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Chapter Eight Results and Findings of the Follow-up Case Study

Chapter Eight: Results and Findings of the Follow-up Case Study

8.1 Introduction

As presented and discussed in chapter five, a multi-case study was conducted in this
project as a follow-up qualitative component that aimed at further exploring and
validating the findings derived from the questionnaire. The two SOEs involved in the
case study were identified from the group of SOEs that had participated in the survey.
A total of 25 semi-structured interviews were carried out with the CEOs, IT managers,
and departmental managers and system users in diverse departments (i.e. sales, financial,
production, and purchasing department) of these two case companies. The data
collected from the interviews were analysed by using the approach of thematic analysis
(as discussed and justified intensively in section 5.9.1). As a result of the data analysis,
seven individual concept maps (appendix 12) were produced to highlight the main
themes and concepts identified. This chapter presents the findings of the multi-case
study by using these concept maps as the frame and relevant quotes from the interviews

as anecdotal evidence to support the argumentation.

In addition, as the purpose for doing this follow-up case study was to further explore
and investigate a set of questionnaire findings (as discussed in chapter five and seven),
it would not be ideal to report the case study findings without linking them with
previous findings derived from the questionnaire and the literature review. Therefore,
this chapter does not just report the case study results, but also compares and interprets
them in light of the findings of the questionnaire (as presented in chapter seven) and the
literature reviewed (as presented in chapter six). This approach enables triangulation to
take place and thus results in a more in-depth and comprehensive discussion. The
original ERP barrier and risk ontologies derived from the literature review were revised
after the comparison and synthesis of the quantitative and qualitative findings. The
revised ontology, which was one of the final outcomes of this study, is presented in this

chapter.

Moreover, the purpose of this case study component was not to compare the issues
existing in different case companies, but to seek evidence from the two cases to confirm

and further understand a set of questionnaire findings. Due to this reason, this chapter
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does not report the findings of the two case companies sequentially, but draws evidence

from both case companies to provide a comprehensive discussion for the studied set of

ERP barriers and risks.

This chapter firstly introduces the backgrounds of the two case companies. It then
presents and discusses the findings of the multi-case study. The final ERP barrier and
risk ontologies developed are presented in this chapter. The statistical correlations
between the identified barriers and risks are also further qualified and discussed, in light

of the qualitative findings.

8.2 Profiles of the case companies

Before presenting and discussing the findings, this section introduces the backgrounds
of the case companies. In order to protect anonymity of the interviewees, the two case

companies are respectively referred to as Company A and Company B:

— Company A is located in Guangzhou, the capital city of the Guangdong
province. The company has around 400 employees, with an annual revenue of

around 1.2 billion RMB.

-~ Company B is also located in Guangzhou. The company has 450 employees,

and its annual revenue is around 1 billion RMB.

More detailed profiles of these two case companies are given below.

8.2.1 Company A

Company A has over 60-year operational history. In the 1990s, it was the largest
manufacturer of electronic and telecommunication products (e.g. TVs, hi-fis, DVD
players) in the Guangdong province. The company could rarely find rivals that could
threaten its leading market position at that period of time. Nevertheless, as discussed
before, continuous national economic reform and competition from numerous foreign
and private companies have significantly changed China’s business environment since
the late 1990s, and resulted in increasingly drastic market competition in the local

market. As a consequence, the market share of company A has been significantly
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decreased during the last decade. In 2003, the company was reformed from a traditional
state-owned enterprise to a limited company in response to the country’s SOE reform
policy. Although the company is still owned by the state after the reform, it now needs
to be responsible for its own losses without gaining further financial support from the
government. This change has further reduced the company’s comparative advantage in
the market. In addition, the number of employees of the company has been reduced
from 1,700 to 400 after the reform. However, a substantial amount of employees in the
firm are still low-educated and low-skilled staff. This type of staff may often be less
inclined to learn new skills and adapt to a new working environment. This factor

proves to be an obstacle for development and using ERP in the company.

IS applications (e.g. CAD, MRP and financial systems) have been extensively used in
company A since the 1980s. During the interviews, it became evident that the company
has had many successful stories in previous IS adoption. Since the 2000s, ERP has
become increasingly prevalent in China. On the other hand, the top management team
of the company felt that, the legacy systems and the current management mode could no
longer support the firm to maintain competitiveness in the new market-oriented
environment. Due to these reasons, the top management team decided to discard their
legacy systems and implemented ERP in 2004. As a reformed SOE, the company
received ¥500,000 RMB from the government to implement ERP. This ensured
sufficient fund for the ERP implementation project. The system went live in mid 2005.

The ERP system is currently maintained by the firm’s own IT department, which
consists of three IT experts. Nevertheless, due to a number of internal issues and the
mistakes made in the implementation stage, the company experienced a variety of
problems when actually using and maintaining the implemented system, as further
discussed in remainder sections of this chapter. As a consequence of these problems,

the usage of the current ERP system is limited and the system is being underutilised.

12 interviews were conducted respectively with the Chief Executive Officer (CEO), IT
Manager (ITM), Sales Manager (SM), Production Manager (PM), Purchasing Manager
(PurM), Financial Manager (FM), 2 Sales Staff (SS1 and SS2), 2 Production Staff (PS1
and PS2), 1 Financial Staff (FS), and 1 Purchasing Staff (PurS) in Company A.
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8.2.2 Company B

Company B was formed in mid 2005 between a SOE and a public corporation (a former
SOE) as a result of China’s SOE reform. The company produces four types of products,
namely PCs, TVs, DVD players and radios. As a joint-venture company, company B
inherited both original product manufacturing technologies from the SOE and modern
management mechanism from the public corporation. A large amount of employees of
company B, at both management and shop-floor level, are between 25 and 35 years old.
These young employees normally hold a college diploma or a university degree. They
also seem to be ambitious and be keen to learn new skills in order to enhance their
career perspectives. Nevertheless, the company also has a substantial number of low-
skilled and low-educated employees, who were inherited from the parent SOE. These
low-skilled workers often have the same work behaviour as discussed above for

company A.

Company B implemented ERP soon after it was established in 2005. The ERP
implementation project of the company was initiated by the public corporation, where
ERP system had been used since 2000. The parent companies believed that ERP would
be an essential tool to ensure efficient operation and management in modern companies,
and thus assigned a large amount of funds to the ERP implementation project. In mid
2006, the ERP system went live in company B. Since then, ERP has been used in all
functional divisions of the firm. Nevertheless, because the ERP project was initiated by
the parent companies and internal employees of company B were not fully prepared at
the time of implementation, some unforgivable mistakes (e.g. lack of detailed user
requirement analysis) were made in the system implementation stage. These initial
implementation faults have resulted in diverse ERP usage and maintenance difficulties

in the firm, as discussed later on.

Moreover, in order to reduce maintenance costs, the top management team dismissed
the original IT department of the firm and outsourced the system maintenance service to
an IT consulting firm in mid 2007. Since then, the human resource manager of the
company has been appointed to be also responsible for internal IS issues and act as an
internal contact with the IT consulting firm. The IT consulting firm is responsible for
conducting any technical activities regarding system maintenance and enhancement for

company B. As a consequence, people in the company considered they have two IT
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managers: an Internal IT Manager (I-ITM) who is also the HR manager of the firm, and
an External IT Manager (E-ITM) who is actually the owner of the IT consulting firm.
Both IT Managers were interviewed by the researcher of this study. Moreover, another
11 interviews were carried out with the Chief Executive Officer (CEO), Production
Manager (PM), Financial Manager (FM), Sales Manager (SM), Purchasing Manager
(PurM), 2 Production Staff (PS1 and PS2), 2 Financial Staff (FS1 and FS2), 1 Sales
Staff (SS), and 1 Purchasing Staff (PurS) in Company B.

As presented above, the backgrounds of the two case companies vary in many aspects,
such as operational history, operational status, staff quality and ERP usage status, etc.
These two companies thus cover a variety of issues, and are deemed to be able to render
a rich picture to further explore and understand the ERP barriers and risks identified at
previous stages of this study. The remainder sections of this chapter present and discuss

the findings of this multi-case study.

8.3 Benefits for adopting ERP

In order to find out whether or not the interviewees had a sound knowledge about ERP,
each interviewee was asked a general question regarding the benefits that they received
from their ERP packages, at the beginning of the interview. A set of benefits associated
with the adoption of ERP in the case companies were therefore identified. These ERP
benefits proved to be an extra set of findings derived from the case study. It was
deemed that these ERP benefits would contain additional information about ERP usage
in the case companies. They are therefore presented in this section, before discussing

the main findings on ERP barriers and risks.

Better data processing

Many interviewees indicated that ERP system helped them to process data of the entire
organisation more efficiently. As highlighted by the Purchasing Manager (PurM) of
company B, “the system will automatically categorise, manage and store the data
collected through diverse business processes in a central database”. The Financial
Manager (FM) of company A reinforced that “the ERP will automatically process the

data collected and produce a set of necessary statistics for related departments”. Both
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managers concluded that this feature of ERP system distinguishes it from previous IS

applications that focus merely on a single business function.

Support information acquisition and decision making

ERP system enabled people in both companies to acquire needed information more
easily. The Financial Managers of both companies stated that, in the past they would
need to go down to the warehouse to check inventory records, whereas with ERP they
can now see all this information from the PC in the office. The purchasing staff in
company A also mentioned that “with this system, I can easily search and retrieve
purchasing records made in previous years without spending ages on checking manual
records”. The Purchasing Manager of company B concluded that “ERP system allows
us to obtain needed information more easily and speedily. With sufficient information
and facts at hand we will be in a better position to make appropriate decisions and

judgements”.

Moreover, it is evident that, ERP does not just support information acquisition and
decision making at the operational and tactical level, but also at the strategic level. This

fact was highlighted by the CEO of company A:

Nowadays, in top management meetings, the head of each department can often show me a
statistical report that reflects the performance of each functional division. All these reports are
obtained from the ERP system, and can provide a holistic view on the firm’s current operation
status. These reports are invaluable for decision making of the top management team (CEO

Company A).

Improve operation transparency

When data derived from diverse business processes would be stored in the central
database of ERP and shared across the organisation, it would enable operation of the
firm to become more transparent. As confirmed by the Sales Manager (SM) of
company A, “in the past, we would not be able to trace production progress of sales
orders that we placed, whereas we can now check this information whenever we want

from ERP”. The CEO of the same company reinforced that:
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Data associated with different departments, especially accounting and purchasing department,
can now be checked directly from the ERP system. As a consequence, operation of the firm
becomes more transparent, and thus preventing hidden human frauds which may often arise in
the past (CEO Company A).

Improvement in operation transparency also made staff of the firm more cautious when
doing their daily jobs, “as any faults being made can now be easily identified by the
others” (Production Staff in company B). As a consequence, “it helps to reduce the
probability of occurrence of human mistakes, which may be caused by staff negligence”

(PurM in company B).

Improve operation regularisation

It clearly emerged from the interviews that, ERP is not just an IT tool that facilitates
information processing but also a management tool that regularises and formalises

business operation. This was cogently stated by a Financial Staff of company A:

In the past, we would often do our work in some informal ways without following formal
business procedures. For instance, when a department claims for expenses they made, the
expense invoice should be verified by our financial manager before being processed. However,
such formal verification might not always be performed or would be done by only a financial
staff in the past, and the claims could still be processed. After ERP was used, the system would
not allow us to do this anymore. That is, a claim will not be processed by the system until
verification is made by the financial manager, and only the financial manager has the system
access right to verify a pending claim. This change does help the company to prevent some

undesirable human frauds and regularise internal operation (Financial Staff, Company A).

Improve management efficiency

It was evident that the use of ERP resulted in substantial improvement in management

efficiency in both companies. In particular, the CEO of company B stressed that:

For Chinese CEOs who are keen to drive their companies further, they will never be able to do
so by using traditional management mode. Modern management tools, like ERP, must be used
in order to enhance management efficiency and regularise business operation. 1, as a human
being, will not be able to oversee every aspect of the business, and therefore need enterprise

systems to assist me (CEO Company B).
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Other managers in the case companies (i.e. SM in company A and FM in company B)
also acknowledged that the ERP assists them to manage diverse business aspects that
may not be easily handled by themselves, and thus allows them to spend more time on

making important business decisions and dealing with external business issues.

Improve collaboration and communication

It was obvious from the interviews that ERP has improved horizontal collaboration and
communication between functional departments of the case companies. As exemplified

by a Sales Staff in company A:

Sales orders that we enter to the system will be automatically sent to the manufacturing
department for production and the financial department for book-keeping. This enables more
efficient collaboration and communication between us and other departments in the firm (SS1

Company A).

