experts C, F and M provided comments related to the build stage (and its sub-stages), centred
around technical factors. The primary focus of their comments related to compatibility issues
within ERP implementation along with the formulation of a strategy for setup and designing a
new system for business. It was argued that compatibility issues could relate to existing
applications in use or of data exchange with external clients. Experts C and F suggested that
external compatibility should be a key factor in each implementation stage and issues related
to compatibility must be identified and addressed appropriately. It was also indicated that a
normal business could not envisage the complexities of replacing a business application with
ERP or the integration and technicalities requirements of ERP with other business applications

being used.
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Due to the relevance of the technical factors discussed by experts and their significance, ERP
compatibility issues with other applications and the development of a system design strategy

were included in the model for further analysis.

Construction stage (configure and test): In the initial model, configure and test stages
were presented together, including activities such as ERP installation aspects, in-house
expertise and cost of implementation. After the first week general discussion, the “configure
and test stages” were combined under a single “construction stage”, whilst maintaining

configuration and testing as sub-stages.

During the fourth week of discussion, experts provided comments related to data migration
and application integration. It was suggested that data migration should be appropriately
planned and clearly communicated, especially in the case of midsize businesses where data
quality could be poor. It was further indicated that during the first ERP implementation, data
needed to be migrated from server sources including Excel spreadsheets and therefore,
appropriate planning would be crucial. Expert B also touched on aspects related to application
integration with smaller systems, especially when several single user systems are combined

to support business operations.

After analysis, data migration and application integration factors were included in the revised
model for further in-depth analysis. Earlier in the chapter two, it was discussed that Rosa et
al. (2012) proposed an implementation estimation strategy that highlighted the significance of
data conversion and did consider it important for the successful implementation. Given the
critical nature of data migration, some additional steps were also included to broaden its scope
(i.e. early development of data migration strategy, strategy communication, and data quality

analysis and cleansing).

‘Go live’ Stage: In the initial model, under installation and ‘go live’ stage activities, there was
only one activity defined (i.e. ERP implementation issues (updated)). This covered the
documentation of lessons learnt during the implementation and the updating of technical
issues. During the fourth week of discussion, no additional comments were made by experts
relating to the installation and ‘go live’ activities. Therefore, only one predefined factor was

listed under installation and ‘go live’ stage.
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5.4.16 Week four summary

The purpose of the fourth week discussion was to analysis technical factors with reference to
their impact on midsize business ERP implementation. Some of the key components
discussed in the fourth week included; application compatibility issues with potential internal
and external application integration dependencies from ERP application, the identification of
business value due to ERP application developing an adaptive environment and also the data
migration related challenges. In the fourth week, experts were presented technical factors

identified from literature as well as those suggested by experts in the first week.

Table 5.8 provides a combined view of the technical factors from the initial iteration (Refer
table 5.5) and a revised presentation after including factors from the first week discussion.
Finally, an encapsulated view of technical factors is provided based on fourth week discussion.
The additions and changes are identified in red text for easy readability and identification. No

factors were deleted.

Table 5.8: Updated technical factors

Technical factors

(Before review and analysis)

Technical factors
(After first week review)

Technical factors
(Post review and analysis)

Pre-planning

Pre-planning stage

® |mpact of technology and
business requirements

e Business requirements identification

e Technical requirements identification

e Application understanding and
usefulness

e Impact of technology

Planning

Planning stage

e Time and cost of implementation

e Time and Cost of implementation
e New technology adoption
e *[ndustry standards;

e Time and cost of implementation

* New technology adoption issues

o Industry standards

e Proposed application system

architecture analysis

Technical staff/consultant expertise

¢ Realistic end user expectation analysis
(Minimal or no customisations)

o |dentify value stream for organisation

Setup, Reengineering and
Design

Build stage

ERP complexity;

In house expertise;

Cost of implementation
ERP installation aspects;
In house expertise;

* Cost of implementation

e ERP complexity;
e Cost of implementation
e *|n house expertise;

ERP complexity;

Cost of implementation

In house expertise;

ERP compatibility issues with other
applications

e Develop a system design strategy

Configure and test

Construction stage
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e ERP installation aspects;
e In house expertise;
e Cost of implementation

o ERP installation aspects;
e Cost of implementation

ERP installation aspects;

Cost of implementation

Data migration

o Early development of strategy

o Strategy Communication

o Data quality analysis and data
cleansing

Application integration

o Identify systems for integration

Installation and ‘go live’

‘Go live’ Stage

e ERP implementation issues (Update);

e ERP implementation
(Update);

ISSUES | o ERP implementation issues (Update);

5.4.17 Week five: Organisational and people factors

Figure 5.9 provides an extract of the content discussed in the fifth week of discussion.

Week Five - Organisational and People Factors

In this final week of discussion, we shall examine the two areas that were identified in the literature. The Organisational factors_relates
to the broader implication of ERP implementation on an organisation, where people factors relate to the impact of ERP implementation
on people within the organisation.

Stages

Bancroftet al.
(1998), Parr et
al. (2000)

Organisational Factors
Aladwani (2001)

People Factors
Aladwani (2001)

Pre Planning

Setup & Re-
Engineer

Installation &
Go live

*Knowledge of the business: Document details on how
business funcations & what processes involved

*Change management: Identify what processes will be
impacted by ERP and the impact analysis

*Risk Management: Identify organisational risks and
develop suitable risk mitigation plan w

*Change management: Develop change management ™
plan and strategies to execute during project

*Project management: Suitable project management
methodology should be applied

*Risk Management: Develop risk management plan and
record procedures for mitigation

*Communication Management: Develop communication
plan and actively communicate staff during life of

o

*\

* Communication Strategies: To effectively provide
necessary information at a given time.

w

*Project resource analysis: Analyse the ability of
team and its experience in ERP implementation

+*Training strategies: Identify training needs and
build strategy for effective implementation

*Change management: To effectively cater the
change factors, develop a change strategy

* Communication: Clear communication with all
staff & stakeholders

o

project. Internal & external communication
transparency

*Organisational resources: Existing resource analysis to
identify re-engineering requirements

*Organisational structure: Analyse any business
structural changes as result of ERP implementation

*Managerial style: Assess the impact of managerial style
on ERP implementation

+*Organisational ldeology: Impact of organisation's
business ideology & re-engineering requirements

>

*Inhouse expertise: An ability of resources to meet
with ERP implementation challenge

« Staff attitude to change: To understand staff
attitude and manage them appropriately

*Management attitude: To analyse management's
ability to change and help implement new solution

*Organizational resources: Resource requirement
analysis for the system design

* Communication: Effective communication plan,
extensive information delivery on all levels

s Coordination: Active engage with stakeholders & staff
subject to resist & address related concerns

*Risk Monitoring: Monitor & manage risk logs and
mitigate risks as per defined strategies

s Information System Function: Functional & operations
aspects of application configuration & testing

*Communication: Actively communicate with the staff
being trained.

*Coordination: Effectively manage the stakeholder
needs and expectations

>

*Change strategies (Update): Change related lessons
learnt recorded for future implementations

+Risk Management (Update): Risk logs and management
planinclude in lessons learnt for reference

*Inhouse expertise: The ability of internal team to
take important design decisions.
+*End user engagement: To actively engage staff and
address relating issues
7

*Inhouse expertise: The ability of internal
resources to configure and test the application

s Active Engagement: Extensive communication
with staff during testing and configuration for
effective application understanding and adoption
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issues and strategies used for future projects

+*Management attitude (Update): Record the
experiences to be used for future projects




In the fifth and final week of the expert panel, the discussion focus was directed towards the
organisational and people factors relating to ERP implementation. The experts were
requested to provide comments of relevance to midsize business and suggest any additional

factors that should be considered.

5.4.18 Week five discussion

During the fifth and final week of the expert panel, organisational and people factors related
to ERP implementation were discussed. Experts B, C, D, E, F, H, and M provided comments
on factors presented in the model under the banner of organisational and people factors. On
the whole, the experts agreed that the factors identified in the model are relevant and cover

most of the midsize business-related aspects. Comments included:

The factors as they would relate to an SME are well covered here. (Expert E)

The factors are relevant; however there are some key things to be considered,

especially in our region (Expert B)
Comments are presented below under the relevant headings.

Organisational factors: According to Expert M, ERP projects are different to standard ICT
projects, with broader functional and technical implications. An ERP project impacts on
thousands of organisational business processes and, therefore, cross organisational business
factors must be considered. A midsize business sometimes acts as a subsidiary or a partner
of a large corporation and implementation of an ERP application could significantly impact on
their operations and business activities (Expert M). Expert B highlighted the significance of
lessons learnt and questioned the organisational culture to deal with implementation mistakes,

saying:
Does the organisation deal with mistakes? Is there a blame culture? (Expert B)

Similarly, Experts E and D identified change management as one of the most important factors

and suggested that this be included in the entire project. As Expert E made explicit:

Change management is by far the most important factor and should be included at all

stages. (Expert E)
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Expert F suggested some additional factors that should be included in the model, such as: the
level of commitment shown by the executive management (leadership involvement); the
significance of business impact analysis to analyse the impact of ERP on organisational
business processes; and measuring the expected benefits at organisational and individual
levels. In addition, Expert M stated that an ERP application must be able to provide
completeness after project closure and should be able to facilitate rapidly changing
organisational business requirements. This is important for midsize businesses that grow at a

faster pace (Expert M)

People factors: Experts C, H, B, F, D, M suggested a number of points that should be

considered. Below is the list of factors discussed by these experts:

1. Team building: Experts C, B and H highlighted the importance of team building and

outlined the activities that would be crucial to unify the team. Experts C and H indicated
that team building processes should be completed in the early stage of the project (i.e.
in planning) and should be supported by effective team management and control

during the rest of the stages. Expert C further suggested,

This (team building) can fall under project management activities for the organisation

and/or be a new category in planning under the people side. (Expert C)

Expert B argued that a team should be formed based on staff competence, not on the
basis of their relationships with management (i.e. handpicked). It is also important to
ensure that the project team has the confidence of end users and they must take

ownership of their work (Expert B).

2. Conflict resolution: Expert C indicated that conflict resolution is one of the critical

factors in ERP implementation and that a viable conflict resolution strategy should be
developed in the pre-planning or planning stages. Furthermore, Expert B questioned
the potential management of disagreements in the team and suggested that they
should be handled professionally, not personally by team members.

3. Staff incentives strategy: To facilitate the good work of project team members, Experts

B and H suggested the development of a staff incentive strategy, so that results could
be achieved in a more productive way. Upon successful completion of the project,
incentives/bonuses should be provided to the staff who effectively participated in the
project. There should also be a staff appraisal method to analyse staff performance

and productivity.
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4. Effective communication strateqy: According to Expert M, an awareness of the

implementation of ERP at an organisational level is important for the success and
adoption of the new application. An effective communication plan helps manage
change issues impacting on the way people do business. Key users should always be
involved, especially during the test and ‘go live’ stages of the implementation (Expert
D). In addition, Expert F indicated that a communication plan must identify,

“Who, what, when and how communication will be made in the project” (Expert
F)
Furthermore, it was suggested by Expert F that a method to measure the effectiveness
of communication throughout the project should be established, with a survey
suggested as an optimal method of measurement.

5. Stakeholder management: Due to diverse configuration requirements, effective

stakeholder management is also crucial for an ERP project. The requirements are
generally made by stakeholder groups (internal or external) and if integrated into the
project scope, could potentially increase cost and expectation/change management

issues (Expert M).
5.4.19 Week five analysis

In the fifth and final week of discussion, two different types of factor domains (organisational
and people) were analysed with reference to small and midsize businesses. It was concluded
from the research literature that, in most cases, small and midsize businesses have limited
dedicated staff for multiple organisational functions. Therefore, organisational and people

factors were co-related and thus discussed together.

The analysis performed on the comments does not follow the pattern of discussion but it is
structured in accordance with the model presentation of activities in the five ERP
implementation stages. Comments are discussed under relevant stage headings with

organisational and people factors discussed separately.

Pre-planning stage:

Organisational factors: In the initial model, there were only two organisational factors
identified in the pre-planning stage of implementation: change management and risk
management. During the first week of discussion, experts provided some additional factors
that were also incorporated under the pre-planning stage, such as extra organisational

factors, organisational knowledge and political support for ERP. While establishing the
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discussion for the fifth week, all of these factors were presented under the pre-planning
stage. One expert (M) suggested that consideration should be given to cross-organisational
business functions and the possible implications of introducing ERP to automate these
processes. However, the question would be: when should cross-organisational business
functions be considered? According to Expert M, an early consideration should be made
and therefore, this factor is included within the pre-planning stage for further case study

analysis.

People factors: In the initial model, there was only one factor identified under the pre-
planning stage for people factors: communication strategies. During the fifth week of
discussion, Experts B and C highlighted a need for conflict resolution mechanisms. It was
further argued that a conflict resolution procedure should be developed in the pre-planning
or planning stage if team engagement is required. This should be considered as part of a

team building exercise within the project team development activities.

As ‘project team setup and development’ was defined the planning stage, based on expert
comments, conflict resolution factor is now introduced in pre-planning stage of people
domain. The reason behind introducing ‘conflict resolution procedure’ in the pre-planning
stage is to establish an effective and proactive people management plan for ERP

implementation.

Planning stage:

Organisational factors: In the initial model, there were two factors identified under the
planning stage of implementation for organisational factors: change management and
project management. During the first week of discussion, other factors were suggested
by experts and were included in the model. These were: risk planning and monitoring,
effective communication and clear/well-defined objectives. All of these factors were
presented during the fifth week of discussion. In response, experts provided suggestions
related to predefined factors and also discussed their practical implications. For example,
Expert Ds and E indicated that organisational change management is a gradual process

and therefore, should be included in all stages of implementation.

As a result of the experts input, the following new factors were included in the model:
organisational change management (in every stage); executive management
commitment; business impact analysis; definitions of individual and collective benefit

measuring; communication strategy based on a “who, what, when and how” method; and
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techniques to measure the success of communication (survey). These factors would be

further tested and assessed in the next stage of research analysis.

People factors: In the initial model, there were two factors defined under people
strategies: training strategies development and change management. During the first
week of discussion, two more factors were suggested by the experts: team competence
and clarity in communication. All four factors were included in the model and presented
to the experts during the fifth week of discussion. In response, Experts B, C and H
discussed factors and provided guidance for improvements. For example, according to
experts, “team building” is the first factor that should be considered in the planning stage
and there should be a mechanism for selecting team members. All activities related to
team building should be completed in the early stages of the project and should come
under project management/planning activities. In addition, Experts B and H suggested

considering incentives to be defined against deliverables throughout the project.

In the ERP implementation activities, team formation and development related activities
are defined under the planning stage. Some of the new factors included in the model as

a result of the fifth week’s discussion include team building and incentives for deliverables.

Build stage (setup, reengineering and system design):

Organisational factors: In the initial model, there were a number of organisational
factors listed under the build stage: organisational resources; organisational structure;
managerial style; organisational ideology; effective coordination and risk monitoring.
During the first week of discussion, some of the experts suggested adding new factors
under the build stage, such as project monitoring and control, change management and
effective communication. All of these factors were presented in the model during the fifth
week for discussion. As a result, Experts D and M provided some comments and
suggestions for improvement. For instance, Expert D highlighted the need to include
organisational change management throughout the project. Expert M's comments were

related to stakeholder expectation management.

After analysing the comments made by experts, two factors were included in the revised
version of the model: organisational change management and stakeholder expectation

management.
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People factors: In the initial model there were only two people factors included under the
build stage (and its sub-stages): staff attitude to change and management attitude. During
the first week of discussion, experts suggested the inclusion of three more factors: in-
house expertise; clarity in communication; and internal and external team management.
All of these factors were presented for discussion during the fifth week of discussion. In
response, Experts B and H provided comments and suggestions for improvement. After
analysing the suggestions provided by experts, these factors were included in the revised

model: team management; and control and business support for the UAT team.

Construction stage (configure and test):

Organisational factors: In the initial model, there were two organisational factors defined
under the construction stage (and sub-stages): information system function and effective
communication and coordination. After the first week of discussion, based on expert
comments, two other factors were included in the model: project monitoring and control
and organisational change management. All of these factors were presented for
discussion. In response, only Expert D restated the need to include change management
in each stage of implementation. As there were no additional comments made related to

organisational factors in this stage, the structure of existing factors remained the same.

People factors: In the initial model, the only people factor included under the construction
stage was staff involvement. Later, during the first week of discussion, three other factors
were also included: in-house expertise; communication strategies; and internal and
external team engagement. All of these factors were presented to the experts for
discussion. In response, only Expert D suggested a change - to include engagement of

all key users in the testing stages of implementation and during ‘go live’.

As business input is required to sign-off on UAT and functional testing of the application,
it is imperative to include all types of users during the final testing and ‘go live’ stages.
Therefore, key user involvement in the testing and ‘go live’ stages has been included in

the revised model.

‘Go live’ stage:

Organisational factors: In the initial model, there were two organisational factors
included under the ‘go live’ stage: change strategies (updated); and risk management
(updated). The updates generally are the extracted of the lessons learnt at the end of a

project. These recorded lessons are useful while planning for another project. After the
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first week of discussion, other three factors were included: ‘effective communication’;
‘project monitoring and control’ and ‘change management’. All of these factors were
presented for discussion in the fifth week. In response, Experts B, D and M provided some
comments and suggestions for improvement. For instance, Expert D reiterated the need
to include change management in each stage of implementation and Expert B highlighted
a need for a methodology to record mistakes and to avoid a ‘blame culture’. According to
Expert M, the ERP application must have the capacity to cope with the rapidly changing

organisational and growth requirements of midsize businesses.

In relation to the comments provided by experts, organisational change management is
already included in the model and the comments made by Expert M regarding the ability
of ERP to cope with change are not included, as these comments are related to the project

outcome.

People factors: In the initial model, there were two people factors included in the ‘go live’
stage: staff attitude to change (updated) and management attitude to change (updated).
Both of these factors relate to lessons learnt, recording the updated experience at the end
of the project. After the first week of discussion, another people factor was included - end
user engagement. However, there were no specific comments from the expert panel
related to people factors in the ‘go live’ stage. Therefore, the structure of factors remained

the same.
5.4.20 Week Five summary

In the fifth and final week of the expert panel, it was decided to present the organisational and
people factors together. It was a convienence decision to ensure that the experts would be
able to provide feedback in the final week before the expert panel engagement finished. The
discussion was conducted by analysing both organisational and people domain factors with

reference to ERP implementation in midsize businesses.
Organisational factors:

Some of the key factors in relation to organisational domain were discussed. Experts argued
that ERP projects are different from ICT projects with broader implication on an organisation.
The impact of an ERP application could be over thousands of business processes being used,

hence cross organisational business functions should be considered. Table 5.9 provides a
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combined view of the organisational factors from initial model iteration (refer Table 5.5) and

revised presentation after including the first week suggestions.

Table 5.9: Updated organisational factors

Organisational factors o .
(gefore review and Organisational factors Organisational factors
analysis) (After first week review) (Post review and analysis)
Pre-planning Pre-planning stage
e Change management;
e Change strategies development; e Risk management;
«  Change strategies development; e Risk managem_ent_; . Extern.al qrgamsanonal factors
«  Risk management: . Extern_al qrgamsatlonal factors e Organisational knowledge
’ ¢ Organisational knowledge e Political support
e * Political support e * (Cross organisational business
functions
Planning Planning stage
e Organisational change management
e Project management;
e Risk Planning and monitoring;
e Change strategies development; e Effective communication strategy,
e Change strategies development; e Project management; based on “who, what, when and how”
e Project management; e Risk planning and monitoring; e Clear and well defined objectives
¢ Risk management; e Effective communication e Define individual and collective benefit
e Clear and well defined objectives e Executive management commitment
e Business impact analysis,
e * [Effectiveness techniques for
communication (survey)
Setup, reengineering and :
desiglgon 9 9 Build stage
e Organisational resources *  Organisational resources, : g:gg::z;:g:z:r:t?ﬁgtrﬁfesgzzii%imem
. Organisational structure" *  Organisational structure; . Effgects of managerial style
. Magna erial style; ’ * Managerial style; e Organisational igeolo y
e Or an%sationa); ideolo ; * Organisational ideology, . Prg'ect monitorin an?jyc‘:ontrol
ganisat 9y; . e Project monitoring and control jectme 9
. Orgamsapongl resources; « Change management . Orgamsatlonal change.ma'nagement
.o L e Effective coordination; - N
. Risk monitoring; « *Risk monitoring: e Risk monitoring; ‘
' e Stakeholder expectation management
Configure and test Construction stage
e Information system function e Information System Function
e Information system function e Effective communication e Effective communication and
e Communication and e Effective coordination; coordination
e Coordination; e Project monitoring and control e Project monitoring and control
e Change management e Organisational change management
Installation and ‘Go live’ ‘Go live’ stage
e Change strategies (Update); e Change strategies (Update);
« Change strategies (Update): e Risk management_ (Update); e Risk management_ (Update);
«  Risk management (Update); e Effective communication e Effective communication
’ e Project monitoring and control e Project monitoring and control
e Change management e QOrganisational change management

In the case of midsize businesses it was argued that the complexity would increase if the
organisation functions as a subsidiary or a larger corporation and the implementation would
face complex application integration challenges in addition to business process activities. In

the fifth week of discussion, factors identified from literature and also those suggested by
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experts in the first week of discussion were presented for comments. Finally an encapsulated

view of organisational factors is provided as an outcome of the fifth week discussion.

People factors:

In the fifth week of the panel, while discussing people factors, there were some key
components were discussed. For instance, the experts highlighted the significance of team
building and suggested the need to outline activities that are crucial for team performance.
Similarly, a need to have a conflict resolution mechanism was argued and suggested that for
ERP implementation an appropriate conflict resolution strategy should be developed. It was
also recommended to have a staff incentive strategy, as that would bring positive change on
the morale and momentum. Similarly a need to have an effective communication strategy and

stakeholder management strategy was discussed.

Table 5.10 provides a combined view of the people factors from the initial iteration of the model
(refer Table 5.5). In addition, based on first week feedback along with Week five suggestions,

final changes are also presented to reflect the change transition.
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Table 5.10: Updated people factors

People Factors
(Before review and
analysis)

People Factors
(After first week review)

People Factors
(Post review and analysis)

Pre-planning

Pre-planning stage

e Communication strategies;

Communication strategies;

e Communication strategies;
e Conflict resolution procedure

Planning Planning stage
e Training strategies
e Training strategies; e Change management;
e Training strategies; e Change management; e Team competence
e Change management; e Team competence e Clarity in communication
e * Clarity in communication; e Team building
e *|ncentives with deliverables.
Setqp, Reenglneerlng, Build Stage
Design
e Staff attitude to change
e Staff attitude to change; e Management attitude
e Management attitude; e Organisational staff engagement
e Staff attitude to change; s Staff engageme_nt ° In—h(_)us_e expertisg .
«  Management attitude: . In-hqu;e expertlse_ _ e Clarity |n.con.1mun|cat|0n
«  Staff engagement: e Clarity in _communlcanon ¢ Communication transparency
e Communication transparency e Internal and external team
e Internal and external team engagement
engagement e Team management and control
e Business support for UAT team
Configure and test Construction stage
e Staff involvement;
o Staff involvement; * In-house expertise;
o In-house expertise; e Communication transparency
o Staff involvement; e Communication transparency ¢ *Internal and external team
e Internal and external team engagement
engagement Testing

e Key users involvement

Installation and ‘go live’

‘Go live’ stage

e Staff attitude to change (Update);
e Management attitude (Update);

Staff attitude to change (Update);
Management attitude (Update);
End user engagement

e Staff attitude to change (Update);
e Management attitude (Update);
e *End user engagement
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5.5 Summary and model changes

5.5.1 Chapter summary

This chapter is comprised of the details of the first data collection stage; the expert panel. It
provides information on the process used to induct experts from a variety of different academic
and professional backgrounds along with the execution of the online expert panel. At the start
of the chapter, details of method used to select and engage with the experts was provided,
followed by the discussion structure, its pattern and key points. The chapter provides details
of the comments made by experts, as presented in the discussion. The relevance of the

comments was then analysed and model content was refined accordingly.

The online expert panel interface was developed using a free blog hosting website. The
literature based ERP adoption/implementation model was presented for expert's comments
over the period of five weeks. In the first week, a high level structure of the model was
discussed with the purpose of obtaining a general perspective on ERP implementation and
midsize businesses with reference to technical, organisational and people domain factors. The
responses received were positive while one expert questioned reason of separating midsize
business factors from other ERP implementation factors, as most of them are inter-related. It
was suggested to merge midsize business factors within other implementation factors to
maintain consistency. ERP implementation stages including: Pre-planning, Planning, Setup &
Re-engineering, System Design, Construction (Configure & Testing) and Installation & Go live
were presented from an overview perspective. In response, the experts suggested activities
to be considered in the model. To avoid repetition in discussion in the later weeks, newly

suggested activities were added to the model.

In the second week, ERP implementation processes and activities identified from the literature
were discussed. The experts were requested to comment on the sequence, relevance and
composition of the activities, identified in six stages of implementation. Similarly, the emphasis
in the third week was on midsize business specific factors relating to ERP implementation.
The experts actively participated in the discussion and provided comments to change/update

or relocate factors within stages as relevant to their knowledge and/or experience.

In the fourth week, experts were presented with technical factors relating to ERP
implementation in midsize businesses and in the fifth and final week, the experts were

presented with the organisational and people domain factors. The experts indicated that ERP
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implementation projects are different from typical ICT projects and have significant
organisational change implication. It was also stated that by implementing ERP applications,
hundreds of business processes can be replaced by ERP best practice business processes

and this would require training, complex integration and data conversion management.
5.5.2 Model content changes

Table 5.2 provided the ERP adoption model content view based on the literature analysis. In
the first week of expert panel discussion, the experts provided feedback on the overall model
construct, its content and suggested factors that should be considered. Based on the expert
opinion drawn from the first week of discussion, the model content was revised (Table 5.5) to
encapsulate the literature analysis with expert suggestions for further testing. At the end of
first week discussion, the new changes in the model were summarised and now at the end of
expert panel discussion, Table 5.11 provides a revised view based on discussions during five
consecutive weeks of the expert panel including, ERP implementation activities, midsize
business, technical, people and organisational domain factors. The new changes suggested

by experts in the model content are presented in red text for clarity.

Project closure and transition stage

Initially, the closure stage was not included in the expert panel presentation however, during
the second week whilst discussing ERP activities, the experts argued the significance of “the
closure” stage for project monitor, control and delivery. It was stated that this stage could
assist by mapping deliverables against business requirements and help analyse the benefits
realised for process improvement. As a result, based on the expert’s suggestions, a new stage

“project closure and transition” was identified containing activities including: ‘shakedown and

stabilisation period’, ‘post-implementation review’, ‘system enhancement (including repairs
and extensions)’, ‘business process transformation’, ‘support procedure definition (setting
priorities for issue resolution and approval mechanisms) and ‘improvements/application

upgrade’ activities.

As this study specifically focuses on ERP implementation in midsize businesses and post-
implementation adoption issues were excluded from its scope, the “project closure and
transition” stage activities have been listed for reporting but will not be used for further

analysis or examination.
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Activities

Table 5.11: Revised ERP adoption model based on Expert Panel

Midsize Business Technical Organisational

(Factors associated to ERP implementation)

. ) Strong business case
Business case development/ project charter | sational f h .
Decisions leading to financial approval External organisational factors ) ) ) o Change management;
. Macro environmental factors Business requirements identification Risk management;
. Identify key stakeholders and manage f . ; . ) A )
Pre-Plan ning Formation of steering committee Business and technology Issues; Technical requirements identification External organisational factors Communication strategies:
. g con Strategic management issues; Application understanding and Organisational knowledge ’ ) gles;
Stage Project scope determination Political support usefulness Political support Conflict resolution procedure
Identification of key business process Knowled ppf he busi | f technol c pport | busi
ERP application selection nowledge of the business mpact of technology ross organisational business
. : . - Limited resources (Skills) functions
Higher level relationship building : - )
Technical requirements analysis
Cultural factors (local, national) Oraanisational change
Government or regularity change me?na ement 9
Industry standards Pro'et?t management:
Selection criteria with relevant parameters | Time and Cost of implementation Ris=< lannin gand mc’)nitorin .
per business needs New technology adoption issues Effecfive con%munication strgt’e
Project scope determination Availability of accurate and relevant Industry standards based on “who. what. when angyv Change management;
. Project team setup information on ERP applications, Proposed application System how” ! ! Clarity in communication
Planning Resource determination Limited resources (budget) Architecture analysis Clear and well defined obiectives Team competence
Stage Inter-team communication Effective time management Technical staff/consultant expertise Define individual and coll(jactive Training strategies
Implementation methodology Project leadership (risk and issues) Realistic end user expectation benefit Team building
Project plan development User and support base for application analysis (minimal or no Executive management Incentives with deliverables.
Less reliance on sales advice, customisations) commitment 9
External environmental factors Identify value stream for organisation Business impact analysis
Detailed project plan with an effective ) P aysis,
communication strategy Effectiveness techniques for
Limited resources (people/skill) communication (survey)
Setup
Team structure identification
Technical and functional staff training
Team integration, Organisational resources
Project team selection (mix blind of people .
; d diff ; (| | peop Limited resources (Budget) managem_ent - Staff attitude to change
with different expertise level) imited le/Skill Organisational structure definition tud
Reporting processes L|m_|te IESOUTCES People/Ski } Effects of managerial style Managem_ent attitude
Reenaineerin Trained business staff ERP complexity; Organisational ideology: Organisational Staff engagement
a o . ] . ; -
Guiding princioles Professional external consultants Cost of implementation Prg'ect monitorin angycontrol In-house expertise
. °Ing p p ) Temporary staff to backfill existing In house expertise; ject m 9 Clarity in communication
Build Stage Business process analysis busi f ibility i ith oth Organisational change S
Installation of ERP application usiness sta o ERP compatibility issues with other management Communication transparency
Business Process mannin Situational leadership issues applications Effective communication and Internal and external team
Internal expectations r?"lgng ement Issues due to mergers/ acquisitions Develop a system design strategy coordination: engagement
Xpe ger Business and technology issues : L Team management and control
Plan and initiate end user training A . h Risk monitoring; }
- Cross dimensional factor impact . Business support for UAT team
System Design Stakeholder expectation
High level designing management
Additional details for user acceptance
Interactive prototype
User communication
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Activities

Midsize Business

Technical

Construction

Configuration

Comprehensive software configuration
System integrations

Data conversion

Data migration

Other Activities

Perform end user training

Scope freeze

Configure
Limited resources (Budget)

Limited resources (Skill);
Issues due to mergers/ acquisitions

Testing
Build test scripts and interfaces

ERP installation aspects;
Cost of implementation

Data migration
Early development of strategy

Organisational

Information system function
Effective communication and
coordination

Staff involvement;

In-house expertise;
Communication transparency
Internal and external team
engagement

Stage Unit testing Strategy communication Project monitoring and control
Write and test reports Testin Data quality analysis and cleansing Organisational change
Regression/ system testing mgresources (Budget) Application integration management
E;g;o;ype test with integrated business Cross dimensional factor impact Identify systems for integration Key users involvement
Real time data in test instance Dedicated resources (people‘/s‘k_lll)
Application integration testing Issues due to Mergers/ Acquisitions
Performance testing
User acceptance testing (UAT)
Complete end user training
Business and technology Issues
(Update);
Building network and new infrastructure Strateglc management Issues '(Update); Change strategies (Update)‘;
o N Operational implication analysis Risk management (Update); . .
. Post transition support to fix glitches ERP business functional impact Effective communication Staff attitude to change (Update);
‘Go live’ Stage | Loading of master and transactional data, P ERP implementation issues (Update); Management attitude (Update);

Any manual work to get system ready
Data validity verification on final cutover

Succession planning

Knowledge management for ERP
maintenance/support

Effectiveness of inter-organisational
system integration

Project monitoring and control
Organisational change
management

End user engagement

Please note,

changes made in the model are specified in red text for clarity
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5.5.3 Model revision for further testing

As mentioned earlier, the purpose of this research has been to perform factor impact analysis
on midsize business with reference to their ERP implementation experience. To narrow down
the focus of the study, the researcher intended to analyse the relevance of midsize business
factors with technical, organisation and people domain in the first data collection stage (expert
panel). Consequently, the researcher wanted to relate the midsize factors specifically to the
general ERP factors within their domain classifications (technical, organisation and people)
for a consolidated presentation of the model. In addition, Expert D also questioned the
reasoning behind separating midsize business factors from other ERP implementation factors,
as they co-relate and co-exist. Subsequently, at the end of expert panel discussion, whilst a
revised model has been completed; it was important to revise and amalgamate midsize factors
into technical, organisational and people domains factors before the next data collection stage.
To summarise, the model will now be presented with midsize business factors re-incorporated
into the technical, organisation and people domains. The following alterations have been

made.
Table 5.12 provides arevised model presentation with following changes:

¢ The heading “Technical” has been changed to “Technology”, as the word technology
has broader meaning in thematic sense whilst technical relates to specifically technical
tasks, issues or implementation deliverables.

o Midsize business factors were merged into technology, organisation and people
domains, as deemed relevant. The midsize business factors were specified in red text
for clarity of presentation.

e The technology, organisational and people domain factors were reorganised to align
relevant factors in order for consistent presentation.

e Pre-planning stage:

o In the technology domain, midsize business factor ‘technical requirement
analysis’ was added as sub-factor of ‘business requirement identification’. In
addition, midsize business factor ‘business and technology issues’ was also
added.

o In the organisational domain, ‘Business functional knowledge’ was added as
sub-factor of organisational knowledge because functional knowledge can only
be a component of entire organisational knowledge. In addition, five other
midsize business factors were also included: ‘develop strong business case’,
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‘organisational political support’, ‘strategic management Issues’, ‘external
organisational factors’ and ‘macro environmental factors’.

o0 Inthe people domain, only one midsize business was added: limited resources
(skills).

Planning stage:

o0 In the technology domain, there were four midsize business factors were
included. For instance: ‘selection criteria with relevant parameters’, ‘accurate
information on ERP applications’, ‘industry standards’ and ‘Less reliance on
sales advice’.

o0 Inthe organisational domain, there were three factors included: ‘cultural factors
(local, national)’, ‘government or regularity change’ and ‘external environmental
factors’, along with three other project related factors are relocated under
project management heading, including: ‘detailed project plan &
communication strategy’, ‘project leadership (risk & issues) and ‘limited
resources (budget)’.

o0 In the people domain, three midsize business factors were included: ‘user
support base for application’, ‘limited resources (people/skill)’ and ‘effective
time management'.

Build stage

0 In the technology domain, only one midsize business factor was added:
‘business and technology issues’.

o0 In the organisational domain, there were four midsize business factors
included: ‘limited resources (budget)’, ‘situational leadership issues’, ‘issues
due to mergers/acquisitions’ and ‘cross dimensional factor impact’. As the
midsize business factor ‘limited resources (budget) was relevant to
organisational domain factor ‘cost of implementation’ therefore, it was added
as the sub-factor.

o0 In the people domain, a total four midsize business factors were added while
three were added as sub-factors of ‘limited resources (people/skill)’. The sub-
factors include: ‘trained business staff’, ‘professional external consultants’ and
‘temporary staff to backfill existing business staff'.

Construction stage
o There were no midsize factors added in the technology domain of the

construction stage.
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o0 In the organisational domain, three midsize business factors were added:
‘limited resources (budget)’, ‘issues due to mergers/acquisitions’ and ‘cross
dimensional factor impact’.

o In the people domain, two midsize business factors were added: ‘limited
resources (skill)’ and ‘dedicated resources for testing (people/skill)’.

e Go live stage

o In the technology domain, four midsize business factors were added, two of
them as sub-factors. These were ‘business & technology Issues (update)’,
‘operational implication analysis’; and its sub-factors ‘knowledge management
for ERP maintenance/support’ and ‘effectiveness of inter-organisational system
integration’.

o0 In the organisational domain, three midsize business factors were added:
‘strategic management issues (update); ‘operational implication analysis’ and

its sub-factor ‘ERP business functional impact’.

In the people domain, three midsize business factors were added, two of them being sub-
factors. ‘operational implication analysis’ factor and its sub-factors, ‘knowledge management

for ERP maintenance/support’ and ‘succession planning’.
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Stages

Table 5.12: ERP adoption model [revised for case study analysis]

ERP in Midsize Business Factors (Baseline for case study)

Technical Organisational People

Pre-Planning
Stage

Business requirements identification

o0 Technical requirements analysis
Technical requirements identification
Business & Technology Issues;
Application understanding & usefulness
Impact of technology

« Organisational Knowledge
o0 Business functional knowledge
e Develop Strong business case
o Cross organisational business functions
« Organisational Political support
e Change and Risk Analysis;
» Stakeholder expectation Analysis;
e Strategic management Issues;
e External oorganisational factors
e Marco environmental factors

Limited resources (Skills)
Communication Strategies
Conlflict resolution procedures

Planning Stage

Selection criteria with relevant parameters
Accurate information on ERP applications

Less reliance on sales advice

Time & Cost of implementation

New technology adoption issues

Industry standards

Proposed application System architecture analysis
Technical staff/consultant expertise

Realistic “end user” expectation analysis (Minimal
or no customisations)

Identify value stream for organisation

e Cultural factors (local, national)
e Government or regularity change
o External environmental factors
e Project Management;
% Detailed project plan & communication strategy
Project Leadership (risk & issues)
Clear & well defined objectives (Scope)
Organisational change management
Risk Planning & Monitoring;
Effective Communication strategy, “who, what, when how”
Effectiveness techniques for communication (survey)
Limited Resources (Budget)
Executive Management Commitment
Business impact analysis,
o Definition of individual and collective benefits

>

>

*,
o3

*,
o

X3

’0

*,
<

*,
£

X3

*

o

*,
o

L]
*

User support base for application
Limited resources (people/skill)
Effective time management
Change Management;

Clarity in Communication

Team Building

Team Competence

Training strategies

Incentives with deliverables.

Build Stage

ERP complexity;

In house expertise;

Cost of implementation

ERP compatibility issues with other applications
Development of a system design strategy
Business & Technology Issues

* Cost of implementation
o Limited Resources (Budget)
Situational Leadership issues
Issues due to Mergers/ Acquisitions
Cross dimensional factor impact
Project Management:
«  Project monitoring & control
«  Risk Monitoring;
< Stakeholder expectation management
«  Effective Communication & Coordination;

Organisational change management
» Organisational resources management
Organisational structure definition
Organisational Ideology;
Effects of managerial style

Limited Resources (People/Skill)
0 Trained business staff
o Professional external consultants
o0 Temporary staff to backfill existing staff
In-house expertise
Team management & control
Change Management
<+ Business support for UAT team
< Staff attitude to change
« Management attitude
% Organisational Staff engagement
Clarity in communication
Communication transparency
Internal & external team engagement
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Construction
Stage

ERP installation aspects;
o Cost of implementation
o Data migration
«Early development of strategy
« Strategy Communication
«»Data quality analysis & data cleansing
o Application integration
o |dentify systems for integration

e Limited Resources (Budget)

o Issues due to Mergers/ Acquisitions
(Impact of scope change on project)
Cross dimensional factor impact
Information System Function

Effective Communication & Coordination
Project monitoring & control
Organisational change management

Stages Technical Organisational People

Limited Resources (Skill);

Staff Involvement;

In-house expertise;

Communication transparency

Internal & external team engagement
Dedicated resources for testing (people/skill)
(An ability to fix defects in testing)

e Key users involvement for testing

‘Go live’ Stage

e ERP implementation issues (Update);
e Business & Technology Issues (Update);
e Operational implication analysis
+ Knowledge management for ERP
maintenance/support
< Effectiveness of inter-organisational system
integration

Strategic Management Issues (Update);
Change strategies (Update);
Risk Management (Update);
Effective Communication
Project monitoring & control
Organisational change management
Operational implication analysis

%  ERP business functional impact

o Staff attitude to change (Update);
e Management attitude (Update);

e End user engagement

e Operational implication analysis

% Succession planning

o

% Knowledge management for ERP
maintenance/support

Please note, the content comprised of midsize business factors relocated in organisational, technical and people domains. The midsize business factors are identified in red
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Chapter Six

Phase two: Case study results and

discussion (part one)

215|Page



6.1 Case study results

This chapter discusses the data gathering exercise as part of the case study analysis from
midsize and large size businesses in Australia. In this chapter, the researcher investigates six

cases involving a large size, a small business, midsize businesses and an ERP provider.

