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ABSTRACT

Investments in information technology have in niany cases foiled to deliver the
antici;ated “benefits. It is now accepted that real value can oﬁly'_be leveraged by
linking 1T implemeﬁtaﬁon to organisational change and process redesign. The
management of this change is mextncably linked to the overall success of the

implementation.

The focus of the research was on i'denﬁfying' what the key_elements of successful
change managch:lenf were. Research into generic change management was used as a
: basis'fc;}'determining these critical suc:i‘ess factor:s- The applicability of these factors
in the case of an enterpnse wide packaga software implementation was then tested |
_ thraugh a case study method.

The research sI:;owed that the factors developed were applicable in managing
technology driven change, In addition fo the factors developed, additional factors weze
identified 4s being relevant in the case of packaged software implementations,



' CHAPTER ONE: THE RESEARCH PROBLEM -
1.1 Backgrd.”lmd'. |

Sumval in the corporate world of the nineties and beyond, will ﬁmdamentaliy depend :
on an organisation’s ability %o a&apt to changmg circurnstances and reinvent itself,
Senge (1990), speaks of the need to develop “1eammg organisations”, or mgamsahons _
' Whlch coutmually expand their capacxtv to create the:u- futare,

- - There are many key drivers \fvhich are reshﬁpmg the corporate landscape of the future,

‘Global competition and continuously changing business enviromﬁents are but two of
these (Bemjamin and Blunt, 1992). These authors argue that businesses will

continually have to reﬁne.their business processes m response to these changes. The
current trend towards = @engmcermg busmsss processes is a key element of this

philosophy. :

As business shapes it’s future path, the role of Information Technology (IT) within
this corporate paradigm is both a unique and challenging one. IT is seen as a key
enabler of reengineered processes and as the glue which wﬂl bind the various

organisation domains.

In many cases, this Tole has been extended to include not only supporting new -
processes, but fundementally shaping them (Davenport and Short, 1990), The
“symbiotic” relationship between IT and process improvements is‘high]ig‘hted by
McCrindell (1994), who believes that new techrology often provides the stimulus to
act. ' '



The traditional role of IT as an automator is being questioned in the light of hisfolic

failures to realise true business benefits. It is now accepted that the tre benefits from
" IT can only be leveraged when applied a3 an enabler of business transformation. IT is
seen as the engine which will drive organisational change and provide competitive
advantage. Dcspite huge advances in technology, the effective impleﬁcntaﬁoh of this
technology within orgamsatxons remains as a bamier to the realisation of IT’s reel
potentlal It has been argued that the benefits of IT implémentation have in many
* cases been slow in ‘coming as the organisational change: assoclated with such '
| implementation is not adequately managed (Benjamin and Blunt, 1992). It is furiher
argued that the effective ﬁ:auﬁﬁge’ment of this change is one of the key challenges
facing IT executives in the coming decade (Benjamin and Blunt, 1992).

1.2 Importance of the Research

The challenges facing IT mapagement in the 1990’s are unique and in rhany ways
dauntin.g. They will be called upon to implement -ﬁechnology solations which will
' dramaticail? alter the way in which organisations compete, 'I‘hls technology seems set
to have a profound effect on all aspects of corporate life, in particular, thehmnan

_ dimension,

“The extent to which this challenge will be effectively met is largely dependent on the
extent to which the change associated with the adoption of the technology is managed.