In addition, another interesting fact that was found is that the longer the ERP is used in
the firm, the more staff get familiar with computer usage. As becoming more computer
literate, employees in the firm are more inclined to communicate with each other
through electronic channels (e.g. emails) rather than traditional ones (e.g. face-to-face

and telephone). This fact was confirmed by the CEO of company B:

The use of ERP leads our staff to become more computer literate and more aware of computer
capabilities...they now tend to use computer more frequently in their daily jobs, e.g. share ideas

with colleagues and report problems to their superiors by emails (CEO Company B).

Note that, in this case, the use of ERP has led to communication improvement not just
at horizontal level between colleagues, but also at vertical level between subordinates

and superiors.

Improve entire organisational climate

As a result of the improvements discussed above, the entire organisational climate of
both case companies has been significantly changed and improved after adopting ERP.
The CEO of company B concluded that:
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Our people, from operational to managerial level, have gained more awareness of modern
management concepts, and are more inclined to adopt advanced business tools in their work.
Once they get used to this more transparent, regularised and collaborative working environment,
they have become more enthusiastic, motivated and innovative. [ believe this will lead to

diverse tangible and intangible benefits to our company in the long term (CEO Company B).

Nevertheless, despite the apparent ERP benefits presented above, the case companies
actually experienced a wide range of problems when using, maintaining and enhancing
their implemented ERP systems. Next section presents the findings associated with the

ERP exploitation barriers existing in the case companies.

8.4 ERP exploitation barriers

The analysis of the interview data identified a set of 31 ERP exploitation barriers
existing in the case companies. These 31 barriers were found around cultural,
organisational and system aspects. They included 22 barriers that were previously
identified from the literature review and examined in the questionnaire, as well as 9 new
barriers that had not been identified at previous stages of this project. Moreover, based
on the questionnaire and case study findings, it was found that 4 barriers established in
the literature were not actually an issue in SOEs. This section presents and discusses

the case study findings regarding ERP exploitation barriers.

8.4.1 Cultural barriers

The analysis of the interview data identified five cultural barriers that are important to

the case companies.

Power centralisation due to high power distance

As discussed before, the Chinese cultural characteristic of high power distance often
results in Chinese leaders holding autocratic and close to absolute power in the
company. Organisation characterised by this type of manager, are inclined to make
centralised decisions (Martinsons and Hempel, 1998). Specifically, Martinsons and
Westwood (1997) point out that, Chinese leaders may symbolically consult with their
subordinates, but will rarely let them make a meaningful contribution to the decision-

making process. From the IS perspective, Reimers (2002) reinforces that Chinese
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leaders may make centralised decisions on important IS issues without consulting a

wider group of people (e.g. IT experts and system users).

Although a significant amount (35.7%) of respondents in the questionnaire perceived
power centralisation as an issue in their firms, the actual impact of this issue in SOEs
may not be as negative as mentioned by above authors. In particular, it is evident from
the interviews that, although CEOs in the case companies hold the power to make final
decisions for IS issues, they would rarely make IS decision on their own without
considering opinions of in-house IT experts and system users. This fact was highlighted

by the Internal IT Manager (I-ITM) of company B:

Normally, the departmental managers will tell me the IS needs of their functional divisions first.
I will then look for suitable IS vendors, who can provide IS solutions to satisfy these needs.
After further discussion and consultation with the department concerned, I will draft a project
proposal which will be sent to the CEO. The CEO will then hold a meeting within the top
management team to discuss the proposal further. He will then make the final decision based on

the result of the discussion and the information I supplied (I-ITM Company B).

The ITM of company A reinforced that:

The CEO will also be afraid that, if he makes IS decisions without listening to our voice, he may
not be able to receive full support from us. In order to avoid potential hazard and resistance, he
will normally ask for our opinion before making final decisions, especially for IS issues in which

he is not an expert (ITM Company A).

It clearly emerged from the above quotes that, although the CEOs in the case companies
got the power to make final decisions for IS issues, they would not abuse such power to
make centralised IT decisions on their own. In-house IT experts and system users

would often play an important role in IS decision making.

In fact, the real impact of power centralisation shown in the case companies is that, this
issue may often result in arbitrary allocation of management power in the firm. This

fact is clearly pointed out by the IT Manager of Company A:

In many Chinese firms, the boss often holds ultimate power and control on many organisational
aspects. Therefore, the real power assigned to a manager may not merely depend on his position
in the firm, but may also depend on his personal relationship with the big boss. If you gain your

boss’s trust, your boss would be willing to offer you with more actual power. Otherwise, you
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may not be able to get as much power as you suppose to have. Due to this reason, and probably
also because of other top management concerns, I found I was not assigned with sufficient power

by my CEO to deal with I1S-related issues (ITM Company A).

It is obvious that IT managers often play a crucial role to ensure success in continuous
ERP usage, maintenance and enhancement. If they are not assigned with sufficient
power and authority due to power centralisation, they will “not be able to deal with
daily ERP usage and maintenance problems (e.g. user resistance) effectively” (ITM
Company A). This emerged as a further ERP exploitation barrier, as discussed in

section 8.4.2.

Insufficient use of critical thinking skills

As a result of high power distance, Chinese employees traditionally tend to receive and
follow explicit instructions and directives from their superiors, rather than to critically
question the suitability of decisions made by them (Martinsons and Hempel, 1998). As
a consequence, Chinese employees may often be less inclined to use their critical
thinking skills. However, 76.2% of respondents of the questionnaire disagreed with this
statement. Responses of interviewees towards this issue were mixed from within both
companies. Some managers interviewed perceived that “my people will actively
analyse and solve the problems encountered” (Sales Manager Company B), while other
managers considered that “thinking skill of staff is relatively weak and needs to be
improved” (Purchasing Manager Company B). It seemed that whether or not workers
are inclined to use their critical thinking skills may often “be influenced by the
management style of their superiors” (Purchasing Manager Company B). Moreover, it
was evident that the level of critical thinking skills of employee may often vary from
person to person, and therefore “it is difficult for me to give a general and single answer
on this issue” (Sales Manager Company B). Due to this fact, it is reasonable to argue
that, the questionnaire finding may not properly reflect the reality and complexity of

this issue.

By further analysing the interviews conducted, it became apparent that insufficient use
of critical thinking skills was indeed a crucial ERP exploitation barrier to both case
companies. In particular, anecdotal evidence from the interviews proved that IT

managers and engineers of these companies might often not make sufficient use of their
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critical thinking skills. As a consequence, many ERP implementation and exploitation

tasks were inadequately conducted and performed:

Our IT people had not established a detailed user requirement analysis when installing ERP.
They just simply purchased a set of modules from the ERP vendor, without thinking carefully
whether these modules contained everything that we need (PS1 Company A).

Many basic tasks (e.g. system requirement analysis) were not conducted properly and rigorously
in ERP implementation. As a consequence, a lot of our user needs have not been satisfied, and
many functions that we expected have not been included in the current ERP system (FM

Company B).

I don’t think they (i.e. in-house IT experts) have done enough during ERP maintenance. For
instance, they don’t have any detailed plans about when and how often redundant data of the
system should be cleaned. They should really think about such issues in more details and plan
ahead (PurS Company A).

It emerged from these statements that, IT staff of the case companies might often failed
to think and analyse critically the assigned ERP tasks in either ERP implementation or
exploitation. In fact, they may also lack experience for using critical thinking skills, or
they may be poor professionals as discussed in section 8.4.2. As a consequence, these

ERP tasks might often not be conducted by following a proper and rigorous approach.

Low uncertainty avoidance

Low uncertainty avoidance is another feature embedded in the Chinese culture
(Hofstede, 1997). As discussed before, due to this cultural feature, Chinese managers
are more tolerant of uncertainty and unclear information then their Western counterparts
(Martinsons and Westwood, 1997). It was therefore expected that, Chinese managers
may be less inclined to generate business forecasts and plans to predict an uncertain
future (Martinsons and Hempel, 1998), and thus may underutilise the analytical
functions of their ERP systems. However, the majority (78.6%) of the respondents to
the questionnaire did not perceive this to be the case. The findings of the interviews
also confirmed the questionnaire results. In particular, when asked whether the
company would generate (e.g. sales and financial) forecasts and plans, all interviewees
stated that this was an essential business activity that needed to be conducted on a

regular basis in order to ensure efficient operation in their firms.
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Curiously, the analysis of the interview data indicated a further ERP issue that could be
caused by low uncertainty avoidance, that is, the reactive approach adopted by Chinese
IT staff towards ERP problems. This issue was not identified at previous stages of this

project. As stated by a staff in the production department of company A:

As a daily user of the system, I actually identified many technical pitfalls of our installed ERP.
However, our IT staff would rarely come to us and ask whether we experienced any technical
problems about the system. Normally, what they will do is just wait...wait for us to tell them
what has gone wrong. However, if the system pitfalls that I identified will not affect my own
work too much, and also if I am too busy, I may not be bothered to see them...l don’t think our
IT staff knew these system pitfalls as they are not users of the system. They may only recognise

these pitfalls until some serious problems have been caused (PS2 Company A).

As clearly shown in this quote, IT staff of this Chinese SOE would not proactively
collect feedback from system users. They would generally wait for system users to
approach them and tell them the system problems occurred. It is reasonable to claim
that, such reactive approach could be a result of low uncertainty avoidance, which made
both in-house IT staff and users feel tolerant of uncertainty and unclear information. It
was obvious from the quote that, this behaviour may often lead to delay in identifying

and solving ERP problems.

Collectivism

Under a collectivist culture, Chinese people often consider a group rather than an
individual as a fundamental unit of political, social, and economic concerns (Hofstede,
1997). This cultural feature was not previously identified as important to ERP
exploitation in this project. It however emerged from the interviews that, collectivism

could actually be a significant and prominent ERP barrier in Chinese SOEs.

As introduced earlier, unlike a newly established SOE (e.g. company B), company A
has over 60-year operational history. Although the firm was reformed in 2003, it still
has a large amount of employees who have been working in the company for a few
decades. It is evident that the phenomenon of collectivism would be particularly

apparent in this type of SOE, as highlighted by the CEO of company A:
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A large amount of our employees have been working here for 30 years. So you can imagine that
they would develop extremely strong relationships with each other after staying together for such
a long time. Therefore, employees in this firm would have a strong perception on the groups that
they belong to (CEO Company A).

It is evident that, because ERP is developed in the West which is characterised by a
culture of individualism, it may often not fit in a collectivist culture. This fact was

clearly pointed by the IT Manager of company A:

After ERP was used, employees are required to communicate and interact with each other
through computers more than by face-to-face. People are encouraged to do their work
independently by sitting in front of the computer. Many of them thus feel that they have been
isolated from their groups and friends. Moreover, in the past people in the same group could
help each other to cover the mistakes being made. However, they will now not be able to do so

under the transparent ERP environment. (ITM Company A).

This IT manager concluded that, such cultural misfit may “inevitably result in user
resistance in accepting and using ERP in our firm. Therefore, it is essential for us to

provide substantial ERP training to this type of employee”.

Building business relationships based on personal guanxi.

It is widely acknowledged that, formal business contracts and legal agreements may
play a less important role when doing business in China. Instead, personal guanxi or
relationship networks may often present to be a more critical factor to ensure success in
doing business there (Fan, 2002). As discussed before, personal guanxi networks are
frequently used by Chinese managers to find business solutions and acquire additional
resources for their companies (Fan, 2002; Lowe, 2003:12). Chinese leaders may also
often utilise personal connections as the fundamental to establish and maintain inter-
organisational relationships with business partners (Fan, 2002). It is however apparent
that a business relationship, which is established based on personal connection and oral
agreements rather than legitimate business contracts, can always be informal, insecure
and unstable. In the ERP exploitation stage, user companies should strive to set up
formal and stable business relationships with their system vendors or consultants. If
such important inter-organisational relationship is built up based on personal guanxi of
managers from both sides, it certainly presents to be a threat to long-term ERP

exploitation success.
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The majority (78.6%) of respondents however disagreed with that, establishment of
business relationships between the firm and its business partners relied on personal
relationships of people from both sites. The findings of the follow-up case study
confirmed the questionnaire results. In particular, the IT managers of both case
companies stressed that, as the implementation and maintenance of ERP concerned a
large amount of investment, it was essential for them to sign up formal contract or legal
service agreement with ERP system or service providers, in order to protect the benefits
of both sides. Both IT managers recognised that lack of such a formal service
agreement could inevitably lead to a set of maintenance risks (e.g. system or service
provider denies to held legal responsibilities for maintenance mistakes being made).
The occurrence of such risk events would result in system collapse and even business
disasters. As a consequence, they concluded that a legal contract with system and
service provider is a necessity for ERP implementation and maintenance. This is
certainly a positive change in Chinese SOEs, as Chinese managers now seem to get
better used to market-oriented rules and they tend to utilise legal weapons to protect the
benefits of the firm rather than merely relying on personal connections and oral

agreements as they did in the past.