The case study interviews were conducted as part of the second stage of this research. This
chapter will provide details of the data collection process including how cases were selected;
their background and discussion on the parts of the model content based on the case study
organisation’s ERP implementation experiences. The case study results are divided into two
chapters and in the next chapter the remaining components of the model based on case study

organisations will be discussed.
The case study results are organised in following way:

o Overview of cases (Chapter Six)

o Case Backgrounds (Chapter Six)

e Discussion on each of the ERP Implementation stages (Chapter Six)
e Discussion on Planning stage (Chapter Six)

e Discussion on Build Stage (Chapter Seven)

e Discussion on Construction Stage (Chapter Seven)

e Discussion on Go Live stage (Chapter Seven)
6.2 Overview of cases

The implementation outcomes of ERP can vary based on the size and scale of operations
(Haddara & Zach, 2011). The primary focus of this stage of the study was to analyse ERP
adoption and implementation factors relevant to midsize businesses. It was decided to include
one large size organisation, a small business and an SME implementer (third party services
provider) in addition to three midsize businesses. It was decided to include one large size
organisation, a small business and an SME implementer (third party services provider) in
addition to three midsize businesses. The strategy of analysing small/ midsize/ large size
businesses allowed the researcher consider issues faced by businesses of different sizes. It
also enabled the researcher to refine the analysis and analyse the proposed model content
on aspects relating to ERP implementation. In addition, the views of SME implementer
enabled the researcher to record an external “non-business” perspective. It also allowed the
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researcher to obtain an extended view on issues and challenges faced by midsize businesses.
The case study analysis helped to relate factors identified in the model, interpreting how each
factor is relevant to potential significance with case study organisations’ implementation

experiences.

For the case study, cases were selected in accordance with the research definitions for the

small, midsize and large size businesses on following parameters:

¢ Alarge size organisation with ERP implementation experiences,

¢ An SME Implementer (services provider) with a significant ERP implementation
experience with small and midsize businesses,

e Three midsize companies with at least one or more ERP implementations.

e One small size organisation with at least one or more ERP implementations.
6.2.1 Case study - Selection of cases

Several approaches were used to obtain the desired balance of cases as described in the

previous section:

e Published material on ERP implementation: Several success stories on ERP

implementation in SMEs were published on the SAP  website

(http://www.sap.com/australia). These were downloaded and reviewed in February

2012. After analysing the suitability of each target organisation based on their size and
scale of operations, ten companies were selected and contacted for interview. Two
organisations agreed to participate.

o Contacts provided by Co-Supervisor: It was important to obtain the perspective of an

implementation partner with enriched experience of implementing ERP in small and
midsize businesses. Therefore, my co-supervisor provided contact details of an
implementation services provider that specialised on ERP implementations in small
and midsize businesses. Two senior members of the business’ implementation team
participated in the interview.

o Professional contacts: The researcher used his own professional contacts to identify

small-midsize companies with ERP implementation experience. The professional
contacts were also used to establish first contact with selected companies to obtain

their consent to participate in the research study. Two companies that had previously
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experienced ERP implementations (but not SAP) agreed to participate in the study,
adding different ERP vendor experiences.

e lLarge size organisation: This was a convenience selection which enabled the

researcher make comparisons with a large size enterprise. In this case the business
was the researcher’'s own employer. The researcher’s role was the Implementation
Manager for an ongoing ERP implementation project. The Large size case was a Dual
Sector University that went through two major ERP implementations in 2008-09.

6.2.2 Ethical issues

Based on the University’s ethics committee guidelines, all interviewees were requested to
declare whether they wish to remain confidential or would allow the researcher to publish their
identities. All participants of the data collection process decided to remain unidentified, hence

their details remain confidential.
6.2.3 Case study — Presentation of cases

Table 6.1 and figure 6.1 provide further details of the case businesses.

Table 6.1: Details of case businesses

No# Case Type Description Interviewee(s) Roles

e Project Technical Resource
1 : Dual Sector University — Regional Manager (Pilot - LE-1)
: Large Enterprise o
Victoria.
e Project Testing Manager (LE-2)
2. MID-1 (MID-1) :]/alue Added reseller — ICT * Chief Operations Officer and
ardware reseller Project Sponsor
3. MID-2 (MID-2) Car Parking Services Provider * Finance Controller and Project
Sponsor
4. Voice and Data services e Finance Admin Manager and
SME (SME) providers Functionality ‘End User’
5. MID-3 (MID-3) Auto_moblle reseller and e Solution Architect and Project
distributor Expert
¢ National Solutions Lead
: - - e Solution Architect
6. ERP implementation services i .
SME Implementer provider (implementation partner) (Two e'xperts)' ErOJect. and .
Technical participated in a single
interview
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|
|
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I Large Size @ University (1800+ staff)
Enterprise (LE) 5|°° 5
| PIUS 1en
7]
| & -
| > | | MID-3 Automobile reseller
_g_ {120+ staff)
I | Midsize £
50- -
: oco (W MID-2 Car Parking
ISMEI - ¢ : EniEEle= e ‘S services (97+ staff)
mplementer . e —
{Project | 2 MID-1 Value added
Services g reseller (50+ staff) |
providers) | Smalland Less |2
| Medium than SME Voice & Data
I Enterprise (SME) [ 50 services (25+ staff)
1

Figure 6.1: Scale of case businesses

6.3 Background of cases

This section provides the background for each of the cases in the study. Each case interview
involved a list of questions asked in an informal manner. Each interviewee was provided with
an opportunity to review or change the model contents based on their prior experience with

ERP implementations.
6.3.1 The interview process

At the start of each interview, a series of questions were asked about the organisation and
their experience with ERP implementation. Each interviewee was asked about the size and
the nature of their business, the geographic location, the number of full equivalent staff, their

implemented ERP product and some details on their organisational background.

Then, a brief overview on the research topic was provided along with the model structure and
its content. This included the research model, information on the implementation stages and

factors within the organisational, technology and people domains.
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The interviewees were requested to consider the model in regards to their professional
knowledge and experiences. Then, the interviewees were requested to provide feedback on
the model composition, the listing of factors in each stage of the implementation and the

sequence of their occurrence.

During the interview, feedback was noted on a printed copy of the proposed model.

Additionally, the interview audio was recorded for later analysis.

The interviewees were also requested to clearly state whether the recommendations made
were based on their practical knowledge and experiences with ERP or based on their

knowledge of ‘best practice’ .
6.3.2 Case one — Dual sector University in Australia (LE)

The first case was an educational institution in a regional Australia. The University offered both
Higher Education (HE) and Vocational Educational Training (VET) courses stamping itself as
a ‘Dual sector institution’. As an Australian education institution, the University sourced its
funding for major infrastructure upgrade from State and Federal governments grants to
improve its physical and ICT infrastructure. At the time of interview, the University had around
1800 full equivalent staff. Most of the University campuses were located in regional towns.
The target market of the University was identified as local, state-wide, national and
international students.

6.3.2.1 Case background

In 2006, the University decided to replace its legacy Higher Education student management
system. The decision was based on an internal risk review conducted by University
management that expressed strong reservation about the then in-house development and
enhancement of student management applications. In response, the University went through
a procurement process to select a suitable vendor for an enterprise student management
application and for the project implementation partner. As aresult, Oracle PeopleSoft Campus
Solution (an ERP application) was selected to replace the University’s legacy higher education
student management system. Similarly, the University took an executive decision to also
replace its financial management system, aligning both enterprise applications on a unified
PeopleSoft platform. As a result, Oracle-PeopleSoft Campus Solutions was implemented as
the Higher Education Student Management system from April 2007 — Sept 2008 and Oracle-

PeopleSoft Financials was implemented from Jan 2008 — Jan 2009.
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The total budgetary allocation for PeopleSoft Campus Solution was $7 million and PeopleSoft
Financials was implemented with $5 million. For the implementation, Oracle PeopleSoft
Compass methodology was used and Oracle Consulting Pty Ltd was appointed to assist with

both implementations.

6.3.2.2 Interview one: “the pilot” — LE1

Due to the sheer volume of data required to be tested at each case organisation, it was
decided to conduct a proof of concept (POC) in the form of a pilot interview before initiating
the actual interviews. The selection of the case was a convenience decision, given the
researcher was working for a Dual Sector University at the time of the interview. The pilot
interview enabled the researcher to test the case study interview structure and ‘baseline’ its
findings for subsequent case study interviews (for effective time management). The purpose
was to test the revised ERP adoption model (based on Expert Panel feedback) and obtain
feedback based on interviewees' implementation experiences. The limitation of selecting a
large enterprise as pilot was that, initially, midsize business experiences were not recorded.
However, at the early stage of analysis structuring the interview questions, recording the
interview pattern and time-stamp was the key focus. It was also important to note that in the
subsequent case study interviews, pilot baseline information assisted the interviewer to obtain
valuable insights in a consolidated and timely fashion. Overall, the pilot interview assisted with
the case study process formulation and did not prejudice the other small and midsize case
studies, which were the main focus. It is also important to note that at the end of each interview,
suggestions made by each interviewee were recorded and used in the analysis for potential

model modifications.

The pilot interview was conducted in August 2011 and the interviewee was the Technical
Resource Manager for both ERP applications implementation (PeopleSoft Campus Solutions
and PeopleSoft Financial) from March 2007-Dec 2008. The interviewee was requested to map
their practical experiences with ERP implementation on the proposed model and suggested
changes and/or its composition. It was mentioned by the interviewee that the Technical budget
was sufficient for both implementations and within the budget. Adjustments were made to

purchase additional equipment and hire extra staff when required.

6.3.2.3 Reflection on the pilot

As there were only minor improvements made to the interview process after the initial interview

it was felt that the pilot interview could be included in the overall case analysis.
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Primarily, there were no changes made in the model composition or content or the pattern of
the discussion. Importantly, the pilot was used to test the entire interview process to confirm
that it could be completed within one hour, while confirming the sequence of questions along
with the pattern of interview. Due to sheer volume of data to be discussed, it was important to
test the entire discussion in a comfortable environment. Given the fact that the researcher was
working for the University at the time of interview, it was convenient to test the pilot with a
professional contact who played a vital role in the implementation of ERP applications at the
University. The interview was completed within an hour (precisely as planned) and
implementation knowledge combined with technical expert opinion was received that was later

used in the research analysis.

After deciding to proceed with the inclusion of the Dual Sector University in the analysis,
another staff member from the same organisation was interviewed. This was to ensure that
the findings obtained from first interview (pilot) were confirmed and the model content
vigorously tested. Both interviewees provided valuable information based on their professional

experiences with ERP implementation.

6.3.2.4 Interview two — LE?2

As the Dual Sector University was the only large size case, a second interview was organised

with another staff member who had participated actively in the both implementations.

For both implementation projects (PeopleSoft Campus Solutions and PeopleSoft Financials),
the second interviewee served as Testing Manager. At the time of interview (November 2011),
the interviewee was Manager SCIP (Strategic Capital Infrastructure and Project office) at the

University. The interview was conducted in November 2011.
6.3.3 Case two - Value added reseller IT hardware (MID-1)

The second case organisation was a small-midsize value added reseller, mainly dealing in

ICT equipment and related services.

6.3.3.1 Background

The organisation was a privately owned business primarily delivering value added ICT

hardware and software services. The organisation had over 50 full time equivalent staff with

offices in Brisbane, Melbourne and Sydney. The organisation could be classified as a midsize

business based on the research definition.
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The organisation had implemented two ERP applications. The first was JD Edwards Financials
application, replacing their legacy Finance management system and the second was Microsoft
Dynamics Customer Relationship Management (CRM) application, replacing a Sales Force
system. The JD Edward implementation was outsourced to an implementation service
provider and was completed in six months. The MS Dynamics CRM project was 60%
outsourced - 40% in house implemented. This composition was carried out primarily to ensure
an effective knowledge transfer and change management process delivery. The CRM project
had two stages; in the first stage the organisation implemented the basic foundations of the
CRM application. This was completed in three months. The second stage comprised
expanding the CRM application to replace the entire legacy system (Sales Force system). It
was planned to have it completed in six months. At the time of interview the second stage of
the project was in progress. The total cost of JD Edward implementation was $100,000 and
the projected cost for CRM implemented was $150,000. The organisation relied on the
implementation partner’s project manager for the first project execution and the vendors’

(Oracle and Microsoft) preferred implementation methodology was used for both projects.

6.3.3.2 The interview

The interview was conducted in September 2011 and the interviewee was the Chief Operating
Officer for the company at the time. In addition, the interviewee was the executive and
business sponsor for both projects with management control over implementations. At the
start of the interview process a series of questions were asked to obtain an overall view of the
implementation experience. Based on JD Edward implementation experiences, the CRM
implementation was managed and controlled internally. The interview was completed within
an hour and focused on obtaining a detailed insight on the ERP implementation experiences

of the case organisation. The entire discussion and feedback was recorded for later review.

6.3.4 Case three - Car park management services provider
(MID-2)

The third case organisation was a privately owned car park management services provider
with a key focus on providing car parking facility services to hospitals and other commercial

parking. The organisation was based in Brisbane, Melbourne and Sydney.
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6.3.4.1 Background

The organisation primarily delivered services to the hospital but they had two other commercial
car parks as well. Additionally they managed nine car parks that were owned by another
company. At the time of interview, the organisation had approximately 97 full time equivalent
staff at several locations, including at the head office in Melbourne (classifying the organisation

as a midsize business as per the research definition).

The company took an executive decision to replace its legacy Finance management system
due to its growth requirements. The company implemented SAP BusinessOne after a
procurement evaluation process. The project was executed with assistance from a reseller/
implementation services provider. The implementation was completed in seven months;
consisting of an initial three months requirements gathering exercise, followed by application
design and recording the legacy system data input, etc. Finally, four months were spent on
data import and practical sanity check (a process to variously test the new system for
identification of defects and rectification). The project cost $65,000 to implement. The reseller
used SAP implementation methodology in the project and the product met most of the

business’ key requirements, hence they were satisfied with the implementation.

6.3.4.2 The interview

The interviewee was the General Manager of the company and the Financial Controller at the
time of ERP implementation. He played a vital role in the implementation starting from project
initiation, planning, vendor selection, functional requirements provision and coordinating user
acceptance testing. The experience of the interviewee enabled him to provide detailed insights
of their implementation experiences including issues faced and lessons learnt. Furthermore,
whilst analysing the composition of the model and associated factors, the interviewee was
able to map the practical experiences of the business and also suggested changes to the

model. The comments made at the interview were recorded for later review.

The interview was conducted in May 2012 and was completed in one hour.
6.3.5 Case four - Voice and data services provider (SME)

The fourth case organisation was a privately owned small business specialising in voice and

data services. The primary focus of the business was resale and distribution of PABX
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(telephone) hardware along with provision of its installation, support and maintenance

services.

6.3.5.1 Background

The case organisation had a business focus on several different interstate locations. At the

time of interview, the organisation had 25 full time equivalent staff with at least two thirds of its

staff located at interstate locations. As per the research definition, this organisation was
classified as an SME for the research purposes. The company decided to replace its Finance
application (MYOB) with SAP Business One to manage the company finances and support its
ordering, billing and taxation functions. It was indicated that MYOB was still used, as SAP
Business One was implemented with minimal customisation. This was because any process
modifications to Business One required costly customisations with added cost. Hence, it was
decided to perform certain functions in MYOB, whilst the core financial management functions

were completed in Business One.

The organisation was based in Melbourne CBD and had several interstate support locations.
The target market for the business was domestic, state and national. The implementation
project was completed at a cost of $60,000 — $80,000. The initial budget was not sufficient to
complete the implementation and additional funding was made available to complete the

project. It was also stated that the SAP implementation methodology was used by the reseller.

6.3.5.2 The interview

The interview was conducted in June 2012 and was completed in just less than an hour. The
interviewee was Financial Administration Manager for the company and was a key stakeholder
of the ERP implementation. The interviewee played a vital role in the implementation as a key
user of the application. It was also noted that this implementation significantly impacted the
interviewee’s work practices as an end user, due to business process change and

standardisation of functionality processes. The interview was recorded for later review.

6.3.6 Case five - Automobile resale, distribution & services
(MID-3)

The fifth case organisation was a privately owned automobile reseller distributor of a

multinational automobile manufacturer. The organisation was in the distribution and resale

225|Page



business and it was also providing maintenance, support and spare-part services for

automobiles.

6.3.6.1 Background

The case organisation provided automobile sales and after sale services and was a subsidiary
of a large multinational automobile manufacturing company. The business focus was on
domestic, state-wide, national and some international markets. The organisation had over 120

full time equivalent staff, classifying it as a midsize business as per the research definition.

It was stated that due to a bad experience of the parent (automobile manufacturing) company
with ERP implementation (JD Edwards), the case organisation was influenced by the parent
company to be cautious whilst selecting such an application. The case organisation had
significant functional and data integration requirements with the parent company for goods
and services; hence their selection decision was to be endorsed by the parent company’s
international Head Office in Japan. The organisation spent several weeks conducting market
surveys analysing available applications and packages and ran a closed tender. Finally they
decided to implement a supply chain module of Movex by Intentia (that later merged to
become Lawson in 2005). Subsequently Lawson was acquired by Infor Global Solutions in
2011. As the selection decision was made in 2001, the major ERP vendors were not focusing
on small-midsize businesses; hence the product was not selected from the vendor group now
considered to be the market leaders. The organisation was only interested in an ERP solution
that was expected to fit with their business needs. The total budget for implementation was
approximately $2million and the project was completed within the budget allocation. The

vendor based implementation methodology was applied.

6.3.6.2 The interview

The interview was conducted in July 2012 and completed within one hour. The discussion was
recorded for later review. The interviewee was part of the application selection team and later
served as the Solution Architect. The interviewee was working for a consulting firm at the time
of implementation delivering professional consulting services to the case organisation. At the
time of interview, the interviewee was working for another consulting firm as a senior

consultant.
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6.3.7 Case six - ERP implementation services provider (SME

implementer)

The final case organisation was a privately owned service provider for ERP implementation

services with a major focus on small and midsize businesses.

6.3.7.1 Background

The case organisation was considered to be an expert in the ERP area, primarily dealing with
small and midsize business ERP implementations. The company performed ERP
implementations at several organisations containing 50 to 250 full time equivalent staff. Thus,
although they described themselves as an ERP implementer for SMEs; by the definitions in
this thesis, they had implemented solutions in midsize businesses. The target market for the
company was local, state-wide, national and international and had offices located in the CBD

locations of all of the major cities of Australia and New Zealand.

The company was primarily implementing SAP products, specifically SAP BusinessOne and
SAP Al for small-midsize businesses. The company was an authorised reseller of the ERP
products and professional services provider. The organisation provided implementation
services to midsize businesses that normally took 6-12 months to implement, depending upon
the complexities involved. In response to budgetary allocations for midsize business
implementation, it was stated that budget varied depending upon the business size,
requirements of each clients and the number of customisations requested. Generally, the cost
ranged from $50,000 to $100,000. In response to the implementation methodology question,

it was indicated that the ASAP (Accelerated SAP implementation methodology) was used.

6.3.7.2 The interview

The interview was conducted in April 2012. The interview was completed within one hour and
two representatives from the organisation participated; one was the National Solution Lead
and the second was the Solution Architect. The researcher did not request two participants.
Rather the key interviewee (National Solutions Lead) brought another person with enriched
technical and infrastructure knowledge. Even though it was a convenience decision on part of
the interviewee; it assisted researchers to analyse both functional and technical aspect of the
model thoroughly. Both interviewees had played vital roles in delivering implementation

services to several midsize business customers and their professional feedback was crucial
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to improve the model findings. For the purposes of the thesis, this is treated as one (albeit

combined) interview.
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6.4 The Case Study — Results, Analysis and Model

modification

This section outlines the data gathering exercise conducted for the case study interviews with

the case organisations. The discussion will cover different ERP implementation stages and

associated factors listed within the ERP adoption model. In each stage of implementation,

factors are categorised into the Technology, Organisational and People domains. At the

conclusion of each stage a revised version of the model for that stage is presented. For the

purposes of this data collection, ERP implementation is divided into following five stages as

outline in the research model:

e Pre-Planning Stage: to start the implementation requirements,
e Planning stage: Plan for implementation — (planning remains an ongoing process)
e Build Stage: A combination of Set-up, Re-engineer, System design (functional and

technical)

¢ Construction Stage: A combination of configuration, development (if customised) and

testing

e Go Live stage: Events immediately before (sign off) and during Go Live activities.

The case study data collection comprised of six cases. Figure 6.2 once again presents the

cases interviewed with relevant classifications. The first stage to be discussed is the Pre-

Planning Stage.

SME -
Implementer
(Project
Services
providers)

Large Size
Enterprise (LE)

Midsize
Enterprise
(MID)

Small and
Medium
Enterprise
(SME)

500
plus

50
250

LESJ

than
50

Number of Employees Scale

L E Dugl Se_ctor
University (1800+ staff)
MID-3 (Altéggrgtc;ft;)ile reseller
MID-2 (C;f;l: I:g;fl;ing services
MID-1 é%lfgt;gded reseller
SME Voice & Data services

(25+ staff)

Figure 6.2: Scale of case businesses
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6.4.1 Pre-planning stage

Table 6.2 presents the factors associated in the Pre-planning stage, categorised in the
Technology, Organisational and People domains. The model is as presented as it was at the
conclusion of the first phase of data collection (refer table 5.12). The following discussion
relates to the outcome of each of the factors, after the analysis of interview results. Each factor

will have one of four states:

a) Agreed factors (factors remain predominantly unchanged)

b) Modified factors (changes are made to the factors, but they remain where they are)
c) Additional factors (new factors are added or are moved from other stages)

d) Removed factors (factors are removed completely or moved to other stages)

Table 6.2 shows the pre-planning stage at the conclusion of phase one of the data collection.

At the end of this section a revised version of the pre-planning stage is presented.

Table 6.2: Preplanning stage factors before case study analysis

Factors for ERP adoption Pre-planning stage

¢ Business requirements identification

o Technical requirements analysis
Technology factors « Technical requirements identification
¢ Business & Technology Issues;
o Application understanding & usefulness
¢ Impact of technology

« Organisational Knowledge
0 Business functional knowledge
¢ Develop Strong business case
¢ Cross organisational business functions
Organisational factors « Organisational Political support
« Change and Risk Analysis;
« Stakeholder expectation Analysis;
 Strategic Management Issues;
o External Organisational factors
« Macro environmental factors

o Limited resources (Skills)
People factors « Communication Strategies
¢ Conflict resolution procedures

6.4.1.1 Technology factors

Based on the literature analysis and first data collection stage, the technology factors in pre-

planning stage for midsize business comprised the following factors;
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e Business requirements identification (including analysis)
0 Technical requirements analysis

e Technical requirements identification

e Business and Technology Issues

e Application understanding and usefulness

e Impact of technology

While discussing factors identified in Technical domain of pre-planning stage, both large
enterprise interviewees (LE1 - Technical Resource Manager and LE2 - Testing Manager)
acknowledged that the structure and the content presented in the pre-planning stage was
generally aligned with their practical experiences. Similarly, all small and midsize cases
interviewed (MID-1 - Value added ICT hardware reseller, MID-2 - Car parking services
providers, SME - Voice and Data services provider, MID-3 - Automobile reseller and
distributor, SME Implementer - ERP implementation services provider) suggested that the
model presentation of factors was according to their practical experiences and/or best practice
knowledge of the implementation. As indicated, the feedback received in interviewees was
analysed and the factors were then categorised into four areas: Agreed factors, Modified
factors, Additional factors and Removed factors. The responses received from every
respondent were recorded based on their experiences and recommendations. Please see
Appendix 6A (12.1) for a detailed presentation of comments received on technology factors in

the preplanning stage.

a) Agreed factors

There were a number of factors discussed and agreed to by the participants with reference to

their implementation experiences.

In regards to the factor ‘business requirements identification’, both LE1 and LE2 agreed that
business requirements should be identified earlier in the implementation process, ideally being
completed or started within the pre-planning stage. LE2 further added, based on practical
experience that, business process recording started in the pre-planning stage. In this process
the organisation’s existing business processes are recorded (‘as is’) to compare with ERP

application best practice processes (‘to be’) for the identification of business process ‘gaps’.

Similarly, all small and midsize cases and SME implementer agreed on the importance of
earlier identification of business participants and recommended that it should start in the pre-
planning stage. All small and midsize case participants along with SME implementer
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discussed the benefits of having ‘technical requirement analysis’ completed early (in pre-

planning) (except for MID-2 who was unable to respond due to lack of experience).

Regarding the ‘technical requirement identification’ factor, MID-1 recommended keeping this
factor in the pre-planning stage by noting that the statement of requirement for current versus
expected technical state should be completed early in the process (for instance, software,
hardware, and infrastructure requirements). SME implementer and others agreed to keep this
factor in this early stage of the model, however, SME implementer was somewhat sceptical,
stating that it would be difficult to establish a ‘requirement statement’ early, delivering the
expected level of detail on current and the future states of the technical requirements for

implementation.

The relevance and significance of ‘business and technology issues’ were evident from the
discussion and LE2 stated that they experienced business functional and technology delivery
related issues at the early stages of their implementation. Similarly, all small midsize
businesses and SME implementer acknowledged experiencing business and technology
issues in the early stages of implementation. SME implementer further argued that realistically
the knowledge and understanding of these issues for a midsize business could hardly be

halfway (fifty-fifty) in the early stages of implementation.

Generally these [midsize] businesses perform analysis of their current functionality and
understand what they actually require. They identify the golden transactions period
(the period between transactions and settlement dates), utilise use cases and map out
their core business processes — at least at a higher level; they record the information
such as what actually we do at the company etc. This helps them to identify their
business functional issues and their potential technical solutions. This would be based
on their level of maturity and realistically some midsize do this and some don't (SME

Implementer)

When questioned about ‘application understanding & usefulness’, LE2 acknowledged that the
benefits of application were understood and usefulness analysis was performed in the early
stage of implementation. It was further added that an analysis of existing applications/solutions
was conducted in the pre-planning stage. Similarly SME implementer stated that generally
midsize companies perform “use case” base analysis and shortlist solutions with some
potential or relevance. This means that when companies perform use case analysis (as is
recording of business processes) they outline their core business functions and try to find an
off the shelf solution that mimics their core business functionalities (with or without
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customisations). This argument was supported by the other small and midsize companies,
who acknowledged the benefits of having an early analysis of relevant applications before a

selection decision is made.

They [midsize businesses] generally remain focused on use cases testing on what
they would actually like to have. Generally they do a bit of Internet assessment of the
products as well and do their own short listing; comprising of what is in and what is out.

(SME implementer)

When asked about ‘impact of technology’, LE2 noted the existence of this factor which relates
to the effects of sophistication of the technical solution, enabling ERP functionality in an
organisation. LE2 further added that the effects of technology impact were felt at very early
stages of their implementation. Similarly MID-1, MID-2 and MID-3 agreed to have experienced
impact of technology at very beginning of their implementation and endorsed to include it in

pre-planning stage.
b) Modified factors

No technology factors were modified in the pre-planning stage.

c) Additional factors

Participants suggested that some factors should be moved from other stages and some new

factors were recommended.

LE2 suggested moving the factor accurate information on ERP applications from the

technology domain of the planning stage to the pre-planning stage. According to LE2 (Testing
Manager, Large Enterprise), it would be important to have accurate information on ERP
applications at the start of the process for decision making related to ERP application
selection. This was also recommended by MID-1, who stated that having an early investigation
would assist the organisation to select a suitable ERP application that matched their business

model.

The higher level of information about ERP we had was refined in early pre-planning
and we had to establish more accurate information from a higher to more detailed level
before the project planning started. Based on our experience, this factor should be

moved up from planning to pre-planning stage. (MID-1)
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MID-1 also recommended moving the factors identify value stream for organisation and

selection criteria with relevant parameters from the planning to the pre-planning stage. MID-1

was of the view that having an early understanding of value stream organisation; by analysing
and mapping the processes for information and/or material flow, would help drive the
implementation process conveniently, This will enable an organisation to remain in control of
the implementation and capitalise the benefits of its preparedness. MID-1 realised the benefits
of identifying value stream from the beginning of their implementation. MID-1 further added
that having appropriate selection criteria with relevant parameters at the start helped them to
select a suitable vendor. Hence, they suggested that every midsize organisation should

consider having selection criteria clearly articulated with correct parameters.

We had selection criteria in pre-planning; containing key requirements questions
before testing the market. (MID-1)

MID-2 suggested adding data migration in the pre-planning stage for optimal understanding
of data migration, data cleansing and data translation requirements from the legacy system
into the new application. They faced issues relating to data migration and conversion;
therefore, it was advised for the benefit of midsize businesses to have data migration factor

moved to the pre-planning stage.

| think it [Data Migration] should be considered at very early stages of implementation.
We chose to manipulate the data in a format required to upload into the new
application. It was good that we cleaned the data way before and got rid of the rubbish.
We started the setup of our data migration process and had it ready for the

implementation partner to upload. (MID-2)

In addition, MID-2 recommended moving data migration related factors to pre-planning stage
as well including; ‘early development of DC [Data Conversion] strategy’ and ‘strategy
communication’. It was stated that the Data Conversion strategy should start and be
completed at the start of the project and effectively communicated to the relevant parties for
their feedback.

MID-3 suggested introducing a new factor called existing state to new, application analysis,

which relates to having an ability to understand the organisation’s new application functional
requirements along with ability to envisage change from legacy to new functionality delivered
by the ERP application. MID-3 argued that this factor should be included at the very early

stage of the implementation. It was added that midsize businesses have limited access to
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correct information on suitable ERP applications at the very start, hence conceptualising a

future state would assist in enabling effective change management.

SME implementer suggested adding a new factor called integration requirements in the pre-

planning stage. This related to identification of the integration/ interface requirements for the
new application with other internal/external applications at an early stage. This would enable

midsize businesses to streamline their technical design details appropriately.

d) Removed factors

LE2 suggested moving two factors, ‘Technical requirements analysis’ and ‘Technical
requirement identification’ from the pre-planning stage to the planning stage. LE2 was a
Testing Manager with little insight on technical matters suggested moving these factors as the

identification of technical requirements cannot be done at that early stage of implementation.

6.4.1.2 Section summary

For the most part the interviewees endorsed the factors listed in the Technology domain of
the pre-planning stage. Some other factors were suggested to be added, primarily by midsize
businesses and the SME implementer. Due to the relevance of proposed changes suggested

by interviewees and the arguments provided: the added factors were accurate information on

ERP_applications (proposed by LE2), identify value stream for organisation and selection

criteria_with relevant parameters (proposed by MID-1). Furthermore, appreciating the

significance of the data migration based on reported experiences, relevant factors such as

prepare for data migration and sub-factors, early development of strategy and strategy

communication were also included. Two new factors proposed by MID-3 and SME

implementer were also added: existing state to new_application analysis and integration

requirements. The revised model for the Pre-Planning stage will be shown at the end of this

section.

6.4.1.3 Organisational factors

At the conclusion of the first data collection phase analysis, the organisational factors in Pre-
Planning stage comprised:

e Organisational Knowledge

0 Business functional knowledge
o Develop Strong business case
e Cross organisational business functions
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¢ Organisational Political support

e Change and Risk Analysis;

o Stakeholder expectation Analysis;
e Strategic Management Issues;

e External Organisational factors

e Macro environmental factors

As indicated earlier, there were two interviews conducted at the large size case organisation;
the first being the pilot interview with the Technical resource manager (LE1) and the second
with the Testing Manager (LE2). Furthermore, interviews were conducted with three midsize
businesses (MID-1, MID-2 and MID-3), one small size (SME) and one SME implementer. The
feedback received from each interview was categorised into four groups: Agreed, Modified,
Additional and Removed factors. See Appendix 6A (12.1) for a detailed reflection on

comments received.

a) Agreed factors

LE2 acknowledged the benefits of Organisational Knowledge existence in the pre-planning

stage for better understanding of organisational requirements before project inception.
Similarly, all small and midsize business and the SME implementer interviewees
acknowledged the benefits of organisational knowledge and MID-1 recommended having an
early mechanism to record organisational knowledge effectively. In regards to business

functional knowledge gathering; LE2 experienced this factor in the early stages of

implementation and recommended it to be included it in the pre-planning stage. MID-1 also
emphasised the need for clearly defined objectives of what the organisation required from

ERP implementation:

We performed a detailed review of what we wanted then, providing a comprehensive
documentation to the reseller/ implementation partner for their knowledge and

consideration. (MID-1)

Similarly, SME implementer expressed a need to capture Business process knowledge of the

organisation’s key business functions, as this information would be required to design or
configure ERP applications. Likewise, SME and MID-3 supported the need for business
functional knowledge. MID-3 also recommended a need for ‘organisational knowledge’
illustration and advised having a clearly defined business strategy and core objectives for the
ERP implementation. MID-3 also argued to establish a broad agenda or business benefit

roadmap for the small-midsize businesses containing a clearly defined organisational strategy.
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[The] next step after requirement gathering could be a Business matrix. We need to
be clear about the size and number of staff required to use the end product. This will
enable small and midsize businesses to baseline [bear minimum expectation] the type,

size and nature of product that should facilitate their business needs. (MID-3)

In regards to developing a strong business case, LE2 acknowledged the need for a strong

business case development in the pre-planning stage, as this would help to justify the need
for the project. Likewise, all small and midsize business interviewees along with SME
implementer favoured having an early development of business case for project justification.
MID-1 and MID-3 stated that even though having a strong business case is relevant with
known benefits, it may be even more relevant to a larger organisation having at least or more
than 250 staff. This means that small and midsize businesses understand and appreciate the
significance of business case but are inclined to develop a simplified rather a complex case.
MID-2 and SME also acknowledged the benefits of having a strong business case but in their

experience they did not develop one.

Business case was simplified in our case as an urgent need was there already, so we
knew what we had to do. Generally there are multiple layers of management in public
sector or large organisations requiring sign off etc. but in our case we identified the

need and when we knew we had to do it we just did (MID-1).

Small businesses struggle with the development of business case. This is something
that they should do but they don’t always do well. Establishment of a strong business
case is important. Analysis of the current state of the business and future state is

important, along with clearly defining needs. (MID-3)

When asked about the Organisational political support factor in the pre-planning stage, LE2

suggested that it was important for them to have political support at an organisational level.
This provided the project a firm commitment from senior management and this commitment
played a vital role in the success of both ERP projects (PeopleSoft Campus Solution and
PeopleSoft Financials). Similarly, all small and midsize case interviewees and the SME
implementer endorsed the existence and benefits of having organisational political support at
very start of the project. It was important to note that in case of all small-midsize business,
mostly one senior management person was responsible for their implementation or directly
lead the activities (due to a simplified management hierarchy). For instance, in case of MID-1
the interviewee was the Chief Operating Officer and the business sponsor and was also
responsible for the project implementation. The pattern remained the same for other small and

237 |Page



midsize case organisations. Apart from MID-2, all of the small and midsize interviewees

endorsed the factor cross organisational business functions in the pre-planning stage. It was

suggested that organisational business functions would be critical throughout the
implementation process and midsize companies should analyse this in the early stages of

implementation. In response to the factor “change and risk analysis” requirements in pre-

planning stage, LE2 stated that change and risk analysis are critical components of the project
management and should be considered in the early stages of implementation. Similarly MID-

1, MID-2 and MID-3 agreed to have experienced change and risk analysis at the start of their

implementations and endorsed its position in the pre-planning stage.

Similarly, LE2 responded positively to the factor strategic management issues and external

organisational factors, while agreeing to have these factors included in the pre-planning stage,

even though they did not consider them in their own implementation. Likewise, MID-1, MID-2

and MID-3 acknowledge the existence of strategic management issues and highlighted the

need to have these issues analysed earlier in the project. MID-1 and SME also indicated the
significance of strategic management issues and stated that these issues are important,
specifically in terms of growth and maintenance issues with the legacy applications.

Furthermore, MID-2 emphasised the significance of external organisational factors in relation

to performing reference checks of the available solution already implemented in the similar

organisations. MID-1 suggested the need to establish an audit of the project for quality

assurance in delivery. MID-1 acknowledged the significance of macro environmental factors

and supported its inclusion in the early stages of the model.

b) Modified factors

MID-3 suggested a change in factor stakeholder expectation analysis to stakeholder

engagement plan. MID-3 was of the view that rather simply conducting an analysis of

expectations, it would be important to have a clearly articulated plan drafted in the pre-planning

stage that could later be followed whilst recording the expectations of stakeholders.

Stakeholder engagement plan should include the identification and management of

stakeholders, a need to be clear about the stakeholders, who they are and how will
they be engaged during the entire implementation. With ERP you will be crossing the
business lines (such as sales processes, procurements and actual operational
aspects). Therefore, you will have multiple business stakeholders. Make sure you
know who is the initiative owner and the business owner and who has the

accountability or project ownership. (MID-3)
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MID-3 further argued that it is important to understand the business dimension and how many
resources a business department or function could free up for implementation assistance.

These decisions should be outlined within project business case.

c) Additional factors

LE2 suggested adding/ relocating factors in the organisation domain of the pre-planning stage

such as effective communication strategy (based on who what when how), effective technigue

for communication such as survey and executive management commitment from planning to

the pre-planning stage. LE2 argued that the communication strategy was developed in the
planning stage but it would be ideal to have it completed in pre-planning. Hence, it was
recommended to consider moving this factor within proposed model presentation. Similarly,
LE2 argued that a survey in the planning stage could help contact stakeholders for project
related information. However, if this was actioned in pre-planning, it would be more beneficial.

In contrast, MID-3 argued otherwise and stated:

Pre-planning stage relates to decisions leading up to product selection.
Communication and communication strategy occur a bit later in the stages of

implementation (MID-3).

LE2 also stated that executive management commitment for a project is critical and having
this committed even before project initiation would help the project initiate and execute
successfully. Therefore, it was recommended to move the executive management

commitment factor from planning to the pre-planning stage.

MID-3 suggested adding new factors in the organisation domain of the pre-planning stage,

such as. Budget estimates (tentative dollar figures). It was argued that a high level estimate

of the project should be completed at an early stage of implementation to clearly articulate and
understand the project’s budgetary requirements. MID-3 further suggested adding a ‘business

objective and direction’ factor that should lead into establishment of a business strategy. It

was argued that until there is a clear definition of business objectives and direction, it would
be difficult to complete requirements for ERP implementation. Hence, this factor should be

included in the pre-planning stage of the model.
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d) Removed factors

It was suggested by LE2 to remove factor ‘cross organisational business functions’ from pre-

planning and relocate it to the Planning stage.

All factors presented under the organisational domain of pre-planning should stay,
except cross organisational functions as it was done later in the planning stage. Pre-

planning is too early to consider this factor. (LE2)

LE2 further added that the factor ‘stakeholder expectation analysis’ could not be done in

isolation and would require a thorough interactive analysis of stakeholder expectations. It can
only be carried out during the requirements gathering and/or fit gap analysis phases (Blue
print/Build stage); hence, this factor should be moved later to the Design/Build phase.
According to LE-2,

“Stakeholder expectation should be done upfront but [I am] not sure how it was done
for both the Campus and Finance projects. It was not successful as it could have been

and should be in the pre-planning [stage]”. (LE2)

Similarly, SME-implementer suggested moving some factors from pre-planning to the
planning stage. It was argued that for midsize business, it is too early to understand,
appreciate and acknowledge such critical aspects of the implementation in pre-planning.

Factors such as ‘change and risk analysis’, ‘stakeholder expectation analysis’, ‘strategic

management issues’, ‘external organisational factors’ and ‘macro environmental factors’

should be moved later to the planning stage. SME implementer stated:

Change and risk analysis in pre-planning stage is too early where it is difficult to realise

the benefits. Move it down to planning stage.