The challenge facing IT managers will be to man&gé the organisational change
associated w1th the implementation of IT, The extent fo which this challenge js met
will ulﬂmately shape the role of IT into the 21st cenfury



1.3 The research Problem: .

Vasti investments in IT have in many caées failed to deliver the anticipated benefits, It
~ is now accepted that IT can only truly add value if implemented in snpport of
_reengineéted bustiness processes. In ftﬂﬁlling this role however, it has been argued |
(Co_i"bitt and Nurman, 1991), that the'implaﬁentaﬁon of new techho?.ogy frequently
does not succeed, as a rf;‘a,}lﬂt of an inability to understand and mauage the change'

process,

Tt is therefore imperative to dévehp guidcliﬁes to managing IT. drtven change to
- ensure that the true p‘omzse of IT is realised. Much work has alrcady been done on
1den11fymg key elements of successful - change within the context of generic
technology melamentauon ‘The focus of this research will be spemﬁcally on
: mﬂerpnse Wlde software pﬂckages (BWSP’s). |

The integrated nature of these products supports the process orientation inherent in

reengineering projei:ts., and their use a¢ an enabler is a critical component of

successful reengineering projects. This view is supported by Hammer (1990) who
suggests that much of reengincering would be mere fantesy without the enabling
power of infonnation technology | |

1.4 The research Objective

Given the importance of managing IT-driven change, it is believed that aset of critical
success factors can be developed to guide IT managers in meeting this challenge.
Specifically, the objective of this research is as foHows:

To identify the critical success factors (CSF's) in managing the change associated

with the implementation of enterprise-wide packaged software solutions.



1.5 Chapfer Outline

“ A cha;_iter outline ofthé remainder of the report follows

- Chapter Two: o
Chapter Three:

Chapter Four:.

- Chapter Five:
- Chapter Six: -

© Literature Review

 Research Methodology |
Presentation and Analysis of the Results
Interpretation of the Results -

Conclusions
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CHAPTER TWO: LITERATURE REVIEW
2.1 Role of IT wiﬂﬁn the organisation

The business paradigm of the fisture will be characterised by continuous and ongoing
‘change. To understand this change and the nature of it’s impact, it is nueful to develop
- conceptual framework of the organisation of the future,

" The concept cf organisational domains has been widely used for this purpose. In terms
of this approach, organisations can be vie_wed as consisting of key segments which
aniquely identify them from other organisations, This cohcept has been formalised

F IS e R e,

into a model, known as the MIT 90s paradigm. Accordingly, the following |

orgamsatlonal domams can be defined:

MIT 90’s Paradigm

External
Technology
Environment

and Culture

Organisation

Boundary

~ External
Sociceconomic
environment




1. Organisational structure

It bas been suggested that common charactcnsucs of 0rgamsat10na1 structure are
hierarchy, rules and procedures, differentiation of orgamsahonal units, degree of task
specialisation and span of: contro] (Sankar, 1991). As tlis is traditionally the most.
tangible and malleable domain, it is most ﬁ'equenﬂy targeted in “busmess
1mpr0vement” campmgns {Overholt, Kroeger, Prager 1994)

-2, Buyiness processes

| Pfoecsses are the discreet sequence of tasks performed to achieve a specific objective.
Hammer and Charapy defined business processes &s: |
“ ,.a set of activities that, taken together, produce a result of value to the customer”
(Hammer and Champy, 1993)

Business processes provide a critical link befween the org&nisﬁtioual strategy and '_ i
information technology within the organisation. They provide the mechanism for
aligning business and IT strategies (Scott Morton, 1991)

3. People

The people domain relates to the attitudes and behaviours of employees within the

orgamsatxon, as well as the reward systems which support behavmur pattzms Sankar
(1991), speaks of the “Behavioural Domain”, which involves:

“...attitudes, personality determinants, perception, leadership behaviowr, value and

‘group behaviour among other factors,”

Sankar (1991)

10
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Informauon and technology systems are the structures constraints, and demands of "

the cnmmumcatlon, n‘ranufautunng and semce dehvery systems within thes
. Qrgamsatmn (Overhcl‘gﬁroeger, Pruger 1994)

_ Umng the above modei it can merefo*z be seen that IT is but one component or
domain within an orgamsa:ﬂom The mtegra:ted nature. of the model does however-
suggest that none of the above domains operates in isolation to another As such, the
“learning organisation” of the fiture will need to manipulate and align all four of
these “levers of change” to compete successfully in the future. |

2.2 Impactof IT implemels}iation on the organisation

Altho'ugh' IT is .on];y one component within the above model, Overholt, Kroeger,
Prager (1994), argue that it is perhaps the most significant domain to induce change.
These authors suggest that organisations are: '

“ Jdncreasingly focusing on information technology .systéms to create change
throughout the entire organisation * ITis being recogni&éd as a powsrful enabler of

change which has the ability to qﬁ%cnveb- knit rogerher all the key argamsahonal

damams
Overholt, Kroege_ar, Prager (1994),

The pervasive nature of IT is clearly evident when analysing it’s impact across the

organisation.