Nevertheless, despite a formal and legal business contract will often be made, personal
guanxi still seems to play an important role when building inter-organisational
relationships between Chinese companies. Specifically, it was identified from the
interviews that in the ERP implementation stage, Company B did not go through any
formal vendor selection processes (e.g. conduct system requirement analysis and public
bidding). Instead, the current system vendor was chosen because managers of both sites

had good personal guanxi:

We just selected ERP vendor A without comparing it with other system vendors...we also did
not conduct any system requirement analysis to examine whether vendor A could satisfy our user
needs. In fact, the decision of vendor selection was made by our previous CEO, as he had some

friends working in vendor A (I-ITM Company B).
This type of decision could be extremely dangerous, as it might lead to an inappropriate

system vendor to be selected and thus result in substantial ERP post-implementation

problems. In fact, this was what company B finally found out:
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We did not know vendor A and their products too much at the beginning. But after the system
went live, we just found out the installed ERP did not actually fit our needs. Vendor A is a
famous ERP brand in China, but [ feel that their ERP package did not address the special
requirements that are unique to our manufacturing sector [...] and it is now too late for us to shift
to a new vendor [...] If we go through the implementation process again, we would definitely

choose an alternative and more appropriate system provider (I-ITM Company B).

It is obvious that, if company B selected the ERP provider through formal procedures
rather than relying on personal connection, the problem mentioned in this statement
could have been avoided. It also becomes apparent from this case that using personal
guanxi to solve business problems may bring companies with immediate benefits, but

can also raise substantial problems in the long-term.

Other predefined cultural barriers

There were another three cultural barriers identified in the original barrier ontology,
namely High context communication, Unwilling to disclose problems and faults, and
Trust personal common sense rather than system data. However, the majority of
respondents to the questionnaire did not perceive these three predefined barriers as
problems in their firms. The findings from the case study supported and confirmed the

questionnaire results:

e High context communication. As discussed in previous chapters, social scientists
(e.g. Hall, 1976) often state that high context communication is an issue embedded
in the traditional Chinese culture. Martinsons and Westwood (1997) argue that high
context communication makes use of MIS in Chinese organisations both difficult
and undesirable. However, 81% respondents of the questionnaire did not perceive

high context communication as a particular issue in their firms.

This finding was supported by all interviewees, who stated that they would normally
use direct and explicit form of communication at work in order to avoid unnecessary
confusion. In fact, all interviewees pointed out that, because the most important
data that they exchanged at work were actually numbers and figures (e.g. monthly
sales amount), there was no need for them to use implicit form of communication
under normal situation. Nevertheless, the interviewees highlighted that high context

communication would be used when dealing with staff issues (e.g. deciding staff
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promotions, handling employee mistakes, etc). It is however obvious that such
human issues are not the concern of ERP systems, which focus mainly on
processing operational data. In conclusion, both quantitative and qualitative
findings showed that, high context communication was not an ERP exploitation
barrier in SOEs. However, it is also possible that this barrier might be understated
by managers, who might not be willing to disclose this internal issue to the

researcher.

e Unwilling to disclose problems and faults. As discussed before, Chinese people
were traditionally inclined to be reticent on the mistakes and faults that may be
associated with them, in order to preserve mianzi (Shu, 2001). It was thus expected
that, this could result in delays in reporting potential IS usage mistakes in Chinese
firms. The majority (88.1%) of respondents of the questionnaire however did not

perceive this to be the case.

This questionnaire finding was further confirmed by the system users interviewed.
When asked what they will do if they make an ERP usage mistake (e.g. input wrong
data into the system but cannot correct it), all respondents stated they would report
the problem immediately to IT staff who are responsible for ERP maintenance.
These system users indicated they would not attempt to hide such ERP usage
mistakes due to two reasons. Firstly, “any mistake like this will inevitably affect a
set of following business processes. The longer the mistake is hid, the more serious
the problem may be caused” (SS2 Company A). Secondly, “as ERP links all
business processes together, one person’s mistake can now be easily identified and
recognised by the others. Instead of hiding the problem, it will be a better approach
to report it and get it sorted as soon as possible” (PS1 Company B). It therefore
became apparent that under the ERP environment, system users of SOEs seemed to
be willing to disclose mistakes and faults associated with them. This issue thus did

not prove to be an ERP barrier in these Chinese SOEs.

o Trust personal common sense rather than system data. Many scholars (e.g.
Martinsons and Westwood, 1997; Zhang et al., 2005) state that, rather than
analysing and using a large amount of data, Chinese managers are traditionally
inclined to make decisions merely based on personal experience and common sense.

As such, it was expected that Chinese managers may not trust and use the data
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provided by ERPs (Reimers, 2002), and thus may underutilise the installed ERP

system. However, the majority (71.4%) of respondents of the survey did not

perceive this to be the case.

The findings from the interviews support the questionnaire result. In particular, all
interviewees stressed that no one can make a proper decision without sufficient
information in hand, and that valuable data and information are fundamental for
them to make appropriate business decisions. Nevertheless, they also stated that
personal common sense, which is led by personal experience, would also be
valuable in the decision making process. In fact, there is no doubt that personal
experience is important, and very often crucial, for an employee to play successfully
in his/her role. It is also apparent that personal common sense, which is directly
influenced by personal experience, would be important for decision making. CEOs
of both companies concluded that, scientific data and personal common
sense/experience are both essential and equally important for making appropriate

business decisions in real practices.

Therefore, based on the quantitative and qualitative findings, it was evident that the
above three cultural barriers are not particular problems for SOEs. These barriers are

therefore not included in the final barrier ontology.

8.4.2 Organisational barriers

16 organisational barriers were found to be important to the case companies, as

discussed below.

Business downturn

It is obvious that ERP maintenance and enhancement is closely related with the
company’s current operation. This fact was clearly pointed out by the IT manager of

company A:

Funds and resources that we can spend on ERP exploitation depend on the company’s operation
status and revenue. The better the company’s performance, the more the top management will

be willing to invest in ERP enhancement (ITM Company A).
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Unfortunately, company A is currently experiencing a business downturn. As stated by

the CEO of company A:

As competition in the local market has become increasingly drastic, we are facing escalating
pressure from our rivals. More importantly, after the company was reformed, we can no longer
receive substantial support from the government. As a consequence, it is difficult for us to retain
our competitive advantage in the market. We are actually facing a business downturn (CEO

Company A).

It can be expected that company A would not be the only SOE that encounters such
operational difficulties. Many other reformed SOEs, which have similar operational
history as company A, may also find it difficult to adapt themselves to the new market

environment. This was confirmed by the CEO of company A:

Many other traditional SOEs, which have just been reformed recently, also found it difficult to
adapt to the new business environment. As you know in the planning economic era, we don’t
need to worry about sales, and the government will help us to cover any losses we made. This
however is not the case any more after the reform. We will still need to find a way to fit in with

the new competitive environment (CEO Company A).

The IT manager of the firm went on to state that the current business downturn had

resulted in a set of undesirable consequences to ERP exploitation:

Faced with the current operation difficulties, our top managers tend to spend the majority of fund
and resource on core business areas rather than on further ERP enhancement. As a result of
insufficient fund, the ERP enhancement plan that we established would often not be executed
(ITM Company A).

Inefficient collaboration between departments

It is widely acknowledged that ERP systems can help to break down departmental
boundaries and encourage cross-functional integration and collaboration (Sia et al.,
2002; Allen, 2005). However, Allen (2005) argues that, the technical data integration of
different functional areas after using ERP does not mean the social integration of people

within diverse functions. Evidence was found from the interviews to support Allen’s

argument.
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In particular, a Financial Staff (FS1) of company B stated that, staff in the Purchasing
Department would often input duplicated supplier records in ERP. This could cause a
substantial problem to the financial work, that is, the number of supplier records that
financial staff needed to deal with would be doubled and even tripled. When asked

whether they recognised this problem, staff in the Purchasing Department responded:

We knew this mistake would often happen. Because we are always very busy, when entering a
new supplier record we may fail to check whether an existing record of this supplier has been
stored in the system...also because our system cannot automatically detect duplicated records
and give us related warnings, we would often enter duplicated supplier records into the system.
It is true that we have not paid sufficient attention to this issue as such duplicated records will
not affect our work too much, although this issue has significantly affected the financial

department (...smile embarrassedly) (PurS Company B).

As clearly shown in this quote, staff in the Purchasing Department recognised the issue
of duplicated supplier records and recognised the impact of this issue on the Financial
Department. They however showed some indifference about the problems that resulted
to the other departments, and failed to put a real effort to prevent this mistake from
occurring again. From this exemplification it is clear that, although ERP could enable
technical data integration of different functional areas, social conflicts of people within
the different functional departments still seemed to exist in the case company. As a
consequence, staff in the company seemed to worry only about the benefits of their own
department and disregard the problems encountered by the other divisions. This clearly
showed that collaboration between functional departments of this case company was
inefficient. Such collaboration issue between functional divisions can have particularly
significant impact under the ERP environment, as mistakes being made by one
department would now have impact on the other related departments or business
processes. More importantly, as the mistake may be made by another division, it is
difficult for the divisions which have been affected to control and handle the situation.

This fact was confirmed by the Financial Manager of company B:

As these mistakes were made by staff in the Purchasing Department, I as the Financial Manager
do not have the power and right to punish them. The only thing that I can do is to send

complaints to the Purchasing Manager, but this doesn’t seem to work (FM Company B).

It is however curious that the CEO of company B stated he did not recognise such

collaboration problems in his company. This is probably why he disagreed in the
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questionnaire that his company had collaboration issues between functional divisions.
This fact further confirmed that the predefined organisational barriers were
underestimated or hidden by respondents of the questionnaire due to a lack of awareness

or even an unwillingness of managers to disclose internal problems to the researcher.

IS manager lacks ERP understanding and knowledge

There is no doubt that the role of IS manager or ERP champion is crucial to ensure
long-term ERP success. It is however evident that the IS managers of both case
companies do not have sufficient understanding and knowledge on IS and ERP. In
particular, the analysis of the interview data indicated that, both IS managers did not
fully recognise the strengths and pitfalls of the current ERP systems, and did not know
how the current system could be further enhanced. In fact, such a lack of understanding

is mainly caused by a lack of IS background and training:

I was a programmer before getting promoted as the IT manager of the firm. So my background
is concerned more with technical aspects rather than business aspects. My company has never
sent me to any formal training which is designed specially for IS managers. 1 developed my
knowledge about ERP and project management mainly from my ongoing work and reading at

spare time (ITM Company A).

The Internal IT Manager of company B even stated that:

I am actually the HR manager of the firm. Human resource management is the actual area that |
am good at. However, the top management team now ask me to be responsible for the IS area as
well. To be honest, I don’t feel I have sufficient expertise and knowledge in IS and ERP,
because I don’t have a strong background and haven’t done sufficient training in these areas (I-

ITM Company B).

Due to a lack of ERP understanding and knowledge, both IT managers seemed to
consider ERP maintenance merely as a technical task (e.g. server, network and
hardware maintenance). They however failed to pay sufficient attention to some non-
technical aspects which are often more crucial, e.g. conducting regular system review,
establishing efficient ERP usage regulations, etc. Moreover, by further analysing the
above quotes, it seems that there is a lack of top management support to ERP in the case
companies. This explained why IT managers of the case companies were not sent to

have extensive IS and ERP trainings.
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IS manager has insufficient power

As IS managers are responsible for dealing with routine ERP usage, maintenance and
enhancement problems, they must be assigned with sufficient power and authority to
enable them to carry out these tasks smoothly. The IT managers of both companies
however perceived that they had not been assigned with sufficient power to deal with

routine ERP issues. In particular, the IT manager of company A stated that:

As I have not been assigned with sufficient power, I always found it difficult to deal with user
resistance and promote ERP usage and related business changes in the company. System users
and even their departmental managers may not always be willing to cooperate and follow the

ERP usage rules that I set up in advance (ITM Company A).

As discussed in section 8.4.1, this issue was mainly caused by the barrier of power
centralisation in the case companies. In particular, as top managers hold very strong
control on diverse organisational aspects, they may not always be willing to share a
substantial part of this power to their subordinates (e.g. the IT manager). It is obvious
that, when top management support and user involvement to ERP are also insufficient
in the firm, “it will become a nightmare to IT managers as the situation will become

totally out of their control” (ITM Company A).