Stakeholder expectation analysis or having a clue about what stakeholders actually

want is not possible at this early stage. The process starts in planning and continues
all the way through the implementation. There should be acknowledgment that the
stakeholders support would be crucial for the project success. Otherwise, the project

could go pear-shaped.

Strategic management issues and overall impact of the application on organisation

could not be determined or known in the pre-planning stage. Probably we could
consider this factor in the planning stage.
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External organisational factors should not be in pre-planning and are more relevant to

planning or even later stages of implementation. Pre-planning is too early for external

factor analysis.

Macro environmental factors like being in recession etc.; this would be relevant to the

planning stage as well. If an organisation has money to spend and wants to implement

a product, this factor won't matter much for them in the pre-planning stage.

6.4.1.4 Section summary

Based on the above discussion, it can be concluded that apart from SME implementer and
LE2, recommendations to move some of the factors from pre-planning to planning stage, the
rest of the participants did acknowledge the significance and relevance of the factors identified.

It is therefore concluded that all factors except strategic management issues, external

organisational factors and macro environmental factors will remain in the pre-planning stage.

The above three factors are removed on the basis that a valid argument was provided by SME
implementer and MID-1 while, MID-2 and SME remained confused about the differences
amongst the pre-planning and planning stages of their implementation. These factors are
relevant and should be included in the model but based on SME implementer’'s experience,
these are more relevant to the planning stage. Furthermore, based on MID-3 feedback, the

factor stakeholder expectation analysis is modified to be stakeholder engagement plan, as it

is more relevant and critical for the implementation preparedness. In addition, based on LE2
suggestions, the communication related factors have been moved from the planning stage to
the pre-planning stage. Two new factors suggested by MID-3 are added in the list: budget

estimates and business objective and direction. These additions were made based on the

arguments provided by each of the participants and it is perceived that adding these factors

in the pre-planning stage would bring value to the model composition.

6.4.1.5 People factors

The People factors section of the model in the pre-planning stage comprised:

e Limited resources (Skills)
e Communication Strategies

e Conflict resolution procedures

See Appendix 6A (12.1) for a detailed reflection on comments received in regards to People

factors in pre-planning stage.
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a) Agreed factors

LE2 considered ‘Limited resource (skills)’ to be an important factor and recommended that it

remain in the pre-planning stage.

In response to limited resources and resource planning, | think all of them should
remain in the pre-planning stage and identified upfront in the project. | cannot comment
on whether it was done in our implementation or not but | consider these important. |
think, [project staff] positions were planned at a higher level at the start (unsure if it

was pre-planning or planning) and later advertised for hiring on the project.

MID-3 argued that rather than having the ‘limited resources (skills)’ factor at the early stages
of the model, it would be more practical to clearly articulate the resource (people/skill)
requirements for the project. Similarly, SME implementer was of the view that resourcing (skill)

would remain to be a challenge for small-midsize businesses.

MID-2 and SME considered ‘conflict resolution procedure’ to be irrelevant due to the limited
size and scale of their implementation however did acknowledge experiencing ‘limited
resource (skills)’ in the pre-planning stage. It was further added that the third party
implementation partner provided expert staff for their implementation to bridge the resource
(skill) gap. MID-2 also stated that the effectiveness of ‘communication strategies’ was
“phenomenal” due to the diverse range of (internal and external) stakeholders involved in their
implementation. LE2 argued the benefits of developing a high level communication strategy

at the start of project; therefore, the factor should remain in the pre-planning stage.

b) Modified factors

No modifications were proposed to existing factors.

c) Additional factors

SME implementer proposed a list of new people factors for inclusion in the pre-planning stage:

what ERP will do for people’, ‘Business case foundations — people impact’, ‘Efficiency brought

by ERP to people’, ‘Return on investment (ROI)’, ‘process improvement’ and ‘conflict

existence’. SME implementer was of the view that for small and midsize businesses, it is
important to have clear understanding of ERP application benefits, an understanding of their
requirements, the benefit they wish to drive in terms of functional efficiencies and the return

on investment expectations. It was further argued that due to the size and limited operations
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of midsize businesses, their expectations and response to achieving expected targets might
be different. Therefore, it is important for such businesses to clearly understand and articulate
their requirements and have an understanding of what process would be improved.
Furthermore, before establishing a conflict resolution procedure, there has to be a way to know
whether a conflict exists. Hence the SME implementer suggested moving the factor conflict

existence to the planning stage.

MID-3 also suggested new factors relating to resource management: ‘business

demonstration — resource size and skills’, ‘resource management plan - comprising of

resource backfill planning by business (an ability to transfer skilled business staff to the project

and hire temporary personal to manage day to day operations) and project resource size

planning (the type, nature and skill of each person on the project team). MID-3 was of the view
that it would be worth investing time on clarifying the resource (staff skill) base of the business
and how much could they commit to the project in the People domain of the pre-planning

stage. It was recommended to establish a resource management plan (comprising resource

backfill, the project resource size and so forth).

d) Removed factors

LE2 suggested moving the factor conflict resolution procedure from pre-planning to the

planning stage. It was argued that it would be too early in pre-planning to discuss or establish

a conflict resolution strategy. LE2 stated:

[Conflict resolution procedure] was not done based on our experience but | think it

should be done at the very start of the planning stage (LE2).

Similarly, SME implementer and MID-3 suggested moving the factors communication

strategies and conflict resolution procedure later to the planning stage. SME implementer

argued that the communication plan should be later in the planning stage, as pre-planning is

too early to establish communication strategy. Limited resources (staff skills) are indeed

relevant to People factors but the information on what resources will be allocated to the project
and who will continue with operational responsibilities; is more relevant to the planning stage.
Furthermore, establishing a communication strategy is relevant to the planning stage, as in
pre-planning the initial focus should be on identification of stakeholders rather developing

communication strategy (SME implementer).
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Recommendation: In people factors you should consider [during pre-planning stage]:

What would it do to the people working for my organisation? Start the foundations of
the business case. If we implement an ERP system (let’s say financial), we may reduce
the number of our accounting staff from six to two. These sorts of things should be
considered, not at the detail level but at least start to talk about them. Overall, what
would we get out of this implementation and what benefits would this bring? Questions
to know such as: Are we going to move things faster or build things quicker? Are we
going to get money faster, a better return on investment? It is all about improving the
way of doing business and achieving better ROl which doesn’t have to be money
always. Midsize business should always consider these guestions before going ahead

with implementation (SME Implementer).

6.4.1.6 Section summary

Based on above discussion, it can be concluded that two factors: limited resources (skills) and

conflict resolution procedures, should be moved to later stages or absorbed within other

factors. For instance, MID-3 suggested adding a new factor Resource Management plan and

due to relevance, limited resources (skills) could be relocated within that.

Even though SME implementer argued against having communication strategy in pre-planning
stage, the researcher believes it would be beneficial for midsize business to have
communication strategy drafted with clear visibility of stakeholders in pre-planning stage

based on other responses.

There were a number of new factors suggested by MID-3 and SME implementer. These
factors are included in the people domain of pre-planning stage due to their relevance and
valid arguments provided by the experts. For instance, it would be beneficial if midsize

business demonstrates their resource size and skill before starting the project. Establishing a

resource management plan will enable business and the implementation partner to identify

resource (staff/skill) size and plan for additional resources to meet the project demand. Due
to the limited size and scale of operations, it is important for a midsize business to identify key

staff members to be allocated for the project and hire temporary staff (back fill) to assist with

day to day operational responsibilities. Hence, the new factors: project resource size planning

(type, nature and skill) and resource backfill planning by business are included. Furthermore,

SME implementer argued in favour of analysing what ERP will do to people, along with other

factors such as, business case foundations (people impact), efficiency brought by ERP to

people, Return on investment (ROI), process improvement, and finally conflict existence.
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These are all included in the model as they are relevant and would be beneficial for midsize

businesses to consider in the early stages of ERP implementation.
6.4.2 Summary of Pre-planning discussion

Table 6.3 shows the revised Pre-Planning stage after the analysis of case study interviews.

Altered factors are represented in the middle column as follows:

o Textremoved
e Text added.

The final column shows the amended stage after the case study analysis.
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Table 6.3: Pre-Planning stage amended after case study analysis

Pre-planning Stage
(Before Case Study)

e Business requirements
identification
o Technical requirements

analysis

e Technical requirements
identification

e Business & Technology
Issues;

o Application understanding &
usefulness

e Impact of technology

(New Factors or changes as
recommended)

Integration requirements

Accurate information on ERP applications
Identify value stream for organisation
Selection criteria with relevant parameters
Accurate information on ERP applications
Data migration

“»Early development of strategy

+ Strategy Communication

o EXxisting state -> new application (legacy to
new change)

Pre-planning Stage
(After Case Study Analysis)

* Business requirements identification
o Technical requirements analysis
e Technical requirements identification
e Business & Technology Issues;
o Application understanding & usefulness
o Impact of technology
o Accurate information on ERP applications
o |dentify value stream for organisation
o Selection criteria with relevant parameters
» Prepare for_Data migration
o Early development of strategy
0 Strategy Communication
o EXxisting state to new application analysis (legacy
to new change)
o Integration requirements

¢ Organisational Knowledge

» Organisational Knowledge
o Business functional knowledge
* Develop Strong business case

e Return on investment (ROI)
e Processes improvement
¢ Conflict existence

v o Business functional o Cross _org_anisation_aﬂ business functions
8 knowledge o Effective Communication strategy (based . OrganlsatlonaI.PolltlcaI sppport
% « Develop Strong business case on Wh.O what When how) o e Change and Risk AnegSIS; .
LL | o Cross organisational business | ° Effective technique for communication « Stakeholder expeetation-Analysisi-engagement
= functions such as survey _ plan _
c | « Organisational Political support | * ETeCLft'VE Management Commitment + Strategic-Management Issues;
Ol Change and Risk Analysis; (clearly prgsent) . ) F%WM
% | « Stakeholder expectation e Budget Estimates (tentatlve dollgr figures) . Maereenwenmemd—faeters
R Analysis: o Stakeholder expectation Analysis; o Effective Communication strategy (based on who
% » Strategic Management Issues; engggement P'af‘ R what \{vhen hOV\.I) L
O | ¢ External Organisational * Business Objective and direction -> o Effective technique for communication such as
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6.4.3 Planning stage

Table 6.4 presents the factors associated with the planning stage of ERP implementation,
categorised in the Technology, Organisational and People domains. The stage content below
was as presented at the end of the first data collection phase. At the end of this discussion, a

revised version of planning stage is presented.
Table 6.4: Planning stage factors before case study analysis

Factors for ERP adoption ‘ Planning stage ‘

Selection criteria with relevant parameters
Accurate information on ERP applications

Less reliance on sales advice

Time & Cost of implementation

New technology adoption issues

Industry standards

Proposed application System architecture analysis
Technical staff/consultant expertise

Realistic “end user” expectation analysis (Minimal or no
customisations)

Identify value stream for organisation

Technology factors

Cultural factors (local, national)

Government or regularity change

External environmental factors

Project Management;
Detailed project plan & communication strategy
Project Leadership (risk & issues)
Clear & well defined objectives (Scope)
Organisational change management
Risk Planning & Monitoring;
Effective Communication strategy, based on “who, what, when
and how”
Effectiveness techniques for communication (survey)
o0 Limited Resources (Budget)

e Executive Management Commitment

e Business impact analysis,

Definition of individual and collective benefits

Organisational factors

OO0OO0O0OO0OOo

User support base for application
Limited resources (people/skill)
Effective time management
Change Management;

Clarity in Communication

Team Building

Team Competence

Training strategies

Incentives with deliverables.

People factors

6.4.3.1 Technology factors

The Technology domain factors in the planning stage comprise:
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e Selection criteria with relevant parameters

e Accurate information on ERP applications

e Lessreliance on sales advice

e Time & Cost of implementation

e New technology adoption issues

e Industry standards

e Proposed application System architecture analysis

e Technical staff/consultant expertise

¢ Realistic ‘end user’ expectation analysis (Minimal or no customisations)

e |dentify value stream for organisation

When the Technology domain factors in planning stage were discussed, both large size
business interviewees (LE1 and LE2) acknowledged that they were generally aligned with their
experiences and small and midsize interviewees (MID-1, MID-2, SME, MID-3) and SME
implementer gave feedback based on their experiences and knowledge of the implementation.

Please see Appendix 6B (12.2) for a detailed presentation of comments received.

a. Agreed factors

There were a number of Technology factors discussed and agreed to by participants.

In relation to the factor ‘selection criteria with relevant parameters’, both LE1 and LE2 agreed
with the significance and occurrence of this factor. LE1 argued that their organisation had its
procurement policy and procedures and they were used to select a suitable ERP application.
LE2 supported the argument and emphasised the significance of a requirements based tender
that should clearly articulate the business expectations to vendors before they submit their
tender responses. Similarly, small and midsize business interviewees: MID-2, SME, MID-3
and SME implementer acknowledged its importance and argued in the favour of having
selection criteria with relevant parameters for ERP vendor and services partner selection. MID-
2 further added that in their experience an online product demonstration was used to facilitate
the selection decision. SME implementer highlighted the benefits of engaging with a partner
while selecting ERP products and also during ERP implementation. MID-3 added that
business critical opinions such as functional, technology and vendor support availability were
some of the parameters that they considered to be important. In addition, some key steps
MID-3 considered while selecting an ERP vendor were, importance of rating process and

shortlisting of the participants along with business scenario testing of every available solution.
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In contrast to others, MID-1 suggested moving this factor to an earlier stage due to its

significance for the project success.

Similarly, when asked about the factor ‘accurate information on ERP applications’ (based on
market references), LE1 and MID-3 acknowledged the relevance of having accurate
information availability, while LE1 argued conducting market surveys, reference checks or site
visits to confirm vendor expectation claims. LE1 further added that they used this strategy in
their implementation. Likewise, SME, SME implementer and MID-2 also recommended
keeping this factor in the planning stage while LE2 and MID-1 suggested moving it to pre-
planning, as obtaining information might be more useful before project inception. SME

implementer’s response was sceptical, stated,;

Regarding accurate information on ERP applications, | would say it is important and
should be considered in the planning stage but good luck with that. | am saying good
luck as it would be difficult to obtain correct information until you have engaged with a
partner. The only thing a midsize company has to rely on would be product brochures
etc. It is unlikely that vendors would tell [midsize] companies the truth about their
product. Basically, all products do exactly the same stuff and having a lot of business

cases side by side, the vendors tend to respond in similar fashion (SME implementer).

When asked about ‘less reliance on sales advice’, all midsize, large size and SME
implementer recommended keeping this factor in the planning stage. MID-1 stated that they
relied on sales advice due to lack of product knowledge and expertise in ERP implementation
but they did ask for proof of concept demonstrations (demo presentations provided by the

vendor/reseller).

In terms of reliance on sales advice, we did rely (on them) heavily but also had a proof

of concept demonstration done (MID-1).

MID-1 suggested that it would be better if other midsize businesses not rely on sales advice
and performed a realistic independent assessment. Similarly, SME implementer suggested
midsize businesses to not rely on sales advice but also to perform an independent need based

analysis.

Regarding, the factor ‘time & cost of implementation’; SME, MID-1 and large enterprise
participants acknowledged its relevance and endorsed it to be included in the planning stage,

while MID-3 related this factor with the response provided by vendor on implementation
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estimates (dollar value to implementation). LE1 added that an estimate of overall time and

cost of implementation should be completed in the planning stage of implementation.

In response to the factor ‘new technology adoption issues’: LE2, SME implementer and small
midsize case participants endorsed it to be included in the planning stage. SME implementer
related this factor to opportunities such as mobility, higher availability (HA), complexity,
network, servers, PCs and other ICT infrastructure adoption issues that are necessary for the
implementation. MID-2 related this factor with learning trial balance in their implementation
and SME recommended having an early analysis of the technical requirements for an early
identification of issues. SME implementer made some recommendations for small and midsize

companies:

In Technology factors, they must consider required technology infrastructure to host
the product [ERP application], the bandwidth [connectivity] requirements, the support
to the technology, the PCs, Laptops to run the gear and so forth. Also consider mobility,
high availability and a whole a lot of questions that need to be answered to address
these technology questions. Regarding decision point, small midsize companies have
to go through mostly the opportunities for the project. They should get the technology

right and also related decisions made in planning (SME implementer).

In regards to the industry standards factor, LE1 and LE2 recognised its relevance and stated

that this factor relates to ERP implementation standards. SME, MID-3 and SME implementer
also recommended this factor to be considered from the planning stage onwards throughout

the implementation. SME implementer stated:

In relation to common industry standards; | would say there are none. If you are an
educational institution you might pick up some of these but for private businesses these
are irrelevant. 1 don't think a lot of people think about these, especially small midsize
companies. Government standard you may not need to apply within the application but

you may have to comply with them in your implementation (SME implementer).

Both large size interviewees acknowledged the relevance of the ‘proposed application system

architecture analysis’ factor but in their experience this analysis was not performed:

In regards to the application architecture analysis question, | think it should happen in
the planning stage. Any future goals and what is to happen should be considered. |

don’t think it was done in our implementation though. Indeed, Oracle implemented
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PeopleSoft Financials and Campus Solutions and pushed for HCM (HRMS) [Human
Capital Management] system. For us, it was pure luck that it ended up the way it has
been and we ended up selecting the product based on its functionality and not the

technical architecture (LE-2).

Similarly, small midsize case interviewees and the SME implementer also acknowledged the
relevance of this factor and recommended it to be included in the planning stage. Furthermore,
all case study representatives including large, small and midsize and SME implementer

agreed to keep the ‘technical staff/consultant expertise’ factor in the planning stage.

According to the large business case participants, ‘realistic end user expectation analysis’ and
‘identify value stream for organisations’ factors should start with the requirements gathering
phase and continue through fit-gap analysis. LE1 further argued that only a higher level
analysis would be possible in the planning stage while additional details could be realised in
the later stages of implementation. Likewise, small and midsize case participants
acknowledged the benefits of these factors, while SME implementer added that it would be
premature to have reliable information on end user/stakeholder expectations as well as on the
value stream for the organisation. The SME implementer comment was similar to the
comments made by large size participants in relation to having high level information
availability about end user expectations and value stream for the organisation in the planning

stage.

b. Modified factors

No modifications were proposed in the existing factors.

c. Additional factors

LE2 suggested adding technical requirements identification and technical requirements

analysis factors from pre-planning to the planning stage. LE2 argued regardless of their
practical experience, technical requirements identification and analysis would always be
beneficial for businesses. It was further added that the technical requirement analysis should
start with a technical identification in the pre-planning stage and be completed in the planning
stage. LE2 added that it is important for businesses to have high level insight on potential
solutions and their technical requirements including hardware and infrastructure. Similarly,

SME implementer suggested moving define compatibility issues with other applications and

ERP _complexity management planning factors from the build to the planning stage. It was
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argued that while planning for the implementation, it would be useful to know the compatibility

requirements and the number of application interfaces required to function appropriately.

LE2, MID-1 and SME implementer suggested moving data migration related factors to the
planning stage. MID-1 and LE2 further added that Data Migration strategy development and

Data migration strategy communication and feedback should also be moved into the planning

stage while SME implementer argued that Establish Data migration Strategy and Data

validation, verification and cleansing factors should be moved from the construction stage to

the planning stage. These recommendations were made based on a perception that planning
for data migration and development of a migration strategy should happen early in the
implementation process for optimal control over data conversion and for an effective legacy
system data management. The participants (LE2, MID-1 and SME implementer) reiterated the

same message of not leaving critical decisions for later consideration. For instance:

We should have an early planning and development of data migration strategy at the
very early stages of the implementation. This is to identify critical information such as
what kind of data we are dealing with. | don’t expect this to be detailed but a high level
only. (LE2)

LE2 argued that the data migration strategy should contain information on data translation,
extraction, validation and how the data would be migrated. The strategy should clearly
articulate how data migration processes will work. Furthermore, LE2 stated that the actual
data cleansing and process development starts in the build stage and continues through the
construct stage. There are a number of data conversion runs required to be completed for

process optimisation and validation.

LE2 also suggested adding a new factor, a decision on testing tools — Quality Centre (QC)

and setting up of quality management and quality assurance protocols. Furthermore, LE2

suggested another new factor called plan for testing and identify tools required for testing such

as Quality Centre (QC). LE2, (being the Testing Manager for the implementation) emphasised

test processes, planning and a need for testing tools and techniques for the project in the
planning stage. LE2 also acknowledged that in the planning stage, only high level information

would be available:

| suggest the organisation should consider developing a testing plan earlier in the
implementation. This plan should contain a high level strategy for test scripts, test

cases development along with ways to translate functional design documents (FDDs)
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into test documents. The test documents would further improve during system testing
and user acceptance testing (UAT). All this happened in our project and testing related
documents were handed over to the operations. Similarly, | think identification and
decision making on Testing Tools should happen in the planning stage. What are you
using and what will be used for implementation and development of Test plan should

be done within the planning stage. (LE-2)

MID-1 suggested a new factor: planning decisions should be made to add in the planning

stage. This means, while starting the project, all critical decisions and direction for the project
is set appropriately to avoid any unexpected surprises. SME implementer also suggested a

new factor, ‘engage with partner’ in the planning stage and argued that it would be beneficial

for midsize business to engage with an experienced partner to help them through the
implementation. SME implementer also suggested creating a sub-stage within the planning
stage towards the end and should contain factors that need to be completed in planning but
before the next “design” stage. SME implementer suggested some new factors that should be

included in this sub-stage establish infrastructure strategy with technology requirements and

establish application integration strategy. Similarly, MID-1 argued that application integration

related factors including sub-factor Identify systems for integration should be moved from the

construction stage to the planning stage. SME implementer recommended transferring identify

applications for integration from the construction stage to the planning stage. SME

implementer argued that the planning related decisions, regardless of their nature
(compatibility or complexity or application integration) should be discussed and planned in or

towards the end of the planning process. MID-2 argued that time and cost of implementation

should contain the software cost and must be confirmed before the end of the planning stage.

d. Removed factors

Case study participants suggested removing some Technology factors of the planning stage.

For instance, LE1 suggested removing the factor new technology adoption issues from the

planning stage to the build stage and argued that it would be too early to understand and
appreciate the technology adoption issues in the earlier stages of the project. When asked
whether LE1 envisaged any technology adoption issues in planning, the response was no.

However, it was stated that they decided on the product based on their preferred vendor.

MID-1 suggested removing the selection criteria with relevant parameters and accurate

information on ERP applications factors from the planning stage and move these to the pre-
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planning stage. As discussed earlier in the pre-planning stage, MID-1 recommended these

changes based on experience and argued the significance of the product selection process;

In terms of selection criteria for product selection and accurate information on ERP,
we did that in pre-planning stage. We were able to establish some key requirements
based questions. We started from higher level details first and then gathered detailed

information on what was required clearly articulated (MID-1).

MID-1 suggested that it would be beneficial to have the identification value stream for

organisation factor moved to the pre-planning stage. It was argued that they “pretty much
knew” what they wanted in the planning stage and that was because they were able to identify
the value stream in pre-planning. Similarly LE1 and LE2 stated that the process of

identification of value stream carries on throughout design and build stages of implementation.

SME implementer suggested moving the factors realistic end user expectation analysis and

identifying value stream for organisation from the technology domain to other domain

classifications in the model. According to SME implementer,

‘Realistic end user expectations’ is not related to the technology factor, rather associated
to organisational or may be due to the ‘end users part’, a people factor. It is important to
know what end users are expecting out of the implementation. People who are over 60
generally tend to like MS Excel more to work on so what would they expect? (SME

implementer)

Regarding your 'value stream’ question, | think companies tend not to do all that, even
though they talk about it. | believe this is also an organisational rather than a technology

factor (SME implementer).

6.4.3.2 Section summary

Based on the discussion above, it can be concluded that most of the factors were accepted
by case study participants and some alterations were suggested. The pre-identified factors
such as ‘selection criteria with relevant parameters’, ‘less reliance on sales advice’, ‘new
technology adoption issues including’ (Mobility, HA, Complexity, network), ’industry
standards’, ‘proposed application system architecture analysis’, ‘technical staff/consultant

expertise’ and ‘time and cost of implementation’ remain unchanged.

Based on LE2 and MID-1 suggestions, accurate information on ERP _applications is moved

from planning to pre-planning stage because it would be beneficial to have early identification
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and baseline work in the preparatory stages. Similarly SME implementer recommended that
the factor ‘realistic end user expectation analysis’ be moved from the Technology to the People
domain. Large size participants and SME implementer argued that end user expectation could
not be clearly defined until requirements gathering and designing phases are complete.
Therefore, this factor can be considered in the planning stage and revised based on additional
information from the design stage. Additionally, SME implementer suggested moving identify

value stream for organisation to the organisational domain. In addition, based on MID-1

recommendation, the value stream factor is also added in the pre-planning stage for earlier

analysis. Although LE1 suggested removing new technology adoption issues factor from the

planning stage, the arguments provided by SME implementer in favour of keeping this factor
in planning were valid. In addition, SME implementer suggesting considering other
components within new technology adoption including: mobility, higher availability, complexity,

network, servers, PCs and other ICT infrastructure required.

There were new factors suggested by a range of different experts including, ‘technical
requirements identification and analysis’, ‘plan for testing - Decide on Testing Tools— QC’ (QA,
QM protocols set), ‘engage with technical stakeholders’, ‘identify applications for integration’,
‘compatibility issues with other applications’, ‘establish infrastructure strategy — technology
requirements’, ‘establish application integration strategy’ - Identify systems for integration,
‘establish data migration strategy’ - strategy communication and ‘data validation’, ‘verification
and cleansing’. Based on recommendations and arguments provided by experts and their
relevant to the technology domain of planning stage, the researcher has included them in the

model.

6.4.3.3 Organisational factors

At the conclusion of the first data collection stage the Organisational factors were:

e Cultural factors (local, national)
¢ Government or regularity change
e External environmental factors

e Project Management;

0 Detailed project plan & communication strategy
Project Leadership (risk & issues)
Clear & well defined objectives (Scope)

Organisational change management

© O O O

Risk Planning & Monitoring;
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o Effective Communication strategy, based on ‘who, what, when and how’
o0 Effectiveness techniques for communication (survey)
o0 Limited Resources (Budget)

o Executive Management Commitment

e Business impact analysis,

e Definition of individual and collective benefits

While discussing these factors within Organisational domain of “Planning stage”, both large
size business interviewees (LE1 and LE2) acknowledged their relevance and small and
midsize case study interviewees (MID-1, MID-2, SME, MID-3, SME Implementer) discussed
them based on their experiences. Please refer to Appendix 6B (12.2) for a detailed reflection

on comments received in relation to the organisational factors in the Build stage.

a. Agreed factors

Most of the participants acknowledged the relevance of factors presented in the organisational
domain. In response to the ‘cultural factors (local, national)’ factor both large-size (Dual Sector
University) interviewees recognised experiencing cultural issues due offshoring some of their
development work. It was argued that cultural factors become relevant when staff from
different regions or nationalities work together, specifically staff with different cultural
backgrounds. Similarly MID-3 acknowledged experiencing ‘cultural factors’ due to the
geographic location constraints of the case organisation and its parent multinational company.
MID-3 stated:

Honda being, a multi-national firm and the parent company has offices at different
locations. There is an Australian office with a Japanese manager as the head of the
company who works with an Australian Manager. Our company, being automobile
supplier, distributor and maintenance spare parts provider, didn’t have much cultural
issues but the issue was related to the high quality standards expected from the
international head office. The standards were enforced by the Japanese manager in
Australia. At the end of selection stage, we had to obtain approval from the head office
in Japan. Culturally we had to convince Japanese of our reasons for selecting the
product (MID-3).

Similarly, when asked about ‘government or regulatory changes’ LE1 acknowledged the
relevance of this factor and was able to relate it to their practical experience. Being an
educational institution, LE1 explained that they had government or regulatory reporting
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requirements. It was added that most of those requirements were captured at the early stages
of implementation and recorded in the fit-gap phase. The application was customised to meet
the expected outcomes. SME Implementer also recommended government or regulatory

factors, stating that they should be requirement drivers:

Government regularity changes such as tax related (changes), yes these are relevant
to planning stage but it would be better to call them Government or regularity drivers

or requirements (SME implementer)

Similarly, SME provided insight on their practical experience in relation to the significance of

meeting regulatory requirements;

In MYOB, there was one automated process to compose BAS reports (a requirement
of the Australian Taxation Office [ATO]) for submission. Initially in B1 (ERP
application), BAS was an “add on” and unfortunately we found it hard to resolve and
couldn’t function it appropriately. Therefore, we had to work with the ATO and manually
complete the requirements. We didn't have any idea about this issue at the start and it
just erupted in the implementation or maybe it was a weakness in the product to meet
a core legislative requirement. The Implementation partner kept saying that there is
nothing wrong with the product and everything would work fine but it didn't. After
implementation, when the application was practically tested, the reports did not match,
so we had to fix that issue quickly. Based on our experience, it would be nice to have

any such complicated requirements looked into earlier, to avoid inconvenience (SME).

In response to ‘external environmental factors’, LE1 acknowledged experiencing them. LE1,
being the technical resource manager for the project, related this factor with internal and

external application integration requirements.

Regarding ‘project management’ factors, both LE1 and LE2 endorsed most of the factors apart
from the two factors related to communication strategy and techniques for communication.
LE1 suggested moving communication factors to the pre-planning stage. Small and midsize
business case interviewees also endorsed most of the project management related factors.
MID-1 added,

We did all that project management stuff in the Build stage but not in planning. This

was one of our mistakes in the JDE Financials implementation but later during CRM
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implementation, we managed to correct it and project plan in the planning stage. (MID-
1)

In response to the ‘detailed project plan & communication strategy’ factor, both LE1 and LE2
endorsed its relevance and stated that it was carried out at a higher level. Similarly, all small,
midsize and SME implementer participants acknowledged developing a detailed project plan
and communication strategy in the planning stage. In response to the ‘project leadership (risk
& issues)’ factor, LE participants considered leadership as a vital factor for the success of an
ERP project. Both participants stressed the need to have an early identification of project
requirements for an effective leadership and an active management of leadership risks of the
project. Likewise, all small midsize and SME implementer acknowledged the significance of
having effective project leadership and a mechanism for risks and issues enforced in the

planning stage.

In regards to the ‘clear & well defined objectives (scope)’ factor, both LE participants identified
it as important and confirmed that they had experienced it. Similarly all small midsize cases
and SME implementer acknowledged experiencing this factor and recommended it to be

considered in the planning stage.

When asked about ‘organisational change management’, the LE participants endorsed its
relevance and stressed the need to have organisational change planned. It was stated that
the organisational change was not appropriately planned for or managed in their experience;
thus their implementation suffered negative consequences. Similarly, all small, midsize and
SME implementer acknowledged the significance of organisational change requirements and
recommended that the process should start from the planning stage. MID-1 argued that they
were unable to perform organisational change management effectively but recommended it

should be considered by all small-midsize companies in the earlier parts of planning.

We should have considered organisational change management but didn't, therefore
we faced issues. We recommend this must be considered in the planning stage (MID-
1)

In response to the ‘risk planning & monitoring’ factor, both LE participants acknowledged its
significance and suggested having a risks and issues management mechanism enforced,
starting from the planning stage and continuing throughout the project. Similarly, small-midsize
and SME implementer representatives acknowledged experiencing this factor and

recommended including it in the planning stage. MID-1 stated that they were unable to perform
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risk planning and management effectively and recommended it be managed earlier in the

project.

Similarly, all small, large and midsize case participants suggested that the ‘effective
communication strategy, based on ‘who, what, when and how" and ‘effectiveness techniques
for communication (survey)’ factors were relevant and recommended these to be included in
the planning stage. MID-1 further added that in their implementation that effectiveness
techniques for communication were not considered (including survey) but recommend the

factor to be included in the model.

When case study representatives were asked about the significance of ‘limited resources
(budget)’, all representatives from large, small and midsize cases identified this factor as
relevant and critical for implementation. LE1 further added that in their implementation
experience, availability of funding was not an issue. Rather, availability of quality resource
(staff) was a bigger challenge. As ERP applications are highly sophisticated and have multiple
tiers of technical, functional and infrastructure resource requirements, engaging good internal
and external resources for the project remained an issue. In contrast, MID-3 suggested moving

‘limited resource (budget)’ factor to a later stage, as the planning stage should be used to

estimate and baseline the activities later in the process, whether resources are less or

sufficient can be decided based on baseline information.

In response to executive management commitment, LE2 highlighted a need for a robust
communication strategy and discussed the implications of not having executive management
commitment for the project. It was argued that their management was highly supportive of the
implementation and it would have been really hard to implement without management support.
Similarly, all small and midsize case representatives supported the requirement of having
executive management support and project reporting to keep them informed. MID-1 and MID-
3 were of the view that due to limited size and scale of operations, the management hierarchy

is usually flat in midsize businesses.

When asked about factors: ‘business impact analysis’ and ‘definition of individual and
collective benefits’, both LE participants, MID-1, MID3 and SME participant recommended
these factors to be considered in the planning stage. LE representatives stated that that they
did not perform any business impact or value add (benefits) analysis but these factors are
good practice for managing the change. It was further argued by LE2 that the business impact
analysis is a time consuming process and would take time to understand the impact of change
on the business due to ERP implementation.
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b. Modified factors

No modifications were proposed in the existing factors.

c. Additional factors

There were some factors suggested to be added in the organisational domain of planning

stage including, LE2 suggested moving the cross organisational business factor from the pre-

planning stage to the planning stage, SME implementer suggested adding the factors plan

time and cost of implementation and identify value stream for organisation in the organisational

domain of the planning stage. Similarly, according to SME implementer factors such as:

change and risk analysis, stakeholder expectation analysis, strategic management issues,

external organisational factors and macro environmental were relevant to the organisational

domain and should be included in the planning stage. In addition, SME implementer suggested

a new factor Governing Principles and argued that it would help manage customisations. SME

implementer further argued that the guiding principles would enable small or midsize

businesses to confirm their charter and restrict them from avoidable customisations:

If there is a Delta Gap [business process gap] between the functionality of the product
and the way we run the business, what we need is to adopt a process tool so that we
don’'t need to do development/customisations OR we decide to change the tool
(customise) so that it reflects our business processes. Customers do get stuck most of
the time with this particularly in Mid-size business, while defining business processes.
Let's assume if a customer is going for a Cloud based ERP solution then they will be
allowed to have only 2% customisations. This means the business change
management will be massive as the business has to change its business process to

the tool and NOT the tool to fit the business process. (SME implementer)

Similar to SME implementer, MID-3 also suggested including the factor cost of implementation

and argued that there must be clear idea on the total cost of implementation by the end of
planning stage. This would assist with an effective tracking of expenditure and to ensure that

the project is executed against pre-established baselines.

d. Removed factors

As mentioned early, LE1 (Technical Resource Manager) suggested removing factors ‘effective

communication strategy based on who, what, when and how’, ‘effectiveness techniques for
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communication survey’ and ‘executive management commitment’ from the planning stage and

adding into the pre-planning stage.

6.4.3.4 Section summary

All pre-identified factors in the organisational domain of planning stage were confirmed. In
addition, there are several other factors suggested by participants to relocate into the
organisational domain of planning stage. In addition, there are two new factors, one suggested

by SME implementer; Governing Principle and the second by MID-3; clear idea on cost of

implementation _at the end of planning stage as a sub-factor of plan time and cost of

implementation. Furthermore, suggestions were made by different participants to relocate

other factors to the planning stage: cross organisational business functions, plan time and cost
of implementation, identify value stream for organisation (suggested by SME implementer to
relocate from technology), change and risk analysis, stakeholder expectation analysis,
strategic management issues, external organisational factors and macro environmental
factors. Consequently, after analysing the argument and appreciating the experts of case
study experts, the researcher has accepted these additions and added new and relocated

factors in the organisational domain of the planning stage.
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6.4.3.5 People factors

The people factors in the planning stage comprised of the following at the end of the first phase

of data collection;

e User support base for application
o Limited resources (people/skill)

¢ Effective time management

¢ Change Management;

¢ Clarity in Communication

e Team Building

e Team Competence

¢ Training strategies

e Incentives with deliverables

Please, see Appendix 6B (12.2) for a detailed reflection on comments received.

a. Agreed factors

Most of the case study participants acknowledge and endorsed the factors of the people

domain in the planning stage.

In response to the factor ‘user support base for application’, LE1 and MID-1 suggested that it
be considered whilst deciding on the ERP application while SME, MID-2 and MID-3 stated that
this factor should be considered in the planning stage. According to MID-1, the user support
base for application is a crucial component to manage knowledge effectively in a scarcely

resourced midsize organisation:

We wanted to ensure that the vendor had a local presence so that we could get support
as we needed it (MID-1)

When asked about ‘limited resources (people/skill)’, both large size participants (LE1 and LE?2)
acknowledged experiencing resources/staffing issues at the very beginning of their
implementations. Similarly, MID-2 and MID-3 acknowledged experiencing resource
challenges in their planning stage, while MID-1 and SME reported that they did not get
impacted by staff issues. However, they considered this factor as an important planning stage
deliverable.

In response to the ‘effective time management’ factor, LE representatives and SME, MID-2,

and MID-3 acknowledged experiencing this factor. MID-1 and LE stressed a need for ‘effective
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time management’ in the planning stage while MID-3 emphasised a need to complete this

factor within comprehensive resource management plan. According to MID-3,

Time Management falls into development of a resource management plan. This plan

should be developed in the planning stage and adopted during the entire
implementation. It should have a detailed listing of the number of resources required
by the project, the duration of their engagement, utilisation during the entire project,
the training strategy for staff, ups and down of the team, (team building, competence

building and process of team building not aware of... did not go in that detail). (MID-3)

When case study organisations were asked about their ‘change management’ preparedness
in the planning stage, both LE representatives, SME, MID-1 and MID-3 specified that they
considered change management to be an important component of ERP implementation. LE
representatives indicated that their change management plan commenced development in the
planning stage, but the change execution took place later in the process. All participants also
acknowledged the significance of ‘clarity in communication’ and recognised it as an important
factor to be considered in the planning stage. SME indicated that they did not experience true
requirements for clarity in communication in planning stage but recommended that it should
be considered by other small midsize businesses. When case study representatives were
asked about their ‘team building’ efforts in the planning stage, both LE representatives claimed
that they planned for it in planning while SME identified it as important, but did not consider it.
SME implementer also specified the significance of team building and suggested it to be
renamed as ‘build team’. Similarly when interviewees were asked about ‘team competence’,
both LE participants stated that they considered the competence of the team whilst hiring staff
and tested their performance during staff probation periods. Once again, SME implementer
endorsed the significance of this factor but also suggested renaming it as ‘develop

competency matrix’.

When asked about developing the ‘training strategies’ factor, LE1, MID-1 and MID-3
acknowledged it as important and claimed that they considered it while developing a high level
training strategy. SME implementer specified this factor as being important and suggested to

rename it as develop training strategies. According to SME, the end user training started too

late and was not appropriately delivered. The training was not sufficient to satisfy end user
expectations, hence change resistance was a major challenge and staff remained upset due

to poor implementation experiences.
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In response to the incentives with deliverables factor, LE1 acknowledged its significance but

said that they did not consider it. Likewise, SME implementer recognised the importance of
this factor for staff motivation and recommended it to be considered in the planning stage.
MID-3 stated that:

No incentive based strategy was adopted or used (MID-3).

b. Modified factors

There were some modifications in the people domain factors. For instance, LE1 suggested

expanding on factor user _support base for applications by adding ‘analysis’ at the front,

proposing that it be renamed as analysis of user support base for application. Similarly SME

implementer suggested modifications: renaming team building to build team, team

competency to develop competency matrix, and training strategies to develop training

strategies. SME implementer recommended these modifications for better understanding of
the meaning behind each factor and also their presentation. These modifications are accepted

and the proposed changes are reflected in the revised model.

c. Additional factors

There were factors suggested to be relocated into the people domain of the planning stage.
In addition there were some new factors suggested by some experts. For instance, LE2

suggested moving the conflict resolution procedure factor from the pre-planning stage to the

planning stage to consider it whilst planning for the human resources of the project.

| think conflict resolution procedures should be done at very early stages of the
planning stage. (LE1)

Similarly, LE1 also suggested adding a new factor called team management and control

structure in the people domain. Additionally, LE1 suggested relocating some existing factors
under this new factor: team building (such as forming, norming, storming, performing) but

indicated that it should happen towards the end of the planning stage, team competence (such

as analysis and external available competence comparison) and training strategies (such as

for Functional and Technical staff). According to LE1,

(The) Planning stage is where it should happen (performing: out of forming norming
storming and performing) but | think our teams were developed in a little bit of isolation.