11 o :



As an enabler of BPR, IT changes the wéy in which people perform their jobs, It is |

- not only the ta.sioz themselves whibh'change, but the manner in whidh.‘.ﬂ_;aSe tasks are
. to be p_erfo;shed which are changed. Zuboff (1991) talks about the informated
_"‘_urgamsanoq, ﬁ& whm\ the daiubase is an equalising source of lmowledge This is

especmﬂy 1111}5* of enterpnse-mde software packages, where high levels of mtegrahon -
‘are apparent In such orngmom, access to mformatlon enahles workers to perform
jabs they were prev:ously unable to. In many cases this may result in redundancles,,

- partxcularly in the mlddle management strata (Benjamm and Levinson, 1993)

i Entegrat/zd soﬁware enables process _1-eengiueering by chmmaﬁng _ﬁ.\ncﬁ&ﬁal

* boundaries. This has a significat impact on organisational siucture by facilitating: the.
trend to flatter, ontcome orientated organisations. The orgamsatmnal changes in tum |

necessﬁate changes in JOb descriptions and skills,

By speeding up Iﬁrocesses IT is a key enabler of time-based competition. The

spesding up of process cycle times in turn impacts on the work ethic inherent in the
orgq,,.z.-satlon. ' '

:By realigning the status, power and working habits of individuals within an
organisation, the iﬁplementation of new technology may violate some of a group’s
- shared values and meanings (Cooper, 1994). The implementation of new technology
" has a divect impact on an organisation’s culture, and this culture-technolcgy conﬂict is

ﬁ-equently a source of substantxal resistance.



2.3 Softwere Packages |

'I‘he ﬁervasiVe and invasive impact of IT on an organisation outlined abave is
magmhed i the case of emterprise-wide packaged solutions (EWPS’s). Many
orgamsatwns are selectlng the package route as a strategm choice in terms of
technology d!;'ectzon This approach is in line with the thinking of Hopper (1990)
who emphasises the mpoﬂanee of intelligent application of IT &s a means to
sustainable computittve advants -5 as opposed to the technology itself. Accordingly,
organisations are seemg the merit in not “reinventing the wheel”, but rather applying
technology cxeatwely in dnvmg orgaﬁrsauonal Mpmvement.

The need *‘br.entelprise wi'de' software packages has been strengthened as a result of
the decentralising focus during the 1980’s. The development of strategic business
units has left organisations with a vasiety of inconsistent technologies which m]‘nblt
the infroduction of enterprise wide applications. The need_ to have a centralised data
repository which determines siandards and strategic divection is thus essential.
(Carlyle, 1990) | - |

The emphasls on cost—cuttlng vmhm IS has forced many organisations to face the
“malce-or—buy decision. In many cases, external vendors have more business
knowledge and experience and are thus betler suited to the provision of IT services .
(Carlyle, '1990) ‘This favt, coupled with the ever-increasing need to co-ordinate the
enterpnse through tlght couplmg of core processes provxdes a compelling argament
for EWPS. |

In addition, LEWPS provide better quality business information by infegrating
processes and providing real-time snapshots, The business trend towards need based
team fanmng is supported by pro\udmg open access fo information wﬂh few

| requirements for approvals

13



\\
In essence, BWPS: enables JT to become a transparent back-engine whlch dnves the

orgamsanon 'I‘he techmcai) infrastructure is in many ' ways mvlmble to the
organisation, freeing people ﬁp to focus on the creative utlhsahon of the technology )