Lack of in-house IT expert

In the questionnaire, a significant amount (31%) of respondents stated they did not have
sufficient IT experts for ERP maintenance. The findings from the interviews confirmed
that this lack of in-house IT expert was currently a crucial ERP exploitation barrier in

the case companies. As stated by the IT manager of company A:

We used to have 15 in-house IT staff, but now the number has been reduced to 3. I think
insufficient salary is the main reason that makes people leave this firm. Also between 2000 and
2002, market demand for qualified IT experts had been very high. Many of our people left the
firm at that time. As you know, our daily tasks do not just include ERP maintenance, but also
cover a variety of IT-related issues, e.g. printers, network virus, Windows reinstallation, staff IT
training, etc. We now often find it difficult to handle so many IT tasks by only three of us (ITM
Company A).
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As can be seen from this quote, insufficient salary and high market demand proved to
be the main causes of insufficient in-house IT expert. In fact, and by analysing this
statement more carefully, it becomes apparent that lack of top management support is
also a further cause of this issue. In particular, it seemed that top management of this
case company failed to make an effort to recruit additional IT staff to share the burden
of the current in-house IT experts, probably because top managers “do not want to
increase IT expenditure” (ITM Company A). As a result of insufficient IT expert, “IT
and ERP problems that we encountered can often not be solved speedily, and thus

affecting our working efficiency” (Purchasing Staff Company A).
Lack of knowledge management practices

It is widely acknowledged that, in-house IT experts will often be able to accumulate a
large set of know-how and expertise through ERP implementation and post-

implementation. As confirmed by the External IT Manager of company B:

The process for implementing ERP is indeed an invaluable learning process for in-house IT staff.
A junior IT staff may often become an IT expert after participating in the entire ERP
implementation process, from which he/she will definitely develop a wide range of skills and
expertise in e.g. project management, system requirement analysis, business process redesign,
etc (E-ITM Company B).

It is therefore essential and important for user companies to capture such implicit
knowledge and expertise from their IT experts in order for such knowledge to be shared
effectively across the firm and with fellow IT staff. It is however a waste that no
particular processes have been designed and used in the case companies to enable such

knowledge capture and sharing to take place:

The know-how and expertise that our IT staff have will only be stored in their own head. We
will not normally write down and record such knowledge explicitly in a document...(why
not?)...well, there is just no such practice in our company...and we are always busy, so no time

to do so (IT Manager Company A).

It is evident that, due to a lack of proper knowledge management practice, “when IT
experts left the firm, they would took away their ERP knowledge and expertise with
them. If the remainder IT staff do not have the same level of skill and expertise, it can

often result in difficulties and problems for ERP maintenance” (ITM Company A). It is
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curious that, although the IT manager recognises the impact of this problem, nothing
has been done to prevent the company from losing valuable ERP knowledge. This
seemed to confirm the earlier argument that IT managers in the case companies did not

have sufficient skills and knowledge to handle ERP-related issues.

Moreover, ERP know-how of IT experts is valuable, but ERP usage knowledge of
system users is also important. It is obvious that experienced system users will often
develop a substantial knowledge in operating the system. As exemplified by the Sales
Staff of company B:

Using the ERP system is actually a learning process. The more you use it, the better you get
used to it. 1 used to search for sales contracts stored in ERP by using the Chinese names of the
contracts, but the system could often not return the ones that I wanted. I now discover that,
when searching for sales contracts, I should use contract numbers rather than contract names (SS

Company B).

As shown in this quote, such a lesson learned by current system users may often help
fellow ERP users to use the system more efficiently. In fact, this Sales Staff is “keen to
write down some little tips for new users to teach them how to use the ERP system more
effectively”. However, the Sales Staff went on to state that “the company does not
currently have any facilitates to let me store and share such information” (SS Company
B). It is obvious that, if this sales staff leaves the firm, her ‘little tips’ will leave with
her as well. It therefore proves to have a strong need for the case companies to become
more aware of this organisational issue, and adopt certain knowledge management
practises to capture the ERP expertise and knowledge from both their IT staff and

system users.

Insufficient ERP post-implementation fund

Costs associated with ERP post-implementation are often very high. In particular, Ng et
al (2002) state that “Annual maintenance costs approximate 25% of initial ERP
implementation costs, and upgrade costs as much as 25-33% of the initial ERP
implementation”. Having sufficient fund to cover these costs was thus perceived by all
interviewees as the fundamental factor to ensure long-term success in ERP maintenance
and enhancement. However, the IT managers of both companies indicated that the

company had not assigned sufficient fund to ERP post-implementation. In particular,
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“the current ERP fund is only sufficient for us to conduct some basic maintenance tasks,
but will not be enough for any further activities, e.g. functionality enhancement” (ITM
Company A). The reason that resulted in insufficient ERP exploitation fund was

highlighted by the External IT Manager of company B:

Many top managers would consider ERP as a one-off investment. They may be willing to invest,
said 1 million, in the ERP implementation project, but they will expect everything to be done
perfectly and no further ERP cost will arise afterward. However, it is obvious that this will
never be the case. When they are asked to invest continuously in ERP maintenance and

enhancement, the top managers will often be reluctant to do so (E-ITM Company B).

This statement clearly indicated two important issues related to the top management in
the case company. Firstly, top managers seemed to have insufficient understanding on
ERP. As a consequence, they considered ERP as a one-off rather than a continuous
investment. Secondly, top managers seemed to have short-term thinking regarding ERP
adoption. As a result, they were willing to make short-term investment in ERP
implementation, but were less inclined to assign fund to long-term ERP exploitation. In
conclusion, insufficient ERP understanding and short-term thinking of top management
proved to be the main causes of insufficient ERP exploitation fund. This conclusion

was in fact confirmed by the IT manager of company A:

Our CEO may only know ERP implementation is important, but it seems he does not recognise
the long-term system maintenance is now the real challenge for us. I hope he can consider ERP
usage and maintenance from the long term, and thus assign more fund to ERP exploitation (ITM

Company A).

Inappropriate ERP training

Daily system users are responsible for daily operation (e.g. data entering and updating)
of the ERP system, whilst managers are responsible for managing the users and
monitoring their system usage. In other words, managers and daily users handle
different ERP tasks, and thus should have different ERP training needs. It was therefore
expected that managers and daily users should be trained differently. Curiously, the
analysis of the interview data identified that the ERP training programs provided to
managers were not separated from those provided to daily system users in the case

companies. It can thus be argued a universal ERP training program may often not be
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able to satisfy the diverse training needs of both managers and system users in different

functional areas. This argument was supported by the Financial Staff of company A:

I don’t know why our managers were provided with the same ERP training as ours. In fact, |
think they are supposed to receive more intensive training, which is designed specifically for
them. Managers are not daily users of the system, but they are responsible for managing,
selecting and arranging suitable system users to get the work done. They should thus receive
extra training on management aspects, rather than only having technical training which is

designed mainly for system users (FS Company A).

On the other hand, it was evident that both case companies only provided ERP training
to employees in the system implementation cycle. No further training however had
been organised and provided afterward. The Internal IT manager of company B

explained that:

We have been using this system since 2006. Our users have already got used to it. Besides, we
have not added any new functions to ERP since it went live. So I consider there is no need to

provide further ERP training to our users (I-ITM Company B).

This IT manager obviously overlooked a risk event that often occurred in her firm, that
is, user turnover. It was evident that, the staff turnover rate of company B was
relatively high. The company however failed to provide necessary ERP training to new
staff recruited after the ERP implementation stage. According to a Financial Staff and
the Sales Manager of company B, they joint the firm in 2007 when ERP had already
been implemented, and the company had not offered them any formal ERP training ever
since. As a consequence, they either “find it uncomfortable to use the current ERP
system” (FS1 Company B) or “do not know what operational and analytical functions

this system have” (SM Company B).

In conclusion, it was evident that the ERP training provided by both case companies
was neither efficient nor sufficient. This barrier resulted in ERP usage difficulties at

both operational and managerial level in the case companies.
Lack of proper ERP exploitation plan

In China, SOEs managers are often accused of spending too little efforts on establishing

clear and detailed development plans and strategies (Xie, 2005). It was thus expected
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that Chinese SOEs may often lack an explicit IS/ERP plan to guide ERP maintenance
and enhancement in the long-term. 59% respondents of the questionnaire however did
not consider their firms lacked an explicit ERP development plan. Nevertheless, the
findings of the interviews showed that this barrier might have been underestimated or
hidden by respondents in the survey. In particular, the IT manager of company A stated
in the questionnaire that their firm had an explicit ERP plan. When asked about

contents of the ERP plan in the interview, the IT manager indicated that:

The ERP plan specifies the fund that will be spent on ERP maintenance each year, and some
additional ERP functions that we think will be useful and may purchase in the future (ITM
Company A).

It was however obvious from this statement that, the ERP plan of company A did not
contain a detailed review and analysis of current system functions and user needs.
Moreover, although this ERP plan recorded “some potential ERP functions” that might
be purchased by the firm, it did not seem to contain any specific proposals to make this
happen. Overall, it proved that the current ERP plan of company A was neither explicit
nor detailed. It therefore seemed that the IT manager of this company did not have a
sufficient knowledge and understanding on ERP/IS plan. In fact, insufficient ERP
knowledge proved to be the main cause that resulted in a lack of proper ERP plan in the

case companies, as confirmed by the Internal IT Manager of company B:

We do not have a sufficient understanding about ERP plans, and do not know how a proper ERP
plan can be established. In fact, we are not sure what benefits we can receive from this plan, and
it seems to me that this plan will be difficult and complicated to establish. So we prefer leaving
it (I-ITM Company B).

It clearly emerged from the interviews that, when a proper ERP plan was missing, both
case companies lacked consistent and systematic guidelines to lead their ERP
maintenance and enhancement. As a consequence, the implemented ERP systems of

these companies were maintained by following a disorganised and inefficient approach:

I don’t think we have a plan to specify when and how often system data should be purged. Our
IT staff just clean the data whenever they have time. If they don’t do this on time, the system

speed will become increasingly slow, and all system users will be suffered (PS2 Company A).
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Lack of regular system review and evaluation

User requirements of a company may be constantly changed under highly dynamic and
competitive market environment conditions. The implemented ERP system should
therefore be continuously reviewed and enhanced in the post-implementation phase in
order to meet new user requirements in the long-term. However, interviewees of both
companies stated that no system review or evaluation had been conducted in the

company since ERP was implemented.

I can expect that it may be beneficial for us to conduct a system review regularly. However, we
currently do not have sufficient IT experts to undertake this task. Considering the cost of human
resource in the short-term, I will not try to recruit new IT staff just for conducting system review
(CEO Company A).

This statement clearly indicated that lack of IT experts is a substantial barrier that
prevented user companies from conducting regular system review and evaluation. The
statement also shows that, top managers of the firm may often have short-term thinking,
and thus may be reluctant to recruit new IT experts to fill the current knowledge gaps
and to conduct review tasks. In fact, this short-term thinking of top management may
also blind them to the long-term benefits of performing regular system reviews.
Moreover, it is evident that lack of regular system review may also be the result of the
Chinese cultural feature of low uncertainty avoidance. As discussed in section 8.4.1
Chinese managers are traditionally more tolerant of uncertainty and unclear information.
As a consequence, they may often fail to adopt a proactive and systematic approach (e.g.
regular system review) to detect current ERP pitfalls and identify emerging user
requirements at an early stage. Lack of regular system review would inevitably result in

delay in identifying and solving ERP-related problems in Chinese firms.

Lack of ERP usage regulations

It is obvious that system users may not always have sufficient self-discipline to use and
operate the ERP system earnestly. It is therefore important for user companies to

establish rigorous ERP norms to regularise ERP usage within the firm:

A set of ERP usage regulations must have been set up before the system went live. These

regulations should specify what consequences users will take for inappropriate and irregular
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system usage. Very often, IT and IS may not be of interest to operational staff, e.g. sales staff
who may only be interested in sales and marketing. Therefore, they may not always use the ERP
system earnestly and carefully. If users input incorrect data into the system due to whatever
reasons, it will raise immediate impact on all follow-up processes. It is therefore important to

establish valid ERP rules to regularise users’ activities (External IT Manager Company B).

Despite a clear understanding on this issue, it was evident that both companies had not
set up sufficient ERP regulations to restrict user activities. Further analysis of the
interviews conducted indicates two fundamental reasons for difficulties in establishing
ERP norms. On the one hand, top management of the company has not given
substantial support and attention to this issue. On the other hand, IT managers do not
have sufficient power and authority in the firm. As a result, it was very difficult for IT
managers to “set up meaningful and valid ERP regulations that would be accepted, and
more importantly followed, by employees” (ITM Company A). The external IT
manager of company B stressed that: “lack of valid ERP rules can often result in
irregular ERP usage in the firm, which will inevitably lead to poor data quality and even

collapse of the entire implemented system” (E-ITM Company B).