The team didn’t form solidly until the construction stage (team bonding) but I think it
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should have happened in the planning stage. | think our team was built physically but
| don’t think it did that storming thing early. Maybe some team building upfront activities
would have helped. (LE1)

Similarly LE2 suggested having a training strategy established in the planning stage but
executed in the build stage. Therefore, the factor should be moved to build stage. Furthermore,

LE2 suggested considering new factors ‘plan for testing and identify staffing requirements’

and ‘develop testing strateqy, test plan, test scenarios and test cases recorded in testing

management tool (such as Quality Centre)'.

MID-3 also suggested adding a new factor for recording ‘resource utilisation details’

appropriately in the planning stage. Similarly, SME implementer suggested moving ‘develop

communication strategies’ and ‘develop conflict resolution procedures’ from the pre-planning

stage to the planning stage and add new factor ‘develop knowledge management strategy’ in

the planning stage.

SME-implementer suggested adding new factors in the people domain of the planning stage

including, ‘allocation of staff on project for knowledge transfer’, ‘internal and external team

engagement planning’, ‘develop testing strateqgy’, ‘identify key business users as testing

resources’ for user acceptance testing (UAT) and ‘define Post Go Live support structure’ on a

higher level. According to SME implementer, all these factors are critical for the success of
ERP implementations and (understandably) in-depth information cannot be available on each
of the above in the planning stage. It was argued that to maintain focus, it would be important
to start planning for these factors in the planning stage and later explore further details as

available.

MID-3 also suggested adding new factors ‘commitment from department resources’ for end

user testing (UAT), technical and functional ‘resources engagement’ and ‘package selection

design and contract signing’. These suggestion were made based on MID-3's practical

implementation experience and argued that the resource engagement is a critical component,
as business staff are expected to be overloaded with their day to day operations. Due to the
small size operations of midsize businesses, it would be difficult to allocate business staff or
subject matter experts to the project easily. MID-3 also argued to establish stage gates at the
start and end of baseline activities to see what was practically achieved as an outcome. This
recommendation was based on PRINCE2 (Projects in Controlled Environment) methodology

for project management.
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d. Removed factors

There were some factors suggested by some experts to be removed from the people domain
of planning stage. For instance, LE2 (Testing manager) suggested moving the factor user
support base for application from planning stage to later stages before the construction stage.
According to LE2,

User support base for application was not considered earlier in our experience. | think
it was considered in the construction stage but could be considered in build stage
(LE2).

In contrast, LE1 (Technical Resource Manager) acknowledging the benefits of a user support

base factor; arguing that it should be considered in the planning stage.

Analysis of User support base of application — | am not sure whether it was considered
during the selection process or available at the time but | consider it important and (it)

must be considered in the planning stage of implementation

Based on above argument and counter argument, the factor ‘user support base for application’
is hot removed from the planning stage. Similarly, MID-3 suggested moving ‘team building’

and ‘team competence’ later to the Build stage and ‘incentive with deliverables’ factor was not

experienced by MID-3. Furthermore, SME-implementer initially suggested moving ‘realistic

end user_expectation analysis’ factor from the organisation domain to the people domain of

the planning stage and then argued to move it later (with minimal or no customisations) to the
end of the Fit-Gap stage or the Design stage. This is to ensure that end user expectations are

correctly understood and recorded realistically.

6.4.3.6 Section summary

With some changes/amendments in the existing factors, most of the pre-identified factors were
endorsed by case study participants. The changes to existing factors include, ‘analysis of user
support base for application’, adding a new factor ‘Team management and control’ and
repositioning some existing factors under this such as, ‘outline team competence matrix’,
‘develop training strategies’ and so forth. In addition, there were factors suggested to be
relocated from other stages to the People domain and some new factors proposed by different
participants. Factors recommended to be relocated elsewhere within the model were: ‘conflict
resolution procedures’, ‘realistic ‘end user’ expectation analysis (minimal or no

customisations)’, ‘limited resources (skills)’, ‘develop communication strategies’, ‘develop
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conflict resolution procedures’ and ‘develop knowledge management strategy’. Similarly new
factors proposed by participants were: ‘plan for testing and identify staffing requirement’,
‘develop testing strategy’, ‘test plan’, ‘test scenarios’ and ‘test cases record in QC’, ‘resource
utilisation details’, ‘allocation of staff on project for knowledge transfer’, ‘internal and external
team engagement planning’, ‘develop testing strategy’, ‘identify key business user - testing
resources’, ‘identify key business staff for UAT’, ‘define post go live support structure (high
level strategy)’, ‘commitment from department resources (business)’, ‘resources engagement
(technical, functional)’, ‘package selection design and contract signing’ and finally ‘establish

stage gates — baseline and deliverables’.
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Technology factors

6.4.4 Summary of Planning discussion

Table 6.5 shows the revised Planning stage after the analysis of case study interviews. Altered

factors are represented in the middle column as follows:

o Textremoved

e Text added.

The final column shows the amended stage after the case study analysis.

Table 6.5: Planning stage amended after case study analysis

Planning stage

(Before Case study)

Selection criteria with
relevant parameters
Accurate information on
ERP applications

Less reliance on sales
advice

Time & Cost of
implementation

New technology adoption
issues

¢ Industry standards
o Proposed application

System architecture
analysis

Technical staff/consultant
expertise

Realistic “end user”
expectation analysis
(Minimal or no
customisations)

Identify value stream for
organisation

(New factors or changes as
recommended)

e Technical requirements identification

e Technical requirements analysis

e Decision on Testing Tools — QC (QA,
QM protocols set)

e Data Migration Strategy development

o Data migration strategy communication

& feedback

Plan for testing and identify Tools

required for Testing QC

Planning Decisions should be Made

e Engage with partners

Define compatibility issues with other

applications

o |dentify Applications for Integration

o ERP complexity management planning

END of Planning and before next stage

Establish infrastructure strategy —
Technology requirements
Establish Application Integration
strategy
o Establish Data migration Strategy
Data validation, verification and
cleansing
e Time & Cost of implementation (software
cost) end of this stage these were
known
o Data migration
«Early development of strategy
«» Strategy Communication
e Application integration
o |dentify systems for integration

Planning stage
(After Case study)

o Selection criteria with relevant parameters

o+ Accurate-information-on-ERP-applications

Less reliance on sales advice

New technology adoption issues

Mobility, HA, Complexity, network

Industry standards

Proposed application System architecture analysis
Technical staff/consultant expertise

Realistic“end-userexpectation-analysis (Minimal or no

customisations)-Fit gap

Technical requirements identification and analysis
Plan for Testing
o Decide on Testing Tools— QC (QA, QM protocols set)
Engage with technical stakeholders
Identify Applications for Integration
Compatibility issues with other applications
Establish infrastructure strategy — Technology
requirements
Establish Application Integration strateqy
o |dentify systems for integration
Establish Data Migration strateqy
e Strategy communication
o Data validation, verification and cleansing
Time & Cost of implementation (software cost - end of this
stage these were known)
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Planning stage
(Before Case study)

(New factors or changes as
recommended)

Planning stage
(After Case study)

e Cultural factors (local,
. ga(l)t\l/?er;ﬁ&ent or reaularit o Cultural factors (local, national)
chanae 9 y « Government or regularity change
g . « External environmental factors
e External environmental : .
factors ¢ Project I\/_Ianaqer_nent. o
« Project Management: . Eetglleder(:gect r?Ian _&kcgmmunlcatlon strategy
% Detailed project plan & * Project Leal ership (ris . |§sues)
communication strategy o Clear & erll defined objectives (Scope)
" % Project Leadership (risk o _ _ * Organisational change management
o & issues) o Cross organisational business functions e Risk Planning & Monitoring;
= & Clear & well defined e Plan Time & Cost of implementation » Effective Communication strategy, based on “who,
% objectives (Scope) o |dentify value stream for organisation what, when and how”
Y= < Organisational change ¢ Change and Risk Analysis o Effectiveness technigues for communication (survey)
© management o Stakeholder expectation Analysis o Limited Resources (Budge
g Stakehold tation Anal Limited R (Budget)
g « Risk Planning & e Strategic Management Issues * Executive Management Commitment
= Monitoring; e External Organisational factors ¢ Business impact analysis,
g < Effective e Macro environmental factors + Definition of individual and collective benefits
= Communication o Establish project Guiding Principles as | e Cross organisational business functions
@ ftrategy, based on part of Charter (no customize) e Plan Time & Cost of implementation
o who, what, when and e Clear idea of Cost of implementation at o Clear idea on Cost of implementation at end of
@) . how” end of this Stage planning Stage
* Eff(;ct.lvenesfs « Identify value stream for organisation
tec niques tpr e Change and Risk Analysis
N communication (survey) o Stakeholder expectation Analysis
« Limited Resources :
(Budget) o Strategic Management Issues
« Executive Management e External O_rganlsatlonal factors
Commitment . Macro_envwo_nmental fact_ors o
« Business impact analysis, . asgﬁggzhcﬁgct)éerﬁitzgggfsrnlnq Principles as part of Charter
« Definition of individual and ( )
collective benefits
) ) o Analysis of User support base for application
= Conflict resolution procedures « Limited resources (people/skill)
¢ Plan for testin_g and identify staffing req. « Effective time management
* Develop Testing Strategy, Test plan, « Change Management planning
test scenarios and test cases record in « Clarity in Communication
QC e Team mana
- ) ) gement & control
o Realistic ‘end user’ expectation analysis « Team Building
(Minimal or no customisations) e Outline Team Competence matrix
e Limited resources (Skills) « Develop Training strategies
e Develop Communication Strategies « Incentives with deliverables
¢ User spon bese or |1 D o e [ 2 ot esotonpocedes
0 app_llcatlon strategy o Plan for testing and identify staffing requirement
B e Limited resources « Allocation of staff on project for e Develop Testing Strategy, Test plan, test scenarios and
— (people/skill) test cases record in QC
8 o Effective time management Knowledge Transfer o Realistic ‘end user’ expectation analysis (Minimal or no
“= | « Change Management; ¢ Internal and external team engagement customisations)
2. Clarity in Communicat’ion planning o Limited resources (Skills)
Q. - ¢ Develop Testing Strate I g
O | ® Team Building denti pk b g ay ) * Resource utilisation details
& e Team Competence * Iregghlfr)ée:y usiness user - testing e Develop Communication Strategies
e Training strategies ) ) * Develop conflict resolution procedures
. . . o |dentify key business staff for UAT
¢ Incentives with deliverables. « Define Post Go Live support structure » Develop Knowledge management strategy
(high level strategy) PP o Allocation of staff on project for Knowledge Transfer
o Commitment from department resources | ° Igternlal aTnd ﬁxtersntal tteam engagement planning
(business) » Develop Testing Strategy _
« Resources engagement (technical, | ° Ident!fy key bus!ness user - testing resources
functional) o |dentify key business staff for UAT
« Package Selection design and Contract | * Deflne_Post Go Live support structure (high Ieyel strategy)
signing e Commitment from department resources (business)
e STAGE GATES - BASELINE and | ¢ Resources enge}gemen_t (technical, functigna_l)
ACHIEVE ¢ Package Selection design and Contract signing
o Establish Stage Gates — Baseline and deliverables
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Chapter Seven

Phase two: Case study results and

discussion (part two)
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7.1 Case study results (part two)

This chapter is a continuation of Chapter 6. In this chapter, the researcher will continue to
report on the investigation conducted in the reminder of six cases involving a large business,

a small business, midsize businesses and an ERP provider.

The interviews for the case study were conducted as part of the second data collection stage.
This chapter will continue reporting on the case study organisation’s feedback on the proposed
ERP model content based on their practical experiences. The chapter will be followed by the

Conclusion chapter. The chapter is organised as follows:

¢ Discussion on Build Stage
e Discussion on Construction Stage
¢ Discussion on Go Live stage

e Presentation of final model
7.2 Case study - results, analysis and modification

As a reminder, ERP implementation is divided into following five stages:

Pre-Planning stage: to start the implementation requirements,

e Planning stage: Plan for implementation — (planning remains an ongoing process)

e Build stage: A combination of Set-up, Re-engineer, System design (functional and
technical)

e Construction stage: A combination of configuration, development (if customised) and

testing

e Go Live stage: Events immediately before (sign off) and during Go Live activities.
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Figure 7.1 once again provides details of the six cases interviewed with their relevant

classifications. The discussion in this chapter commences from the Build stage

Large Size
Enterprise (LE)

Midsize
Enterprise (MID)

SME —
Implementer
(Project
Services
providers)

Small and
Medium
Enterprise (SME)

500
plus

50
250

mber of Employees Scale

MID-3

MID-2

Figure 7.1: Scale of case businesses

Dual Sector
University (1800+ staff)

Automobile reseller
(120+ staff)

Car Parking services
(97+ staff)

Value added reseller
(50+ staff)

Voice & Data services
(25+ staff)
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7.2.1 Build stage

(Set-up, Re-engineer/Fit-gap, System design)
The Build stage of ERP implementation comprises of three sub-stages;

e Set-up: includes setting up technology and business requirements gathering

e Re-engineer: includes requirements validation, business process mapping and re-
engineering, identification of gaps within the business processes and application.

e System design: The design stage comprises of both Business/Functional design and

Technical design of the application.

Table 7.1 shows the “Design stages” factors at the end of the phase one of the data collection.
In the end of this section, a revised design stage factors will be presented; based on case
study feedback. The data obtained from the case study analysis is presented in four

categories;

e Agreed factors (factors agreed/experienced to remain unchanged and by whom)
o Modified factors (changes in the factors made but not placement)
e Additional factors (new added factors and/or factors moved from other stages)

¢ Removed factors (factors removed completely or moved to other stages).
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Table 7.1: Build stage factors before case study analysis

Factors for ERP adoption Build stage(Set-up, Re-engineer, System design)

« ERP complexity;

« In house expertise;

« Cost of implementation

« ERP compatibility issues with other applications
« Development of a system design strategy

« Business & Technology Issues

Technology factors

« Cost of implementation
oLimited Resources (Budget)
- Situational Leadership issues
« Issues due to Mergers/ Acquisitions
« Cross dimensional factor impact
« Project Management:
¢ Project monitoring & control
Risk Monitoring;
Stakeholder expectation management
Effective Communication & Coordination;
Organisational change management
Organizational resources management
« Organisational structure definition
« Organisational Ideology;
« Effects of managerial style
« Limited Resources (People/Skill)
o Trained business staff
o Professional external consultants
o Temporary staff to backfill existing business staff
« In-house expertise
. Team management & control
People factors « Change Management
+» Business support for UAT team
+«» Staff attitude to change
+ Management attitude
++ Organisational Staff engagement
« Clarity in communication
« Communication transparency
e Internal & external team engagement

*

Organisational factors

R/ R/ 7 7 7
0.0 0.0 0‘0 0‘0 0'0

Suggestions to change the stage name

Whilst discussing “Build stage” factors, MID-3 suggested renaming the Build stage to

Functional Solution Design stage. It was argued that as sub-stages listed in the Design stage

include; Set-up, Re-engineer, System design and Blue print/Fit-Gap; the purpose of the stage

would be to gather requirements, complete functional design and identify gaps in the solution
for potential customisations. Therefore, it was suggested to rename this stage as Functional

Solution Design stage. It was further added that the recommended change was to assist
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midsize business leaders, who would likely not have advanced understanding on ERP

implementation details and this new name would help them understand activities in this stage.

Similarly, SME implementer also suggested renaming Build stage to Detail Design or Blue

print stage. SME implementer suggested adding Functional Design as new sub-stage in

addition to other pre-identified sub-stages.

| think “Build” as a stage name is very misleading. | think rather (than) having “Build”

as the name of this stage, it would prefer it to be renamed as Blue Print Stage. If you

want to avoid giving your model SAP stage terminology then rename it as Detail Design
Stage (SME Implementer).

As per our experience with small and midsize businesses, when we get engaged, we
start in the design stage as a first step. We generally have most of the information
sorted by then and we build, install on their system and then we show them the product
part of design delivery. We demonstrate them the process as how SAP does it and ask
them how would your process best fit. We expect them to make decisions whether to
change their processes or change the tool? Based on this Box Drop presentation we
assess the processes they decide to adopt and maintain 25% of variation or change
on the core scope. Now if we get into next stage and they want to make further changes
let's say up-to 50%, then we revisit the entire previous (design) stage again (SME

implementer).

The argument was accepted and the stage hamed was changed to “Detail Design Stage”

and reflected in the revised model.
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7.2.1.1 Technology factors

Based on the literature review and first data collection stage (expert panel) findings,

Technology factors in the ‘Build stage’ comprise:

« ERP complexity;
« In house expertise;

« Cost of implementation

« ERP compatibility issues with other applications
« Development of a system design strategy

« Business & Technology Issues

While discussing factors in Technology domain of “Build stage”, both large size business
interviewees agreed with the content presented and acknowledged that most of these factors
are aligned with their practical experiences. Similarly, small and midsize interviewees and the
SME implementer gave feedback based on their practical experiences and knowledge of their
implementation. The feedback obtained from the interviews is recorded below in four
categories including, “Agreed”, “Modified”, “Additional” and “Removed” factors. Please refer

Appendix 7A (12.3) for a detailed reflection on comments received.

a. Agreed factors

Apart from some instances, most of the case study participants agreed with the factors
identified in the Technology domain of the Build stage. When participants were ask about ‘ERP
complexity’, the SME, large size and midsize business representatives agreed that they had
experienced this factor in their implementation. LE1 shared his perspective by stating that the
complexity of ERP implementation becomes clearer after fit-gap analysis is completed toward
the end of design stage. The team would then be able to see ERP complexities clearly. LE1
further added that once requirements gathering and fit-gap analysis phases are complete, it
leads to other Build stage activities. In this stage, the organisation and vendor should clearly
be able to scope the activities and set the direction for the implementation. SME and MID-1,
MID-2 acknowledged that the ‘ERP complexity’ was clearer in this context and by adding more
change in the application would increase the cost, and hence manipulate the dollar value with
the benefits received. Similarly MID-3 also accepted the argument based on the fact that in
the build stage the business expected a ‘technical lock down’ of scope and the vendor
selected, technical details finalised, size of implementation clearly defined and required
technology instruments procured (such as servers, hardware and other technology material).

In contrast, LE2 and SME implementer argued that it would be difficult to envisage details of
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the complexities in the Build stage. The Build stage will would enable to outline requirements

and compose design details but the insight on complexity would remain to be at a higher level.

In response to the ‘in house expertise’ factor, large size participants (LE1 and LE2), small
midsize business participants (MID-1, MID-2, SME) and the SME implementer acknowledged
its significance and confirmed experiencing this factor in their implementations. It was added
that having in-house expertise is critical for the project and also for post implementation
support services. SME implementer was of the view that the training needs for staff should be
identified and training should be provided accordingly. In contrast, MID-3 suggested that in-
house expertise related issues should be resolved by this time with internal appointments and

external contractor staff; hence this factor should be moved to earlier stages of the model.

When case study organisations were asked about the ‘cost of implementation’ factor, all
participants from small, midsize and large size case study organisations acknowledged
experiencing it in their implementations. It was added that the ‘cost of implementation’ revision
is an ongoing process and should continue throughout the implementation starting from the

Planning stage (MID-3 and SME implementer).

In response to the factor ‘ERP compatibility issues with other applications’, LE1, SME, MID-2
and MID-3 acknowledged the significance of application compatibility issues and confirmed
experiencing such issues in their implementations. MID-3 added that ERP capability issues
actually relate to the application integration with internal and external applications. Aspects
relating to integrations should be clearly documented and technical designs developed in the

design stage for later ‘practical’ delivery.

When asked about the factor ‘development of a system design strategy’, the large size
participants endorsed its relevance and all small midsize business cases representatives and
the SME implementer acknowledged its relevance and recommended it to be included in the

Technology domain of Build stage.

Regarding Development of system design strategy, it was developed as an output of

the Fit Gap analysis in the design stage. (LE1)

While discussing ‘business & technology issues’, LE1 and small midsize business
representatives acknowledged its relevance and recommend it to be considered in the
build/design stage because of this relevance. According to LE1, ‘business and technology

issues’ start to appear in the Build stage but their full impact is realised in the Construction
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stage. In contrast, LE2 stated that these factors were not considered until the Construction
stage or even later, closer to the Go Live stage. LE2 did acknowledge these factors as
important and considered them from the Planning stage through to the Build and Construction

stages.

Regarding Business technology issues, any other related issues to technology
adoption; | am unsure whether we considered them in Build or Construct stage. They
started to unfold during Build phase though, but in construct phase they were clearly
understood. (LE-1)

About business and technology factors review, | don't believe they were even thought

of until we were in the Construct stage or even after the implementation, until Go Live.
But for ERP implementation, they should be considered in Build/Design stage. They
should start to be considered from (the) Planning stage and revised with the project
stages of implementation. Finding out once you design, gradually reviewing/revising

them as you go. (LE2)

b. Modified factors

SME-implementer and MID-3 suggested changing the factor ‘ERP_compatibility issues with

other application’ to ‘ERP integration aspect’.

c. Additional factors

Both large size participants, SME and SME implementer suggested relocating data migration
and relevant activities from the Construct stage to the Build stage including its sub-stages:

‘early development data migration strateqy (revision and update)’, ‘strategy communication’,

‘data quality analysis and data cleansing’. MID-3 argued that a data migration strategy should

be developed earlier and feedback obtained from relevant stakeholders. The data conversion
(DC) processes should be streamlined and the data cleansing effort should start early.
Furthermore, the data sampling should be completed early and then carried on with the data

cleansing exercise until the Go live stage.

| think data migration should probably start in the Build stage because we were

continuously taking the data from the legacy system and doing a full review of the data
and mapping it across into Campus Solutions co-related fields. Based on experience,
| think activities such as early strategy development, the communication for data

migration and even data quality analysis should all be in the Build stage. Similarly, the
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data cleansing process should be in the Build stage that carries across into
Construction. Precisely the process of cleansing and migration should continue in the
Construction phase and the rest all should be completed in Build. Remember, we had

to go through a number Data Conversion iterations before go live migration (LE1).

Data Migration should start earlier and its requirements should be done way earlier

and practically completed in this (Build) stage. You don't want to get to Construction
stage and realise that you have all these data issues to deal with putting negative

impact on the project and locking up all system requirements (MID-3).

You need to define your Data Migration Strateqy here (Build stage) as part of

Technology. It should be completed in the Design phase. You would definitely want to
know what and how Legacy data looks like, and what to do with it. In Construction
phase you will perform Data conversion activities — ongoing, several iterations. (SME

implementer)

MID-3 suggested a new factor, establish requirements and sampling and SME implementer

suggested data structure establishment for migration as a new factor.

Similarly, the large size case patrticipants, SME implementer and MID-3 suggested relocating

application integration factors from the Construct stage to the Build stage as well. It was stated

that similar to recommending an early start for data migration planning, the application

integration requirements should be identified, including identification of systems for

integration.

Based on our experience, application integration definitely happened in Construction

but the identified and planning processes for integration started in the Build phase. All
systems were identified before the construction started. In the Construction phase we
streamline only those systems that were required to be integrated with Campus
solution (LE1).

| believe compatibility issues with other applications related with application

integration. Remember, Integration is another important piece of work so it is better to
plan early, lock out the integration and get it settled in the design phase. You should
know early what interfaces are required to be built and what applications should be
integrated. In the Design stage, identification is important but later it can be changed.

The practical integration is achieved in the Construction stage (MID-3).

279 |Page



Other small midsize business participants (MID-1, MID-2 and SME) maintained the same
argument of having an early start to plan for application integration. Some representatives
even gave practical examples. For instance, MID-2 experienced an issue with their OLAP

reporting;

OLAP was a reporting tool that needed integration with SAP B1 [ERP application]. We
decided to use OLAP rather than SAP build-in Crystal reports and faced serious
integration issues at ‘Go live’. This caused panic but we were able to have a quick
resolution. My recommendation is, always plan ahead for application integrations.
(MID-2)

LE2, MID-1 and SME implementer suggested moving factor ‘ERP_installation aspects’ from

the Construction stage to the Build stage. It was stated that

ERP installation aspects: We would have done that in the Build stage not here in

Construction and we recommend this to be considered in the Build stage. (MID-1)

MID-1 stated that they learnt from mistakes and rectified them, resulting in a second ERP

implementation executed in a controlled manner.

There were new factors suggested by some participants. For instance, LE2 suggested adding

‘Establishment of testing strategy, testing processes, script creation and recording’ in the Build

stage.

Planning for testing, test scripts and test cases, understanding the design documents
and translating them into test scripts should be completed in the Design stage. The
test strategy documents should expand into system testing and later user acceptance
testing (UAT) documents completion. We completed all these documents in our
experience and handed over relevant documents to the operational team after Go live
(LE2).

SME implementer suggested new factors for the Build stage: ‘Build use case maps’, ‘Show

product in design’ and ‘Customisation and development required'.

In the Build stage; building meaning that you are picking your delta [vanilla instance of
the application], acknowledging sign off has already been obtained and you completed
use case map, customisations identified and finally you just start building. All these
factors should be considered as well (SME Implementer)
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In addition, SME implementer suggested adding a new factor ‘Technical and infrastructure

strategy definition’ in the technology domain.

In (the) Build Stage, you also need to include your infrastructure strategy. This should

contain information on what boxes you need, what network connections, some
decision points on do you want to go on mobility, are you going enterprise portal -

internal or external, technology design factors into the deployment plan and so forth.

(SME implementer)

d. Removed factors

According to SME implementer, there is less probability to have accurate information on ERP

complexities in the Build stage; hence this factor should be moved to the later stage.

There was a general consensus of having experienced ‘cost of implementation’ revision (fine

tuning), based on potential customisation or development, estimated within the Build stage. It
was suggested by the SME implementer that this factor is not relevant to Technology, hence

should be moved to other domains within the Build stage.

7.2.1.2 Section summary

Apart from some modifications suggested by interviewee participants, most of the technology
factors in the Build stage were endorsed. The suggested changes included; adding a new sub-

factor within in-house expertise called ‘identify training requirements’ and replacing ERP

compatibility with ERP integration issues with other applications. An interviewee suggested
relocating ‘cost of implementation’ from technology to organisational domain but the
researcher did not make this change as the costs indicated may be associated with technology
for hardware, software or any other technical equipment purchase for the project. It was
appreciated from the comments that a need to have stage-wise implementation cost revision
would be beneficial.

In addition to the modifications suggested, the participants suggested removing and relocating

data migration planning factors to an earlier stage of the model: ‘early development of strategy’

and ‘strateqy communication’. Furthermore, it was recommended to add factors from other

stages including: ‘Data migration’ and associated sub-factors: ‘data guality analysis’ and ‘data

cleansing’. Additionally, it was argued adding new data migration sub-factors: ‘data migration

(revision/update)’, ‘data structure establishment for migrations’ and ‘establish requirements

and sampling’.
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Furthermore, the participants suggested adding another new factor, ‘technical and

infrastructure strateqy’ and its sub-factors ‘technical lock down’, finalise ‘vendor selection’ and

‘procurements of hardware and software’ for the implementation. In addition, factors related

to ‘application integration’ planning were suggested to move to an earlier stage of the model

including: ‘identify systems for integration’. However, the practical delivery of application

integration was still expected to take place in the Build stage, therefore, application integration

sub-factor ‘integration points, systems for integration’ was left in the Build stage.

It was also suggested by interviewees to add new factors: ‘establish testing strategy’ and

associated sub-factor ‘setup test processes, script creation and recording’. Similarly a new

factor for cost of implementation was stated to be ‘Cost of technology’ and other new factors:

‘Build use case maps for design’, ‘show product in design’ and ‘customisation and

development required’ were suggested.

Considering the relevance of all these suggested changes, these are reflected in the revised

model accordingly.

7.2.1.3 Organisational factors

Based on the literature analysis and the first data collection results, the organisational factors
in the ‘Build stage’ comprise:

e Cost of implementation
e Limited Resources (Budget)
e Situational Leadership issues
e Issues due to Mergers/ Acquisitions
e Cross dimensional factor impact
e Project Management:
o0 Project monitoring & control
Risk Monitoring;
Stakeholder expectation management

Effective Communication & Coordination;

© O O O

Organisational change management
o Organizational resources management
e Organisational structure definition
¢ Organisational Ideology;
o Effects of managerial style
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When Organisational factors in the “Build stage” were discussed with the case study
organisations, the large size participants accepted factor’s relevance and endorsed them in
principle. Similarly, small and midsize case interviewees provided similar insights. Please, see

Appendix 7A (12.3) for a detailed reflection on comments received.

a. Agreed factors

Most of the factors listed in the organisational domain of the Build stage were endorsed by
case study participants. While discussing ‘cost of implementation’ and ‘limited resources
(budget)’, LE1 and small midsize business case interviewees acknowledged the factors’
relevance and confirmed that cost revision in the design stage is important. SME implementer
suggested a stage-wise cost review and refinement to control expenditure. In contrast, LE2
claimed that this factor was not relevant to their implementation as they had pre-allocated
funds and those were sufficient to the complete the project. The researcher questioned

whether the cost estimates were revised at all: LE2 responded in the affirmative.

Similarly, in response to ‘situational leadership issues’; all case study participants endorsed
the significance of this factor and acknowledged experiencing it. Furthermore, large size
participants suggested moving this factor to an earlier stage of implementation, as leadership

issues should be resolved well before the Build stage.

In response to ‘issues due to mergers/acquisitions’, none of the participants were able to relate
this factor with their implementation experience. In contrast, SME implementer and MID-3
acknowledged the relevance of this factor based on changes in circumstances. MID-3 stated
that the project scope would need to be revised with new expectations due to mergers and/or
acquisitions. SME implementer was of the view that small and midsize companies should
consider these issues, with potential significant implications on their ERP implementation.

Hence, it should remain included in the Build stage.

Similar to the previous factor feedback, when asked about ‘cross dimensional factor impact’,
none of the participants were able to relate this factor to their practical experience. However,
SME implementer did consider this factor to be important and stressed the need to have it

considered in the Design phase.

Collectively, the large, small and midsize business representatives acknowledged most of the
factors listed under ‘project management’. The large business interviewees acknowledged

experiencing these factors either in the Build stage or later in the Construct stage. The LE
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interviewees recommended that project management factors should be included in the Build
stage for effective upfront planning and management. All participants from large and small
midsize business cases collectively endorsed the sub-factors of project management: ‘project
monitoring and control’, ‘risk monitoring’, ‘stakeholders expectation management’, ‘effective
communication and coordination’, ‘organisational change management’ and ‘organisational
resource management’ and recommended them to be included in the Build stage of the model.
MID-1 provided some insight on their ‘project management’ experiences, indicating that they
had two implementations; the first was JD Edwards-Financial and the second was MS
Dynamic CRM. In the first implementation, the project was outsourced to an implementation
partner; hence there was no control on project delivery. In the second instance, they decided
to appoint an internal project manager as the project custodian, resulted in vigilant monitoring

and management of the project.

In response to ‘organisational structure definition’, both large size representatives and most of
the small midsize participants acknowledged its relevance and recommended that it be
considered in the Build stage. Both large-size participants urged a need for an appropriate
handling of organisational structure matters to deal with the post implementation support
matters and for management of knowledge transfer. SME implementer stated that the
organisational structure definition could only be considered if required and recommended it

be included in the model.

While discussing ‘organisational Ideology’, both large size participants acknowledged the
significance of this factor on potential change related issues. They were able to relate this
factor to their practical experiences and stated that they faced significant change adoption
issues due staff resisting the change. The staff maintained their ‘status quo’ and continued
their way of business practice that was related to the thought process and ideology of the
organisation. It was recommended to have this important factor included in the model for
effective management of issues that could potentially result in post implementation failures.
None of the small and midsize participants were able to relate this factor with their

implementation experience or considered it important.

In response to ‘effects of managerial style’, LE1 identified this factor related to the people
domain and recommend it to be relocated. Other participants, including LE2, MID-2 and SME,
acknowledged the relevance of this factor and recommended it to be included in the Build
stage. It was further added that the managerial style directly relates to the success of a project,

hence an effective line management involvement and leadership ability of the project manager
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is critical. Clear definition of roles and responsibilities would have a positive impact on
implementation and an inability to handle these issues could have significant negative impact

on project performance and delivery.

b. Modified factors
No modifications were proposed in the existing factors.
c. Additional factors

LE2 recommended adding ‘stakeholder expectation analyses’ in the Build stage and stated
that this should be an ongoing process from this stage’s fit-gap process through to the

Construction stage:

Based on our experience, Stakeholder Expectation analysis and mapping what
something missing until Construction and we recommend it to start in the Build stage
(LE-2).

Similarly, LE2 suggested moving factors from other stages to the Build stage. It was argued

that ‘information system function’, ‘Effective organisational level communication and

coordination’ and organisational change management are relevant to the stage and should be
added there.

| believe Information system function should be in the Build stage. This relates to how

the system will act and should be considered in the Build. Similarly, Communication

and Coordination (should) be relocated to the Build stage along with Organisational

Change management. In our experience, Communication and coordination didn’t

happen; trainers were not on-board early and could not engage well. (LE2)

Consistent with the previous experience, SME-implementer suggested new factors for the

organisational domain of the Build stage. These factors were: ‘Scope Management, Detail

design; functional details, processes, fit-gap and business process functionality, Expand on

strateqy for Governing Principles and also Business process change or customisations.

For scope management; SME implementer was of the view that effective scope management
would be critical for ERP implementation and should be handled within project management.
For effective scope management, SME implementer suggested expanding on strategy for
governing principles and having principles drafted early for effective customisation control and
scope management.
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Somewhere you will need to think and develop governing principles for the project. |
think it should be an organisational factor in the Planning stage. First establish and
then we need to work our way through to expand the strategy in later implementation
stages. Somewhere in the Build stage you do need to expand on these governing
principles as part of your project charter or something that should say adopt change

[customisations] in the application. (SME implementer)

As SME implementer recommended to change the name of this stage, it was further added
that in this stage, a detailed functional design, process maps, fit-gap and business processes
should be completed. All of these key deliverables are important for the success of a project
based on business/customer expectations. Similarly, MID-3 suggested adding a new factor

‘detail _design development’ containing functional design details, process maps, fit-gap

information and business process functionality for the implementation. This factor is similar to
SME implementer factor recommended earlier:

Based on experience, people normally do not talk much about BUILD for a stage. They
tend to go from Planning and then Blue Print Stage (defining what is going to happen
functionally. You can call it Fit gap Analysis stage). As an architect’s point of view, there
are a lot of technical aspects but from a business point of view, they don'’t really care about
technology but for the functional details. A detailed design should be completed containing

functional and technology details before construction stage (MID-3).

d. Removed factors

Both large size participants (LE1 and LE2) recommended having ‘situational leadership
issues’ moved to an earlier stage and acknowledged experiencing situational leadership,

especially while managing an external influence on the project.

7.2.1.4 Section summary

In relation to the organisational factors associated to the Build stage, most of listed factors
were endorsed by case study participants. The only change was argued by large size
interviewees to relocate the ‘situational leadership issues’ factor to an earlier stage of the
model. The researcher decided not to reflect this change, as none of the other participants
suggested the same and also situational leadership is more critical while performing the work

in the Design and Construction stages rather in the Planning stage.
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The case study participants suggested relocating some factors from other stages: ‘stakeholder
expectation analysis’, ‘effective communication and coordination’” and ‘organisational change
management’. Similarly there were some recommendations made to add new factors in the

organisational domain of the Build stage including: ‘Scope management’, ‘Detail Design

(containing functional details, processes, fit gap — business process functionality)’, ‘expand on

strateqy for Governing Principles’, and ‘business process change or customisations’.

Considering the relevance of all these suggested changes, these are reflected in the revised
model accordingly. In terms of the suggestion of removing the situation leadership factor from
this stage and relocate it to an earlier stage, it is important to note that situational leadership
is an ongoing iterative process that starts from planning and continues through the project. No
other midsize business representative supported this argument. Therefore, the factor has not

been removed.

7.2.1.5 People factors

Based on the literature analysis and the first data collection stage findings, the People factors

in the ‘Build stage’ are comprised of;

o Limited Resources (People/Skill)
o Trained business staff
o0 Professional external consultants
0 Temporary staff to backfill existing business staff
0 In-house expertise
0 Team management & control
o0 Change Management
0 Business support for UAT team
o Staff attitude to change
0 Management attitude
o Organisational Staff engagement
o0 Clarity in communication
o Communication transparency

o Internal & external team engagement

While discussing people factors in the “Build stage”, case study participants from large size,
small midsize businesses and SME implementer provided insights based on their practical

experiences. Please, see Appendix 7A (12.3) for a detailed reflection on comments received.
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a. Agreed factors

While discussing People domain factors identified in the Build stage, most of the participants
from small, midsize and large cases and the SME implementer provided positive feedback.
There some changes suggested by participants. When participants were asked about ‘limited
resources (people/skill)’; both large size participants acknowledged the relevance of this factor
and stated that it is always hard to find a suitable resource (people) for specialised roles. They
endorsed sub-factors of limited resources, such as ‘trained business staff’ stating that it was
missed in their implementation and this was considered as a major weakness. They did obtain
assistance from ‘professional external contractors’ to fill the knowledge gaps by partnering
with Oracle consulting for project delivery. The large size participants also acknowledged
having ‘temporary staff to backfill existing business staff’ for requirement gathering and

eventual user acceptance testing activities.

In-house expertise analysis should be done in the Build stage. We didn’t do it well for
Campus Solutions implementation [ERP application first project] but | believe it was
not bad for Finance implementation [ERP application second project]. In PeopleSoft
financials implementation, staff from the business were employed in roles of business
analysts and later returned back to their previous positions. This strategy really worked
well for the finance team to retain the new sophisticated ERP application functional
knowledge (LE-1).

Similarly, all small, midsize participants and the SME implementer also acknowledged the
significance of ‘limited resource (people/skill)’ and its related sub-factors. SME implementer,
being an implementation partner itself, was reluctant to comment on most of these factors but
did acknowledge their significance and recommended these factors to be included in the

model.

When case study organisations were asked about ‘in-house expertise’, both large size
participants recognised its importance and stated that this factor would help to identify internal
needs to be performed later in the Build or Construction stage. All small and midsize
businesses and the SME implementer shared the view of having in-house expertise tested in

the Build stage to identify any weaknesses within the team to be filled.

This (Build stage) is where we should be doing the in-house expertise analysis. It

should be evidence based as by here you know who is doing what and how much in-

house expertise we have to fill the holes with contractors. In our experience, DBA
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(Database Administrators) were slightly more experienced, but the rest of the team
was on the required level of expertise. Business Analysts were a bit inexperienced but

they caught-up quickly (LE1- Technical Resource Manager).

In response to ‘change management’ and related factors, such as, ‘staff attitude to change’,
‘management attitude’ and ‘organisational staff engagement’, all participants acknowledged
and recommended these factors to be considered in the Build stage. It was also mentioned
by some midsize business representatives that even though there should be clear planning
for change management upfront, realistically they may be entirely or partially experienced in
the Construction stage or later at the Go live stage. In response to the change sub-factor
‘business support for UAT team’, LE2 stated that this should start in the Build stage, but based
on their practical experience it typically did not. LE1 was of the opinion that this should be
completed in the Construction phase or towards the end of Construction, immediately before

User acceptance testing (UAT) starts.

None of this (change management) happened here (Build stage) but it should be done
though. We should have engaged with people on change issues and managed the

change strategy more effectively (LE2).