2.4  Causes of Implementation Failure

Havmg hlghhghted the role of IT and speclﬁcally errterpnse»mde packaged SOIIItIOIiS

as a Rey enabler of corporate renewal, it is necessary to focus on the reasons the -

potenhal of these systems is frequenﬂy not realwed

It has been suggested that ...”the major detcrrents. to successful I8 'implementatioﬁ
include' both techuical and orgamsatxonal issnes” (Krovi, 1993), Technical jssues
_ _mclude poor system desagn, lack of a dcvelopment methodology and madaquate-

- requiretents definition (Rockart and Hofinan, 1992). It is however argued that the
‘behavioural dimension of IT irnplementation is more complex and more likely to
determine the ultimate success or faﬂure of the implementaiion. This sentiment is
echoed by C_orbitt and Norman (1991), who suggest that:

_J"..

“a failed e,ﬁ‘"ort fo implement new reahnology may in 9 out of 10 cases be a failure fo

S

| under.s'tand und adequately manage the change process”, - e
(Corbitt and Norman, 1991)
This view is shared by Prager and Overholt (1994), who believe that projests often

fail not because of technical flaws, bt because the people in the organisation reject

them.

ir

14



2.5 The dynamics of change

in manﬁging change, what really needs to be managed are the transitions mthm the
organisation. Bridges (1991) defines transition as “the psychological process peoplé
go through 1o come to terms with the new situation”. He believes that transition
involves thrée distinct phases; endii:lg, neutral zone, and new beginning. Managing
change essentially involves an acknowledgement and understanding of these three

aspects.

People have a natural resistance o change, the American economist John Galbraith

once said;

“Faced with the choice between changing one’s mind and proving there is no need fo
ng £y

¢, almost everyone gets bu.éy on the proof”
(John Galbraith)

In order to manage organisational transition, it is necessary to understand the

dynamics of change resistance.

2.6 Causes of resistance to change

Individuals within an organisation develop beliefs and assumptions over time as to the

‘pature of the environment in which the organisation operates and the operational

routines which are seen as key to the organisation’s success. This paradigm develops
through interaction with other individuals in the ctganisation and effectively results in
a relativcljr homogenous approach to the interpretation of complexities facing the
organisation (Johnson, 1992). This patadigm then forms an intrinsic part of the
organisational fabric.

15



When faced by change through, for example, the lmplementatxon of new technology,
people will attempt to interpret this change within the Doundaries of their exlstmg- '
paradigma. Effective change therefore requires a paradigm shift in terms of which
. people have to extend their comforf zones and align themselves with a new éorporate '

culture. The magnitude of such a realignment me\utably results in resmtance and an -
atiempt to maintain the status quo. |

2.7 TT Managed Change Vs General Change |

Models from the change manugement iitnraturc provide a valuable starting point fiom
which to analyse technology enabled change. It has however beer érgli_ed by
" Benjamin and Levinson (1993), that tachnology based change is in certain aspects

unique from other change initiatives, Specifically, the following key differences exist:

e The change reaches across traditional functional bovmdaries. This i is partmularly |

- fme of integrated software packages, which facilitate and in many cases depend on a

process orientation. This sentiment is echoed by Rockart and Hofnan (1992) who
argue that IT systenis are working across i:l_ot_on]y functional boundaries within the
value t_:haiﬁ,- but frequently across mulﬁple business units and multiple organisations.

¢ Knowledge and power shifts in the organisation. Prior to the implementation of an

IT system, knowledge is generelly resident in the people, specifically the semior
people within the organisatioﬁ. This knowledge wes in many cases the soutce of their
power and influence in the orgénisaﬁon. Wlth the implementation of the IT system,
the source of knowledge shifts from the individuals to the database. Depending on the
01gaxusat10na1 culture, and Speclﬁcally the corporate attitudes to information sharing,
this power shift can cause major resistance to the adoption of the new technology.