'Iron rice bowl' issue in reformed SOEs

As identified in the PEST analysis, SOEs in the planning economic era were assigned
with many social obligations, e.g. to provide lifelong employment for urban citizens. A
career in traditional SOEs was therefore highly secure, and thus is colloquially called an
‘iron rice bowl’. After the economic and SOE reform, SOEs are no longer required to
offer lifelong employment to workers. However, because a large amount of employees

in SOEs have been working in the firm for decades, they still hold an ‘iron rice bowl’:

In the past we were required to provide lifelong employment to workers. As a consequence, a
large amount of our employees have been working here for a few decades. This now creates a
big problem for our company. That is, we cannot dismiss these old employees. If we dismiss
them before their retirement, we will need to pay them a huge amount of termination fees (i.c.
monthly wage * length of employment) according to the country’s Labour Law. We certainly
cannot afford this cost. As a consequence, we will not attempt to dismiss this type of staff, who

therefore still holds an ‘iron rice bow]’ (CEO Company A).

A set of problems, which might affect ERP adoption and usage, clearly emerged from

this statement. Specifically, the company has many elder workers, who may often be
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“low-educated and less inclined to learn new skills and use new technologies” (FS
Company A). This presents a potential obstacle for encouraging ERP usage and related
business changes. More importantly, for these old and low-educated workers, the
company is not able to discharge them due to potential dismissal fees that may arise.
When workers recognise this fact (i.e. no potential job loss), they may often become
indifferent to their jobs. Such indifference may often represent a further obstacle to

ERP usage, as confirmed by a Production Staff in company A:

Reformed SOEs are no longer obligated to provide lifetime employment to their employees.
However, because I have been working here for 25 years, I am protected by the Labour Law...1
still have an ‘iron rice bowl’. I know that top managers will not attempt to discharge workers
like me, because they cannot afford the high termination fee. So no matter I have good or bad
performance, 1 don’t need to worry about losing my job. I think this explains why it is so
difficult to promote ERP usage in our company. I recognise that many old employees in the firm

just don’t care about their job, so they will not care about ERP either (PS1 Company A).

Low-skilled and elder staff

The traditional ‘iron rice bowl’ issue of SOEs results in that this type of company often
has a large amount of low-skilled and elder staff. It is obvious that low-skilled and
elder workers will often have low incentives to learn new skills and adapt to a new
working environment. This factor presented an important barrier for continuous ERP

usage and exploitation in user companies:

Our firm is a 60 year old SOE. A large amount of workers in the company are elder and low-
educated. If you expect us to be keen to learn new knowledge and strive for a better career
future, this is certainly impossible. Many of us don’t know how to use computer, and we don’t
want to learn it as well to be honest. So, how can you expect us to learn, accept and use ERP?

(Financial Staff Company A).

The IT manager of the company concluded that:

These elder workers present to be a big barrier for promoting ERP usage and related business

changes in our firm, because they are indifferent to ERP usage, and are reluctant to learn and use

new technologies (ITM Company A).

This barrier therefore must be addressed and overcome in order to ensure success of

ERP usage and exploitation.
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Lack of actual support from top management

In the questionnaire, the respondents of both companies strongly disagreed with the
statement which said top management support to ERP post-implementation was
insufficient in the firm. In the interviews, the participants also stated that top
management did provide sufficient support to ERP. Curiously, when asked what kind
of support top managers had actually offered, none of them could give any specific

examples. Most interviewees just gave a response like this:

Well, firstly they agreed to implement ERP...secondly, they have provided fund to implement
and maintain the system...[Interviewer: have they got involved in specific ERP tasks, e.g. setting
ERP usage norms?] I don’t think so. Actually I think, probably because the system has now
been used for a while, there may be no need for top management to do anything extra (FM

Company B).

It clearly emerged from this statement that, top management seemed to provide only
some basic support (e.g. funds) to ERP adoption, but they did not seem to be truly
involved in ERP-related tasks. In fact, top managers in China may often fail to make an
actual contribution to either ERP implementation or exploitation, as so cogently stated

by the External IT Manager of Company B:

In China, top managers often know ERP is an important and useful tool, but they actually do not
have an in-depth understanding about it. When talking about ERP adoption and usage, all top
managers will say it is a good thing, but they then just ask their subordinates to handle and
follow these ERP tasks. They all stress the importance of ERP, but they will rarely get involved
in it. I think this kind of verbal support is indeed meaningless. In my understanding, ‘support’
means some substantial involvement and contribution, but not just some verbal commitments (E-

ITM Company B).

By analysing these two quotes more carefully, it is evident that the majority of
interviewees do not have a clear understanding about what kind of support top managers
are supposed to provide. As a consequence, they failed to recognise the fact that top
management support and involvement to ERP exploitation was actually insufficient. It
is however also possible that, participants of the research may not be willing to say
something in detriment of their top managers in order to avoid potential personal risks.

In any case, this finding proves that the ERP barrier regarding insufficient top
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management support may have been underestimated by many respondents in both the

questionnaire and interviews.

Moreover, further analysis of the interviews conducted indicates three fundamental
reasons for lack of actual top management support. Firstly, and as already mentioned,
top managers often have insufficient understanding and knowledge about ERP. As a
consequence, “they do not know what they should do exactly to support ERP adoption
and usage” (E-ITM Company B). Secondly, top managers may “not be willing to make
long-term commitment to ERP exploitation due to short-term thinking” (E-ITM
Company B). Finally, there may be “some internal conflicts within the top management
team regarding whether to continuously invest in ERP” (ITM Company A). Due to
these three reasons, top management may often fail to provide actual support to ERP
post-implementation, which in turn results in a set of other crucial ERP barriers as
discussed in this section, e.g. lack of ERP fund, lack of system review, lack of ERP

regulations, lack of ERP plan, low user involvement, etc.

Short-term thinking

Short-term thinking of top management has been frequently reported (e.g. Yuan and Ma,
2005; Zhang, 2004) as an issue in Chinese firms. In fact, this short-term thinking may
often be caused by the current economic pressure and the very hard business

environments, as cogently stated by the CEO of company A:

As the CEO of the company, the things that I care most are how much sales we are going to
make this month, and whether all departments can meet the annual targets as promised to the
board of directors. I do not have time to think about how the company will be in the next 5 years.
But I just need to make sure the company can still survive in the market under my governance in

the rest 12 months time (CEO Company A).

It is obvious that, ERP post-implementation, which is a long-term endeavour, requires
long-term commitment of management. As discussed earlier, the short-term thinking of
top management would result in a set of ERP exploitation barriers in the case
companies, e.g. insufficient top management support to ERP, lack of system review,

and insufficient ERP post-implementation fund, etc.
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Low user involvement

As discussed above, the analysis of the interview data indicated that users of the case
companies may often had low involvement in using, maintaining and enhancing the
ERP system. It is obvious that, in comparison to new employees, elder and low-
educated staff in Chinese SOEs would be less inclined to get involved in the use of ERP.
In fact, and as discussed above, low user involvement in the case companies was also
the result of a variety of other ERP barriers, e.g. the cultural feature of collectivism,
insufficient ERP training, lack of actual support from top management, lack of strict
ERP usage norms, and the ‘iron rice bowl’ issue, etc. As a result of low user
involvement, IT managers of both case companies often experienced difficulties in
encouraging ERP usage, promoting related business changes, and executing ERP

regulations in the firm.

Fear of job and power loss

Fear of job and power loss was expected as a barrier to ERP exploitation in SOEs.
However, 85.7% respondents of the questionnaire perceived that employees in their

firms would not be afraid of losing job and power after ERP was used.

This finding was confirmed by interviewees in the case companies. In particular, as
discussed earlier, due to the issue of ‘iron rice bow!’, top managers of Chinese SOEs
would often be reluctant to dismiss elder staff, in order to avoid paying potential
dismissal fees. As a consequence, even if elder and low-skilled staff became
increasingly redundant after ERP had been implemented, they “do not need to be afraid
of losing jobs” (Purchasing Staff Company A). On the other hand, both CEOs and
departmental managers in the case companies stated that the power that they held in the
firm “depended on their job positions” (CEO Company A). As such, they perceived
that “the use of ERP would not affect their power in the company” (Purchasing

Manager Company B).

In sum, both quantitative and qualitative findings support that ‘fear of job and power
loss’ was not a particular problem to ERP exploitation in SOEs. As a consequence, this

barrier was not included in the final barrier ontology.
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8.4.3 System barriers

The analysis of the interview data identified a total of 10 system barriers that are crucial

to the case companies, as presented and discussed below.

High enhancement and reconfiguration cost

In order to enable the installed system to maintain high efficiency, it is often necessary

for user companies to purchase add-ons or further components to enhance ERP:

The process of using the ERP system is also the process of optimising it. User requirements are
constantly changing as the company continuously develops. As a consequence, the implemented

system should be enhanced and modified accordingly (Purchasing Manager Company B).

Nonetheless, because ERP systems are potentially complicated and inflexible, the cost
for ERP add-ons can be very high and thus may be unaffordable to many user
companies. A significant amount (24%) of respondents in the questionnaire perceived
this to be true. High enhancement cost thus proved to be a barrier that would prevent
user companies from continuously improving the implemented system. This finding
was further confirmed through the interviews. In particular, the external IT manager of

company B highlighted that:

It is always difficult to customise and modify the ERP system, of which the system infrastructure
is very complicated. Especially after the system was implemented, cost for further modifying or
reconfiguring the existing system would be very high. Very often, the cost for enhancing the
existing system would be equal to 50% or more of the system implementation cost (E-ITM

Company B).

High ERP enhancement cost presented a crucial factor that “prevented top managers
from making further investment in improving the implemented ERP system” (CEO
Company A). As a consequence, “the implemented ERP system may not be
continuously modified, and thus may gradually become less efficient to support user

needs” (ITM Company A).
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System inflexibility

ERP systems are complicated IS packages that are traditionally difficult to customise
and modify. System inflexibility is often identified as a problem in successful
introduction of ERP in companies (Namjae and Kiho, 2003). A significant amount
33.3% (14) of respondents agreed that their ERP system could not be flexibly
customised or reconfigured according to specific user requirements. This finding was

further supported by the interviewees:

Once the ERP system went live, the space and possibility for further modifying it became very
limited. In fact, sometimes it is impossible to make certain changes to the implemented ERP
system. If user companies attempt to enhance the implemented ERP regardless current system
limitations, it may often damage the system infrastructure and thus result in system collapse (E-

ITM Company B).

It is however apparent that, “as a long-term business tool, an ERP system will never
remain unchanged after it goes live” (E-ITM Company B). Nevertheless, due to system
inflexibility the implemented ERP may not always be properly modified and enhanced
to meet emergent user needs in the post-implementation phase. This problem can often

“reduce system efficiency and thus impact user satisfaction” (ITM Company A).
Integration difficulty caused by system incompatibility

ERP systems are often criticised for having low compatibility with other IS applications
(Namjae and Kiho, 2003). Low system compatibility is the main barrier that can
prevent user companies from integrating ERP with legacy or newly installed IS
applications. A significant amount (35.7%) of respondents in the questionnaire
perceived this to be the case. Respondents of the interviews supported this finding by

further stating that:

It is always difficult to integrate ERP with other ISs. This is actually a very common IS issue.
As diverse 1S packages are often developed by using different system infrastructures and

technologies, they may not often be compatible with each other (E-ITM Company B).

Nevertheless, the IT manager of company A pointed out that: “with today’s advanced

information technologies, e.g. data warehouse, the probability for integrated ERP with
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other IS has been highly increased” (ITM Company A). The external IT manager of

company B however argued that:

Nowadays, there are many technologies and approaches can be used to facilitate integration
between ERP and other ISs. However, such integration can merely enable simple data exchange
between the two systems. In other words, the two integrated system can rarely achieve real-time
information sharing. In fact, it is often infeasible to integrate ERP with other ISs, because the
cost for modifying both systems to enable data exchange between them would be very high (E-
ITM Company B).

It clearly emerged from this quote that, despite advanced modern information
technologies, it is still difficult and often unpractical for user companies to achieve
seamless integration between ERP and other ISs. In fact, the potential high cost and
technical difficulty may often prevent user companies from integrating the existing ERP

system with other ISs, as further stated by the internal IT manager of company B:

We will soon implement a new PDM system in the company. We recognise that, if we integrate
our ERP with the new PDM, it will enable us to maintain high consistency of data stored in both
systems. However, considering potential technical difficulties and cost, we are still reluctant to
do so (I-ITM Company B).