Similarly, in response to ‘clarity in communication’, both large size participants recognized the
importance of this factor and indicated that it should be carried out by identification of internal
needs and performed at a later stage. Similarly, both large size business participants identified
‘communication transparency’ as an important factor and identified that it was missed in the
implementation and should have been considered in the Build stage. All small and midsize
cases and the SME implementer acknowledged and endorsed these communication factors

and recommended them to be considered in the People domain of Build stage.

In response to the factor ‘internal and external team engagement’, both large size participants,
small and midsize cases and the SME implementer endorsed and recommended it to be

considered in the Build stage of the model.

b. Modified factors

The only maodification within the People domain of the Build stage was by MID-3, who
suggested revising the wording of factor ‘temporary staff to backfill existing business staff’ to

‘Backfill existing business staff. MID-3 was of the view that the wording needed correction to
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avoid mentioning temporary staff, rather raise a point for relevant action deemed necessary

by midsize business management.

c. Additional factors

There were some suggestions made by participants in terms of relocating factors from other

stages. LE1 (Technical Resource Manager) suggested relocating ‘effects of managerial style’

from the Organisation domain to the People domain within the Build stage. Similarly, LE2

(Testing Manager) suggested new factors such as, dedicated resources for testing

(people/skill) with ability to fix defects in testing and plan for User Acceptance testing as part

of testing strategy by clearly defining user acceptance testing requirements and recording its

process appropriately. In addition, LE2 recommended revising ‘training strategy’, which was
originally completed and communicated in planning stage, to be implemented in the Build
stage. Based on LE2 (Testing Manager) experiences;

Training strategy was not completed until Build stage but it should have been
completed in the Planning stage. Incentives for deliverables should plan for such
strategies and happen in planning. Practically, once training strategy is complete, it
should be executed accordingly in later stages of implementation, starting from Build
(LE-2).

Similarly, MID-3 suggested a new factor ‘staff training (technical and functional)’ to be included

within the ‘limited resource (people/skill)’ category. Furthermore, MID-3 argued in favour of

People domain factors of the Planning stage, such as, ‘team building’ and ‘team competence’

to be included in the Build stage.

SME Implementer also suggested some new factors: ‘skill match assessment’ for an effective

knowledge transfer’, ‘Establish training strategy’ including build training plans and ‘prepare for

UAT by defining UAT management strategy completed in the People domain of the Build

stage. SME implementer further alluded that by establishing a UAT management strategy, it
would help to encapsulate UAT related requirements in the Build stage and to be ready for
performing UAT at the end of the Construction stage. Furthermore, the training needs analysis
would enable identification of potential end users for training, who would later be used for UAT

before the Go live stage.

SME implementer further provided recommendation for training needs analysis and training
plan;
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You must be developing your Training plan here. When your training plan is completed,
you will deliver training as you go over. Develop relevant strategies upfront and when
we go over, we execute them in Construct(ion) phase or as required. You should know

how much your Delta* is!! (SME Implementer)

*(Delta is the difference between two versions of the applications. Delta records or uploads
are the data of legacy system that gets loaded into SAP system after analysis of before, after

and how to information)

Finally, SME implementer’s earlier suggestion to move end user expectation analysis from the

Planning to the Build stage would help to streamline training and user acceptance testing,
based on key stakeholders who would end up using the application. This would enhance the

application acceptability and adoption by relevant teams for the collective success of a project.

d. Removed factors

Both LE1 (Technical Resource Manager) suggested removing the ‘team management and

control’ factor to move to the Planning stage as an appropriate mechanism should be

established eatrlier.

The team management and control structure should be in the Planning stage. (LE1)

LE2 (Testing Manager) seconded the opinion expressed by LE1, but in a different way;

The details of Team Management and Control structure should be refined here. In our
experience; trying to work-out who looks after Analyst Programmers (AP) and how
practically the project is being executed. In our project the issue was that the Technical
resource manager was expected to manage AP and other technical resources. The
project manager had the ownership of Data Conversion and functional teams. There
was a little bit of un-surety about who is doing what. No clear definition of roles and
responsibilities was an issue that should have been handled more carefully than it was
done. | am not quite sure how effective this structure was and what impact this brought

on the implementation (LE2).

Similarly both LE1 and LE2 suggested moving ‘business support for UAT team’ to the

Construction stage. It was argued that it was too early to get into granular details of UAT,

which should be optimally planned.
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Furthermore, SME implementer and MID-2 suggested moving ‘Trained business staff’ later to

the Go Live stage as this should be completed a few weeks before actual go live activities.

Training of business staff is a little too early in Build | think. You need to establish a
“Just in Time” training policy and | would recommend that it should be in Go Live stage
or at the end of Construction stage when you could train up these end users well.

(SME Implementer)

7.2.1.6 Section summary

Based on the previous discussion, it is concluded that all factors listed in the People domain
of the Build stage were endorsed by case study participants. There were some instances
where interviewees suggested relocating some factors to earlier stages of implementation
including: ‘trained business staff’ sub-factor within ‘limited resource (people/skill)’ and
‘business support for UAT team’, a sub-factor of change management (to be relocated to the
Construction stage); since the Build stage is to too early for end users transferring knowledge
and user acceptance testing. Similarly, it was suggested relocating ‘team management and
control’ to the Planning stage. These suggestions are valid based on participant’s experiences.
However, considering the significance of early identification for resources (people/skill) and
ensuring that staff identified for UAT, it was decided to keep these factors in the Design stage

as well as a repeat of factors in the recommended settings provided.

There were also suggestions made to relocating existing factors from other stages/domain to
the People domain of the Build stage: ‘team building activities’, ‘team competence’, ‘effects of
managerial style (important +ve or -ve)’ and ‘training strategies (revision)’. Furthermore, there

were some new factors also recommended by some participants: ‘dedicated resources for

testing (people/skill)’, ‘an ability to fix defects in testing’, ‘skill match assessment for knowledge

transfer’, ‘establish training strategy & build training plans’, ‘define UAT management strateqy

(in_test strateqy)’, ‘plan for user acceptance testing (UAT)' and ‘revise end user expectation

analysis’.

Considering the relevance of suggestions made by different interviewees, the maodifications
and new changes are reflected in the revised model accordingly. In regards to suggestions to

remove factors, it was concluded that the management and control function remained to be a

function throughout the Implementation and was not limited to the Planning stage. Similarly,

the argument of relocating business support for UAT team to the Construction stage is noted,

but early planning for UAT is considered vital. Finally, the suggestion of having trained

292 |Page



business staff in the Construction stage is accepted and therefore, repeated later - but the
factor was not removed to maintain an early visibility of requirements for business staff

training.
7.2.2 Summary of Build discussion (Blue Print/Detail Design stage)

At the start of the discussion, two case study participants suggested renaming the Build stage
to something ‘more meaningful’. Both argued that the sub-stages included in the ‘Build’ stage
comprised set-up, reengineer and system design. These stages relate to functionally and
technically designing the application. It was further argued that ERP applications are “out of
the box” applications that are implemented and not developed. Therefore, “build” for a stage
name could be misleading for midsize business leaders. It was suggested that the stage name
should be reconsidered and proposed alternate options such as Functional Solution design
stage or Detail design/blue print stage. The argument was accepted and the stage named was
changed to “Detail Design Stage”.

After discussing Build stage factors in the technology, organisational and people domain
classifications, it can be concluded that the majority of the factors presented for discussion
were endorsed by the case study participants. In addition, there were different technology
factors suggested to be relocated into the Build stage including Data migration and Application
integration related factors. However, some patrticipants also argued for relocating the Planning
stage related factors for Data migration and Application integration and move these to the
Planning stage. Consequently, an analysis of factors was performed to consolidate related
factors in a condensed manner to avoid repetition and for better sequencing. Similarly other

new factors were added in the technology domain of the Build stage: ‘identify training

requirements (people factor)’, ‘build use case maps for design’, ‘show product in design’ and

‘customisation and development required’. In addition, there were suggestions to alter some

factors: ‘ERP__compatibility’ should be changed to ‘ERP _integration’ and ‘cost of

implementation’ should be changed to ‘cost of Technology’. Similarly, case study participants

stressed the need to establish ‘Technical and infrastructure strateqy’ and ‘establish testing

strategy’ for the ERP implementation. The associated sub-factors were also included.

Similarly, all of the organisational domain factors were endorsed by the case study

participants. In addition, they suggested new factors: ‘scope management’, ‘detail design —

functional analysis’, ‘expanding on governing principles’ for the project management control

and ‘business process change or customisation’. Likewise, people domain factors were also
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endorsed by case study participants and they suggested some new factors for consideration:

‘skill match assessment for knowledge transfer’, ‘establish training strategy & build training

plans’, ‘dedicated resources for testing (people/skill)’, ‘An_ability to fix defects in testing’,

‘Define UAT management strategy (in Test strategy)’, ‘plan for UAT’ and ‘revise “end user”

expectation analysis'.

Table 7.2 shows the revised factors in the Build stage after the analysis of case study
interviews. The new and altered factors are represented in the middle column, while the final
column presents the pre-existing, amended and new factors in appropriate sequence,
considering the broader discussion by the case study participants. Alterations are noted as

follows:

¢ Removed factors noted with strikethrough-text;

e Text relocated from other stages or domains noted with green text.

¢ New factors noted in Italics
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Table 7.2: Build stage factors after Case study discussion

Build stage

(Before Case Study)

(New Factors or changes as
recommended)

ERP Complexity considerations

0 <Technical Lock Down

o Vendor selection -> finalise technical
requirements -> sizing -> procure
servers and other technology>

Data migration

«»Early development of strategy

¢ Strategy Communication

«»Data quality analysis & data cleansing

«»Establish requirements & Sampling

Build stage
(After Case Study)

e ERP complexity;
e In house expertise;
o |dentify training requirements (people factor)
e Cost of implementation
o ERP ecompatibility integration issues with other
applications
o Development of a system design strategy
e Business & Technology Issues
e Technical and infrastructure Strateqy
o Technical Lock Down
o Vendor selection -> finalise technical
requirements -> sizing -> procure hardware/

¢ Organisational Ideology;
o Effects of managerial style

» . Applica_tion integration _(Identif)_/) servers and other technology
8 ¢ ERP complexity; o |dentify systems for integration « Data migration
& | * Inhouse expertise; ¢ ERP installation aspects « Early-development of strategy
“= | e Cost of implementation e Establishing of Testing strategy, testing icati
3 ¢ ERP compatibility issues with processes, script cre_ation and recording « Data quality analysis & data cleansing
o other applications * Cost of implementation ) « Data migration — revision/update
8 . 5:;&22?;21 of a system ¢ Xr?glj;s!ir:pam In Stage 2, Business « Data structures establishment for migration
% . Busi%ess & T?e)(/:hnology Issues e Technical and infrastructure Strategy . A. Es_tab_l |sh_reqwre_ments an_d sampling
> definition ppllcatlc_)n |nteqrat|on#§em+fy§_
= o Integration points — identify systems for Y SYSemSHe cgration )
integration * Integration points — systems for integration
: gﬁlcl)(\jllvupsr?)gjcstei?gg;gn e Establishing Testing strategy _ _
e Customisation and development required * Setup()j_Test processes, script creation and
e Data migration — revision/update R Cos;ec;O;e?r?nology' )
e Data Quality and Data Cleansing exercise . vieme ratio
— ongoing e Build use case maps for design
e Data structures establishment for * Show pr_odu_ct in design )
migration e Customisation and development required
e Information system function
o Cost of implementation
e Cost of implementation « Limited Resources (Budget)
 Situational Leadership issues
o Limited Resources (Budget) « Issues due to Mergers/ Acquisitions
* Situational Leadership issues « Cross dimensional factor impact
o | ¢ Issues due to  Mergers/ |, siakeholder expectation analysis * Project Management:
5| Acquisitions _ « Information system function * Project monitoring & control
51° Cross dimensional fac.tor Impact |, Effective organisational level * Risk Monitoring;
3| I?r0|ect Management: communication and coordination « Stakeholder expectation management
— “ Project m_om_torlpg &control |, Organisational change management o Effective Communication & Coordination;
g ::: ggtemgpét;”ng’ expectation ° Scope management _ . Organ?sat?onal change management
o management * Detail Design: functional details, . Or_gan.lzatlonal resources .njanagement
T & Effective Communication & processes, fit gap — business process « Organisational structure definition
K] Coordination:; functionality o ¢ Organisational Ideqlogy;
S| <+ Organisational change | ® EXpand on Strategy for Guiding * Effects of managerial style
o management me . Stakeholder expegtatl_on analysis o
5 % Organizational  resources | ° Business process change or e Effective communication and coordination
management customisations ¢ Organisational change management
« Organisational structure  Scope management
definition e Detail Design: functional details, processes, fit gap

— business process functionality
e Expand on Strategy for Governing Principles
® Business process change or customisations
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Build stage (New Factors or changes as Build stage

(Before Case Study) recommended) (After Case Study)

o Limited Resources (People/Skill)
e Trained business staff
» Professional external consultants

Limited Resources 1 i )
* (People/Skild « Skill match assessment — knowledge . l’;rfr;porary staff to backfill existing business
o Trained business staff transfer — SME implementer « In-house expertise

o Professional external | © Establish training strategy -> build training « Team management & control
consultants plans — SME implementer « Change Management
o Temporary staff to backfill | © Team Building — MID-3 added -
LT : * Business support for UAT team
existing business staff e Team Competence — MID-3 added .
n - B ; o Staff attitude to change
« In-house expertise e Dedicated resources for testing M t attitud
21« Team management & control (people/skill) - LE2, * Vanagement affitude
8] » Organisational Staff engagement
S ch M N ) ) ) e Clarity in communication
) ® = aSS:inezgagSm?tt for UAT (An ability to fix defects in testing) — LE2 « Communication transparency
8. y team pp o Internal & external team engagement
s % Staff attitude to change . ) o Skill match assessment for knowledge transfer
o % Management attitudeg * Effects of managerial style (important +ve | 4 Egtaplish training strategy & build training plans
% Organisational Staff or-ve)—LEL « Team Building activities
M 9 e Training strategies (execute later) — LE2 T c t
engagement e Plan for User Acceptance Testing as part ® oam ompeence )
e Clarity in communication of Test strategy — LE2 o Effects of managerial style (important +ve or -ve)

« Communication transparency « Prepare for UAT — define UAT » Dedicated resources for testing (people/skill)

Internal & external team management strategy — SME implementer | © An ability to fix defects in testing

engagement e Training strategies (revision)

+ Define UAT management strategy (in Test strategy)
e Plan for User Acceptance Testing (UAT)

» Revise “end user” expectation analysis
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7.2.3 Construction stage

(Configuration, Development, Testing)

For the purpose of this research, the Construction stage is comprised of the following three

sub-stages;

¢ Configuration: includes configuring the application based on business needs
e Development: includes integration or customisation build/enhancements

e Testing: includes, system of the system once configuration/build completes

Table 7.3 present factors associated with the Construction stage; categorised in the
Technology, Organisational and People domains. These factors are based on literature

findings and modified in the focus group discussion.

Table 7.3: Construction stage factors before case study analysis

Factors for ERP adoption Construction stage

- ERP installation aspects;

« Cost of implementation

« Data migration

Early development of strategy
Strategy Communication

Data quality analysis & data cleansing
« Application integration

« Identify systems for integration

Technology factors

7 7 7
LI X X4

e Limited Resources (Budget)

e Issues due to Mergers/ Acquisitions
(Impact of scope change on project)

¢ Cross dimensional factor impact

e Information System Function

e Effective Communication & Coordination

¢ Project monitoring & control

¢ Organisational change management

Limited Resources (Skill);

Staff Involvement;

In-house expertise;

Communication transparency

Internal & external team engagement

Dedicated resources for testing (people/skill)

(An ability to fix defects in testing)

¢ Key users involvement for testing

Organisational factors

People factors

297 |Page



7.2.3.1 Suggestions to change the stage name

Similar to the earlier suggestions made by MID-3 and SME implementer regarding stage name
change, for the Construction stage both MID-3 and SME implementer suggested to rename
the Construction stage. For instance, MID-3 suggested renaming Construction as

Implementation stage. It was further argued that the Implementation stage should comprise of

sub-stages or activities as defined in the model, such as Configuration, Development and

Testing. MID-3 was of the view that the word “Construction” for a stage could be misleading
for midsize business leaders. It was argued that the intention should be to implement and not
construct a pre-existing “off the shelf” ERP application. Furthermore, due to limited
understanding of midsize business leaders, it would be appropriate to avoid such wording and
maintain a business functional focus, enabling them to understand the benefits of “as is”

product delivery rather than heavily constructed or customised applications.

Likewise, SME implementer suggested renaming the Construction stage as the Doing stage.
SME implementer reiterated similar comments that the predefined sub-stages of
“Construction” should be included in the “Doing stage”. For instance, development (as deemed
necessary based on agreed scope and for integration), configuration and testing could be

included.

You need to change the tone and reword the terminology for these factors in the
Construction stage and make them in “Doing tone”, but keep the factors. All of them
[midsize businesses] need to go up in the Planning and Design stages with the way
they are presented in the Construction stage. Let’s assume we (SME implementer) are
selected to implement a solution for a midsize business. We expect that there is pre-

selection work already completed and we expect to start from;

e Planning stage — we will go through project plans, plan the technology and
processes

o Design stage—we will design the solution functionally and technically as required
by the customer

¢ Doing Stage — we do the project, we deal with technology, do the process and
test it

e Sign off —we obtain sign off and we go live.

The first three could be considered as three major steps for every implementation. A

lot of conversations in between but that's how basically we do it. (SME Implementer)
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Considering the arguments provided by MID-3 and SME implementer, a new name is adopted

for the Construction stage to be “Delivery Stage”. This change is reflected in the revised

model.

7.2.3.2 Technology factors

Based on the literature review analysis and the first data collection stage (expert panel), the

Technology factors in ‘Construction stage’ comprise:

o ERP installation aspects;
e Cost of implementation
o Data migration
o0 Early development of strategy
0 Strategy Communication
o Data quality analysis & data cleansing

e Application integration

o0 Identify systems for integration

While discussing factors listed in the technology domain of the Construction stage, both large
size and the small midsize business case interviewees provided comments based on their
experiences and knowledge of the implementation. The response received from each case
respondent was recorded in accordance with their recommendations to improve the model.

Please, see Appendix 7B (12.4) for a detailed reflection on comments received.

a. Agreed factors

While discussing technology factors in the Construction stage, most of the participants from
large, small and midsize businesses suggested planning and preliminary tasks for some
factors to be created/ relocated in the earlier stages of implementation. In contrast, some

participants suggested modifying factors or adding new ones with a ‘tasks execution’ theme.

When participants were asked about ‘ERP installation aspects’, LE1 and midsize participants3
agreed to have this factor included in the Construction stage for the purpose of ensuring that
installation related activities have been completed and further enhancements or integrations
could be performed. In response to the ‘cost of implementation’ factor, large size participants,
SME and MID-2, MID-3 agreed to have cost revision in the Construction stage. From the
discussion, it was recognised that there seems to be a collective agreement from most of the
participants on conducting a cost of implementation revision in every stage of implementation.
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In response to the ‘data migration’ relating factors, all participants including SME implementer
suggested to relocate data migration planning and preliminary factors, including early

development of strategy and strategy communication from the Construction stage to earlier

stages. There were new factors suggested relating to data migration and data conversion

activities delivery. When asked about the sub-factor data quality analysis & data cleansing, all

midsize business participants endorsed its occurrence in the Construction stage and

recommended it to be included in this stage of the model.

In response to the ‘application integration’ and related sub-factor ‘identify systems for
integration’, it was indicated by LE1, SME implementer and MID-2 that the application
integration planning starts from the Planning stage but is completed in the Construction stage.
SME interviewee considered integration factor irrelevant, as they did not have any applications

to integrate with their new ERP application.

b. Modified factors

All small and midsize businesses and the SME implementer were of the view that the
Construction stage should only be considered for performing the work or
‘Doing’/delivering/executing’ activities and not for planning or strategizing activities. As already
mentioned, SME implementer suggested renaming the Construction stage to ‘Doing Stage’

for better understanding of its purpose.

c. Additional factors

LE1 suggested adding factors such as, ‘business and technology issues’ with their impact

realisation in the Construction stage, while LE-2 suggested repeating business and technology

issues from the Planning stage through to the Construction stage for an effective impact

analysis.

In relation to data migration and conversion, there were recommendations made by different
participants, including both large business participants (LE1 and LE2) suggested adding ‘data

migration and validation’ continuation for ‘data cleaning and process improvement’ and ‘ERP

complexity’ in the construction stage.

Data Quality analysis and cleansing should happen here (in the Construction stage).
Based on our experience, | don't know whether the data conversion strategy was

enough and was done until the last minute, which was not a good decision. (LE2)
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Based on practical experience, MID-2 suggested adding a new factor ‘data manipulation in

CSV — after migration recharge’ in the Construction stage. MID-3 argued that ‘data migration’

related sub-factors ‘data quality analysis and data cleansing’ should remain included and a

new factor 'preparation of live data for testing’ should also be added. MID-3 stated that

performing comprehensive system testing with live system data after conversion migration
would enable vigorous testing for system defects and it would be beneficial for the system
stability before the Go live stage. SME implementer suggested new factors ‘repetitive data

cleansing cycles’ and ‘improve data quality and data structures’ in the Construction stage.

In relation to testing and ensure quality in processes, LE2 (Testing Manager) suggested

adding a new factor ‘quality assurance and guality management’, comprised of work flow

management, testing and bug fixing mechanisms and should be introduced to this stage

utilising a quality management tool such as Quality Centre (QC).

In our experience, Quality Centre (QC) was used to record test cases and effective
tracking for work flow processes. Testing tools identification should happen in the
Planning stage. What are you using and what will be used during the implementation
and test planning should be done as part of the ‘Planning stage’. It is all about quality
assurance and quality management and it should be an integral part of the

implementation. (LE2)

Similarly, MID-3 suggested new quality and testing related factors: ‘ongoing SDLC process

management’, ‘interface system information’ and ‘system testing’ that should be further

comprised of sub-factors ‘prototyping for testing’ and ‘testing with live data’. According to MID-

3 it would be critical to establish a robust testing process, controlled by release management
processes to ensure that developments, integration and configurations are migrated
throughout the System Development Life Cycle (SDLC) after stringent review and based on

satisfactory standards.

In relation to system integration, MID-1 suggested adding a new sub-factor, ‘effectiveness of

inter-organisational system integration’ to have a sanity check established post integration, to

test the integration against established requirements. Furthermore, MID-3 suggested adding

a sub-factor within application integration called ‘integration testing’. The purpose of this factor

is similar to that indicated by MID-1; to test the integrations for their effectiveness and

workability.
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Now you may start delivering it [integrated application] to the business for testing. You
may also consider engaging with other Vendors, potentially based on the size of
implementation for integration testing. It is also important to bring all players together

to ensure that the application is ready to go live (MID-3).

Similar to above comments about system integration testing, SME implementer suggested

adding a new factor called ‘integrate and test integration’. This factor would serve the same

purpose of having system integrations tested appropriately for the sanity check.

d. Removed factors

In the Construction stage, recommendations were made by participants to remove and
relocate factors to earlier stages of implementation. It was a general argument to remove
factors with planning or strategy content and relocate them to earlier stages of the model. Both
large size interviewees argued that the Construction stage should only be considered for
practical work delivery or performing activities and not for planning activities. Similarly, small

midsize and SME implementer suggested removing ‘data conversion’ and ‘application

integration’ related factors to the Build stage. The participants stressed the need for an early
development of strategies and benefits of having data migration strategy, effective planning,
data modelling, technical requirements for the data cleansing exercise to be performed before

the Construction stage commences. According to LE1,

| am going to suggest that the data migration related activities should probably be
started in the Build stage because we were continuously taking the data from the
legacy system and doing full review of the data mapping across into Campus Solutions
co-related fields. | also think that an early development of strategy and its
communication should occur in the Build stage. Even data quality analysis should be
done in Build along with data cleansing. All these processes once started in Build
would carry across into the Construction phase for completion. Precisely the process
of cleansing and migration should continue in the Construct(ion) stage and rest
completed in the Build stage. Remember, we have to go through a number of iterations

of migration before Go live. (LE-1)

SME did not comment on technical activities but valued the significance of having an early
start in data conversion baseline activities, including migration processes, data trials and data
cleansing to get the data ready for migration. MID-1, MID-2 and both large size participants

suggested removing ‘data migration’ relating factors, ‘early development of strateqgy’ ‘strateqy
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communication’ and relocating them to the Build stage. MID-1 and MID-2 in contrast argued

that ‘data quality analysis and cleansing’ should remain in the Construction stage.

In our experience, data migration strategy and planning was completed in the Planning
stage. It was a bigger issue for us. | believe data quality and cleansing process should

continue through the Construction stage. (MID-1)

According to SME implementer, data migration strategy and other components of data
migration should go right up to the Planning stage. Later in the Design stage, they should get
updated. Data cleansing is one of the major challenge for midsize companies. SME
implementer stated that one company even started their data cleansing process 18 months
before their project was completed. This approach was used by that company to get their data
structures right and have everything aligned before final data was migrated into the ERP
application. SME implementer further stated that the company management was unsure how
to perform migrations but they simply completed data clean-up to have it ready and get it right

for migration. Similarly, MID-2 shared their experience with data migration:

Data Migration should be done very early even start from the Pre-planning stage. We
chose to manipulate the data in a format required to upload the data into the new
application. It was good that we cleaned up the data way before and got rid of the
rubbish. We took on setup of data migration and later the Implementation partner
completed the upload. (MID-2)

LE2 also supported this notion and suggested;

Data Migration planning and strategy should start in the Planning stage. We should
never leave these important things for later as they will have an impact on the project.
We should plan ahead and draft a Data Migration strategy at a very early stage so that
we know what kind of data we are dealing with. | anticipate it to be at a higher level. |
think some strategy on data translation, extraction; validation and how the data will be
migrated and how these processes will work must be appropriately recorded within this
strategy. The more detailed information and actual Data Cleansing and process
development should start in the Build stage and carry on to the Construct(ion) stage

where it should be completed and then several times repeated for perfection. (LE-2)

Similarly, LE1 and LE2 suggested removing factors ‘application integration’ and ‘identify

system for integration’ to the earlier Build stage and leaving practical completion of work in the
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Construction stage. LE2 also suggested removing ‘ERP_installation aspects’ to the earlier

Build stage, as all technology installation and operational activities should have been

completed before development activities should start.

ERP installation aspects relate with type of SDLC environments required for
implementation. In this stage we are pretty much talking about doing stuff and not
planning. Clearly it should be identified earlier that what environments are required and

what workflow would be before the Construction stage would start. (LE-2)

MID-1 acknowledged the practical completion of integration work in the Construction stage

but suggested removing ‘identify systems for integration’ to the Build stage and suggested a

new integration sub factor ‘perform application integration’ in the Construction stage. MID-2

reported an issue experienced at the implementation relating to their integration experience,

referencing ‘a recharge module’ required to be integrated with the core ERP application and

neither vendor nor implementer had a solution. Therefore, there was an extreme nervousness
felt towards the end of the project at Go live. MID-2 argued that, had these issues been
identified earlier; the work could have been completed in a smoother fashion. SME reported
that they did not integrate with any external application, yet envisaged issues to be considered

before reaching the Construction stage.

Moreover, MID-1 and SME-Implementer suggested relocating ‘ERP installation aspects’ to the
Build stage, ‘Cost of implementation’ to the Planning stage and the cost milestones should

only be considered for tracking purposes.

7.2.3.3 Section summary

It can be concluded that most of the factors identified in the Technology domain of
Construction stage were suggested to be removed/relocated to other stages of the
implementation. The sub-factors identified within ‘data migration’ and ‘application integration’
were also relocated to the earlier stages, except the data migration sub-factor ‘data quality
analysis and data cleansing’ in the Construction stage. It was noted from the discussion that
Construction stage factors should primarily be in execution mode; where work gets practically

performed, rather than planning or strategizing related factors.

Subsequently, the case study participants suggested new sub-factors for both data migration
and application integration relating to the Construction stage. For instance, the new factors for

data migration reported included: 'repetitive data cleansing cycles’, ‘improve data quality and
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data structures’, ‘prepare live data for testing’, ‘data manipulation in CSV, having data ready

for_import’, and ‘data _migration and validation (early start: migration trial and cleansing

process to get data ready for system)’. Similarly, there were new ‘application integration’

factors relating to task execution specified by participants: 'interface system information’,

‘integrate and test integration’, ‘perform application integrations’, ‘perform system integration’,

‘integration testing, and ‘effectiveness of inter-organisational system integration’.

In addition to the above, case study participants also suggested relocating some other factors
in the technology domain of the Construction stage along with proposing some new factors.

For instance, it was argued to include: ‘business & technology Issues (full impact)’ and ‘ERP

complexity’ factors, as the impact of these factors on implementation would be clearly
apparent and having them analysed would be beneficial for midsize businesses. Furthermore,

some new factors were also suggested by the interviewees: ‘quality assurance and gquality

management and its sub-factor ‘work flow management, testing, bug fixing, tracking, Quality

Centre (QC)’, ‘ongoing SDLC process management’, ‘system testing’ and ‘prototyping for

testing and testing with live data’.

Considering the arguments from a wide range of midsize and large size case study
interviewees, all non-relevant factors were removed from the model. In addition, new factors
suggested by different participants were added and these changes are reflected in the revised

model.

7.2.3.4 Organisational factors

Based on the literature analysis and the first data collection stage (expert panel), the

Organisational factors in ‘Construction stage’ comprise:

e Limited Resources (Budget)

¢ Issues due to Mergers/ Acquisitions (Impact of scope change on project)
e Cross dimensional factor impact

e Information System Function

e Effective Communication & Coordination

e Project monitoring & control

¢ Organisational change management

Please, see Appendix 7B (12.4) for a detailed reflection on comments received.
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a. Agreed factors

While discussing organisational factors in the Construction stage, a mixed response was
received. When considering the ‘limited resources (budget) factor, all participants
acknowledged experiencing this factor and recommended a stage-wise budgetary review,
including in the Construction stage. It was reported by most of the small midsize
representatives that they had a fixed budget for their implementations and had to deliver within
their allocation. SME interviewee reported that they had budgetary slippage due to some
technical issues. The implementation partner had to spend extra time to resolve the problem.
It was reported that MID-1 had $65,000 allocation, MID-2 $65,000, SME had $65,000 but
spent around $80,000 and MID-3 spent $2.0M due to their size and lack of off the shelf

packages available at the time of their implementation.

When participants were asked about ‘issues due to mergers/acquisitions’, similar to the earlier
response, most of them considered it irrelevant. In contrast, SME implementer endorsed this
factor to remain in the Construction stage and was of the view that when a small midsize
business mergers or faces a takeover challenge, the decision will have significant implications
on an existing ERP implementation project scope. Hence, the impact should be appropriately

analysed and vigilantly monitored.

If CEO comes up two weeks in the Build stage and tells us that the company is bought
by another company, we need to know what changes are likely to occur as part of the
project build. The potential impacts of merger on a project could be minimal OR a

complete redesign!! (SME implementer)

Similarly, when participants were asked about the ‘cross dimensional impact’ factor the
response was consistent with what was received in the earlier stage. None of the participants
understood the relevance of the cross dimensional factor and were unable to relate it with their
practical experiences. Only SME implementer acknowledged and endorsed this factor and
was of the view that the organisation should have ‘watch, train and monitor’ as a strategy to

mitigate potential risks associated with external factors.

In response to ‘information system function’, LE1 related this factor with user acceptance
testing (UAT) validation, while small and midsize case participants (MID-2 and MID-3)

acknowledged and endorsed this factor for the Construction stage.
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When participants were asked about ‘effective communication and coordination’, LE1, small
and midsize participants acknowledged its significance in the Construction stage and
recommended it to be included. In contrast, LE2 was of the view that this factor should be

relocated from the Construction stage to the earlier stages of the model.

In response to ‘project monitoring & control’, all participants considered it to be relevant and
recommended the factor to be included in the Construction stage. MID-3 was precise in the
response by stating that this factor should relate with the project reporting and must be

considered throughout the implementation stages.

Similarly, when participants were asked about ‘organisational change management’, both
large business participants along with MID-2 and MID-3 acknowledged experiencing
organisational change management issues, while MID-1, SME and SME implementer
recommended this factor to be considered in the Construction stage. Furthermore, SME
implementer specified that in the Construction stage, change management, monitoring and
execution is relevant and change planning should be carried out in the early stages of
implementation. Similarly, LE2 suggested that in the Construction stage, organisational
change monitoring would be more relevant than change management. Hence the factor

should be changed accordingly.

b. Modified factors

The only change in organisational factors was suggested by LE2 who recommended replacing

organisational change management with organisational change monitoring as the strategy.

c. Additional factors

There were two factors recommended, one each by SME implementer and MID-3. SME-

implementer suggested adding a new factor ‘cost tracking and updates’ as an organisational

factor in the Construction stage for effective project expenditure management. SME

implementer argued;

Tracking/monitoring of cost and its management against baseline should be performed
in Construction. In this stage, | consider planning or strategizing or changing the

baselines as too late. (SME implementer)

You have to ensure that in your Planning and Design phases, everything that you are

supposed to track or monitor must be clearly defined, understood and recorded. There
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might be deltas and things might pop-up (added change requiring further development
or enhancement) therefore a clear strategy to manage these situations should be
drafted. We call it issues management and the issue management capability must be
there, illustrating how are we tracking progress against the scope and expectations

(SME implementer).

Similarly, MID-3 proposed a new factor budget standing actual forecast and estimated

expenditure based on effective progress tracking and reporting. According to MID-3,

A week based review of the progress should be done and reported back to your

steering committee. The reporting should include budget standing actual forecast and

estimated expenditure for suitable tracking of expenditure (MID-3)

d. Removed factors

LE2 suggested removing two factors, information system functions and effective

organisational level communication and coordination. It was suggested by LE2 that these

factors should be moved to earlier stages of the implementation.

| think information system function should be in the Build stage. It relates to how the

system will act and | think it should be in Build. Similarly, communication and

coordination should go up with maybe organisational change management. (LE2)

7.2.3.5 Section summary

Most of the factors identified in the organisational domain of the Construction stage were
endorsed by the case study participants. In addition, some participants related existing factors

with their experience. For instance: in response to the factor ‘information system function’ a

participant related it with UAT validation and another suggested that it be relocated to an

earlier stage of the implementation.

Similarly, project management sub-factor ‘project monitoring and control’ was related with
project reporting and the ‘organisational change management’ sub-factor was related to
project monitoring and control. A consistent no response received on ‘issues due to mergers
and acquisitions’ factors. However, SME implementer recommended this factor due to likely

impact on project scope and delivery expectations.
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In addition to the above, there were two new factors suggested by experts: ‘cost tracking and

updates’ (budget standing actual forecast and estimated expenditure) was recommended as
an ongoing cost management factor and ‘impact of scope change on project’ was also

suggested for effective project scope management.

Considering the relevance of new factors suggested by participants along with relocated
factors, the suggested changes were accepted and reflected in the revised model accordingly.

In relation to the suggestion of removing factors information system functions and effective

organisational level communication and coordination, a wide range of midsize business

interviewees acknowledged the significance of these factors’ existence in the Construction
stage. It was therefore decided not to accept the argument to remove these factors in the

model.

7.2.3.6 People factors

The People factors in the ‘Construction stage’ comprised the following factors after the first

phase of data collection;

¢ Limited Resources (SKill);

e Staff Involvement;

¢ In-house expertise;

e Communication transparency

e Internal & external team engagement

o Dedicated resources for testing (people/skill)
(An ability to fix defects in testing)

o Key users involvement for testing

Please, see Appendix 7B (12.4) for a detailed reflection on comments received in relation to

people factors in construction stage.

a. Agreed factors

While discussing the people domain, most of the factors were acknowledged and endorsed
by the small, midsize and large size participants. For instance, when case study interviewees
were asked about ‘limited resources (skill)’, participants acknowledged experiencing this factor
and recommended it to be included in the model for consideration. MID-3 related this factor
with the user acceptance testing (UAT) and the readiness of businesses to perform UAT. It

was urged that a business should consider UAT staff training as an important factor that must
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be completed. LE2 shared some insight on their limited resource issues faced in
implementation, especially in relation to the ability of staff to be proficient at a certain degree

to perform duties diligently and also the level of staff turnover.

By this time (Construction stage) the project team should be “Storming and
performing”. We had Oracle consulting as a major technical resources provider. Due
to limited resource skills, our testing team was struggling to understand the
configurations and whether they are performed the right way and to validate whether
the application is behaving normally. It was a difficult situation where a lot of staff
stumbling trying to understand the right ways through, bits and pieces were being

developed onsite and overseas and integrated to function as a single piece (LE-2).

The above comment from LE-2 clearly articulates the difficulties they were facing due to lack
of expert knowledge in-house and relying heavily on external contractors (onshore and

offshore) to provide specialised services.

MID-1 stated that in their project, skill was not considered a major issue, rather the limited

resources (time and staff). According to MID-1,

We felt that we were running out of time and the contractors were running out of time
as well. That was a huge issue at the time. To me, change relates to people or time
instead of skills. (MID-1)

According to SME implementer, in-house experience is relevant to midsize businesses
implementing ERP applications. According to SME implementer, these businesses need to be

clear on:

How much knowledge transfer they expect? How much training they require to be
delivered by the vendor/reseller? Are they [contractors] just engaged to deliver project
outcomes and your guys [midsize business staff] allocated to the project are actually

sitting and playing cards? (SME implementer)

When participants were asked about the factor ‘staff involvement’, all participants

acknowledged its relevance and affirmed experiencing it in their implementation.

In response to ‘in-house expertise’, the participants considered it important and relevant. LE2
related this factor with the gradual performance improvement of staff as they receive on-job
training. SME implementer related this factor with knowledge transfer to the relevant business
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units (staff) who are expected to perform business functional responsibilities after Go live.
Similarly SME, MID-1 and MID-3 acknowledged the significance of in-house expertise and
highlighted its importance in relation to post implementation transition. Furthermore, SME

implementer shed some light on the significance of knowledge transfer and stated that:

It is indeed really important to ensure that the staff allocated to the project by the
[midsize] company are performing some work and gaining the knowledge experience.
There is always a lot of talk for knowledge transfer and we expect companies to
nominate people who they want to be trained by us as part of this process. If the
required personnel are not available then who will be backup for them? All these sort
of strategies needs to discussed and finalised upfront and understood by [midsize]

companies (SME implementer).