16
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Cooper (1994), speaks of the “inertial impact” of culture on IT implementation, and
Overholt, et al (1994) speak of the set of “., beliefs, values a.ﬁd attitudés” wiiich an
mformauon system creates in mdmduals Ti’ﬁse authors argue that many
organisations typically build their cultures around the underlymg technomgy. When |
this technology is changed, through for example the implementation of 2 new systen,
this' may violats some of the shared norms and values of the individuals in the
Orgarﬁsaﬁon. When this happens, culturally-based resistance to the new IT 6ccur's and
g t]:ic ability to implement the new IT is inhibited. | |

e Process cycle times speed up. Process reengineering genmﬂy focuses on reducing
cyo.e times. As a key enabler of these reengu*eered processes, IT is directly associated

with the increased business pace, The secxmty created through familiarity i is -
threatened in such situations, giving rise to resistance,

o IT changés not only how people work, but also what they do. Used as a
mechanism t shape 6orporate strategy, IT frequently creates new demands on

efnployees. -
2.8 The Strategic Grid

The sirategic grid developed by Robert McFarlane provides a useful framework
within which the iinpact of EWPS’s can be analysed. In terms of this matrix,
information systems can be classified into one of four categories, depending on the
their impacf on the organisation and the degree to which the organisation is dependent
on the technology. In terms of this matrix, systems could be defined as support if the
existence of the business was dependent on them; and as factory if they were
depended on to achieve proﬁtability.. Strategic systems are those which are designed
to provide the organisation with a competitive advantage, and turnaround systems are
aimed at sustaining this advantage. (McFarlane, 1984) "

17
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Strategic Grid - |
R  Bigh
~ TECHNOLOGY T Tacory | Strategic
- DEPENDENCE | |
Support " Turnaround |
Low ' " Higﬁ

TMPACT

- Organisations who move from a mainframe, batch-type environment to 8 ﬁﬂly _

_ mtegrated rea1~tm1e environment experience a fundamental parachgm shift. Their - -
dependence on techﬂology inicteases substannally as the mformattan systcm be«’omes
core to all their busmess processes, In terms of the McFarlane gnd, this moves them |
up the vertical axis of the mamx '

As highlighted above, the true potential of information technology can only be
realised if this ﬁmhnology is implemented in support of réengineered business
‘processes. In the case of EWPS, the product itself is widely availablg, and as such if is
merely a commodity. The product itself does not offer any stratogic advantage. What =~
it does offer is an enabling mechan_ism which, if implemented correctly, can create o
stfétegic advantage for an organisation. In this sense, EWPS has the potential to be
classified in the strategic quadrant in the McFarlane grid, |

The design and implementation of a strategic system places an blganisation, from a

technological point of view, on the top right hand corner of the grid. The realisation of
the strategic opportunity however, requires a paradigm shift in terms of which the

people within the organisation alse move from the support to the strategic quadrant.

This shift is effected through the change manzagement techniques discussed below.

18
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For an infqrn'léhtinn system to. be truly strategic, a dual approach is required. On the .
one hand, thé:_' techn_dlogy and business must be alignsd_'to\'vards the achievement of
_ strategic advantage. On the other hand, the organisational dynamics must be managed
to ensure alignment of the organisation to the new busmess paradigm.

'lakmg these issues into account, it is necessary. to analyse what are seen as key

elements in managmg IT driven change.

2.9 Key Elements of Successful Change
| Current thougirt in the change management Jiterature suggests that there are a number
of key elements to the management of successful change. This will be used as a basis
in developing the key components of successful change menagement within an EWPS
implementaﬁon. Although these componeﬁts are indicative of what must go nght, fhe
presence of all of them does not necessarily ensure success. It is the effective
combination '6f all of them in varying degrées which ultimately determines success or

_. 2.9.1 Develop an awareness of th‘e need for change.