Deficient system design

A significant amount (33.3%) of the respondents of the questionnaire stated that design

of the current ERP system was deficient. Exemplifications were found from the

interviews to support this finding:

Our ERP system is too complicated and lacks flexibility. For instance, when we redesigned a
specific job position, we need to modify the entire organisation chart contained in ERP. The
system will not allow us to jump over unnecessary data to modify merely the information related
to this specific job post. In other words, we will now need to go through many unnecessary

processes and changes in this circumstance (Production Manager Company A).

The ERP system is difficult and inflexible to operate. We often need to perform many

unnecessary procedures and operation in the system before reaching the relevant page for data

entry (§S2 Company A).

More than 20 functions are shown in the system interface, but only 10 of these functions have

been actually used by us. In other words, there are many unnecessary and unused functions
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displayed in our ERP system, and therefore making the system look very complicated (SS
Company B).

It clearly emerged from these quotes that, the design of the implemented ERP systems
in the case companies was both inflexible and over-complicated. The analysis of the
interview data indicated a main reason for such system design deficiencies. That is,
both companies did not complete a detailed user requirement analysis at the
implementation phase. As a consequence, they merely purchased diverse standard ERP
modules from the system vendor. Both companies however failed to refine and
customise these ERP modules according to user needs. As a result, the design of the
implemented system was over-complicated and deficient. Deficient system design can
often result in “unnecessary usage troubles and difficulties for daily system users” (SS1

Company A).
Lack of vendor support

Insufficient support services from system vendors is a common barrier to the use of IS
in companies (Namjae and Kiho, 2003; Wright and Donaldson, 2002). A significant
amount (38.1%) of respondents of the questionnaire stated that supports and after-sale
services provided by their system vendors were insufficient. All respondents of the
interviews perceived this to be the case. In particular, the IT manager of company A

stressed that:

Vendor support had been insufficient since ERP implementation. Our ERP system vendor sent
only one consultant to assist us to conduct the implementation project. This consuitant would
only come to our site once per week. As such, any urgent ERP problems that we encountered
could often not be solved on time. Once the implementation project finished, any further support
that we can receive from the vendor depends on the amount of maintenance fee that we paid.
However, as we were dissatisfied with the support provided by the vendor in ERP
implementation, we would not subscribe any maintenance service from them in post-

implementation. As such, we did not receive any further support from them (ITM Company A).

As clearly shown in this statement, it was apparent that the service fee was an essential
factor that affects the quantity and quality of vendor support in ERP post-
implementation. It is evident that, the more the service fee paid to system vendors, the
better the support received from them. It is however obvious that, user companies may

often not be able to afford the high maintenance fees required by system vendors in the
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long-term, and thus cannot receive necessary support from their ERP vendors. Lack of
vendor support may often result in “delay in solving ERP-related problems and even
system disasters, especially when the user company lacks in-house IT experts to handle

ERP maintenance tasks” (ITM Company A).
Lack of third-party consultant support

Third-party consultant often plays a crucial role to enable success in introducing and
maintaining IS (Bloomfield and Danieli, 1995). However, as China’s consulting
industry is still at the early development stage, it is often difficult for Chinese firms to
recruit highly qualified consultants who can provide client companies with critical
advices (Ma et al., 2003). A substantial amount (23.8%) of respondents in the
questionnaire agreed that, third-party consultants they recruited had insufficient
experience and skills to provide them with critical support. This finding was supported

by the interviewees:

Our firm used to recruit third-party consultants. However, I don’t think they have sufficient
knowledge and experiences to give us significant advices on either technical or management

issues (ITM Company A).

We have outsourced our ERP maintenance task to an IT consulting firm. I think the quality of
consultants sent by this IT firm varied significantly. A few senior consultants of this firm are
very high-skilled and experienced, whereas their fellow IT engineers are relatively low-qualified

(I-ITM Company B).

In fact, user companies may often not be able to receive sufficient support from third
party consultants, due to diverse external and internal reasons. From the external side,
IT consulting firms may often not have sufficient high-qualified consultants due to the
high market demand of this type of professional. As a result, consultants being sent to
client companies may be “relatively low-qualified and unhelpful” (ITM Company A).
From the internal side, Chinese top managers may often “lack sufficient understanding
about the role and importance of third-party consultants, and thus be reluctant to assign
fund to recruit high-qualified consultants” (E-ITM Company B). Lack of proper
support from third-party consultant can lead to a set of consequences to ERP

exploitation, as so comprehensively stated by the IT manager of company A:
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A good IT consultant will often have in-depth knowledge and expertise on diverse IS aspects.
They can therefore help you to predict and identify potential IS problems in advance. This type
of advice is invaluable for ERP implementation and exploitation. However, a low-qualified IT
consultant will often not be able to provide you with critical advices, but may even lead you to

make wrong IS decisions (ITM Company A).

Therefore, user companies should attempt to recruit and retain highly qualified system

consultants, who can facilitate their long-term success in ERP post-implementation.
Slow system speed

A significant amount (26.2%) of respondents in the questionnaire stated that their ERP
system had slow response time. Respondents of the interviews also perceived this to be
the case in their firms. The external IT manager of company B highlighted a

comprehensive set of reasons that could cause slow system response time:

It is obvious that, the most common reason that leads to slow system speed is poor data quality.
Very often, redundant and duplicated data stored in ERP may not be purged properly by IT staff.
A large amount of inappropriate data will inevitably slow down the system. Network issues are
also common problems that can affect system speed. Due to Internet virus or inappropriate
network usage, system speed will often become slow. In addition, inefficient hardware is also
the main reason for slow system speed. It is apparent that, without the support of efficient
hardware, e.g. server, PC processor, etc, the implemented ERP will not be run efficiently (E-ITM

Company B).

Slow system response time can inevitably affect “working efficiency of system users”
(Sales Staff Company B) and thus “result in user resistance” (Purchasing Staff
Company B). The financial staff of company A reinforced that “slow system speed can

be a particularly irritating issue when everyone gets very busy at the end of each month”.
Poor data quality

It is widely acknowledged that ERP systems require at least 98% data accuracy in order
to work efficiently. Data quality is thus a crucial factor to successful introduction of ISs

in companies (Wright and Donaldson, 2002; Sherer and Alter, 2004). It is however
obvious that, it may often be a difficult task to maintain high data quality during system
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post-implementation. Poor data quality was thus expected as a critical barrier to ERP

exploitation.

Nevertheless, only 11.9% respondents of the questionnaire perceived that data in the
current ERP system had poor quality (e.g. inaccurate, duplicated, or incomplete, etc).
Evidence however was found from the interviews to prove that, this system barrier may
have been underestimated by respondents in the questionnaire. In particular, when
asked about the current data quality of ERP in the questionnaire and in the interview,
the IT manager of company A stated that “data quality of our ERP system is good”.
Nevertheless, when asked the same question, other interviewees in the same company
indicated that they would often experience incomplete and inaccurate data in their ERP.
This clearly pointed to the fact that, the IT manager of this company did not have a clear
understanding about the current data quality issues existing in ERP, probably due to a
lack of regular system review as discussed earlier. As a consequence, this IT manager

undervalued these data issues in both the questionnaire and the interview.

Further analysis of the interviews conducted identified a comprehensive set of reasons
that could lead to poor data quality in user companies. Firstly, “duplicated and
inaccurate data may often be entered to the ERP system due to user negligence” (FS2
Company B). Evidence from the interviews showed that, the probability of occurrence
of this risk event can be significantly increased due to “lack of or inappropriate
execution of ERP usage rules” (E-ITM Company B). Secondly, inefficient system
design presented to be a further cause for poor data quality. In particular, inappropriate
data may often be entered to ERP when “the system lacks the capability to detect
automatically problematic data, e.g. duplicated data records, invalid data with wrong
format, etc” (ITM Company A). Thirdly, when data access rights are assigned to
inappropriate users, it can often cause data distortion. In particular, the external IT
manager of company B stressed that “when users are allocated with inappropriate data
access rights, they may enter some data that they should not enter, or delete some data
that they should not delete. This can lead to a huge data quality problem” (E-ITM
Company B). Last but not least, IT staff should also be responsible for any data quality
issues occurred. In fact, system maintenance staff are supposed to purge and clean
system data regularly, and therefore ensuring high data quality of ERP. The
interviewees of both companies however pointed out that data cleaning tasks would

often not be conducted regularly and properly in the firm.
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Poor data quality will inevitably result in a set of significant impacts on ERP usage at
both the operational and managerial level. At the operational level, “a large amount of
duplicated and irrelevant data will slow down system speed, which will impact working
efficiency of daily system users” (SS Company B). More importantly, “as the firm has
now been integrated by ERP, one piece of wrong data may affect the entire company’s
operation” (FS2 Company B). At the managerial level, “inappropriate and invalid data
will lead managers to make incorrect business decisions, which can cause business
disasters” (Purchasing Manager of Company B). Overall, “data quality problems can
increase user resistance, reduce user acceptance, and even lead to system collapse” (E-

ITM Company B).

Misfits between system functions and user needs

System users may neither accept nor use an IS that cannot satisfy their needs. 69%
respondents of the questionnaire perceived that functions of the current ERP systems
met their requirements. However, it proved in the interviews that, this system barrier
may also have been underestimated by the questionnaire respondents. In particular,
although the IT managers of both case companies stated in the questionnaire that the
current ERP met their user needs, evidence from the interviews indicated that there were
many misfits between ERP functions and user requirements in these firms, as clearly

shown in the following exemplifications:

Each supplier record in ERP contains a unique ID code, supplier name and contact details, etc.
Our ERP system can allow us to search supplier records by using only the ID codes but not
supplier names. It is however obvious that, it would be easy for us to remember the name of a
supplier, but there is no chance for us to remember the 10-letter ID code of each supplier record.
I don’t know why the system cannot meet this simple user need, but this problem has certainly

caused a lot of troubles to us (Purchasing Staff Company A).

As a sales manager, | am keen to see a comprehensive set of data related to supplier details,
material prices, production cost, etc. I hope all these data can be retrieved and then displayed at
the same place, and then I can conduct some statistical analysis and comparison on them by
using ERP, so then I can decide the sales prices for our new products. 1 know this should not
have been a very tough requirement, as many ERPs nowadays will offer such functions, but our

ERP did not meet this requirement (Sales Manager Company B).
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As exemplified and discussed earlier, the IT managers of both case companies had
insufficient knowledge and expertise on ERP. They therefore failed to conduct a
detailed user requirement analysis in the implementation stage. As a consequence, and
as discussed earlier, both companies just simply purchased a set of standard ERP
modules from their system vendors without making necessary customisations and
reconfigurations on these ERP modules. This approach resulted in many misfits
between the system and user needs, which caused usage problems in post-

implementation.

In addition, by further analysing the interviews conducted, it became apparent that lack
of regular system evaluation was also the main cause for having misfits between the
ERP system and user needs in the case companies. In particular, because these firms
would not conduct system reviews regularly, it was difficult for in-house IT staff to
identify current system pitfalls and emergent user requirements in ERP exploitation. As
a result, current system misfits were not modified properly, and the implemented ERP

were also not continuously enhanced to meet new user needs in the case companies.
Lack of proper user requirement analysis

Lack of proper user requirement analysis emerged from the interviews as a crucial ERP
exploitation barrier to the case companies. Requirement analysis is a tool that can be
used to help the ERP implementation team to capture system needs from the
perspectives of all the stakeholders. The ERP team can therefore base their selection of
the new system on the results of this analysis. Furthermore, customisation can also be
guided by requirement specifications. As a consequence, requirement analysis is often

the first and one of the most significant tasks to be carried out in ERP implementation.

However, both case companies failed to conduct a detailed user requirement analysis in
ERP implementation. When asked how the company identified user needs in the
implementation stage, the IT manager of company A stated that “we have conducted
some organisational symposiums and seminars with staff across the company to capture
and understand their needs and opinions about ERP” (ITM Company A). It was
however obvious that, “it is entirely impossible to capture the perspective of each
important stakeholder through such general, simple and organisation-wide discussions”

(FS1 Company A). It is in fact apparent that, this firm had adopted an inappropriate
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approach in doing their IS requirement analysis, which should have involved a much
wider set of systematic research and analytical activities. As a consequence of this
inappropriate approach, “many important user needs had not been identified in
implementation...the ERP system was therefore not properly designed and customised

to satisfy our daily usage requirements” (PS2 Company A).