In relation to ‘communication transparency’, the large, small and midsize business
representatives acknowledged its importance and relevance to the Construction stage. SME
implementer emphasised that in this stage, the factor should only relate to performing the

activity and not to planning or strategizing. LE1 shared:

In my experience, in some areas communication was transparent; however | would not
say it was that transparent in all related areas across functional, technical and other

arms therefore, we had issues. (LE-1)

Similarly, according to MID-3, communication strategies are relevant and important for the

project:

Communication strategy becomes relevant here (in the Construction stage), as
previously you might have been doing some internal communication but now external
communication becomes relevant. Suppliers, partners and all other parties relevant to
the business needed to start engaging with them in this stage for identification of
training requirements and how much training will they need. Under change impact
strategy it should be considered (MID-3)

Consistent with the earlier feedback, when asked about the ‘internal & external team
engagement’ factor, all large, small and midsize case study participants recognised the
significance of internal and external teams’ engagement and endorsed it to be included in the

model. LE1 provided an insight on team engagement;
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We had heavy involvement of staff engagement, both internal and external. Everybody
was involved in the project and took the ownership and attempted to deliver results.
Everybody worked as a team to achieve the outcomes, formed a very cohesive team
(LE-1)

Similarly SME implementer stated:

Yes, in the Construction stage we were actually engaged to perform work. In previous
stages of Planning and Design, teams were expected to discuss details and select
options but here [in the Construction stage] we actually do the work. (SME

implementer)

In response to ‘dedicated resources for testing (people/skill)’, all interviewees endorsed and
recommended this factor to be considered in the Construction stage. SME implementer related
this factor with the requirements for user acceptance testing (UAT). All small and midsize
business participants acknowledge the significance of having staff with the ability to fix defects.
Most of the midsize representatives expressed their inability to source staff internally for defect

fixing and relied heavily on contracting partners to provide specialised resources:

We did consider allocating dedicated resources for testing. The development was
completed by our contractor but time was a major challenge. The timeframe was very
tight and we had limited in-house expertise. We didn’'t know much about applications
so heavily relied on the external contractor to provide specialised assistance. If you
allocate resources without appropriate knowledge and skills, that means nothing. It
was a major challenge faced by us. | consider this a weakness in the project that should

not have happened. (MID-1)

SME implementer stated that the knowledge of the application would be exceptionally
important for UAT. Therefore, businesses should consider allocating dedicated resources for
testing and prior testing could start those staff members should be trained appropriately.
Similarly, availability of technical and functional internal resources to test the application and

an_ability to fix defects would be important for timely completion of the project. SME

implementer seconded the impression that implementation partner assistance would be

required by midsize businesses to deliver technical expertise for defects rectification:

It is important for a business to decide on resources in the early stages of testing. Also,

the testing strategy must be established, explaining how testing will be performed and
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by whom. The internal teams won't be able to fix the defects and they will only be used

to identify them during their testing round (SME Implementer)

Similarly, MID-3 states that:

Limited resources will always be a major challenge, especially for the small and
midsize organisations, especially when their core task is testing; the resourcing will be
a major challenge. It would be critical for (a) business to accept and sign off on and
release their staff for user acceptance testing (UAT) etc. It is also advisable to provide
four weeks’ notice before a resource gets engaged. Defects resolution and fixing on

the fly would need external help. (MID-3)

Similarly, SME implementer specified a need for ‘allocating dedicated business staff for UAT
(people/skill) with identification of people and, later in the Construction stage, utilising their
services to perform UAT. For that matter ‘key user involvement for testing’ is considered
important by LE1 and all small midsize participants. SME implementer and MID-3 related
these factors with UAT, similar to LE1 and considered these significant for the project and

meeting stakeholder expectations.

Planning for UAT should start earlier and business support should be provided. We
didn’t do enough and should have expanded that on business support for UAT. The
experience with UAT was that the application was presented to the audiences
demonstrating how the system works and expected to be tested. If they were planned
appropriately in the Build stage, it would have been beneficial in the Construct(ion)
phase. (LE-1)

b. Modified factors

MID-3 suggested including some sub-factor within system testing such as, ‘resource plan for

testing (people)’, and ‘dedicated resource for testing (people and skills) with ability to fix

defects etc.

c. Additional factors

While discussing people factors in the Construction stage, there were several
recommendations made to add new or relocate existing factors within the model. For instance,

LE1 and LE2 suggested relocating people factors change management (on people) and its
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related sub-factor business support for UAT team (ongoing) from the Build stage to the

Construction stage.

Similarly, LE2 also suggested relocating the people factor user support base for application

from the Planning to the Construction stage and recommended a new factor ‘perform user

acceptance testing from identified staff’ be included within the people domain of the

Construction stage.

In our experience, UAT was handled by the Project Manager. The process of
identification and performing UAT was poorly done. QC (Quality Centre) was used to
record test cases and effective tracking for work flow processes. The testing tools
identification should have happened in the Planning stage. All planning related aspects
should be sorted as part of planning. As things were not properly planned and done

upfront, my belief is that UAT never got it through (LE-2).

SME-implementer suggested adding a new factors ‘end user engagement’ and ‘UAT

management perform UAT’ in the Construction stage.

We call this factor (Key users for UAT) UAT management. For this you need to ensure
that in the early stages of implementation, UAT tasks are prepared and then the UAT

management comprised of actual performing of UAT (SME implementer).

Likewise, MID-3 suggested a new factor ‘operational implication analysis’ with its sub-factors

‘succession planning’, knowledge transfer strateqy (vision) and suggested to relocate

‘knowledge management for ERP post implementation maintenance and support’ from the Go

live stage to the Construction stage. Similarly, SME implementer argued that the training of

end users for successful knowledge transition is critical for post implementation support.

Training of business staff is a little too early in Build | think. You need to establish a
“Just in Time” training policy and | would recommend that it should be in the Go Live
stage or at the end of the Construction stage when you could train up these end users

well. (SME Implementer)

Furthermore, MID-3 recommended to establish system testing as a core process within the
Construction stage and argued adding a new factor, system testing and sub-factor resource

plan_for_testing (people). Furthermore, MID-3 recommended that factors key users
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involvement for testing and dedicated resource for testing should be relocated within system

testing.

In addition to allocating resources for the defect resolution process, SME implementer

suggested establishing a setup defect management triage process for defect prioritisation,

resolution and effective management.

For triage process — possibly we have first point of call in the business internal IT-
technical staff to fix once defects are identified. If internal team couldn’t able to resolve
those defects, then they should get allocated to contractor staff. Using Business
process specialists with functional area knowledge and experience with the product in

the business for functional defect resolution (SME implementer)

According to MID-3, communication is the key to success of a project and in this critical stage

of implementation, the factor internal and external communication factor should be expanded

to include communication to supplier and partners as well.

d. Removed factors

According to LE2, the factor ‘dedicated resources for testing’ (with an ability to fix defects)

should be relocated to the Build stage for early planning before its execution in the

Construction stage.

Regarding allocating dedicated people for training and identifying someone with an
ability to fix defects, | think we had that skill level within the organisation and a
dedicated developer performed these set of activities. | think this should be part of (the)
Build process, not here. While designing the system, we should have functional design
documents and technical design documents to articulate development requirements.
Planning for testing, test scripts and test cases and understanding the design

documents, their translation relates to Design stage activities (LE2)

7.2.3.7 Section summary

All of the factors were endorsed by the case study participants. In addition, experts suggested

adding factors from other stages: ‘user support base for application (done later)’ and ‘internal

& external communication (supplier/ partners)’. In addition, new people factors were also

suggested by interviewees; ‘business staff training (functional and UAT)’ was suggested as a

sub-factor of predefined ‘limited resources (skills)’ factor. A new factor called ‘system testing’
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was suggested and also its sub-factors: ‘resource plan for testing (people)’ and ‘setup defect

management triage process’. Furthermore, it was argued that the ‘dedicated resources for

testing’ factor should be changed to ‘allocate dedicated resource for testing'.

Similarly, participants suggested adding new factors called ‘end user engagement’ along with

three other factors and their associated sub-factors. From the other three new recommended

factors; ‘perform change management (on people)’, and its sub-factors such as, ‘business

support for UAT team (on going)’ and ‘impact of change on staff’, was related with people

change and effective user acceptance testing management. Similarly, other new factors

suggested were ‘perform user acceptance testing’ factor and its sub-factors, ‘identify staff for

UAT and train’, ‘perform UAT from identified staff’ and ‘UAT management’ were related to the

UAT process management, resourcing and training requirements. Finally, an ‘operational

implication _analysis’ factor was suggested along with related sub-factors including:

‘succession planning’, ‘knowledge transfer strateqy’, and knowledge management for ERP

maintenance/support’ and these factors were related to the broader impact of ERP and its

requirement knowledge transfer requirements.

Considering the relevance of suggestions made by different case study interviewees, the new
factors along with changes suggested were accepted and reflected in the revised model. In

regards to the suggestion of removing the dedicated resources for testing factor, other

interviewees (MID3, SME implementer) stressed the need to identify and allocate dedicated
staff for testing. In the Construction stage, actual testing occurs and if resources have not
been identified earlier, it would be important to include this factor as a check-list item to
complete. Therefore, the researcher decided not to accept the suggestion and not to remove
the factor.

7.2.4 Summary of Construction discussion

(Implementation/ Doing stage)

When factors associated with the Construction stage were discussed, MID-3 and SME
implementer suggested renaming the stage. MID-3 argued that the word “construction” would
be misleading for the midsize business leaders who presumably will have minimal
understanding of ERP implementation. It was suggested by MID-3 to consider renaming this
stage as “Implementation stage”, as the sub-stages included in this stage comprise of

configuration, development and testing. Similarly, SME implementer suggested renaming the
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stage to “Doing Stage” in which practical work is completed and delivered. Considering the
arguments provided by both, MID-3 and SME implementer, the researcher has decided to

adopt a new name for the Construction stage to be “Delivery stage”, because using

implementation for a stage name would be confusing to differentiate between implementation

as process and implementation as a stage name.

All factors with a planning or strategy development focus should be removed and relocated to
the earlier stages of implementation. This includes a significant revision of factors associated

with ‘data migration’ and ‘application integration’. In addition, the ‘ERP installation aspects’

factor along with other technical and project related pre-requisite factors should be removed.
Moreover, there were a significant number of new factors with activity execution focus
suggested by the participants. This includes factors relating to performing data conversion,
data cleansing processes, data migration, validation and starting data migration trials early.

Similarly, factors associated with application integration or interfacing related execution factors

such as, perform the integration, test integration, analyse effectiveness of integration amongst
other organisational applications and so forth were also suggested. The case study

participants also highlighted the need for quality assurance processes and management of

guality in SDLC management as well as code migration, work flow management, prototyping

and testing the application.

In relation to the organisational factors, the focus of discussion remained on needs for user
acceptance testing (UAT) and effective management of the UAT. In addition, reporting and
project monitoring, cost tracking and impact of change in scope on the project were also
identified as new factors for consideration. In terms of people domain factors, apart from
endorsing the predefined factors, the participants stressed a need for effective change
management on people. In addition, system testing deliverables, identification and training of
business staff and recruiting staff for UAT, performing UAT, the operational impact analysis

and knowledge transfer were some of the factors discussed and feedback provided.

Table 7.4 presents the revised factors in the Construction stage after case study interviews

analysis.
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Domains

Table 7.4: Construction stage factors after Case study discussion

Construction stage

(Before Case study)

(New factors or changes as
recommended)

Construction stage
(After Case study)

- - :
) ) +Cost-of-implementation{Revised only)
* Integrate and test integration « Data migration — Practically performing or doing
o Integrate Applications (Recharge module o-Early-development-of strategy
integration, SAP couldn't do it — big issue)
e Perform System integration o Data quality analysis & data cleansing
o Integration Testing 0 Repetitive data cleansing cycles
e Business & Technology Issues (full o Improve data quality and data structures
impact) o Prepare live data for testing
¢ Data migration & Validation (doing), o Data manipulation in CSV, having data ready for
o ERP complexity; import o
& e Quality Assurance and Quality o Data migration & Validation _
O | » ERP installation aspects; Management (work flow management, o Early start: Migration trial and cleansing process
G | * Cost of implementation Testing, bug fixing, Tracking, QC) to get data ready for system
8 | « Data migration « Perform App Integration * Application integration .
>| <»Early development of strategy | o Effectiveness of inter-organisational 0 identify-systems-for-integration
83 + Strategy Communication system integration oInterface system |rjformat|_on
- + Data quality analysis & data o Early start: Migration trial and cleansing olntegrate and test integration
8 cleansing process to get data ready for system o Perform Appllcatl_on |ntegrat|ons
£ | « Application integration « Data migration — practically performing, o Perform System integration
& | ¢ Identify systems for integration doing olIntegration Testing o
[ o Repetitive data cleansing cycles oEffectiveness of inter-organisational system
o Improve data quality and data structures m@egranon )
o Prepare live data for testing e Business & Tgchnology Issues (full impact)
o Data manipulation in CSV - after * ERP complexity _
migration recharge e Quality Assurance and Quality Management
« Ongoing SDLC process o Work flow management, Testing, bug fixing,
o Interface system information Tracking, QC
o System Testing e Ongoing SDLC process management
o Prototyping for testing o System Testing
o Testing with live data o Prototyping for testing
e Testing with live data
(7)) L
B ° :"m'ted dRestou’[/cI: es (Bu/dget) ¢ Limited Resources (Budget)
b3 * AssusiZitigﬁso ergers e Issues due to Mergers/ Acquisitions
E (Imq act of scope change on (Impact of scope change on project)
= projpect) P 9 e Cross dimensional factor impact
g ¢ Cross dimensional factor impact | e Cost tracking and updates ° :gfs(:ir:&a\tg? dast)ilcs):gm Function (User acceptance
= : E:fz:;q:\?g?oiy;tfr:? Cztlijgrftgn * Impact of scope change on project « Effective Communication & Coordination
2 | coordination ¢ Project monitoring & control (Reporting)
% « Project monitoring & control . Organlsatl_onal change management (Monitoring)
O | « Organisational change e Cost tracking and updates .
5 management ¢ Impact of scope change on project
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Construction stage (New factors or changes as Construction stage
(Before Case study) recommended) (After Case study)

%
=
@®
(S
o
(@]

Limited Resources (Skill);
0 Business staff training (functional and for UAT)

o Staff Training (functional and for UAT) « Staff Involvement;
o identify people in past and now using » End user engagement
them to perform testing e In-house expertise; (gradually improvement)
« Change Management (on people) e Communication transparency
(perform CM) ¢ Internal & external team engagement
o Business support for UAT team (on e System Testing
gong) o Resource plan for testing (PEOPLE)
e Limited Resources (Skill); e User Acceptance Testing — identify staff 0 Setup defect management triage process
o Staff Involvement; and train o Allocate dedicated resources for testing
9 | o In-house expertise; « User support base for application (done (people/skill)
8 o Communication transparency |ate|’) (An ab|||ty to fix defects in teSting)
Q| Intemal & external team | ° Perform User Acceptance Testing from o0 Key users involvement for testing
= engagement identified staff e Perform Change Management (on people)
QO | « Dedicated resources for testing | e End user engagement o Business support for UAT team (on going)
8— (people/skill) ‘ ‘ e UAT management — perform UAT o Impact of Change on staff
o) (An ability to fix defects in | e System Testing _ e User support base for application (done later)
o testing) o Resource plan for testing (PEOPLE) o Perform User Acceptance Testing
¢ Key users involvement for 0 Key users involvement for testing o Identify staff for UAT and training
testing o Dedicated resources for testing o Perform User Acceptance Testing from
o Impact of Change on staff identified staff
e Internal & external communication 0 UAT management
(Supplier/ partners) « Internal & external communication (supplier/
. Operatione_ll implicat_ion analysis partners)
0 Succession planning e Operational implication analysis
o anwledge management for ERP 0 Succession planning
maintenance/support o Knowledge transfer strategy
o Knowledge management for ERP
maintenance/support
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7.2.5 Go Live stage

The Go live stage comprises of a transitional process or a period that starts immediately before
the actual go live activities commence and finishes when the go live system transition has

been completed and the new system is available to use.

Table 7.5 presents the factors associated with the Go live stage and are categorised in

Technology, Organisational and People domains.

Table 7.5: Go Live stage factors before case study analysis

Factors for ERP adoption Go Live stage

¢ ERP implementation issues (Update);

e Business & Technology Issues (Update);

Technology factors ¢ Operational implication analysis

+ Knowledge management for ERP maintenance/support
+ Effectiveness of inter-organisational system integration

¢ Strategic Management Issues (Update);
e Change strategies (Update);
¢ Risk Management (Update);
¢ Effective Communication
¢ Project monitoring & control
¢ Organisational change management
e Operational implication analysis
e ERP business functional impact

o Staff attitude to change (Update);
e Management attitude (Update);
e End user engagement
e Operational implication analysis

+ Succession planning

<+ Knowledge management for ERP maintenance/support

Organisational factors

People factors

7.2.5.1 Suggested change to stage name

SME implementer once again suggested renaming the ‘Go Live’ as the_'Sign-off’ stage. It was

argued that there are critical activities leading to ‘Go live’ including obtaining sign-off from
business, completing go live drills and starting the go live process. It was further added that

the ‘go live’ activities should only be used to record lessons learnt from the implementation.

7.2.5.2 Technology factors

The Technology factors in ‘Go Live stage’ comprised:
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o ERP implementation issues (Update);
e Business & Technology Issues (Update);

e QOperational implication analysis

o Knowledge management for ERP maintenance/support

o Effectiveness of inter-organisational system integration

Please, see Appendix 7C (12.5) for a detailed reflection on comments received.

a. Agreed factors

When the case study participants were asked about the listed technology factors, most of
them accepted them to be included in the Go Live stage. For instance, when interviewees
were asked to comment on ‘ERP implementation issues (Update)’, both large size participants
(LE1 and LE2) along with all small and midsize business representatives acknowledged the

significance of this factor and endorsed it to be included in the Go live stage.

Based on LE1 and LE2’s experience, issue logs should be maintained throughout the project
to record lessons learnt from implementation experiences, business or technology related
issues and any operational handover issues faced by the business. Similarly, the small and
midsize business case representatives confirmed that there was no predefined mechanism to
record lessons learnt but the impacts of ERP implementation was felt significantly throughout

the organisation. MID-1 provided some insight on their Go live experience and state:

We were using an old system and at the Go live stage it was end of the financial year.
We completed our statutory reports and knew what to close and report back to the tax
office. We had to have new application work at least with a baseline to deliver the
required reports. We planned well ahead but still at the Go live stage, we strike
problems. Eventually we remained affected by those issues even 12 months after Go
live (MID-1)

MID-2 also shared some Go live experiences and information on issues they faced at the Go
live stage. It was stated that during Go live activities, while performing application sanity check
for the ‘financial management application’, the figures were not balancing and urgent
assistance was required to fix that problem. It was stated that the migration from legacy payroll
to the new payroll, payable and receivable modules were working correctly and that single

issue created massive anxiety and stress for the entire team.
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Similarly, when patrticipants were asked about ‘business and technology issues (update)’, LE2
related it to hand-over and transition management, while both large size participants endorsed
this factor to be considered at the Go live stage. Similarly SME, MID-2 and MID-3
acknowledged experiencing business and technology issues and recommended other midsize

businesses to consider recording relevant issues in the Go live stage.

When participants were asked about ‘operational implication analysis’ and the related sub-

factors, such as, knowledge management for ERP maintenance/ support and effectiveness of

inter-organisational system integration, both large size participants and MID-3 recognised its

significance and stressed the need for appropriate knowledge transfer strategy, succession
planning and the ability of the operational staff to manage and maintain the application after
Go live is completed. LE2 stated that in their experience, post implementation transition took
around 12-18 months and they had to vigilantly monitor technology outcomes as well as
manage change related issues due to the size of their business. MID-2 argued that the
operational implications were felt 50-50% and they continued to engage with their

implementation partner to obtain ad hoc technical expertise for support.

b. Modified factors

The only major modification suggested for the Go live stage was by SME implementer, who
argued renaming the stage as the “Sign Off” stage. It was suggested that the factors identified
in go live should only be relevant to recording the lessons learnt and any ‘pre’ Go live activities

should be part of the Sign Off stage.

All steps defined in your Go Live stage are fine but this is a technical Go Live. The
actual Go Live happens after all these steps are completed. Therefore you (had) better

create another Stage, call it “Pre-Go live” or “Sign off stage”. In this stage you should

include all these activities and that could comprise 25 activities and once we have the
approval to Go Live (as you don’t want your technical team to say we are ready to go,
rather you would want Business to say or maybe some key or most senior stakeholder
to say that | have done my analysis and | am ready to go, so let's go.) then you
complete those Go live steps and put the system live. After the Go live stage, we have
hyper support that is generally a week or two in which all hands on the deck evaluating
what is and what is not working and paying immediate attention to the matter and fix

them on the fly (SME implementer).
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c. Additional factors

Both large size interviewees LE1 and LE2 expressed a need for post implementation review

after the Go Live stage is completed.

A review of the implementation activities should be completed after Go live. All
activities before and after Go Live, implementation issues and any issues that took
place during Go Live should be recorded and any archives maintained during the
project should be included. There were issues in our implementation logged
throughout the entire implementation and regularly reviewed and closed as relevant
(LE2)

Similarly, SME suggested adding a new factor ‘Usage of legacy application in parallel and

keeping the data in accessible mode for a longer period. SME shared their implementation

experiences by stating that they continue using MYOB alongside with B1 (BusinessOne — SAP
ERP application) but that was a convenience decision.

We maintained B1 as the core finance management application and continue using
MYOB as a side application (SME)

Likewise, MID-3 suggested considering some new technology factors in the Go live stage:

‘support staff for post go live and hand over requirements’, ‘vendor/project team handover to

business/operations’ and ‘post go live internal support for the application’.

You need to establish and complete your support requirement. Remember, once Go
live is completed, you need to “hand over” stuff to someone to run post implementation

support, as you exit out of the implementation phases (MID-3).

MID-1 also suggested adding new factors: ‘support program emplace with experienced

consultants’ and ‘training programs for _staff (ongoing)’ but suggested having training within

the people domain.

We believe operational impact and succession planning should be considered after Go

live and not within the Go live stage. | think you should have another stage called “post
Go live” to record relevant activities. We didn’'t consider that in our first JD-Edwards
implementation but we did after CRM implementation stage one. What we did do was that
for stage two, we documented all the processes appropriately so that if someone leaves

the project, the knowledge stays within the organisation. (MID-1)
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Furthermore, MID-1 commented on post project succession planning and stated:

We couldn’t do a proper “success planning” but we did record the functional knowledge
by recording business processes and flow charts and did manage the knowledge well. |
don’t think you will have skill or time to develop all required knowledge during
implementation. Therefore; it should be complete after implementation. After the “Go live”
stage there should emerge a stage of ongoing support which should cater for these
challenges. (MID-1)

d. Removed factors

MID-1 suggested removing the ‘effectiveness of inter-organisational system integration’ factor

to an earlier stage of implementation as in Go live integration is performed and not planned.

7.2.5.3 Section summary

The technology factors identified in the Go live stage were relevant and endorsed by the
participants. In addition there were new technology factors recommended for completion.

Some new factors were suggested within ‘operational implication analysis’ factor i: ‘post go

live internal support for applications’ and ‘support staff post go live and hand over

requirements’.

In addition, there were new factors suggested by the participants: ‘support program emplace

with experienced consultant’, ‘usage of legacy application in parallel and keeping data in

accessible mode for longer period’, vendor/project team hand over to business/operations and

‘future changes/ enhancements/ left over items or functionality’ along with its sub-factor

‘prioritisation of items to be completed'.

Considering the relevance of the suggested new technology domain factors within Go live
stage, these were accepted and reflected in the revised model. In terms of the suggestion to

remove the effectiveness of inter-organisational system integration’ factor, the researcher

decided not to remove this factor as the effectiveness of an integration piece cannot be judged
until it is actually delivered. The purpose of listing this factor is to ensure that the midsize

businesses tests the effectiveness of integration performed at the Go live stage.

7.2.5.4 Organisational factors

The Organisational factors in the ‘Go Live stage’ comprised:
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e Strategic Management Issues (Update);
¢ Change strategies (Update);

¢ Risk Management (Update);

e Effective Communication

e Project monitoring & control

e Organisational change management

e QOperational implication analysis

0 ERP business functional impact

Please, see Appendix 7C (12.5) for a detailed reflection on comments received.

a. Agreed factors

While discussing organisational factors, most of the participants recognised their relevance
and suggested considering them in the Go live stage. For instance, when case study
participants were asked about, ‘strategic management issues (update)’ both large size
participants (MID-2 and MID-3) endorsed this factor’s relevance and recommended it to be

considered in the Go live stage.

Similarly, when participants were asked about ‘change strategies (update)’, both large size
participants and small midsize participants acknowledged the factor relevance and endorsed
it to be considered in go live stage. Likewise, when asked about ‘risk management (update)’,
large size and midsize participants considered it relevant and recommended it to be

considered in Go live stage.

In relation to ‘effective communication’, large size participants, MID-1, MID-3 and SME
implementer considered it relevant and recommended to be considered throughout the Go
live stage or effective stakeholder engagement, to inform them about progress of Go live

activities.

When patrticipants were asked about ‘project monitoring & control’, all participants from large,
small and midsize case study organisations considered it important and recommended it be

considered in the model.

Similarly, in relation to ‘organisational change management’ factor, all small midsize and large

enterprise participants agreed to have this factor included in the model and considered it
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relevant. SME implementer did not respond to this factor and argued that the Go live stage is

about technical delivery and change related matters should be handled before or after go live.

In response to ‘operational implication analysis’, all small midsize and large size case study
participants acknowledged the significance of this factor and recommended it be considered
during ERP implementation go live stage. In addition, all participants endorsed the relevance

of the sub-factor ERP business functional impact and considered it important. It was even

stated by MID-1 that business functional impact should be tested from simple to complex

scenarios, testing worst case scenarios for their effective management.

| say yes to both operational impact analysis and ERP business functional impact

analysis but after Go live you could see the impacts clearly. | think it was important to
have quality standards or calibre required of any great benefit that the business team
would take and run with. In our experience, there could have been more preparatory
work done on this. | think there should have been more impact analysis on the business
side performed. | believe that the analysis work should start the middle way between
Build and Construct(ion) phases to understand the system and later deliver in the
Construction phase. Once business starts to understand how the system works, they

could identify its impacts clearly (LE-1).

According to SME implementer, the operational impact analysis should be conducted earlier;

| think that ‘Go live’ stage is too late for operational impact analysis. The hand-over
strategy to operations should be drafted as part of the Planning stage. In the Planning
stage establish a higher level operational handover strategy and how things will
happen and before Go live all relevant details should be completed, including how

handover to the operational team will happen.

Similarly SME implementer’'s comments about business functional impact analysis were

I think business functional impact review including, hyper support and other post go
live details should be completed here (Go Live stage). The strategy should be, plan

early in Planning and execute here (SME implementer)

Both large size interviewees endorsed the relevance of these factors, reporting significant lack
of effective management and control during the implementation. Hence, major post

implementation issues created problems at the organisational level.
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b. Modified factors

SME implementer acknowledged factors identified in the Go Live stage but emphasised
renaming this stage to be the ‘Sign Off stage’. As mentioned earlier, according to SME
implementer, the segregation should be within Sign off stage factors and actual Go live stage

activities.

c. Additional factors

SME-implementer suggested new factors for the proposed Sign Off stage: ‘Approval of Go

Live’ and ‘Sign off from business and management'. It was also suggested that the sign off for

Go live must be obtained from the most senior stakeholders of the business.

Similarly, MID-3 suggested adding new factors: ‘future changes/enhancement/left over items

implementation’ including ‘leftover scope items’ and also ‘Prioritisation of ‘to be’ completed

items’. According to MID-3, these factors are important to include in the Go live stage, as they
provide a direction for further enhancement and changes in the application or could contain
any leftover functionality or scope items from the project. Appropriately, recording this
information would be critical for the business, when they want to address potential issues or

perform application enhancements.

| accepted the defined factors in your model, but it is important to note that there will
be future on-going changes in the product that will need management, going forward
strategy. | think there should be a way to record the leftover items in the Go live stage
for the future (MID-3).

SME implementer suggested that within ‘operational impact analysis’ there should be a new

factor called ‘business expectation assessment’ to validate implementation (whether the

expectation was achieved?) This factor will enable the organisation to assess and validate the

success of implementation and whether the business/stakeholder expectations were met.

I think you should consider having business expectation analysis done in the Go live
stage. It must be included and conducted in the end to validate how successfully a
project has been delivered. It should be known as “business expectation assessment”.
This is to validate the implementation and to see whether we have been able to achieve

the expectations or not. (SME Implementer)
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Furthermore, MID-2 suggested adding a new factor: ‘writing manuals and sharing information

within staff’.

Ongoing training, knowledge management is critical. During our testing processes we
drafted manuals and our staff did that as they were learning the new system. They
kept recording the steps into their own manuals. The new starts were just given the
new manual containing screen shots and text added by staff to [teach] the new people.
(MID-2)

d. Removed factors
There were no factors suggested to be removed from the Go live stage.

7.2.5.5 Section summary

The organisational factors identified in the Go live stage are relevant and endorsed by case
study participants. In addition, there were some new factors suggested by participants. These

factors were: ‘writing manuals and sharing the information with staff’, ‘left over scope items’

and ‘approvals to go live' factor and its related sub-factors: ‘sign off from business

representatives and management’, ‘most senior stakeholders to provide go live sign off (Go

or no go decision)’ and ‘business expectation assessment to validate implementation’

(whether the expectation were met?).

The new recommended factors were related to the staff information management,
identification of left over scope items for any potential future project or related activities, and
finally the approval for Go live. SME implementer stressed a need to rename this stage age
Sign off stage to ensure that appropriate sign-off is obtained from business stakeholders.
Appreciating the significance of the arguments provided, all new suggested factors were
added in the model and, instead of establishing a new Sign off stage, related sign off activities

are also included in the pre Go live activities.

7.2.5.6 People factors

People factors in the ‘Go Live stage’ comprised:

o Staff attitude to change (Update);
e Management attitude (Update);
e End user engagement

e QOperational implication analysis
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0 Succession planning

o0 Knowledge management for ERP maintenance/support

Please, see Appendix 7C (12.5) for a detailed reflection on comments received.

a. Agreed factors

While discussing the People domain factors, most of the participants identified them relevant
and suggested them to be considered in the Go live stage. For instance, when interviewees
were asked about the factor ‘staff attitude to change (update)’, both large size case
participants along with small and midsize business representatives acknowledged this factors

as relevant and suggested to be considered.

Similarly when participants were asked about ‘management attitude (update)’, both large size
participants and small midsize participants acknowledged experiencing this factor and

recommended it to be considered in the Go live stage.

When participants were asked about ‘end user engagement’, LE2 interpreted this factor to be
“the hand-holding of stakeholder” of business users post Go live and considered it important.
Similarly, LE1 and other small and midsize representatives also considered this factor to be
important, as without appropriate end user engagement it would be difficult to manage change

and resistance to change.

In response to ‘operational implication analysis’, both large size participants considered it
important but reported it as their own major implementation weakness. MID-1 and MID-2 also
acknowledged the relevance of this factor, but in contrast SME was of the view that at “Go
live”, only 50% of their operational impact analysis was known. This argument of SME was
also seconded by MID-3 who suggested removing this factor from the Go live stage and stated
that operational impact analysis should start before Go live. The impact could only be known
months after the implementation is completed. According to MID-3, the sub-factors:

succession planning and knowledge management for ERP maintenance/ support should also

be removed from the Go live stage as these factors should be discussed before Go Live takes
place. In contrast, both large size participants (LE1 and LE2), along with other small and
midsize representatives such as MID-1 and MID-2 suggested keeping this factor in the Go live
stage for verification purposes. LE2 stated that there was not a clear succession planning
strategy established for their implementation and it took almost 18 months to have the

knowledge effectively transferred to the support team.
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As per our experience, | think the operational team thought they had operational impact
analysis and succession planning covered but in essence they didn't do it at all. |
believe succession planning is a long term process and would take months to finish
(LE1).

Similarly, MID-2 provided an insight on their implementation experiences, stating that they
purchased a number of hours support with their implementation partner to provide post

implementation support whilst maintaining functional knowledge in-house.

b. Modified factors

As indicated earlier, SME-implementer suggested having this stage renamed as ‘Sign off’
stage and stated that the factors should remain in the stage. It was also suggested to have
the Go live stage after “Sign off” is completed, comprising technical details related to Migration
to Production (MTP).

c. Additional factors

SME-implementer suggested adding new factors in the recommended ‘Sign off stage”

‘analyse business expectation achievement’ and ‘operational plan as how to hand over to

operations’. It was argued that in the Go live stage, a post go live support structure should be
defined including details on how to hand over the application to the operations team. It was
also suggested that the discussion about Go Live and post Go live support should start at a

higher level from the Planning stage.

Similarly, MID-1 suggested that the staff engagement is critical for new application acceptance

and adoption. MID-1 stressed a need to include a new factor training programs for staff

(ongoing), so that staff have an opportunity to refresh their knowledge of the application.

The moral of our experience is that whatever the system is and whoever will use; it
[person/stakeholder] must be involved early. It should not just be involvement but the
key heads of departments and actual doers/users knowing what is coming to them. It
is important to get their buy-in at very early stages of implementation. In our
experience, when we “went live” and turned off the sales force system and instructed
staff to start using the new system, they didn’t use it, rather started to use paper instead
(MID-1).
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MID-2 also suggested adding a new factor: ‘purchase hours for services with contractor post

go _live’ in the form of a post implementation support agreement. MID-2 recalled their
implementation experience of purchase: initially 10 hours for technical and development staff
support, and they kept adding more hours as required. Similarly, SME also suggested adding

a new factor ‘training strategies and effectiveness (update)’ to identify needs early and engage

with trainers. Furthermore, SME argued that in the Go live stage, a person’s ability improves

with time. It was recommended to consider a new factor: ‘slow down efficiency of using new

applications, increased speed with time’. According to SME,

Succession planning was really important. | put an analogy that if a key person gets
hit by the bus on the way home, there has to be someone to cover his work for me
(SME)

d. Removed factors

SME implementer recommended removing ‘end user engagement’ from the Sign off stage:

For people factors, you do not engage with end users during Go live or any attitude
doesn’t matter. You do perform post implementation review in which you review how
you went and record lessons learnt. That would be the time to see whether they love
it or hate it and their attitude towards the new system. All this happens only after Go

Live is complete and in the post implementation review (SME Implementer).

MID-3 also suggested removing factors defined within operational implication analysis:

succession planning and knowledge management for ERP maintenance. This argument was

favoured by SME implementer who also suggested firstly renaming the existing Go live stage
as Sign off and then having a Go live and Post Go live review stage comprising go live issues

discussion.

Some of the factors identified under the people category should be done earlier, such
as succession planning or hand over planning etc. The change of roles, responsibilities
should be discussed before actual Go live takes place for better adoption and

acceptance of the new application (MID-3)

7.2.5.7 Section summary

All of the people factors identified in the Go live stage were endorsed by the case study

participants. In addition there were new factors suggested by participants: ‘analyse business
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expectation achievement’, ‘operations handover plan’ and its sub-factors: ‘how to hand over

to operations’, ‘post go live structure discussion’ and ‘strateqgy definition in planning and

implementation’.

Furthermore, participants also suggested new people factors: ‘communicate system

information to whoever will use and involve’ and ‘training strateqgies and effectiveness (update)

with related sub-factors: ‘must identify needs early and engage trainer early’, ‘training

programs for staff (ongoing)’ and ‘slow efficiency of staff with new application, continuous

support’.

Considering the relevance of new people factors in the Go live stage, these were added into
the model. In relation to the suggestions made for the removal of factors: end user

engagement, succession planning and knowledge management for ERP_maintenance; it is

important to note that the end user engagement and communication would be vital at the last
stages of implementation before Go live. Considering SME implementer’'s suggestion to
rename this stage as Sign-off stage, while keeping relevant factors, the sign off process will
indeed require key users engagement from business. In addition, succession planning should
start early but at the time of project ‘Go live’ and hand-over. Keeping this factor as a check list
item would be beneficial for midsize businesses. Similarly, knowledge management related
factors including training had been discussed in the early stages of the model. However,
keeping knowledge management as a deliverable item in Go live stage would be beneficial for
midsize business management understanding of the process. Therefore, none of these factors

were deleted from the model. However, they were repeated in earlier stages.
7.2.6 Summary of Go Live discussion (Sign off)

While discussing the Go live stage and associated factors listed in technology, organisational
and people domains, SME implementer argued that the factors listed in Go Live stage actually
belong to Sign-off stage. Therefore, SME implementer suggested that the current structure of
Go live should be split into two stages. The first should be called Sign-off stage, comprising
factors listed in the model, followed by the actual Go live stage that should be used to record
lessons learnt. After analysing the suggestion made by SME implementer, it is decided NOT
to rename Go live stage as Sign off stage, but rather increase the scope of the Go live stage,
comprising pre-go live activities, as recommended by SME implementer, including obtain sign-

off from business, complete go live drills, start the go live processes and so forth. The later
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activities of recording lessons learnt and reviewing the practical go live activities completed

should wrap up the discussion.

Based on case study feedback on Go live stage factors, it can be concluded that the
predefined factors were endorsed and suggestion were made to add other factors based on
participant’s practical experience with go live. For technology domain factors, it was suggested
to establish post go live support along with identification of technical staff to support, enabling
the legacy system to continue operating for a longer period, introduction of technical support
programs with assistance from an experienced partner, changes or enhancements in the
application and recording of items not completed in the project. In addition, operational hand-
over was also identified as a major deliverable after Go live is completed. Similarly in
organisational and people domains, it was suggested to obtain stakeholder approval before
Go live activities would commence. The approval or sign-off could be from a management
representative or from range of different stakeholders. Also, business expectations should be
verified with the implementation outcomes. The training material such as written manuals and
project documentation should be shared with support staff. It was also suggested to have an
operational handover plan developed, encapsulating the go live and post go live structure
details and support mechanisms. Training strategies and effective delivery of training
programs should also be considered for the benefit of end users. Finally, an effective
communication and coordination would be critical for the success of the project. Table 7.6

presents the revised factors in the Go live stage as a result of case study interviews analysis.
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Table 7.6: Go live stage factors after Case study discussion

Go Live stage

(Before Case study)

(New Factors or changes as
recommended)

e Support Program in-place with
experienced consultant
e Training programs for staff (ongoing)

Go Live stage
(After Case study)

e ERP implementation (Go live) issues (Update);
e Business & Technology Issues (Update); - adoption
o Operational implication analysis

maintenance/support

o Slow down efficiency of using new app,
increased speed with time

e Usage of legacy application in parallel and % Knowledge management for ERP
%) ) o keeping data in accessible mode for maintenance/support o
S| *ERP implementation issues longer period > Effectiveness of inter-organisational system
xt (Update); o Support Staff Post Go Live and Hand  Integration
S| (BJscljr:iz)s & Technology Issues Over requirements vappliczgga SGo Live internal support for
p ; ° i
S o Operational implication analysis gs;ﬂg;/;roo‘;itr:;t':'sﬁsm hand overto R ~Support Staff Post Go Live and Hand Over
o *+ Knowledge management for | , posi o Live internal support for requirements . .
o ERP maintenance/support applications e Support Program emplace with experienced
E <+ Effectiveness of inter- consultant
) organisational system e Usage of legacy application in parallel and keeping
|0_) integration (Issues post go live —the figures not balances data in accessible mode for longer period
when went live. Urgent assistance to fix the | ® ]!:utur_e cf}gnges/enhancements/leﬁ over items or
unctionalit
glitch, Payroll — Good, Payment receivable o) Prizritisation of items to be completed.
— Fine) ¢ Vendor/Project Team hand over to
business/operations
e Strategic Management Issues (Update);
e Change strategies (Update);
¢ Risk Management (Update);
%) _ e Approval to Go Live o Effective Communication
o | * Strategic Management Issues ¢ Sign off from Business & Management — ¢ Project monitoring & control
k3] (Update); Most senior stakeholders to provide Go ¢ Organisational change management
H(E . Change strategies (Update); Live sign off (take a decision) o Operational implication analysis
= ¢ Risk I\_/Ianagement_(Up_date); ° Buslness_, Expectatlor_] Assessment to « ERP business functional impact (Simple to
c o Effective Communication validate Implementatlon (Whether the Comp|exy far exceed worst case Scenarios)
© | e Project monitoring & control expectation was achieved?) o Approvals to Go Live
S | * Organisational change | ¢ Testing, writing manual and sharing info o  Sign off from Business representatives and
K% management with staff Management—
C | o Operational implication analysis | ¢ Future changes/enhancements/left over 0  Most senior stakeholders to provide Go Live
g . ERP business functional items ] sign off (Go or no go decision)
= impact o Left over scope items 0  Business Expectation Assessment to
@) e Prioritisation of to be completed items validate implementation
e Testing, writing manuals and sharing the information
with staff
o Left over scope items
» Staff attitude to change (Update);
* Management attitude (Update);
e End user engagement (too late for engagement,
Obtain sign off and communicate go live)
¢ Operational implication analysis
e Analyst business expectation 0 Succession planning
o | e Staff attitude to change achievement 0 Knowledge rr;anagement for ERP
‘5 (Update); e Operations plan how to hand over to . Ar:;l?lntegan;e sup;))(ort tation achievement
Sl Management attitude (Update); operations ,— post go live structure YyS€ business expectation achieveme
@ | e End user engagement discussion — Strategy define in Planning ° Operatlohns hangovzr plan .
"0 | * Operational implication analysis phase _ _ 8 g\;vt too I?/ne s(t)r\:irtttj(r)eogiigls(;?jn’_—
= “  Succession planning e Training strategies and effectiveness o gtratg definition in Plannina and
o « Knowledge management (Update) (must identify needs early and ; 9y 9
@ for ERP engage trainer early) o lmplemgnted now
o ¢ Training strategies and effectiveness (Update)

o Must identify needs early and engage
trainer early
o Training programs for staff (ongoing)
o Slow efficiency of staff with new application,
continuous support
o Communicate- system information to whoever will
use and involve
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7.3 Revised ERP implementation model

In this section, a revised ERP implementation model is presented, reflective of changes
suggested in the case study analysis. Based on the case study findings, it is concluded that
most of the factors were endorsed as identified in the earlier stage of data collection (expert
panel). These were few exceptions though, relating to the understanding of factors and their
actual occurrences in a participant’'s implementation experience. For instance, all case study

participants argued to relocate ‘data migration’ and ‘application integration’ relating factors to

the earlier stage(s) of the model. It was further stated that the Construction/ Delivery stage
should only be considered for the practical work delivery and completion; therefore, factors
relating to planning or strategizing should only be considered in the pre-planning or planning

stage(s).