It is critical to develdf.t a strong business case for the need to change. People within
the organisation must feel cbmpel_led to change; they must feel that the future of the
otganisation is being threatened by the status quo. Within the IT paradigm outlined
above, the awareness for chahge must incorporate more than a focus on technology:
the need to change organisational structures, processes and skills must be emphasised.
Beckhard and Harris, as quoted in Benjamin and Levinson (1993} cite satisfaction
~ with the status quo as a condition which will foster significant resistance to change.

19
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2.92 Develop & clear vision of the future and a plan to achieve it

It is essential to create an awareness of where the qrganisaﬁon is moving to and how it
is going to get there. It many cases ihe imﬁlementaﬁon of an IT system i3 only ome |
dimension of the plan. A contextual awareness of the IT and it's role in the overall
strategy is therefore important. '

Beckhart and Harris (1987) equate a vision as the magnet which sostains commitment
to the effort. The viston itsel’ goes sone way io resolving the management par_adc_zx of
having to create stability in times of change (Price Waterhouse,1996). A constant
message encapsulated in a compelling vision both stabiliées and motivates change, It
prowdes a road map where both the route and final deshnat:on is shown and servesas
a source of stablhty throughout the change initiative. '

203 Strong mandate from senior management
Clement (1994), states that: L

“Management Ieadershlp e.speczal!y top management - is prabably the most crzttcal

element in a major orgamsat:onal change eﬁarr 2
It may be ar-guéd that the requirement is not so much for top management

_ cominitment, but for commitment from what Kotter (1995) calls “a powerful guiding

coalition™,

20



In the case of, an EWPS, the successful 1mp1ementat10n of the systerti is dependent on
people learning and committing t© new ways of domg things, The acceptah;hty of
behaviour patterns is determined from the behaviour exhibited by those_percewed_ as
organisational leaders. These people ﬁlay well be senior management, but ma’y. also

-~ include union leaders or customers. The extent to which these penples behmvionr is

pcrcexved as supportmg the new iechmlogy wﬂl largely shap acceptance behaviour
by others in the organisation.

It is the action of these people rather thau their words which is cntxcal All the
stakeholders in a tcchnology mplementaﬁon must buy into the system and buy-m

 mustbe v151hle to the orgﬁn:lsanon as a whole,

2.9.4 Continuous evaluation and communication of the ongoing impact

In many cases, fear and uncertainty are the greatest internal causes of resistance to

change. This is particularly true in IT implementations where the technology is seen
as a black hole by many employees. Fear ranges from losing one’s job, fo losing

power, confrol, comfort or security. '_I'he pervasive nature of EWPS’s does in many -

cases result in some or all of these materialising, Irrespective of the expected outcome
the FUD factor (fear, uncertainty, doubt) is best combated through open and honest

communication.
The impact of the technology must be communicated to all stakehol_ders as early and

often as possible. Pecple must be made aware of how the IT will impact them and the
benefits which they as individuals can expect from the process.

2



2.9.5 User participation m tha process -

Once an awareness of the nieed to change has been created, frue commitment to the
cause is best achieved through involyement in the process. To quote Bruss and Roos
(1992); |

“The secret to change management is for aII employees to feel lzke masters qf their

Jfutes rather rhan bysranders

In the case of EWPS’s, user involvement has multiple benefits. By incorporating users

in the system design phase, they can learn and develop as the system develops. The
change process is effectively broken down into manageable steps which are far easier
for inflividuals to internalise. |

Continuoué. hands-on involvement also creates greafer familiarity with the technology.
This helps overcome the uncertainty which new iechnology inevitably introduces and

which frequently causes implementation failure.