Indeed, the absence of an initial requirement analysis will also lead to maintenance

difficulties, as highlighted by the external IT manager of company B:

I am only involved in ERP maintenance in this firm, but not in ERP implementation. Therefore,
it is important for me to get the results of the requirement analysis conducted in implementation
stage. I can therefore identify which user needs have been satisfied by the current system, and
which ones have not, and thus determine how the implemented ERP should be improved. The
company however does not have such a document...in fact, no detailed requirement analysis was

carried out in ERP implementation in this firm (E-ITM Company B).

In addition, user requirement analysis should not just have been performed in ERP
implementation, but should also be conducted in post-implementation. In particular,
user companies should regularly carry out a set of analytical activities to identity and
capture new user needs emerging in post-implementation. The implemented ERP
system can therefore be continuously enhanced to satisfy these emergent user
requirements. Nevertheless, both case companies have not performed such requirement
analysis during ERP exploitation. As a consequence, many misfits were found between

ERP and user needs in the case companies, as discussed earlier.

8.4.4 Final ontology of the identified ERP barriers

The 25 ERP barriers contained in the original barrier ontology (as presented in chapter
six) were examined in the questionnaire and subsequently further explored in the multi-
case study. Findings from the questionnaire as well as the follow-up interviews proved

that 4 original barriers could not be confirmed as particular ERP problems for SOEs:

e High context communication;
e Unwilling to disclose problems and faults;
e Trust personal common sense rather than system data;

e Fear of job and power loss.
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These 4 original barriers were therefore not included in the final barrier ontology.

On the other hand, the predefined barrier ‘low-qualify and ill-trained staff” was found to
be more appropriate to be divided into two barriers, namely ‘low-skilled and elder staff’
and ‘insufficient ERP training’. Additionally, the analysis of the interview data
indicated another 9 ERP barriers that were not identified at previous stages of this
research project. It was felt that these 9 barriers identified from the two case companies
would be transferable to the other Chinese SOEs studied, considering the similar
context that these companies engaged with. These barriers were thus added to the final

ontology:

e User resistance caused by collectivism;

e Business downturn;

o IS manager lacks ERP understanding and knowledge;
¢ IS manager has insufficient power;

e Lack of knowledge management practices;

e Lack of regular system review;

e Lack of ERP usage norms;

e ‘Iron rice bowl’ issue in SOEs;

e Lack of proper user requirement analysis.

Consequently, by analysing, comparing and synthesising the findings of the
questionnaire survey and the multi-case study, the researcher revised and extended the
original barrier ontology derived from the critical literature review, and identified a set
of 31 important ERP barriers that would prevent SOEs from achieving long-term
success in ERP exploitation. A final ontology is developed to highlight these barriers,

as presented below.
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Figure 8.1: Final ontology of the identified ERP barriers

8.4.5 Relationships of the identified ERP barriers

A correlation map was developed in chapter seven (Figure 7.2) based on the
questionnaire findings to highlight the correlations between the barriers identified.
These correlations were further explored and validated in the multi-case study.
Moreover, additional relationships between the ERP barriers were identified from the
interviews conducted. By synthesising the quantitative findings of the questionnaire

and qualitative findings from the follow-up case study, a comprehensive set of 48
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relationships were found between the ERP barriers identified. An extended conceptual

map is therefore developed to highlight these relationships, as presented below.

—_—

—_—

A siash bas been given to bamiars that
occur more than cnce in the diagram

Relationships band in the case stady

Relationships Hund in both the survey and
case.

Figure 8.2: Conceptual map between the identified ERP barriers

Although all these relationships have actually been presented and discussed in above

sections, a summary of discussion on them is given in the following table.

ID of Relationship
Concerned

Brief Discussion

R1, R2, R3 & R17

R4 & RS
R7 & R8
R6, R27 & R29

R10, RIIl, RI2,
R13 & R18

Lack of regular system review is the result of a lack of in-house IT experts, top
management’s short-term thinking, and the reactive approach adopted by IT staff.
Without conducting system reviews regularly, user companies will fail to identify
emergent user requirements.

Short-term thinking of top managers can lead to insufficient top management
support to ERP, and the absence of an efficient ERP exploitation plan.

Lack of ERP plans and lack of ERP usage norms are the result of insufficient
actual support from top management.

Insufficient in-house IT expert is the cause of poor data quality, lack of ERP plan
and lack of proper user requirement analysis.

Business downturn and inappropriate ERP plan can lead to insufficient ERP fund.
Without paying sufficient fees, user companies will not be able to receive
sufficient support from system vendors and third-party consultants. Also, without
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R9, R14, R15, R16
& R45

R34 & R40

R42 & R43

R23 & R25

R24, R28 & R32

R20 & R22

R19 & R21

R26 & R31

R30, R33, R35,
R36, R37, R38,
R39, R41 & Ré4

R46, R47 & R48

Results and Findings of the Follow-up Case Study

sufficient ERP fund, the implemented ERP may not be continuously revised and
enhanced. As a consequence, misfits between system functions and user needs
will occur.

When IS managers have insufficient ERP knowledge, they may fail to establish
efficient ERP plans and usage norms, and may also fail to conduct proper user
requirement analysis. A low-qualified IS manager will not be able to establish
efficient KM processes to capture tacit knowledge from in-house IT experts, and
also overlook the importance and value for recruiting IT consultants.

When system users are not restricted by proper ERP norms, they will have low
incentive to use ERP. Lack of valid ERP rules can often result in irregular ERP
usage in the firm, which will inevitably lead to poor data quality.

Due to power centralisation of top managers, IS manager may often not be
assigned with sufficient power. When IS managers have insufficient power, it is
difficult for them to establish strict ERP usage rules that will be followed.

Lack of proper user requirement analysis can lead to deficient design of the
implemented ERP. Without proper user requirement analysis, the installed ERP
will not be properly enhanced to meet emergent user needs.

ERP with deficient design will not be able to satisfy all user needs. ERP users
will thus become less willing to use the system. Also, when ERP fails to detect
invalid data due to deficient system design, data quality of ERP will become poor.

Due to low system flexibility, the cost for customising and enhancing ERP will be

very high, it is also difficult to modify ERP to make it become compatible with
other ISs.

Due to high enhancement cost and low system flexibility, the installed ERP may
not be continuously enhanced and revised to meet emergent user needs.

Low system compatibility can lead to poor data and system integration between
ERP and other applications, which can lead to poor data quality. Moreover, poor
data quality can slow down system speed.

Chinese system users may have low involvement in using ERP due to a variety of
reasons, e.g. they are low-skilled and eider workers, the cultural feature of
collectivism, insufficient ERP training, lack of actual support from top
management, the ‘iron rice bowl’ issue, misfit between system and user needs,
slow system speed, and poor data quality etc. When users have low incentives to
use ERP, they will not use the system properly and thus impact data quality.

Power centralisation may lead Chinese workers to become less inclined to use
their critical thinking skills, and thus resulting in ERP tasks to be inadequately
conducted and performed.

Table 8.1: Brief discussion of relationships between the identified ERP barriers

8.4.6 Further discussion and conclusion

By triangulating and synthesising the findings from both the questionnaire and the

multi-case study, the researcher identified a set of 31 ERP exploitation barriers. The

findings confirmed that issues embedded in the Chinese culture (e.g. low uncertainty

avoidance, high power distance, and collectivism) would have important impacts on

ERP usage and exploitation in SOEs. On the other hand, crucial ERP barriers also

existed in diverse organisational aspects (e.g. top management, in-house IT experts,

ERP maintenance processes and system users, etc) in the SOEs studied. Moreover,

barriers related with a variety of system issues (e.g. system vendor, system design, and
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data quality, etc) should also be carefully handled in order to ensure long-term success

in ERP exploitation.

In conclusion, the findings showed that crucial ERP barriers were not found around the
system category as traditionally expected. It was evident that crucial ERP barriers
would exist in a variety of cultural, organisational and system aspects in SOEs. These
findings thus confirmed the conclusion made in the previous chapter that, potential
failure of ERP systems cannot be conveniently attributed to system aspects, such as the
software package and the ICT infrastructure. Other types of barriers (e.g. cultural and
organisational barriers) should in reality be as important as the technical ones.
Moreover, as shown in the relationship/conceptual map of barriers, the identified
cultural, organisational and system barriers seem to be interwoven and closely related
with each other. These barriers are therefore very difficult to manage and remove.
Nevertheless, it clearly emerged from the relationship map that, organisational barriers
are often the triggers for complex networks of barriers, including the system ones. It
can therefore be concluded and suggested that, SOEs should pay more attention to the
identified organisational barriers, as properly managing these may directly help them to

mitigate the system ones.

Moreover, evidence from the interviews confirmed the argument made in the previous
chapter that, many cultural and organisational barriers were underestimated by
respondents in the questionnaire. It clearly emerged from the interview findings that,
such underestimation was caused by a lack of understanding and awareness on diverse
cultural and organisational issues. More importantly, in an interview with a Chinese
senior IT consultant (i.e. E-ITM of Company B), it was identified that managers in
Chinese SOEs would often be reluctant to address problems embedded in the
organisational and management mechanism, because many managerial staff might be
receiving personal benefits from these organisational shortcomings. Thus the attempt to
solve these management pitfalls might be seen as challenging by the whole management
team. Furthermore, in order to avoid potential personal risks under the bureaucratic
environment, managers in Chinese SOEs might often tend to disregard existing
organisational and management problems. In order to ensure long-term ERP success,
there seems to be a need for Chinese managers to become aware of the importance of
cultural and organisational barriers, as well as to become more willing to face diverse

internal shortcomings.
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This section focused on ERP exploitation barriers which are the first major part of
findings of this study. The second part of findings, which are related with ERP

exploitation risks, are presented and discussed in the next section.

8.5 ERP exploitation risks

The analysis of the interviews conducted indicated a set of 27 ERP exploitation risks
that proved to be critical to the case companies. These 27 risk events were found across
diverse operational, analytical, organisation-wide and technical aspects. They covered
all the 24 risk events that were short-listed from the questionnaire findings as presented
in the previous chapter, as well as 3 new risk events that had not been identified at
previous stages of this project. The following sections present and discuss the case

study findings regarding these ERP exploitation risks.
8.5.1 Operational risks
Operational staff input inappropriate data into ERP

As discussed before, all preliminary data of ERP is inputted by operational staff. Under
the ERP environment, one staff’s mistake (e.g. inputting incorrect data into the system)
will raise immediate impact and may disturb the operation of the whole company. As a
consequence, the majority (85.4%) of respondents of the questionnaire perceived the
occurrence of this risk event to have a high to medium impact. The importance of this

risk event was further confirmed by the interviewees. As exemplified by the Purchasing

Manager of company B:

If a staff inputs incorrect data into the system, many people across the firm will suffer. For
instance, engineers in the Technology Department will often input wrong information in the Bill
of Materials in ERP. An inaccurate Bill of Materials can significantly affect the accuracy of the
material requirement plans generated by the ERP system, which in turn leading to inappropriate
production or purchasing orders to be released. In this example, mistakes made by engineers
impact directly the operation of the Production and Purchasing Department in the firm (PM

Company B).
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It is obvious that, this risk event may be caused by human mistakes due to insufficient
training or just staff indifference, demotivation and tiredness. More importantly, further
analysis of the interview data indicated that this was mainly a result of inappropriate
ERP usage norms in the case companies, as so highlighted by the External IT Manager

of company B:

Very often, IT and IS may not be of interest to operational staff, e.g. sales staff who may only be
interested in sales and marketing. Therefore, they may not always use the ERP system earnestly
and carefully. As a result, a set of ERP usage regulations must have been set up before the
system went live. These regulations should specify what consequence users will take for
inappropriate and irregular system usage...The absence of such strict norms will lead to

difficulties in handling system misuse (E-ITM Company B).

It clearly emerged from this quote that, lack of ERP usage regulations might
significantly increase the probability and frequency for operational staff to input
incorrect data into ERP, as “staff do not need to take any consequences of the mistakes
they made in this circumstance” (E-ITM Company B). When operational staff
continually input incorrect data into ERP, the system may contain a large set of
inappropriate and problematic data, e.g. inappropriate BOM, duplicated supplier records,

and incomplete customer files, etc.

ERP contains inappropriate BOM

As discussed before, a bill of materials (BOM) is one of the key inputs used to generate
material requirement and purchasing plans (Koh et al, 2000). As such, inappropriate
BOM s can often lead to inaccurate material requirement plans to be generated, and thus
result in that materials required in production may not be ordered and delivered at the
right time and/or in the right quantities (Zhou et al., 2005). As a consequence, 87.5%
respondents of the questionnaire considered the impact of having inappropriate BOM as
high to medium. Findings of the interviews confirmed that this risk event presented to

be a critical and frequently occurred ERP risk to the case companies:

As a result of human mistakes, the BOMs stored in our ERP often contain inaccurate information.
For instance, 2 SLDs (i.e. the name of a component part) should in fact be used in the production
of Product A. Our BOM however may inaccurately state that 3 SLDs are required. In this
circumstance, our production and purchasing plans will be distorted completely. In another

scene, the BOM may contain incomplete description of a component or material required. This
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may mislead suppliers, and resulting in that the materials delivered to us are not the actual things
we want. The occurrence of these problems will definitely increase production lead time, which
in turn causes problems to the Sales Department, as products may not be delivered to end

customers on time (Purchasing Manager Company A).