In relation to the differences of opinions amongst large and midsize businesses; it is concluded
that most experiences were the same; whilst the difference remain to be in terms of the size
and duration of an outcome. Furthermore, it was noted that small and midsize business
participants were slightly unsure to differentiate amongst pre-planning and planning stages
and found it difficult to suggest factors in a desired order. Similarly, SME implementer argued
that their engagement in an ERP project generally starts in the “Detailed design stage”. It was
further stated that they (implementers) expect midsize businesses to know their
responsibilities towards pre-requisite tasks including; identification of key business
requirements, data sources, data cleansing and verification requirements along with the

identification of key staff for the implementation.

Below is a summary of the factors identified at the end of case study analysis;
7.2.1 Pre-Planning stage

Based on literature and data collection analysis, the consolidated list of factors related to pre-
planning stage include: business and technical requirements; for the identification of
organisational functional knowledge and gathering technical requirements along with
identification of related issues, business process change impact analysis on staff, applications
understanding and accurate information on ERP; to assess the suitability of available solutions
for business alignment, impact of technology; to understand the broader technology impact
on the business, identify value stream for organisation; to map the existing business process

correctly as part of requirement gathering exercise, selection criteria with relevant parameters;
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to ensure core business requirements are appropriately translated for suitable application
selection, business process efficiency and improvement analysis, prepare for data migration
and analyse application integration requirements; to outline data migration and application
integration requirements with ERP implementation. Furthermore, before project initiation some
factors are considered important including: development of strong business case, gaining
support from stakeholders and senior management, project resource analysis including
budget for financial viability, return on investment analysis, in-house staff skill assessment
analysis, performing project risks and issues analysis, establishing project communication,
resource management and conflict resolution strategies, understanding the cross business
functions; such as inter-departmental shared functionality and aligning project objectives with
the business strategy are some of the key factors that midsize business should consider
before ERP project inception. These are factors associated to pre-planning stage, considered

important of midsize business implementation.
7.2.2 Planning stage

Further to the pre-planning stage, based on literature analysis and two data collection results,
it is concluded that the midsize business leaders should consider factors such as: factors

related to ERP_ package selection, minimal reliance on sales advice rather performing

independent ERP package validation and ensuring ERP package has local user support base

available.  Similarly, factors relating to new technology adoption, establishment of

infrastructure strategy and ERP application architecture understanding enabling businesses
to have controlled implementation based on industry standards. Similarly, it was noted that

the application integration requirements and compatibility issues with other applications

considered important while drafting integration strategy in the planning stage. Furthermore,
establishing data migration strategy, data validation, verification and cleansing are some of
the key conversation factors needing attention in the planning stage. Internal organisational
staff experience and expertise along with cultural values, resource limitation including budget,
time and skill of staff, providing incentives with deliverables, conflict resolution strategies
formulation, and post go live structure consideration along with commitment from department
to share staff for training and UAT. Testing related factors were also considered important
especially an early planning for testing including: plan for testing and develop test strategy,
business resources identification for UAT were some factors related to planning stage.
Furthermore, stakeholder engagement and expectation analysis, communication strategy
development execution, change management plan development and effective knowledge
management are also considered important factors of the planning stage. Finally, Project
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management factors (plan, leadership, objectives, change, risk & issues, communication,
resources (budget), time management and establishment of stage gates) along with
government regulatory changes, management commitment, collective benefits, cross
organisational business functions, organisational value stream and strategic management

issues were identified as relevant for planning stage.
7.2.3 Detail Design stage (Set-up, Re-engineer, Design)

In relation to the Detail design stage, there were factors identified in the sub-stages categories
including set-up, re-engineer, system design stages. Based on literature review and two data
collection stage analysis, while implementation ERP application by midsize business, in the
detail design stage, they should consider: technical delivery factors including development of
a technical and infrastructure strategy; design and execution, planning for the data migration
and design along with application integration designing aspect of the system. Furthermore,
functional and system design factors including: development of use case maps for system
design, cross dimensional functions, product demonstration in design and establishment of a
customisations list and system design strategy. It was also argued that the managerial style
is important for ERP implementation along with situational leadership and also any merger
and/or acquisition issues impact the scope of the project. Similarly, application testing related
factors including testing strategy development and execution, organising dedicated resources
for testing, an ability of the project team to fix defects identified in testing and planning/effective
management of UAT process. Factors related to change management and the management
of staff attitude to change along with revising end user expectations. In addition, training
related factors to enhance in-house expertise/ skill and capacity and acknowledging of the
resources limitations (skill), engagement of external contractors, identification of staff for
temporary backfill, management of the project team and engagement with internal/external.
Furthermore, for enhancement of staff skill set, skill match assessment for knowledge transfer,
illustration of training strategy and training plans, team building and competency testing are

some of the factor identified. Finally, project management related factors including: cost of

technology, cost of implementation, monitoring and control, stakeholder expectations
management, clarity in communication and coordination, change management, resource
management, organisational structure and ideology, managerial style, scope management,
detail design development, establishing governing principles for project and business process

change have identified as important.
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7.2.4 Delivery stage (Configure & Test)

Based on literature and data collection analysis, the delivery stage comprising of configuration,
development and testing activities and in this stage the work actually gets completed. It is
noted from the study that in this stage, data migration related factors would be realised and
work practically gets completed including repeat data conversion (DC) cycles, improve data

quality, cleansing and so forth. Furthermore, Interface/integrate with external applications gets

completed along with integration effectiveness testing. Technical delivery related factors such
as: complexity of ERP, quality assurance and management and SDLC management are also
identified as important. The Functional design factors such as: cross dimensional factors
impact would enable to test the impact of ERP on inter-departmental functions along with
business and technology impact analysis would be apparent. Staff training related factors to

enhance in-house expertise, stakeholder management by actively engaging with end user is

important and practically performing change on staff operations. In this stage, application is
tested thoroughly and related factors include: system testing, UAT, operational impact
analysis (transition and succession planning), UAT validation and testing with the live data

and prototyping. Finally, Project management related factors including: communication

coordination, project monitoring and control, cost control and tracking, impact of any scope
change on the project, acknowledgement of resources constraints (skill), internal and external
communication and issues relating to merger and acquisitions with midsize businesses should

be considered.
7.2.5 Go Live stage (Sign off)

Finally, the last stage in the ERP implementation is known as “Go live”. In this stage, the newly
business specific designed, configured, developed and tested application to be put to live after
data migration and application integration processes are completed. Factors associated to go
live stage include: business technology issues, operational impact analysis to understand the

business and technology change management requirements, post go live support, a policy on

usage of legacy system after go live for a certain period, knowledge transfer related factors
including succession planning, transition and operational handover are considered important.

Furthermore, organisational change management factors including: strategic management,

change implication issues and management, staff and management attitude to change, end
user management, end user training and analysing business expectation are considered

important. Finally, Project management related factors including: risk management,

communication, project management, monitoring control, operational impact analysis —
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business functional change and Go live approval or sign off obtained and effectively

communicated to the stakeholders is important.

Table 7.7 below presents the revised ERP implementation model for midsize businesses as a

result of case study interviews data collection analysis.
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Table 7.7: Refined ERP implementation model after Case Study findings

Technology factors
e Business requirements identification

o Technical requirements analysis

Organisational factors

¢ Organisational Knowledge

People factors

Communication Strategies

* Technical requirements identification o Business functional knowledge « Business demonstration — resource size and skills
¢ Busmes; & Technology Issues; * Develop Strong business case e Resource Management Plan
* Application understanding & usefulness « Cross organisational business functions o Resource backfill planning by business
Pre- : Egﬁf;giﬁgmc:;’gx on ERP applications . OrganisationaI.PoIitical s_upport o Projept resource size plannin_g (type nature skill)
B . e e Change and Risk Analysis; o Identify limited resources (skills)
Planning * Identify value stream for organisation « Stakeholder engagement plan o What ERP will do to people
stage * Selection criteria with relevant parameters « Effective Communication strategy (who what when how) « Business case foundations ,people impact
* Prepare for Data migration « Effective technique for communication such as survey » Efficiency brought by ERP to people
° Early devglopment_ of strategy « Executive Management Commitment * Return on investment (ROI)
. Exi;ﬁ;i{at: ?;lewcsgﬁ?caﬁon analysis (legacy . Budget Estimate_s (tentati\_/e d(_)llar figure_s) . Proce'sses.improvement
to new change) * Business Objective and direction -> Business strategy e Conflict existence
e Integration requirements
« Selection criteria with relevant parameters * Cultural factors (local, national) * Analysis of User support base for application
e Less reliance on sales advice  Government or regularity change . Efffnlt?d re;sources (pEOD|E/fk|”)
N i . ; e External environmental factors . €ective ime managemen
« Industry s);:s\ndards v ' o Detailed project plan & communication strategy e Clarity in Communication
* Proposed application System architecture analysis 0 Project Leadership (risk & issues) * Teammanagement & control
« Technical staff/consultant expertise o Clear & well defined objectives (Scope) o Team Building '
. ; . e . o Organisational change management 0 Outline Team Competence matrix
* Technical requirements identification and analysis o Risk Planning & Monitoring; o Develop Training strategies
e Plan for Testing o Effective Communication strategy, based on “who, what, |e Incentives with deliverables.
o Decide on Testing Tools— QC (QA, QM when and how” + Conflict resolution procedures
. protocols) o Effectiveness techniques for communication (survey) e Plan for testing and identify staffing requirement
Planning « Engage with technical stakeholders o Limited Resources (Budget) « Develop Testing Strategy, Test plan, test scenarios
stage « Identify Applications for Integration . Exe_cutive_Manatgeant_Commitment and test cases record in QC
T ] P ¢ Business impact analysis, ¢ Realistic ‘end user’ expectation analysis (Minimal or
¢ Comp?t'b'_hty issues with other applications « Definition of individual and collective benefits no customisations) P e
¢ Establish infrastructure strategy — Technology « Cross organisational business functions e Limited resources (Skills)
requirements ¢ Plan Time & Cost of implementation e Resource utilisation details
e Establish Application Integration strateqy o Clear idea on Cost of implementation at end of planning | e Develop Communication Strategies
o Identify systems for integration Stage o Develop conflict resolution procedures
« Establish Data Migration strategy * Identify value stream for organisation « Develop Knowledge management strategy
« Strategy communication y (S:thair;gh?) Iillr;(: ;l;'; Qgt?il(ljynsf\nalysis . AIIocatilon (zjf staff on| project for Knowledgle Transfer
S e . . . . i
'- Data valldat!on, verlflcatlpn and cleansing « Strategic Management Issues : géigipapesﬁﬁ;eg\t?attsg;n engagement planning
* Time & Cost of implementation (software cost - * External Organisational factors « ldentify key business user - testing resources
end of this stage these were known) « Macro environmental factors « _Identify key business staff for UAT
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» Establish project Governing Principles as part of Charter | e Define Post Go Live support structure (high level
(no/less customizations) strategy)
e Commitment from department resources (business)
e Resources engagement (technical, functional)
o Package Selection design and Contract signing
e Establish Stage Gates — Baseline and deliverables
o ERP complexity; e .
« In house expertise; _ _ o Limited _Resourges (People/Skill)
o Identify training requirements (people factor) * Cost of implementation o Trained business staff
« Cost of implementation & L'.m'ted Resourges '(Budget) o Professional external consult_an_ts '
o ERP integration issues with other applications * Situational Leadership ISSues © Temporary ° taff to backfill existing business staff
« Development of a system design strategy * Issues due to Mergers/ Acquisitions * In-house expertise
e Business & Technology Issues ° Cro_ss dimensional factor impact ® Team management & control
e Technical and infrastructure Strategy * Project .'V'a”aqe'.‘”ef‘t: ¢ Chanqe.Manaqement
] o Technical Lock Down o Project monitoring & control 0 Business support for UAT team
Detail 0 Vendor selection -> finalise technical 0 RiskMonitoring; o Staff attitude to change
Design requirements -> sizing -> procure hardware/ o Stake_holder expectation management ° Managem_ent atiude
servers and other technology o Effective Communication & Coordination; o Organisational Staff engagement
stage « Data miaration o Organisational change management » Clarity in communication
(Set-up, Re- _g_o Data quality analysis & data cleansing o Organizational resources management e Communication transparency
engineer o Data migration — revision/update » Organisational structure definition . Int(_ernal & external team engagement
! o Data structures establishment for migration « Organisational Ideology; o Skill match assessment for knowledge transfer
System o Establish requirements and sampling o Effects of managerial style e Establish training strategy & build training plans
Design) « Application integration « Stakeholder expectation analysis « Team Building activities
« Integration points — systems for integration e Effective communication and coordination * Team Competence _
« Establishing Testing strateqy ¢ Organisational change management . Effe«_:ts of managerial style (|r_nportant +ve or -ve)
o Setup test processes, script creation recording | ® Scope mapagemen; ' . . Ded|c§1.ted resources fqr testl.ng (people/skill)
o Cost of Technology . Detfall Design: functlon;_al det'alls, processes, fit gap — e An _at_)lllty to fix Qefects !n_testlng
« Build use case maps for design business process functionality _ o . Tra[n|ng strategies (revision) _
« Show product in design . Expfand on Strategy for Governing P_rlnc_lples « Define UAT management strat(_egy (in Test strategy)
« Customisation and development required e Business process change or customisations . Plaq for User Acceptance Testlng (UAT)
« Information system function ¢ Revise “end user” expectation analysis
+ Data migration —(Practically performing) « Limited Resources (Budget) * Limited Resources (Skill); '
o gata ?tqahté/ e;nallyss & data clleansmg « Issues due to Mergers/ Acquisitions . Stgf?:lns\l/glevsesr:;?:- training (functional and for UAT)
Deliver 0 Repetitive data cleansing cycles (Impact of scope change on project) 4 '
y o Improve (_jata quality and_ data structures « Cross dimensional factor impact e End user engag_ement '
stage o Prepare I|ye da_ta for testing _ « Information System Function (User acceptance testing e In-house _exp_ertlse; (gradually improvement)
(Configure o Data mgnlp_ulatlon & 'data ready for import validation) e Communication transparency
! o Data migration & Validation « Effective Communication & Coordination e Internal & external team engagement
develop and o Early start: Migration trial and cleansing process ctive L.ommunicatl inati « System Testing
¢ Project monitoring & control (Reporting) .
teSt) 0 _get_dat_a ready_for system ¢ Organisational change management (Monitoring) 0 Resource plan for testing (PEOPLE)
¢ Application integration 9 . 9 9 9 o Setup defect management triage process
o Interface system information * Costtracking and updates o Allocate dedicated resources for testing
o Integrate and test integration * Impact of scope change on project (people/skill)
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o Perform Application integrations

o Perform System integration

o Integration Testing

o Effectiveness of inter-organisational system
integration

e Business & Technology Issues (full impact)

o ERP complexity

e Quality Assurance and Quality Management
oWork flow management, Testing, bug fixing,

Tracking, QC

e Ongoing SDLC process management

e System Testing
o Prototyping for testing

o Testing with live data

(An ability to fix defects in testing)

0 Key users involvement for testing
e Perform Change Management (on people)

o Business support for UAT team (on going)
o Impact of Change on staff
e User support base for application (done later)
o Perform User Acceptance Testing
o |dentify staff for UAT and training
o Perform UAT from identified staff
0 UAT management
e Internal & external communication (supplier/ partners)
« Operational implication analysis
0 Succession planning
o0 Knowledge transfer strategy
o Knowledge management for ERP
maintenance/support

Go Live
stage (Sign
off and Go

live)

e ERP implementation (Go live) issues (Update);
e Business & Technology Issues (Update); -
adoption
o Operational implication analysis
o Knowledge management for ERP
maintenance/support
o Effectiveness of inter-organisational system
integration
o Post Go Live internal support for applications
o Support Staff Post Go Live and Hand Over
requirements
e Support Program emplace with experienced
consultant
e Usage of legacy application in parallel and
keeping data in accessible mode for longer period
o Future changes/enhancements/left over items or
functionality
o Prioritisation of items to be completed.
* Vendor/Project Team hand over to
business/operations

Strategic Management Issues (Update);

Change strategies (Update);

Risk Management (Update);

Effective Communication

Project monitoring & control

Organisational change management

Operational implication analysis

e ERP business functional impact (Simple to complex, far

exceed worst case scenarios)

Approvals to Go Live

o Sign off from Business representatives and
Management—

0 Most senior stakeholders to provide Go Live sign off (Go
or no go decision)

0 Business Expectation Assessment to validate
implementation

Testing, writing manuals and sharing the information with

staff

0 Left over scope items

o Staff attitude to change (Update);
¢ Management attitude (Update);
e End user engagement (too late for engagement,
Obtain sign off and communicate go live)
¢ Operational implication analysis
0 Succession planning
o Knowledge management for ERP
maintenance/support
¢ Analyse business expectation achievement
o Operations handover plan
o how to hand over to operations ,—
0 post go live structure discussion —
o Strategy definition in Planning and implemented
now
 Training strategies and effectiveness (Update)
o Must identify needs early and engage trainer early
o Training programs for staff (ongoing)
o Slow efficiency of staff with new application,
continuous support
» Communicate system information to stakeholders
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Chapter Eight

Conclusion
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8.1 Introduction

In this final chapter of the thesis, the purposes of the study and the research questions will be
discussed. Subsequently, the theoretical and practical contribution of this study in the form of
the ERP implementation model for midsize businesses will also be discussed. The
generalisability of the research will be examined, as it is an instrument to investigate the
adoption of ERP by midsize businesses. Finally, research limitations and the future research

potential in this field will be discussed
8.2 Research questions

This study was aimed to address the research questions, as outlined in Chapter four (refer
Section: 4.2):

8.2.1 Question one

What are the factors that influence ERP adoption in midsize businesses?

ERP applications combine business functions and integrate with different departments,
presenting a uniform, integrated presentation (Koch, 2003). To achieve an integrated view and
an interactive business model with customers, supplier and business peers, midsize
businesses adopt ERP applications (Alshawi et al., 2011). Based on the literature analysis,
the adoption of ERP systems by midsize businesses tend to be influenced by several different
factors. According to Kennerley et al. (2001) these factors include: a need for business
efficiency, process improvement and control, inventory management, capacity optimisation,
increase leverage on suppliers and an improved ability to plan. Similarly, Klaus et al. (2000)
argued that the midsize businesses’ desire to have cost effectiveness and collaborative
working relationships with larger enterprises could influence them to adopt ERP applications.
Rao (2000) argued that continuous industrialisation and midsize business’s desire for the new
technologies and the availability of midsize business centric ERP applications could play vital
role to influence their decision. Furthermore, source ERP products in comparison to vendor
branded ERP systems are comparatively cheap to purchase, implement and maintain. The
low cost dependencies and business complexity standardisation requirements could influence
midsize business decision to adopt ERP (Haddara & Zach, 2011).

344 |Page



Some of the organisational factors with potential influence on midsize business to adopt ERP
applications include: business complexity, change management, external factors (supply
chain partners) and peer to peer networking pressures could be considered important.
Furthermore, cost drivers, business functional requirements, flexibility, scalability and the
degree that ERP can align itself to existing businesses process could be some of the other

influential factors for the selection of ERP applications (Haddara and Zach, 2011).

Haddara and Zach (2011) further argued that the midsize businesses are generally influenced
by internal organisational and technological factors instead of the industry or market-related
factors. It is also noted that in some cases, due to the higher rate of collaboration amongst
midsize organisations, businesses are likely to adopt ERP due to environmental factors. In
addition, businesses’ desire to compete in the market, survival and to retain customers could
be a few of the drivers influencing ERP adoption. Furthermore, willingness of midsize
businesses and their readiness for ERP adoption could be affected by their type of industry,

such as manufacturing, retail, customer services and so forth (Haddara & Zach, 2011).

It was further argued by researchers (Barad et al., 2001; Rao, 2000; Gable, 1999; Rovere et
al., 1996) that the lack of experience in adopting ERP, access to an appropriate information
for decision making and scarcity of resources (i.e. skill, time and money) makes it harder for
midsize business to decide on ERP with confidence. Furthermore, selection of an effective IT
solution; cost of implementation and customisations addition cost, staff training requirements
and staff commitment along with post implementation support issues are some of the factors

that should be considered by midsize businesses while adopting ERP.

A number of new factors emerged or were modified during both phases of the data collection
in this thesis. These were: change strategies development and change management, project
management related factors identification and their execution in multiple stages of
implementation, risk management, resource management including identification of internal
and external contractor resources and allocation of roles and responsibilities, end user
management for training and user acceptance testing, impact of limited resources and their
effective management on project including time, budget and skills. Similarly, factors
associated to ERP complexity including data conversion requirements, application integration,
development and customisations management, testing strategy development execution of
multi-layers of testing for quality assurance and so forth. Finally, factors associated to a

broader impact including staff attitude to change, organisational ideology, effects of merger or
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acquisition on a project, strategic management issues, leadership support for the project and

managerial style were identified from literature analysis and improved in the study.
8.2.2 Question two

What are the stages of ERP adoption that are relevant to midsize businesses?

From the literature, a series of process models for ERP implementation were identified. These
models each comprised a number of different adoption stages. According to Esteves and
Pastor, (1999), the ERP adoption is a transitional process starting from one functional state to
another and consists of six stages: Adoption and decision-making, Acquisition,
Implementation, Use and maintenance, Evolution and Retirement. Similarly, other researchers
presented stages with different names and execution patterns such as” Adoption decision,
Acquisition/Chartering/Planning, Focus/Design/Setup, 'As is'/reengineering, 'to be'/design,
construction/configuration and testing and finally Go live/installation/implementation (Bancroft,
1998; Ross 1998; Esteves 1998; Markus and Tanis 2000; Parr et al., 2000). Some researchers
also emphasised post implementation stages, comprising post go live activities including:
shakedown, stabilisation, enhancement, transformation/evolution and retirements stage
(Ross 1998; Esteves 1998; Markus and Tanis 2000; Parr et al., 2000).

Parr et al (2000) used a collaborative approach by including previous methodologies to
develop a Project Phased model (PPM) for small and midsize business. Based on the
literature analysis and using Parr et al's (2000) model as baseline; the researcher developed
an ERP adoption model for midsize businesses comprising six stages: Pre-planning, Planning,
Setup and Reengineer, System design, Configuration and testing, Installation and ‘Go live’. At
the end of first data collection stage (expert panel), the stages identified from literature were
revised by consolidating some of the stages. The revised stages were Pre-planning, Planning,
Build stage (setup, reengineer, system design), Construction stage (configuration, other
activities and testing), Go live stage. As a result of the second data collection stage (case
study interviews), the names of some stages were modified for potential midsize business

manager/owner’s convenience.

The final revised stages were: Pre-planning, Planning, Detail design stage (setup, reengineer
and system design), Delivery stage (configuration, other activities and testing) and Go live

stage (sign off sub-stage).
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8.2.3 Question three

In what stages of ERP implementation are these factors relevant?

The factors identified from literature were categorised into three domains: organisational,

technology and people domains. Factors identified were revised based on the data collection.

Consequently, a revised ERP implementation model was developed comprising factors

associated with midsize businesses. Table 8.1 provides a summary of the role that the midsize

factors play across the various relevant ERP implementation stages.

Table 8.1: Summary of factors relevant to ERP in midsize

Technology factors Organisational factors People factors

Technology factors in the pre-
planning stage are designed to
shortlist the preliminary technical
details to help midsize business

prepare for the ERP
implementation. Significance of

The Organisational factors in the pre-
planning stage are designed to
outline significance of recording
organisational and business
functional knowledge. In addition, to
help midsize business leaders

People factors in the pre-planning
stage are designed to help midsize
businesses identify their resources
and communication needs for the
implementation. This includes, a
realistic analysis of internal

Pre-Planning | business and technical | consider developing a business case, resource base. prepare for staff
stage requirements, the impact of | gaining political support, workout . »_Prep
h . : . back-fill by allocating key resources
technology, setting up selection | budgetary requirements, strategizing ’ . 20
S ; ) to the project, identifying impact on
criteria, analysis of legacy | stakeholder management, define conle due to ERP. return on
system, integration and Data | ways to communicate and ipnve[;tment a view o’n managin
migration requirements are some | establishment of a collective business - ’ . ging
. . - business process improvement
of the factors considered | strategy for ERP implementation are and conflict resolution brocess
important. important. P ’
Technology factors in the People factors in the planning
planning stage are designed to stage are designed to help midsize
h|gh|_|ght the technical Organisational factors in the planning business manage and prepare for
requirements for ERP . L ERP implementation by
. - . stage are designed to help midsize - .
implementation. Selection of a business leaders plan for ERP streamlining people requirements.
suitable product has been | . : p Primarily, team and resource
; o ) implementation. Key factors were .
identified as important, hence roiect management and bolanned management along with other
related factors: selection criteria Pele{ted alongg with factorsphaving factors including: communication
Pl . deve_lopment reﬂectmg external impact on implementation an_cl_coordlnat!on, team_bundmg,
anning requirements and internal includin overnment or reqularity | raining, conflict resolution, and
stage suitability test rather relying on changesg, 9 cultural gffectsy providing incentives with
sales advice. Similarly, new Furthermore, internal factors such as deliverables are  important.
technology adoption management support and Furthermore, factors with broader
requirements, planning for comm?tment definingp[I)ERP benefits impact including: managing change
technical tools, technical to the organisation for potential in people, resource gt|l|sat|on and
stakeholders engagement, change risk and strategic | Mmanaging time, internal and
identify applications for mane? ément are important 9 external resources, knowledge
integration, establishing data 9 P ' transfer requirements, preparing
migration and infrastructure for testing and UAT and managing
strategies are all important. end user expectations.
Technology factors in the Detail | Organisational factors in the Detail | People factors in the Detail Design
Design stage are to help | Design stage define the impact of | stage help identify key
. . articulate technical and business | implementation at an organisational | resource/people requirements for
Detail Design | functional design details for the | level. Identified factors include: | management. This includes: team
stage implementation. This including: | project management related factors, | management and control,
(Set-up, Re- developing use case maps for | scope management and resource | management of change with
engineer, design, designing the system, | management. Similarly defining | business, communication
System Design understanding ERP complexities, | governing principles to manage and | coordination, plan for staff training,
in-house  expertise  analysis, | control customisations, | identify resources for testing
application integration issues, | organisational change and ideology, | including UAT, ability to fix defects
technical infrastructure | defining organisational structure to | and reliance on external
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Stages Technology factors Organisational factors People factors
enablement and technical work | assist business process change, | contractors and management of
management, data conversion | effects of managerial style, | end user expectations.
and migration management and | stakeholder and leadership support.
so forth.

Technology factors in the Delivery People factors in the Delivery stage
stage are desianed fo assist are designed to assist midsize
midgsize businessgunderstand the Organisational factors in the Delivery | businesses respond to
execution details and associated stage are designed to outline key | resource/people requirements
. critical factors. This includes: factors with the organisational impact | including: skills shortage, staff

Delivery execution of data conversion. | including:  impact  of resource | engagement during

stage data Lalit analvsis anci limitation  (budget), impact of | implementation, stakeholder

Configure 4 y ysIS, @ mergers/ acquisition on project scope | management, and gradual

( gure, cleansing and migration. d deli d |k led f ith
develop and Furthermore factors related to | @0 delivery, user acceptance an knowledge transfer wit
L : ) validation of new system and impact | improvements in internal skills.
test) application integration and . L

otential issues management. a of change at an organisational level, | Training of end users, system
E ced  for Lalit gssu ra n ce project governance and effective | testing and User acceptance
[0CESS SDLg: ma)r/1a ement and | SCOPe management. testing along with communication
{)estin t,hes stem 9 and coordination have also

9 Y ’ identified as important factors.
Technology factors in the Go live People factors in the Go live stage
stage are desianed to assist Organisational factors in the Go live | are designed to enable midsize
midgsize mana grs understand stage are designed to help identify | leadership respond to people
technical re uirgments for ao live organisational responsibilities at the | issues. The factors identified
process Th?s includes: engsuring go live including: lessons learnt | include: managing change effects

Go Live technice{l knowledge is‘ retained (str_ateglc, change, risk, _project | on people, sta_ff attitude to change,

stage internal svstems are inte rated’ delivery management experiences). | end user resistance to use new

. g technical )i,ssues are resoﬁle d al In addition, before go live starts, a | system, operational impact,

(Sign off and team structure o SUpbort Dost o | Process to obtain sign off from | succession planning and

Go live) live is established gzecigion gn business leadership to get system | knowledge transfer completed,

! live. Drafting manual and project | matching the end user

access to legacy system after go
live and operational handover
process from project  to
operations team.

material for handover as deliverable
along with left over functionality that
need to be developed are important.

expectations with final delivery,
operational handover and the
effectiveness of training provided
as lesson learnt.

8.3 Theoretical contribution

The research in ERP implementation spectrum has been about adoption factors or

implementation processes, however in this research, an attempt was made to combine both

streams of research in an innovative manner. This study contributes to ERP implementation

and adoption theory, specifically in relation to midsize businesses. The model for ERP

implementation in midsize business is the core theoretical contribution. The model was

designed utilising existing literature to identify critical factors for ERP adoption, along with

process models for ERP implementation presented by other researchers. The final model

presented in this study encapsulates the implementation factors across technology,

organisational and people domains, whilst analysing their relevance based on different

implementation stages. The model was tested and refined utilising qualitative data collection

techniques.
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It was observed from the study that attention may be needed to support midsize business by
providing context details that could be useful for their ERP adoption perspective. As discussed
in Chapter Three, previous models had emphasised ERP adoption and implementation in
large size businesses. However, due to technology enhancement, large size market saturation
and competition in the midsize business arena; midsize businesses are finding sophisticated
business management applications to be an attractive alternate. Due to midsize business
unique characteristics as well as operational limitations, midsize businesses are considered
vulnerable to the adoption of such systems. Hence, a model presentation containing
implementation process details along with associated factors to implementation would enable
them to implement and adopt ERP satisfactorily. Although, the model presented in this study
was tested with Australian businesses; it should be useful for midsize businesses in a wider

context.
8.4 Practical contribution

Even though the model for ERP implementation was designed based on literature analysis, it
was tested with the practical experiences of ERP professionals and academics that
specialised in the midsize business arena. The two dynamic qualitative data collection
processes enabled the researcher to test and refine the model, to ensure that the model is

realistic and practically usable by midsize business managers.

The research questions investigated in this study attempted to explore factors influencing
midsize businesses to adopt ERP systems. This enabled researcher to reason why midsize
businesses would be interested in the ERP applications despite their resource limitation (lack
of money, skill and time). Additionally, it was practical to understand the relevant stages for
ERP implementation in relation to midsize business. Major ERP implementation stages were
identified from the literature. However, during the data collection phases these stages were
reviewed and altered to align the model findings with the requirements of midsize businesses.
Finally, it was important to understand the factors relating to ERP implementation and their
sequence of occurrence in a specific stage of implementation. In the second data collection
stage (Case study analysis), it was noted that the case study participants provided feedback
based on their practical experience. Such feedback brought another level of practical

relevance to the model, enabling the researcher to alter the model accordingly.

The researcher is satisfied that the final iteration of the model would be useful for midsize

business managers, who are not anticipated to have detailed expertise in the area. The ERP
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implementation model would assist them as a check list or quality assurance tool, to remain

in control of the entire implementation activities.

It was noted from the study that midsize business owners and management lack knowledge
and resources required for the ERP adoption, so this model presents an opportunity for them
to benefit from following a structured approach to ERP implementation. The midsize business

manager/decision maker will be benefited by:

e Having better understanding of the pre-requisite factors and content before initiating
an ERP project. Furthermore, it will provide an understanding of the activities while
planning, executing and understanding of the factors associated to the technical,
organisational and people domains of the ERP implementation.

e This research will benefit midsize business managers and owners to use the model
findings as a checklist before and after completion of every stage of implementation
and question the delivery standards accomplished by the vendor or an implementation
partner.

e The research findings will help midsize businesses to mitigate the risks associated to
ERP implementation failures and change resistance by applying relevant tools and

techniques for a successful project delivery.
8.5 Generalizability

The purpose of this study was to analyse ERP adoption factors with reference to ERP
implementation stages, with an objective to develop a staged adoption model that could be
useful for midsize business managers. The proposed ERP implementation model is generic
and does not particularly focus on a specific industry, size or type of midsize business. Thus,
the model could be useful for any midsize business planning to implement ERP or application
modules. Furthermore, this model could be applicable for researchers, ERP professionals and
ERP project managers to assist them whilst conducting research into ERP implementations

in midsize businesses.

The second stage (case study analysis) of qualitative data analysis was conducted in
Australia; however the expert panel was established based on a wide range of ERP
professional and academics around the world. In addition, along with three midsize
businesses, one small and one large sized business, along with an SME implementer, was

included in case study data analysis to relate their practical experiences with midsize business
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implementation. Even though the case study was not a comparative analysis, the diversity in
selection of cases enabled the researcher to identify any dissimilarity in their approaches. It
was concluded that with the size and scale of a business operations, the significance of factors
increases, along with time and resource implications. It was further concluded that the
relevance and significance of identified factors does not change. However, in certain situations

they may become more relevant.

Even though the proposed model was tested in Victoria, Australia on six case study
organisations, however based on diversity of participants in the expert panel, the researcher
is confident that the model shall be of some use in other industries and regions around the

world.
8.6 Research limitations

This research was initiated in 2005 and the process models for ERP implementation used in
this study as foundation were presented by different researchers between the years 1998-
2000. The actual data collection for this study commenced in 2010 with the establishment of
the Expert Panel, followed by a series of Case study interviews in 2012 with ERP professionals
and the core stakeholder of a firm implementing ERP application(s). This study was conducted
by the researcher over the period of nine years as a part time student, while working full time

as project manager and later as ERP implementation manager.

The professional and personal commitments of the researcher restricted the data collection
process at the start, however once the data collection process started, the researcher
remained consistent with the delivery of results and revised the model findings accordingly.
Due to sheer volume of data accumulated as a result of expert panel discussion, it was
somewhat difficult for the researcher to have it thoroughly tested within one hour case study
interview sessions. In addition, selection of case studies and persuading participants of the
value of this study was a difficult and cumbersome process. The time constraints and financial
limitations were also an issue, as the researcher had to conduct interviews in working hours.
Although, in the first data collection, a wide range of ERP academics and professional
participated in the Expert panel, however, the researcher believes that the second data
collection process was conducted on a limited scale, capturing opinions of a limited audience
from Victoria, Australia.
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8.7 Future research

ERP adoption is a transitional process, commencing before the ERP adoption decision and
continuing through ERP implementation stages from pre-planning through to Go live and even
include a post implementation period. The scope of this study was limited to ERP
implementation stages from Pre-planning through to the Go live stage. Based on process
models for ERP implementation presented by other researchers, future investigation would be
beneficial on post ERP implementation stages: shakedown, stabilisation, enhancement,
transformation/evolution and retirements stages (Ross 1998; Esteves 1998; Markus and Tanis
2000; Parr et al., 2000).

It was clearly evident from discussions with the experts from Expert Panel and participants of
the Case study analysis that activities after the Go Live stage are critical for the success of an
ERP project. Furthermore, a critical analysis of factors associated to post go live stages would
also bring productive value and useful information that would eventually be useful for midsize
business owners and managers. This study was restricted within ERP implementation stage
boundaries. Therefore, the model name was revised as an ERP implementation model for
midsize business. It is important for the researcher to acknowledge and signify a need for
further research in the post-implementation arena, while limiting the scope of this research

within ERP implementation stages.

In this research, an attempt was made to combine ERP process research with ERP factors
research and establish a workable and practical ERP implementation model that would enable
midsize business managers with limited knowledge of ERP implementation issues to easily
understand the process required. As stated earlier, it would also be beneficial if the final model
presented by the research is further tested with a wide range of midsize business industries
at different geographic locations to identify any differences of opinion and weaknesses in the

presentation of data submitted in this study.
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10.1 Book Chapter

Alizai, Fahd and Burgess, Stephen (2010). An ERP Adoption Model for Midsize Businesses.
In: Enterprise Information Systems for Business Integration in SMEs: Technological,
Organizational and Social Dimensions. Cruz-Cunha, Maria Manuela, ed. Business Science
Reference, Hershey, PA, USA, pp. 153-174. ISBN 9781605668925

Abstract

This chapter theorizes the development of a conceptual ERP adoption model, applicable to
midsize businesses. The general business factors associated with ERP implementation along
with the corresponding organisational benefits are identified. This chapter also highlights the
constraints that confront midsize businesses whilst implementing sophisticated applications.
The needs for ERP adoption can occur due to an attempt to be more competitive or due to an
external pressure from large businesses to adopt an ERP application. The proposed
conceptual model uses a strategic approach containing; ERP implementation processes,
stages, factors & issues associate with ERP adoption in midsize businesses. This research
also focuses on identification of strategies in the organisational, people and technical domains
that could be influential for ERP adoption.

10.2 Conference Papers

Alizai, Fahd and Burgess, Stephen (2009). Comparative Analysis of ERP Implementation in
Large and Midsize Businesses. In: Emergent Challenges in IS/IT. Hackney, Ray, ed.
Information Institute, Las Vegas, pp. 27-1. ISBN 9781935160052

Alizai, F., Burgess, S., Hawking, P., & Sellitto, C. (2007). Developing a model for ERP systems
adoption by midsize business. International Conference on Business and Information,
Proceedings of Business and Information. 4 (2007): 1-11. Tokyo, Japan. July 1, 2007.
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11.1Appendix 5-A

Strategy:
Contact each expert informally first and request participation.

All participant who agree to participate in the focus group exercise, must be emailed with the further details with
formal invitation

This provide an idea of how many experts are willing to participate

Secondly, this way we can control the start date that is decide as 27" April 2010 for now but could be changed
with the change in circumstances.

Email draft to experts

Sample One

Subject: ERP in midsize research: Expert Panel additional information for “Expert A”
Dear Dr/Professor.....

First of all thank you very much for agreeing to participate in the research expert panel. This expert panel is being
executed as part of my PhD study under the supervision of Dr. Stephen Burgess and Mr Paul Hawking from school
of Management Information Systems from the Faculty of Business & Law at Victoria University, Australia. The title
of my study is “A model for the implementation of ERP systems in midsize business”. Your participation as an
expert in the study will help refine our “theoretical base model” by identifying critical factors with significant impact
on ERP implementation in midsize businesses.

The online discussion will start from 4 of May 2010 and will formally close on 4% June 2010, a period which
comprises approximately five weeks. During each week a specific topic will be presented for discussion based on
the ERP implementation stage, issues and strategies. The formal allocated period of discussion will start from
Tuesday every week and will finish on following Monday. Experts will be requested to provide comments and
feedback on the presented material as well as comments by other participants in accordance with their availability
and convenience. Those who miss out the discussion of any week, may refer to the previous week's discussion
and post their comments on that particular week, in addition to the current week.

To protect your real identities, the discussion will be executed with an anonymous identification. You are requested
not to provide any personal details such as name or place of work, instead, provide your user ID (Expert XX) in the
name field while submitting your comments. Your valid email address can be provided as this information will not
be displayed to other participants.