A further exemplification regarding duplicated BOMs was identified in company B:

For the same product, I will often find two duplicated and exactly the same BOM:s in our system.
The problem is that, when product designers need to modify the BOM of a product, if there are
two duplicated BOM records in ERP, the designer may only modify one of them but ignore the
duplicated one. As production staff may not recognise this circumstance, they may use the
duplicated, which is also the unmodified, BOM record in production. This can cause a huge

problem for production, as well as direct financial loss to the company (PS1 Company B).

I think the occurrence of duplicated BOMs is mainly caused by human negligence. The second
reason for this problem is that our system will not be able to detect duplicated BOMs and give
related warnings. That is, for instance, when we try to save a document into the PC, if this
document has already existed, Windows will ask whether you want to replace the existing
document or save changes with a different name. If the ERP system can give us such warnings,
it can prevent us from storing duplicated BOMs into the system. Unfortunately, our ERP does

not contain such functions (Purchasing Staff Company B).

These statements clearly indicated a set of causes and consequences for inappropriate
BOM. In particular, human negligence and inefficient system design were the main
reasons for duplicated BOMs in the case company. It was also obvious that, due to lack
of ERP usage norms, staff who inputted incorrect information into BOMs would not
need to take any consequences. As a result, the problem of inappropriate BOM did not
seem to be properly controlled in the case companies. It was also evident from the
above quotes that, inadequate BOM would impact and distort normal operation of a

number of functional divisions, e.g. production, purchasing and even sales department.
ERP has inappropriate supplier records

Manufacturing companies will inevitably deal with a large number of material and
component suppliers. In order to ensure efficient procurement and production, the
implemented ERP system should maintain accurate records about current suppliers as
well as materials and prices they offered. However, containing inappropriate supplier

records in ERP was perceived by the majority (more than 70%) of respondents of the
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questionnaire as a risk event that had medium probability of occurrence and impact. In
the context of the case studies, this risk event proved to be a frequent and critical risk.
In particular, the Financial Staff (FS1) of company B stated that: “our ERP system often
contains duplicated records for the same supplier. This problem gives us a big

headache”. This Financial Staff went on to state that:

The occurrence of duplicated supplier records will result in many problems to our financial work.
Specifically, we will need to make transactions with hundreds of suppliers, when many of these
suppliers have duplicated records in ERP, the actual number of supplier records that we need to
deal with will be doubled and even tripled. More importantly, each supplier record will often
contain some transaction and account payment records, and thus cannot be deleted even it is later
identified as duplicated. This can significantly increase the amount of data of ERP, and thus

affect system speed (FS1 Company B).

The Purchasing Department in the case company should hold responsibility for
duplicated supplier records, as “they are responsible for entering this type of data into
the ERP system” (FS1 Company B). When asked about this risk event, the Purchasing
Staff responded:

We knew such mistake would often arise. Because we are always very busy, when entering a
new supplier record we may fail to check whether an existing record of this supplier has been
stored in the system...also because our system cannot automatically detect duplicated records
and give us related warnings, we would often enter duplicated supplier records into the system.
It is true that we have not paid sufficient attention to this issue as such duplicated records will

not affect our work too much (Purchasing Staff Company B).

It clearly emerged from this statement that, the reason for having duplicated supplier
records was due to indifference and negligence of staff of the purchasing department in
the case company. In fact, and by further analysing the interview data, it became
apparent that lack of strict ERP usage norms should be the essential cause for the
occurrence of this risk event in company B, as so clearly pointed out by the Financial

Manager of the firm:

Purchasing staff will not need to take any consequences of such mistakes they made. So this

mistake just occurs repetitively in the firm (FM Company B).

It therefore seemed that having efficient ERP usage norms is crucial to ensure proper

usage of ERP system, and thus reducing the frequency of occurrence of user mistakes
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as further discussed in section 8.4.2 and 8.5.3. Moreover, this problem actually also
highlighted internal conflicts between functional departments in the case company, as

discussed in section 8.4.2.
System contains incomplete customer files

There is no doubt that customer information files are important and valuable data stored
in ERP. The majority (more than 70%) of respondents of the questionnaire perceived
that, having incomplete customer files was a risk event that had medium probability of
occurrence and impact in their firms. Findings from the interviews confirmed that this

event was also a frequent risk event occurred in the case companies:

We often have incomplete customer information files in our ERP. This is mainly caused by
irregular use of the ERP system. In particular, we are supposed to record all customer
information into ERP. However, in real practices, many of us may often just input this type of
data in the legacy system rather than in the newly installed ERP, and thus resuiting in incomplete

customer files in the ERP system (SS2 Company A).

It clearly emerges from this statement that, there is a strong need for this case company
to establish strict ERP usage norms in order to regularise ERP usage in the firm.
Evidence from the interviews showed that, incomplete customer files could lead to very

significant problems, especially for staff who were responsible for after-sales services:

Very often, when customers ring up for some after-sales inquiries and problems, we will not be
able to retrieve their files and order history stored in the ERP system. As a consequence, we will
not be able to answer their questions. This really puts us in a very embarrassing situation, and

can certainly reduce customer satisfaction and loyalty (SS1 Company A).
ERP contains inaccurate inventory records

Remaining over 95% accuracy in inventory record is a prerequisite to enable ERP
systems to work properly (Zhou et al., 2005:75). As exemplified in chapter six,
inaccurate inventory records can disturb operation of the entire firm. Therefore, 90%
respondents of the questionnaire perceived this risk could lead to a high to medium

impact. Respondents of the interviews also considered this risk event as critical:
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Inventory record is probably the most important type of data for manufacturing firms. We plan
our production and procurement based on how much stock we still have. So if the inventory
record of ERP does not match the actual stock level, our production and purchasing plans will be

distorted. This can certainly increase financial costs (Purchasing Manager Company A).

The purchasing manager of company B reinforced that, “this problem is often caused by
human mistakes and negligence, especially when users are not restricted by proper ERP
usage rules”. Nevertheless, the purchasing managers of both companies stressed that,
this risk event occurred “quite frequently when the ERP system just went lived, but
since the system has been used for a few years the situation is now under control” (PM
Company B). It thus seemed that inaccurate inventory record would occur more

frequently at the early stage of ERP usage.

8.5.2 Analytical risks

Managers cannot retrieve needed information from ERP

Not only operational staff but also managers are key users of an implemented ERP
system (Scapens and Jazayeri, 2003). Although managers will not be responsible for
entering daily data into ERP, they will use data and reports provided by the system to
make important business decisions. However, 90.5% respondents of the questionnaire
perceived that, ‘managers cannot retrieve needed information from ERP’ was a risk
event in their firms. More than 85% of these respondents considered this risk event had
a medium probability of occurrence and impact. All managers interviewed confirmed
that they might not always be able to retrieve needed data and information from the
current ERP system. It is obvious that, the occurrence of this risk event may be caused
by a lack of ERP training of managers. More importantly, evidence from the interviews
showed that ‘misfit between system functions and user needs’ was also the essential

cause for this risk event:

I often need to deal with a large amount of data related to sales orders, material prices,
production cost, etc. I hope the ERP system can automatically gather all these types of data and
generate a set of statistical sales reports for me. However, our current system does not contain
sufficient analytical functions, and thus may not be able to provide me with the statistical reports

that I want (Sales Manager Company A).
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In addition, poor data quality also presented to be a main cause that prevented managers

from retrieving needed information in ERP, as highlighted by the Financial Manager of

company B:

A large amount of raw data will be entered and stored in ERP. The system will then generate a
set of statistical reports by using these raw data. Nevertheless, if the quality of these raw data is
poor (e.g. inaccurate,), the system will not be able to generate any meaningful statistics for us.
As a consequence, we will not be able to obtain the needed and useful reports from the system
(FM Company B).

When managers often cannot retrieve needed information from ERP due to any of the
above reasons (i.e. lack of training, misfit between system and user needs, and poor data
quality), “they may gradually become less inclined to get involved in ERP usage,
maintenance and enhancement. The view of managers may also inevitably affect the
attitudes of their subordinates towards using the system” (Purchasing Manager

Company B).
ERP generates inappropriate forecasts, plans and budgets

As discussed in chapter six, it is always a difficult task to establish business forecasts to
predict the uncertain future. Many leading foreign (e.g. SAP) and Chinese (e.g. UFIDA,
and Kingdee) ERP vendors have thus embedded a set of analytical tools in their ERP
packages to assist user companies to develop more appropriate business forecasts and
plans (e.g. sales forecasts, production plans, and financial budgets, etc). Nevertheless,
despite the fact that the ERP is adopted to facilitate forecasting tasks, user companies
may still face difficulties when conducting such analytical activities. In particular, more
than 78% respondents of the questionnaire stated that, the probability for their ERP to
generate inappropriate business forecasts (e.g. sales forecasts, production plans, and
financial budgets) was medium to high. Moreover, more than 87% respondents
perceived the occurrence of this risk event could lead to a high to medium impact.
Analysis of the interviews conducted indicated that poor quality of raw data would be a

fundamental cause for this risk event:

Having comprehensive and accurate operational data is the prerequisite for us to generate
appropriate sales forecasts, production plans or financial budgets. However, although the ERP
system will help us to capture and store daily operational data more easily, the data stored in

ERP may not always have high quality due to a variety of reasons, e.g. inappropriate system
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usage and data maintenance. Inmaccurate or incomplete raw data can definitely affect the
accuracy and appropriateness of the business forecasts generated by using ERP (Financial

Manager Company B).

It was evident that, inappropriate business forecasts and plans would affect cash flow

and capital utilisation of the company:

The purpose for establish business forecasts, either sales forecast, production plan or financial
budget, is to predict the company’s future in terms of how many we can sell, how many we
should produce, how much we can get, and how much it will cost. Managers can therefore
allocate resources and capital of the firm based on the results of such forecasts. Inappropriate

forecasts can thus often impact cash flow and capital utilisation of a company (FM Company B).

ERP generates inappropriate material requirements plan

Material requirements plan is one of the most important analytical outputs generated by
ERP. It is often used by manufacturing firms as the basis for releasing orders of
materials production or procurement (Slack et al, 2004). As a consequence, an accurate
material requirements plan is the fundamental for ensuring that materials required in
production can be ordered and delivered at the right time and in the right quantities
(Koh et al, 2000). Nevertheless, 80% of the respondents of the questionnaire stated that,
the probability for their ERP to generate inappropriate material requirements plan was
medium to high. In addition, 97.5% if the respondents perceived the occurrence of this
risk event could lead to a high to medium impact. Respondents of the interviews further
confirmed that this would be a frequent and critical risk in their firms. In particular, the
interviewees highlighted that the occurrence of this risk event should be attributed to

inappropriate BOM and unfixed supplier lead time:

BOM:s contained in our ERP often have some inaccurate and incomplete information, and thus
significantly affecting the appropriateness of the material requirement plans generated. In
addition, calculation of material requirement plans is made based on fixed supplier lead time.
However, under the irregular business environment, the actual lead time of our suppliers may
often vary. As a result, materials that we ordered may not always arrived on time. In this case,
the original material requirements plan will no longer be valid and need to be re-calculated

(Purchasing Manager Company B).

It was obvious that inappropriate material requirements plan could significantly impact

normal production, as it would result in “materials that should be used at a later stage
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may have arrived too early, while materials that are required now may not arrive on
time. The entire production process will therefore be distorted” (Purchasing Staff

Company A). More importantly, the External IT Manager of company B reinforced that:

The generation of a material requirements plan involves a set of complicated calculation
processes. Therefore it often takes a few hours for ERP to complete such requirement plans.
During these few hours, the speed of the ERP system will become very slow. If a few days after,
we find out the generated plan is actually inappropriate due to incorrect BOM, we will need to
perform all calculation processes again. This can be very irmitated, and will affect working

efficiency of other system users (E-ITM Company B).

8.5.3 Organisation-wide risks

Personnel change in top management team and top management support

As discussed before, top managers, who have been involved in ERP implementation,
should have a better knowledge regarding the IS background and needs of the company,
and therefore be more willing to provide continuous support to the system post-
implementation. However, according to China’s recent SOE policies, members in the
top management team of SOEs will 