Enclosed are details of ‘information to participants involved in research’ and ‘consent form for participants involved
in research’. Please to not hesitate to email me if you have any queries regarding this matter. | hope to hear a
positive reply from you. Thank you.

Kind Regards,

Fahd Alizai

372|Page



<LLLLLLLLLLLLLLLLLLLLL & DOSSSOSSSISSSSSSISSSISISSSSSS>>

If you are willing to participate in the online discussion, please read the attached information and cut and paste the
following in a reply to this email.

Dear Fahd,

| have read the consent form for study HRETH 07/125 and | consent to be a part of the study. | agree to my
comments and viewpoints from this online focus group being published anonymously.

Regards, [Insert your name here]

<LLLLLLLLLLLLLLLLLLLLL & DOSSSSSSSSSSSSSSSSSISSSSSS>>>>
Sample Two

Email request to XXXX of SAP.

Dear XXXX,

| hope you are fine & well with best of strengths devoted to your research.
We met last year at XXX conference in XXX, XXX and | did invite you to visit Australia.

As discussion, along with my full time work engagements, | am doing research on ERP implementation related
issues in midsize business. With a permission from my University, | am about to run an online Expert Panel to
obtain expert opinion on theoretically identified factors impacting ERP  implementation.
Given the busy schedule of all experts, the pattern of this exercise will be flexible i.e. one discussion topic per
week.

| would appreciate if you kindly spare sometime to participate as an expert and/or recommend some ERP expert
for this discussion. A formal invitation will be later released after obtaining informal consent from each expert.

I look forward to have your favourable response.
All the best & Regards,
Sample Three

Email to Prof XXXX

Dear Prof XXX,

I hope you are fine & well with best of strengths devoted to your research.
We met last year at XXX conference in XXX XXXX and you kindly accepted my request to participate in my ERP
implementation research.

For the last several months | have been really busy with my work related commitments. Finally now, with an
approval from the University, | am about to start an online Expert Panel to obtain expert opinion on factors relating
to ERP implementation.
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Given the busy schedule of all experts, the pattern of this exercise will be flexible i.e. one discussion topic per
week. | would appreciate if you kindly spare sometime to participate as an ERP expert and provide your valuable

comments on our proposed model for midsize businesses.
Also, some ERP expert recommendations for this discussion would be greatly appreciated. A formal invitation will
be later released after obtaining informal consent from each expert.

I look forward to have your favourable response.

Kind Regards,

Sample Four

Email to XXX

Dear XXX,

I hope my email finds you with best of your health and much strength devoted to your research.

| read your research paper on ERP implementation through critical success factors management, in which you
used Delphi approach to valid, your research findings.

| appreciate the fact that your professional background has enabled you to blend the academic base knowledge in
practice excellently.

Being a person with significant background in ERP implementation, | would like to request you to participate in my
research analysis on ERP implementation in midsize business.

The approach we are trying to follow is similar to Delphi; by establishing online expert panel to discuss research
topic for validation. The points discussed in your research paper are of significant importance to successful
implementation of ERP. By having you as an expert will enable us to embed your vision and practical knowledge
in my research perspective for validation of my model and improvement.

Given the busy schedule of all experts, the pattern of this exercise will be flexible i.e. one discussion topic per
week. | would appreciate if you kindly spare some time to participate as an ERP expert and provide your valuable

comments on our proposed model for midsize business.
Also, some ERP expert recommendations for the panel would be greatly appreciated. A formal invitation will be
later released after obtaining informal consent from each expert.

I look forward to have your favourable response.

Kind Regards,
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11.2 Appendix 5-B

VICTORIA A NEW
UNIVERSITY | SCHooLOF

ERP in Midsize

ERP adoption model for midsize business

Guidelines for the Online Focus Group discussion

Discussion Start Date: 4™ May 2010

Duration of exercise: Five Weeks
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Introduction

This online focus group is established to discuss aspects relating to ERP implementation, specifically factors related to ERP implementation
processes. The objective is to validate the theoretical base knowledge by obtaining expert opinion and to devise some strategic alternatives
for midsize businesses to consider during their ERP implementations.

While participating in the discussion, experts are requested to;
Read through the information provided on each page and comment in accordance with the questions being asked in the end.
Provide comments at the “Leave a comment” section in the end.

For confidentiality reasons, please do not provide any personal information (such as, real name) instead participate with the “User ID”
provided by the researcher.

Actively participate in the discussion (users can read the comments of other participants and submit multiple comments themselves).
As a minimum requirement please provide at least one comment per discussion each week.

For ease of understanding and to record the pattern of discussion, a few screen shots are provided below.

Introduction page: This is the first page providing topic details and requesting comments on ERP implementation stage

ERP implementation in Midsize Business

group to obtain valuable commer n ERF implementation

Introduction

Welcorme to our focus group discussion. The purpose of this discussion is to

receive important feedback from different experts and to strengthen our EEP
adoption model for midsize businesses. We will include different questions
regarding EE.FP adoption stages and the factors associated to each stage which

have an impact on the EREP implementation processes. We shall also analyse the
significance of different predefined strategies associated with ERP implementation and
their relevance to the midsize business. As a result, the purposed model will be further
refined and tested with an objective to deliver it as a blueprint or guide for midsize
businesses.

ERP systems have been historically associated with implementation projects in large
businesses; howewver there has been a trend for midsize business to also adopt ERP
systems. There has been a great deal of research carried out that specifically focused
upon Large Size Enterprises and the impact of such implementation but not that
substantial in rmidsize businesses.

For the purpose of this study, a midsize business is defined as an organisation with
200-500 employees andfar an annual turnover of ALS S0-100 millian,
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At the end of Introduction page, experts can either provide their comments by clicking on “Leave a comment”

link OR continue to the next page by clicking on week one “Model Overview” for Week One discussion.

% Installation & Go live: Fost transition support to fix glitches and implementation
standards, Building networks & installation of desktops (if required), User training
management.

* Laterf Post installation: 5ystem enhancement including repairs, extension,
transformation, improverments & stabilisation phases.

This anline discussion will take approximately five weeks with an intention to cover one
topic per week. Each new topic will be posted every Tuesday and will be available for
discussion entire week. Experts who miss the discussion of any week could refer to the
previous week’s discussions and post their comments in addition to the current
discussion.

Lets start the discussion by clicking on week One

c Comments ; Leawve a Comment » >

Categories : Intro
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Weekly discussion: Every week there will be some specific aspects of the model discussed to analyse their
significance and request comments from experts to valid their relevance to ERP implementation.

Week One - Conceptual Model: During the first week of discussion, general aspects of the model will be
discussed. The screen shot below provides a glimpse of the information being presented for discussion. The
objective is to obtain professional insight from experts on the composition of the proposed model that covers
“factors & processes” associated to ERP implementation in the context of small and midsize business.

ERP implementation in Midsize Business

Focus group to obtain waluable comments on ERP implementation

HOME WEEE, QME

Week One

ERP Implementation in Midsize Business

The literature outlines implementation models and strategies for large enterprises to
hawe successful ERP implementations. This existing knowledge base is a useful starting
paint to develop a strateqgic ERP adoption model for midsize businesses. In the past,
much EEF research was described as factor research’ that mainly focused upon
identifying_factors or variables critical to ERP implementation. Other research focuses on
procesres that helps understand “how' an implementation takes place. To take
advantage of both perspectives, it is important to focus on an integrated approach to
have a better understanding about issues relating to ERF implementation. The
relationship between factors and stages 15 crucial to analyse the significance of different
factors with the change in each stage during EEFP implementation (Markus et al. 2000).
This will help to assess what factors are affecting which process during certain period of
tirme and what impact there is on the process itself. Parr et al's (2000) Project phase
model and Markus et. als’ {(2000) process theory are useful tools to conduct the factor
impact analysis while developing an EEP adoption model for midsize businesses.

378|Page



Comments Section: This section will appear at the end of each discussion page to obtain the expert opinion
and to help participate in the discussion. While commenting each time, experts are requested to;

Must enter User ID at the name field (provided by the researcher)

Enter your email address; it will not be displayed to the participants
Please ignore the website field

Please provide a detailed note/response/comment/feedback. Please do not forget to review other expert comments
before providing your feedback. Click submit to record your comments.

Your Comments

Please provide your comments on;

1. Are there any other EREP Adoption stages leading to successful implementation
included in the list?

2. Are stated factors definition adequate to deal with the EEF adoption challenge?

3. Are there any other important factors or strategies in your opinion should be
included?

MNota: femember, Each eoe of factors will e diccurred it detadl in the comting Wweekr

Particia gty are Feguested ot fo rolde st srforration Brat sight identifle themraflie s
oy e O E TS

Leave a comment

Mame (required)

E-mail fwill not be published) (required)

Wehsite

SUEMIT COMMEMNT
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11.3Appendix 5-C VICTORIA ANEW

UNIVERSITY | SCHooLOF

INFORMATION TO PARTICIPANTS

INVOLVED IN RESEARCH

You are invited to participate

You are invited to participate in a research project entitled “A model for the implementation of ERP Systems in
Midsize Businesses”.

This project is being conducted by a student researcher, Fahd Alizai, as part of a Doctor of Philosophy course at
Victoria University under the supervision of Dr. Stephen Burgess and Mr Paul Hawking from the Faculty of Business
and Law.

Project explanation

This research investigates midsize businesses with respect to their ERP system experiences and will develop an
ERP Staged Adoption model by critically evaluating the strategic issues related to ERP implementation. Given the
various resource limitations associated with midsize enterprises and the potential challenges of ERP systems
adoption, this study is important in focusing on the mid-market business sector.

What will | be asked to do?

Initially the study will use the online focus group method. The questions will focus on organisational, technical and
human aspects of midsize business in relation to the stages of ERP implementation starting from pre-planning
through to the installation stage. In order to do that, we have broken down these stages into the following;

1. Pre-planning: Includes business case development, application package selection, identification of project
team and all decision making processes leading to financial approval for ERP project;

2. Planning: Project guidelines & decisions making toward ERP implementation such as, formation of steering
committee, determination of project scope, resources & implementation approach and project plan
development

3. Setup & Re-engineering: Setup includes; project team selection; selecting mix blind of people with different
expertise level, teams’ integration, reporting processes. Re-Engineer includes; Business process analysis,
initial ERP system installation, business process mapping on ERP functions, project team training

4. System Design: includes; high level designing, detailed designing for user acceptance, interactive prototyping
with constant communication with ERP users.

5. Construction (Configure & Testing): Software configuration, system integration, data conversion/migration,
real data population in test instance, building & testing interfaces, writing & testing reports, system & user
testing & transition,

6. Installation & Go live: Post transition support to fix glitches and implementation standards, Building networks
& installation of desktops (if required), User training management.

7. Later/ Post installation: System enhancement including repairs, extension, transformation, improvements &
stabilisation phases
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The proposed framework will be uploaded via an online bulletin board for discussion on 4t May 2010 (Tuesday).

What will | gain from participating?

We will offer you a summarised copy of the research results.

How will the information | give be used?

The online focus group will be undertaken in order to discuss the proposed framework. Experts such as yourself
will provide feedback on the proposed framework. The result and feedback from this stage combined with
information raised from a literature review will be used to refine the framework.

What are the potential risks of participating in this project?

The result will be handled in strictest confidence and will be analysed only by the researchers. Your contribution
will be anonymous to other participants as you will be allocated a user ID to participate in the project. The identity
of the participants will be known by the researchers only. Each participant will be allocated a unique_*User ID”
(such as Expert A.... D...E) that will be their only identification that will be viewed by other participants in the online
focus group. The researchers will know your identity, but will not disclose it or associate any comments with specific
participants in any publication or presentation of results. You and your organisation’s identity will remain
confidential at all times.

If participation in the study does not comply with any local laws, customs or reasonable expectations in your country

then the relevant discussion will be excluded from the study. You can withdraw from the study at any stage or
decline to answer a question if you are not comfortable with it.

How will this project be conducted?

Participants that are colleagues of the principal investigator or are well-known in the fields of midsize business,
ERP research or ERP implementation experts and/or ICTs from universities in Australia and globally are being
invited to participate in the focus group. Upon acceptance, you will be asked to comment on various stages of the
framework in different rounds (which will each run for one week) by remarking upon the factors involved at each
stage and also on comments made by other online focus group participants. It is anticipated that there will be five
rounds in the study (and thus it will run for five weeks).

Who is conducting the study?

This study is being conducted by Fahd Alizai (project code: HRETH 07/125) under supervision of Principal
Supervisor, Dr. Stephen Burgess.

Any queries about your participation in this project may be directed to the Principal Researcher listed above.
If you have any queries or complaints about the way you have been treated, you may contact the Secretary, Victoria

University Human Research Ethics Committee, Victoria University, PO Box 14428, Melbourne, VIC, 8001 phone
(03) 9919 4781.
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11.4Consent Form VICTORIA ANEW

UNIVERSITY | SCHo0LOF

FOR PARTICIPANTS
INVOLVED IN RESEARCH

INFORMATION TO PARTICIPANTS:

This e-mail is to invite you to be a part of a PhD study, “A Model for the Implementation of ERP systems in midsize
businesses”. This study requests that you to participate in an online focus group discussion that will seek your view
points and comments on the proposed framework. Your input will be extremely valuable to help us discover what
could be improved in ERP implementations in midsize businesses. The online focus group will seek your views on
a range of elements in proposed framework that will be uploaded via an online bulletin board at the selected
commencement date. If you decide to participate in this research study, you will be asked to take part in an online
focus group discussion with the researcher.

CERTIFICATION BY SUBJECT

I, of

certify that | am at least 18 years old and an academician/practitioner in that related area (small midsize business
and/or ERP implementation) * and that | am voluntarily giving my consent to participate in the PhD study (project
code: HRETH 07/125) being conducted at Victoria University by: Dr. Stephen Burgess and Fahd Alizai on the topic
of “A Model for the Implementation of ERP Systems in Midsize Businesses”

| certify that the objectives of the study, together with any risks and safeguards associated with the procedures
listed hereunder to be carried out in the research, have been fully explained to me by Fahd Alizai and that | freely
consent to participation involving the below mentioned procedures.

The online focus group will be conducted by Fahd Alizai and viewpoints will be grouped in common themes and/or
notes taken as a mean of recording data. | certify that | have had the opportunity to have any questions answered
and that | understand that | can withdraw from this study at any time and that this withdrawal will not jeopardise
me in any way. | can also decline to answer any question that | am not comfortable with answering. | have been
informed that the information | provide will be kept confidential. | also understand that if participation in the study
does not comply with any local laws, customs or reasonable expectations in your country then my contributions to
the discussion will be excluded from the study.

** | have read the consent e-mail above and | consent to be a part of the study. | agree to comments and
viewpoints from this online focus group being published.

**please respond your consent to participate in the study via email to fahd.alizai@research.vu.edu.au

Any queries about your participation in this project may be directed to the researcher

(Principal supervisor: Dr. Stephen Burgess: Ph. +61 3 9919 4353, or PhD candidate: Fahd Alizai : Ph. +61 402
171417).

If you have any queries or complaints about the way you have been treated, you may contact the Secretary, Victoria
University Human Research Ethics Committee, Victoria University, PO Box 14428, Melbourne, VIC, 8001 phone
(03) 9919 4781.
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Appendixes Three

Case study interviews
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12.1Appendix 6-A

*(Case Name responses colours: No Comment, Experienced, Agreed/Recommended, Changes per Experience)
**(Case-Name: Suggested factor deletion) ***(Factor italic: New factor added), ***(Factor Non-italic: Moved within model)

RIS ERP Pre-planning Stage — Revised
adoption P g-tag
Business requirements identification- LE1, LE2(business process recording), MID-1, MID-2, SME implementer, SME, MID-3
Technical requirements analysis LE1£E2, MID-1, SME implementer, MID-2, SME, MID-3
Technical requirements identification LE1LE2-MID-1, requirement  statement — current state and what they want) SME
implementer,MID-2, SME, MID-3
Business & Technology ISSues; LE1, LE2, MID-1, SME implementer (50-50%),MID-2, SME, MID-3
Application understanding & usefulness LE1, LE2, MID-1, (use case based — interest are short listed) SME implementer, MID-2,
Technolog SME, 11D
y Impact of technology LE1, LE?2 (in business), MID-1, SME implementer (difficult to measure)MID-2, SME, MID-3
Factors Integration requirements (SME impl)
Accurate information on ERP applications (LE2)
Identify value stream for organisation. (MID-1 —-up from planning)
Selection criteria with relevant parameters (MID-1 —up from planning)
Accurate information on ERP applications (MID-1 —up from planning)
Data migration -MID-2
Early development of strategy — MID-2
Strategy Communication — MID-2
Existing state -> new application (legacy to new change) — MID-3
Organisational Knowledge LE1, LE2, MID-1, MID-2, SME implementer, SME MID-3
Business functional knowledge LE1, LE2, MID-1, (clearly define what needed MID-1) (business process knowledge SME
implementer), MID-2, SME implementer, SME, MID-3 (business matrix)
Broad Agenda -> Business Benefit roadmap — MID-3
Strategy for Organisation — MID-3
Develop Strong business case LE1, LE2, MID-1, (relevant to companies more than 250 staff. Small midsize do not develop business
case — SME implementer, MID-2 , SME, MID-3
Cross organisational business functions LE1, te2-MID-1, SME implementer, MID-2, SME, MID-3
Organisational Political support LE, LE2, MID-1, MID-2, SME implementer, SME, MID-3
Organisational Change and Risk Analysis; LE1, LE2, MID-1, SME-implementes-MID-2, SVE, MID-3
Factors Stakeholder expectation Analysis: LE1, &2 in fit-gap),MID-1, SME-implementes-Stakeholder expectation Analysis; (check staff for

prospect) - SME-1, MID-2, SME, MID-3

Strategic Management ISSUES; LEL, LE2, MID-1, SME implementer, MID2, SME MID-3
External Organisational factors LE1, LE2, MID-1, smeimplementer. D2, SME, MID-3
Macro environmental factors; LE1, LE2, MID-1, SME implementer; MID2, SME, MID-3
Effective Communication strategy based on who what when how (LE1)

Effective technique for communication such as survey (LE1)

Executive Management Commitment (clearly present) (LE1)

Budget Estimates (tentative dollar figures) — MID-3
Stakeholder expectation Analysis; engagement plan — MID-3

Business Objective and direction -> Business strategy — MID-3

People Factors

Limited resources (SKills) - Le1, LE2 higher level, MID-1 SME-implementer{planning) MID2, SME, MID-3
Communication Strategies - L1, L2 later done, MID-1 SME implementer-(planniag) MID2, SVE, MID-3

Conflict resolution procedures - LE1, L2 ot done-but shouie), MID-1, SME implementer (Planning) MID2,
Business demonstration — resource size and skills — MID-3
Resource Management Plan — MID-3

Resource backfill planning by business — MID-3

Project Resource size Planning (type nature skill) - MID-3
Identify limited resources (Skills) — MID-3

What ERP will do to people SME impl

Business case foundations — people impact SME impl
Efficiency brought by ERP to people SME impl

Return on investment (ROI) SME impl

Processes improvement SME impl

Conflict existence SME impl
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12.2Appendix 6-B

Factors for ERP
adoption

Planning Stage - Revised

Technology Factors

Selection criteria with relevant parameters — LE1, LE2, MiB-1, SME implementer, MID2, SME, MID-3
(LE1-Organisational procurement procedures, Shortlisting)

(LE2- requirement based tender process)

MID-3- Business critical viewpoints (functional, technology and vendor support availability)

Accurate information on ERP applications-LE1, LE2, MiB-1, SVE implementer, MID-2, SME, MID-3
(LE1 - market reference site visits)

Less reliance on sales advice -LE1, LE2, MID-1, SME implementer, MID2, SME,MID-3
(LE1-Market test, ref sites)( MID-1-Highly relied)

Time & Cost of implementation — LE1, LE2, MID-1, SME-implerenter, MID-2,-SVIE, MID-3 (LE1- identify overall)

New technology adoption issues - LEx, LE2, MID-1,SME implementer, MID-2, SME, MID-3
SME Implementer - Mobility, Higher Availability, Complexity, Network, Servers, PCs required, other ICT infrastructure required

Industry standards -LE1, LE2, MID-1,SME implementer, MID2
(LE1-based on ERP standards), SME, MID-3

Proposed application System architecture analysis LE1, LE2, MID-1,SVE implementer, MID-2, SME,MID-3
(LE1-Didn't perform and should perform next time)

Technical stafficonsultant expertise LE1, LE2, MID-1, SME implementer, MID2, SME, MID-3
(LEL -didn't perform later in planning)

Realistic ‘end user’ expectation analysis (Minimal or no customisations) - LE1, LE2, MID-1, SME-implementer,
MID2, SME, MID-3
(LE1- Very Higher level analysis possible at this stage)

Identify value stream for organisation - LE1, LE2, -MiD-1-SME implementer, MID2, SME, MID-3
(LE1-Fit gap workshop to start and plan. Further in Build stage)

Technical requirements identification — LE2

Technical requirements analysis — LE2

Decision on Testing Tools - QC (QA, QM protocols set) — LE2

Data Migration Strategy development - LE2

Data migration strategy communication & feedback — LE2

Plan for testing and identify Tools required for Testing QC- LE2

Planning Decisions should be Made — MID-1

Engage with partners — SME implementer

Define compatibility issues with other applications — SME implementer

Identify Applications for Integration — SME implementer

ERP complexity management planning; - SME implementer

------- END of Planning and before next stage -----

Establish infrastructure strategy — Technology requirements — SME implementer
Establish Application Integration strategy — SME implementer

Establish Data migration Strategy — SME implementer

Data validation, verification and cleansing — SME implementer

Time & Cost of implementation (software cost) end of this stage these were known — MID-2
Data migration — MID-1

Early development of strategy

Strategy Communication

Application integration — MID-1

Identify systems for integration
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Factors for ERP
adoption

Planning Stage - Revised

Organisational
Factors

Cultural factors (local, national) - LE1, LE2, MID-1, SVE implementer, MID2, SME, MID-3
Government or regularity change LE1, LE2, MID-1, SME implementer, MID2, LEL, SME, MID-3
External environmental factors LE1, LE2, MID-1, SME implementer, MID2, SME, MID-3

Project Management; LE1, LE2, MID-1, SME implementer, MID2, SME, MID-3

Detailed project plan & communication strategy LE1, LE2, MID-1, SME implementer, MID2, MID-3
Project Leadership (risk & issues) LE1, LE2, MID-1, SME implementer, MID-2, MID-3

Clear & well defined objectives (Scope) LE1, LE2, MID-1, SME implementer, MID-2, MID-3

Develop Organisational change management LE1, LE2, MID-1, SME implementer, MID-2, MID-3
Risk Planning & Monitoring; LE1, LE2, MID-1, SME implementer, MID-2, MID-3

Effective Communication strategy, based on ‘who, what, when and how’ £e2-1£2, MID-1, SME implementer, MID-
2, MID-3

Effectiveness techniques for communication (survey) Lexpreplanning), LE2, MID-1, SME implementer, MID-2, MID-3
Limited Resources (Budget) LE1(pool of intemal staff), LE2, MID-1, SME implementer, MID-2, MiB-3

Executive Management Commitment Les; LE2, MID-1, SME implementer, MID2, SME, MID-3

Business impact analysis, LE1, LE2, MID-1, SME implementer, MID-2, SME, MID-3

Definition of individual and collective benefits, LE1L, LE2, MID-1, SME implementer, MID-2, SME, MID-3
Cross organisational business functions — LE2

Plan Time & Cost of implementation - SME implementer

Identify value stream for organisation - SME implementer

Change and Risk Analysis SME implementer

Stakeholder expectation Analysis - SME implementer

Strategic Management Issues - SME implementer

External Organisational factors - SME implementer

Macro environmental factors - SME implementer

Establish project Governing Principles as part of Charter (no customize) - SME implementer
Clear idea of Cost of implementation at end of this Stage — MID-3

People Factors

Analysis of User support base for application - LE1, LE2; MID-1, SME implementer, MID-2, SME, MID-3,
Limited resources (people/skill) LE1, LE2, MID-1, SME implementer, MID-2, SVE, MID-3,

Effective time management LE1, LE2, MID-1, SME implementer, MID-2, SME, MID-3
> Resource utilisation details — MID-3

Change Management; LE1, LE2, MID-1, SME implementer
(LE1&2 —initiate here plan here done later), MID-2, SME, MID-3

Clarity in Communication LE1, LE2, MID-1, SME implementer, MID-2, SME, MID-3
Team Management & Control structure — LE1

Team Building LE1, LE2, MID-1, MID-2, SME, MiD-3-SME implementer (Build team)
Team Competence LEL, LE2, MID-1, MID-2, SME, MiB-3, SME implementer (Develop competency matrix )
Training strategies LE1, LE2-MID-1, MID-2, SME, MID-3, SME implementer (Develop training strategies

Incentives with deliverables LE1, LE2-MID-1, SME implementer, MID-2, SME, MID-3
Conflict resolution procedures (at very early stage of planning) — LE2

Plan for testing and identify staffing requirements — LE2

Develop Testing Strategy, Test plan, test scenarios and test cases record them in Testing Tool like QC — LE2
Realistic ‘end user’ expectation analysis (Minimal or no customisations) — SME implementer
Limited resources (Skills) - SME implementer

Develop Communication Strategies - SME implementer

Develop conflict resolution procedures - SME implementer

Develop Knowledge management strategy - SME implementer

Allocation of staff on project for Knowledge Transfer - SME implementer

Internal and external team engagement planning - SME implementer

Develop Testing Strategy - SME implementer

Identify key business user - testing resources - SME implementer

Identify key business staff for UAT - SME implementer

Define Post Go Live support structure (high level strategy) - SME implementer

Commitment from department resources (business) — MID-3

Resources engagement (technical, functional) - MID-3

Package Selection design and Contract signing — MID-3

(STAGE GATES - BASELINE and ACHIEVE) — MID-3
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12.3Appendix 7-A

Factors for ERP
adoption

Build Stage (Set-up, Re-engineer, Functional and System Design, Blue print/ Fit gap)

Technology Factors

ERP complexity — LE1, LE2; MID-1, SME-implementer-MID-2, SME, MID-3

(LE1- fit gap analysis — planning to build stage, Organisation and Vendor planning)(Clarity in direction)
<Technical Lock Down - MID-3

Vendor selection -> finalise technical requirements -> sizing -> procure servers and other technology — MID-3>

In house expertise — LE1, LE2, MID-1, SME implementer, MID-2, SME, MiB-3
(Identify training requirements — SME implementer)
Cost of implementation — LE1, LE2, MID-1, SME implementer, MID-2, SME, MID-3
ERP compatibility issues with other applications- LE1, LE2, MID-1, SME-implementer,-MID-2, SME, MID-3 (Integration isstes)
Development of a system design strategy- LE1, LE2, MID-1, SME implementer, MID-2, SME, MID-3
Business & Technology ISSUes — LE1, L2, MID-1, SME implementer, MID-2, SME, MID-3, (LE2 - not through until Construct phase)
Data migration — LE1
Early development of strategy — LE1
Strategy Communication- LE1
Data quality analysis & data cleansing- LE1
Application integration (Identify) - LE1
Identify systems for integration— LE1
Data quality analysis and cleansing start — LE2
ERP installation aspects — LE2
Establishing of Testing strategy, testing processes, script creation and recording. LE2
Identify systems for integration LE2
Application Integration LE2
ERP installation aspects; MID-1
Cost of implementation - MID-1
=>JDE Flying Blind- MID-1
CRM know the product, more change to appeal and process - MID-1
Major impact in Stage 2, Business Analysis - MID-1
Technical and infrastructure Strategy definition (SME implementer)
Integration points — identify systems for integration — SME implementer
Build use case maps— SME implementer
Show product in design— SME implementer
Customisation and development required— SME implementer
Data migration — revision/update— SME implementer
Data Quality and Data Cleansing exercise — ongoing— SME implementer
Data structures establishment for migration- SME implementer
ERP installation aspects- SME implementer
Server to Data Centre in Brisbane — MID-2
Data migration MID-3
Early development of strategy MID-3
Strategy Communication MID-3
Establish requirements & Sampling MID-3
Application Integration MID-3
Identify systems for integration MID-3

Organisational
Factors

Cost of implementation - LE1, LE2, MID-1, SME implementer, MID-2, SVE, MID-3

Limited Resources (Budget) - LE1, LE2, MID-1, SME implementer(refine only), MID-2, SME, MID-3
Situational Leadership issues - LE1, LE2, MID-1, SME implementer, MID-2, SME, MID-3

Issues due to Mergers/ Acquisitions - LE1,LE2, MID-1, SME implementer, MID-2, SME, MID-3
Cross dimensional factor impact - LE1,LE2, MID-1, SME implementer, MID-2, SME, MID-3
Project Management: - LE1, LE2, MID-1, SME implementer

Project monitoring & control- LE1, LE2, MID-1, SME implementer, MID-2, SME, MID-3

Risk Monitoring; - LE1, LE2, MID-1, SME implementer, MID-2, SME, MID-3

Stakeholder expectation management- L1, LE2, MID-1, SME implementer, MID-2, SME, MID-3
Effective Communication & Coordination; - LE1, LE2, MID-1, SME implementer, MID-2, SME, MID-3
Organisational change management- LE1, LE2, MID-1, SME implementer, MID-2, SME, MID-3
Organizational resources management - LE1, LE2, MID-1, SME implementer, MID-2, SME, MID-3
Organisational structure definition - LE1, LE2, MID-1, SVE implementer, MID-2, SME, MID-3

Organisational Ideology; - LE1, LE2, MID-1, SME implementer, MID-2, SME, MID-3,
(LE1- impact on Status Quo — change mgt)

Effects of managerial style Lex, LE2, MID-1, SME implementer
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Factors for ERP
adoption

Build Stage (Set-up, Re-engineer, Functional and System Design, Blue print/ Fit gap)

{EEX-people factor and move from here}-MID-2, SME, MID-3

Stakeholder expectation analysis — LE1

Information system function— LE2

Effective organisational level communication and coordination— LE2

Organisational change management— LE2

Detail Design: functional detalils, processes, fit gap — business process functionality — MID-3
Expand on Strategy for Governing Principles SME implementer

Business process change or customisations - SME implementer

Scope management — SME implementer

People Factors

Limited Resources (People/Skill) - LE1, LE2, MID-1, SME implementer

Trained business staff - LE1, LE2, MID-1, SME implementer{before o live), MID-2, SME, MID-3

Professional external consultants- LE1, LE2, MID-1, SME implementer, MID-2, SME, MID-3

Temporary staff to backfill existing business staff - L1, LE2, MID-1, SME implementer, MID-2, SME, MID-3

In-house expertlse - LEL, LE2, MID-1, SME implementer, MID-2, SME, MID-3
Skill match assessment — knowledge transfer — SME implementer

Establish training strategy -> build training plans — SME implementer

Team Building — MID-3 added

Team Competence — MID-3 added

Team management & control - LEL(in planning), LE2, MID-1, SME implementer, MID-2, SME, MID-3
Dedicated resources for testing (people/skill) — LE2,
(An ability to fix defects in testing) — LE2

Change Management

Business support for UAT team — LE{construct); LE2, MID-1, SVE implementer, MID-2, SME, MID-3
Staff attitude to change — LE1,LE2, MID-1, SME implementer, MID-2, SME, MID-3

Management attitude— L£1,L£2, MID-1, SVE implementer, MID-2, SME, MID-3

Organisational Staff engagement— LE1,LE2, MID-1, SME implementer, MID-2, SME, MID-3

Clarity in communication — LE1, LE2, MID-1, SME implementer, MID-2, SME, MID-3
Communication transparency — LE1,LE2, MID-1, SME implementer, MID-2, SME, MID-3

Internal & external team engagement — LE1,LE2, MID-1, SME implementer, MID-2, SME, MID-3

Effects of managerial style (important +ve or -ve) — LE1

Training strategies (execute later) — LE2

Plan for User Acceptance Testing as part of Test strategy — LE2

Prepare for UAT - define UAT management strategy — SME implementer
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12.4Appendix 7-B

Factors for ERP

adoption Construction Stage (Configuration, Development, testing)

ERP installation aspects — LE1, LE2 MiD-1-SME implementer-, MID-2, SME, MID-3
Cost of implementation (continuously revised— LE1, LE2, MiD-1-SME-implementer, MID-2, SME, MID-3 (revise)
Data migration — LeaLE2_, MID-2, SME, MID-3

Early development of strategy LE+LE2 MID-1-SME implementerMID-2-SME, MID-3
Strategy Communication LEL-LE2, MID-1-SME-implementer MID-2; SME, MiD-3

Data quality analysis & data cleansing LesLE2-MID-1, SME-implementer, MID-2, SME, MID-3
Prepare live data for testing - MID-3
Data manipulation in CSV - after migration recharge — MID-2

Application integration(start integrating) LE1, £E2-SME implementer (performing/ doing), MID-2, SME (not required)
Identify systems for integration LELE2 MID-1-SME implementerID-2, SME (not required), MiD-3

Integrate and test integration - SME implementer

Integrate Applications (Recharge module integration, SAP couldn't do it - big issue) — MID-2
Perform System integration - SME

Integration Testing — MID-3

Business & Technology Issues (full impact) — LE1, LE2

Data migration & Validation - LE1, LE2(doing),

ERP complexity; - LE2

Quality Assurance and Quality Management (work flow management, Testing, bug fixing, Tracking, QC) — LE2
Perform App Integration — MID-1

Effectiveness of inter-organisational system integration — MID-1

Early start: Migration trial and cleansing process to get data ready for system — SME

Data migration — practically performing, doing — SME implementer

Repetitive data cleansing cycles — SME implementer

Improve data quality and data structures - SME implementer

Ongoing SDLC process — MID-3

Interface system information— MID-3

System Testing— MID-3

Prototyping for testing— MID-3

Testing with live data— MID-3

Technology Factors

Limited Resources (Budget) — LE1, LE2, MID-1, SME implementer, MID-2, SME, MID-3

Issues due to Mergers/ Acquisitions - LE1, LE2, MID-1, SME implementer, MID-2, SME, MID-3
Cross dimensional factor impact - LE1, LE2, MID-1, SME implementer, MID-2, SME, MID-3
Information System Function — LE1, LE2-1 E1 (UAT validation), SME implementer, MID-2, SME, MID-3
Effective Communication & Coordination — LE1, kE2-MID-1, SME implementer, MID-2, SME, MID-3
Project monitoring & control — LE1, LE2, MID-1, SME implementer, MID-2, SME, MID-3 (Reporting)

Organisational Change Management — LE1, LE2(monitoring), MID-1, SME implementer (doing change, plan early), MID-2, , SME,
MID-3

Cost tracking and updates — SME implementer

Impact of scope change on project

Organisational
Factors
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Factors for ERP
adoption

Construction Stage (Configuration, Development, testing)

People Factors

Limited Resources (Skill); - LE1, LE2, MID-1, SME implementer, MID-2, SME,
Staff Training (functional and for UAT) — MID-3

Staff (end user) Involvement; - LE1, LE2, MID-1, SME implementer, MID-2, SME, MID-3

In-house expertise; - LE1, LE2 (gradually improve), MID-1, , SME implementer (KM, Knowledge transfer), MID-2, , SME, MID-3
Communication transparency - LE1, LE2, MID-1, SME implementer (doing), MID-2, , SME, MID-3

Internal & external team engagement - LE1, LE2, MID-1, SME implementer, , MID-2, SME, MID-3

Allocate Dedicated resources for testing uat(people/skill) - LE1AE2-MID-1, SWE implementer (allocate UAT), MID-2, SME

(An ability to fix defects in testing) — track-ERP implementer, MID-2, SME, MID-3
identify people in past and now using them to perform testing — ERP implementer

Key users involvement for testing - LE1,-LE2, MID-1, SME implementer, MID-2, SME, MID-3
Change Management (on people) — LE1, LE2 (perform CM)
Business support for UAT team (on gong) — LE1

User Acceptance Testing — identify staff and train — LE2

User support base for application (done later) — LE2

Perform User Acceptance Testing from identified staff — LE2
End user engagement — SME implementer

UAT management — perform UAT - SME implementer

System Testing — MID-3

Resource plan for testing (PEOPLE) - MID-3

Key users involvement for testing - MID-3

Dedicated resources for testing — MID-3

Impact of Change on staff - MID-3

Internal & external communication (supplier/ partners) — MID-3
Operational implication analysis — MID-3

Succession planning - MID-3

Knowledge management for ERP maintenance/support - MID-3
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12.5Appendix 7-C

Factors for ERP
adoption

Go Live Stage - Revised (sign off stage)

Technology Factors

ERP implementation issues (Update); - LE1, LE2, MID-1, MID-2, SME, MID-3

Business & Technology Issues (Update) - LE1, LE2 (nand over isses), MID-1, MID-2, SME, MID-3
Operational implication analysis - LE1, LE2 (monitor change 12-18 months), MID-1, MID-2 (50-50%) , SME, MID-3
Knowledge management for ERP maintenance/support - LE1, LE2, MID-L, MID-2, SME, MID-3

Effectiveness of inter-organisational system integration - LE1, LE2, MiD-t, MID-2, SME, MID-3

SME Implementer — No comments. Suggested name change to Sign Off

Support Program implace with experienced consultant — MID-1

Training programs for staff (ongoing) — MID-1

Usage of legacy application in parallel and keeping data in accessible mode for longer period.- SME

Support Staff Post Go Live and Hand Over requirements — MID-3

Vendor/Project Team hand over to business/operations— MID-3

Post Go Live internal support for applications— MID-3

(Issues post go live — the figures not balances when went live. Urgent assistance to fix the glitch, Payroll - Good, Payment receivable - Fine) —
MID-2

Organisational
Factors

Strategic Management Issues (Update) -LE1, LE2, MID-1, SME implementer, MID-2, SME, MID-3
Change strategies (Update) -LE1, LE2,MID-1, SME implementer, MID-2, SME, MID-3

Risk Management (Update) -LE1, LE2,MID-1, SME implementer, MID-2, SME, MID-3

Effective Communication -LE1, LE2 MID-1, SME implementer, MID-2, SME, MID-3

Project monitoring & control -LE1, LE2,MID-1, SME implementer, MID-2, SME, MID-3
Organisational change management -LE1, LE2,MID-1, SME implementer, MID-2, SME, MID-3
Operational implication analysis--L1, LE2,MID-1, SME implementer , MID-2, SME, MID-3

ERP business functional impact --L£1, LE2, MID-1(Simple to complex, far exceed worst case scenarios)), SME, MID-3
Approval to Go Live — SME implementer

Sign off from Business & Management — Most senior stakeholders to provide Go Live sign off (take a decision) - SME implementer
Business Expectation Assessment to validate implementation (whether the expectation was achieved?) - SME implementer

* Testing, writing manual and sharing info with staff -MID-2

Future changes/enhancements/left over items — MID-3

Left over scope items - — MID-3

Prigritisation of to be completed items— MID-3

People Factors

Staff attitude to change (Update) - LE1, LE2, MID-1, SME implementer, MID-2, SME, MID-3
Management attitude (Update) - LE1, LE2, MID-1, SME implementer, MID-2, SME, MID-3

End user engagement- LE1, LE2 (hand holding), MID-1, SME-implementer-MID-2, SVE, MID-3
Operational implication analysis- L1, LE2, MID-1, SME implementer, MID-2, SME (50% only done), MiD-3
Succession planning- LE1, LE2 (18 months), MID-1, MID-2, SME, MiD-3

Knowledge management for ERP maintenance/support - LE1, LE2, MID-1, MID-2 (maintenance and support) * Purchased
hours of services with contractors post go live. Lose agreement of support * Purchase 10 hours and keep adding up * Use hours for technical
and staff development services. SME, MiD-3

Comment: Whatever system, whoever will use it must be involved — MID-1

Analyst business expectation achievement — SME implementer

Operations plan how to hand over to operations ,— post go live structure discussion — Strategy define in Planning phase - SME implementer
Training strategies and effectiveness (Update) — SME

must identify needs early and engage trainer early

Slow down efficiency of using new app, increased speed with time - SME
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