Involvement of kéy users serves to bridge the gap between thé systcm.kndwledge of
the technical experts and the practical businesé realities, Without this involvathent, the
risk exists of develdping a gystem based on high level management intent which is not
workable on the ground The cotsequence of this would mewtably be user frustration
and re;echon

User involvement is arguably the most powerﬂll tactic availé_ible to manage change
with EWPS systems. With these types of solutions, the facility exists to offer on-
going tangible exposure to the driver of change. This can be used to boost user
confidence and provide a source of empowcnnent in a situation lmtmlly percelved as

| threatcmng

22



2.9.6 Modification of organisational structures and reward systems to reinforce
changed behaviour - ' '

Functionally rich systems such as EWPS’s need to be supported by appropriate

_ organisaﬁonél structures. These types bf-ajfstems typically feqrﬁre changes in operator

skills, organisational procedures and structures, and cultural fabrics (Benjamin and

Levinson, 1993),

Meankin et al {1988), speaks of the need to support “user reinvention”. In niany cases,
effective systems enable people to perform their work in a shorter space of time. A

“key decision needs to be taken as to how these time savings are utilised. One approach

is to reduce the work force through layoffs or natural atirition, resulting in short term
ﬁna_licial gain. An alternative option is to allow users a degree of creative space within
which they can find new tasks and responsibilities to fulfil (Mankin, 1988). A good
example of this within EWPS implementatiors can be found in the development of
so-called super users within particular domains, The knowledge and expertise gained
by these people during the course of the implementation epables them to fulfil a
unjque role within the organisation as a mechanism for corporate knowledge transfer

In certain cases, joby levels and pay structures need to be modified to reﬂ_éct these new

skills and responsibilities.

2.9.7 Knowledge and Skills transfer

In many cases, the informatibn technology is the glue which hoids the char-"_{é |
initiative together, The durability df_ this “glue” is dependant on the extent to which
employees understand the new technology and are able to use it effectively, This
familiarity is best achieved throﬁgh extensive, broad-based transfer of knowledge and
skills, '

23



2.9.8 Unders&imding and plamﬁng the impact on existing organisational noyms
and paradigms. " '

- Aceess to information frequently determines power and statis in an organisation. The

quickest way to change the distribution of power is to change the characteristics of the
information ﬂoPr (Sahkar, 1991), The integrated nature of EWPS’s fundamentally
alters the information flow within the prganisation and the ceniralised database -
provides broad i_a,cc'ess to i_nfbrmatidn. This impét:ts on the established power

‘structures in the organisation and may give rise to substantial resistance, particularly

4

from those who perceive a loss of power. This impact needs to be understood and

. managed.



2.10 Theoretical Conjecture

The primary aim of this research is to identify the key elements in managing the i

change associated with the implementation of an enterprise wide software package.
To do this however, one has to define and describe the relationships between the key
variables, The development of the theoretical conjecture below is derived from the
following modified graphical representation of the MIT 90°s paradigm discussed on
~ page9, ' :

i

| ll‘a(:ka:g%= Tmplementation Paradigm

-
i



- Theoretical Cﬁnjlégjgure :

The implementation of an enierprise wiile software package impacts on key
orgarisational domains, namely the technology base, organisational strategy,

business processes and organisational S'h‘uczwe. Implementation success is

dependen on mamging the impacs on individual roles and culture, This is

achieved through adherence to the following critical success factors:

awareness of the need for change

. cr_'eatfng a vision :';vf the future

. leadership ﬁom“senior management
e communication - |

®  usor par;ricr;zmtion

s modification of reward systems

o knowledg: nd skills fransfer

. managing perceptions
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2.11 . Empirical Generalisations

The following empiricai generalisation has been developed:

The successful implemensation of enterprise wide software packages is

depemi’ent. on managing the consequent changes to individual roles and

culture within an organisation. This is best achieved thro ugh adherence to the

- Jollowing critical success factors

.

creating an awareness of the need for change
creating a vision of the future

leadership from senior management
cé;;;fnuous communication _.

user participation in the process

 modification of organisational structures and reward systems

knowledge and skills transfer

- managing perceptions and impact on organisational norms

2.12 Summary and Conclusions

Understanding and managing the impact of IT implementation on the organisation is '

. key to the successful outcome of the project, Having anglysed the key elements in

managing technology driven change, it is hecsssary to determiﬁe the validity of these
factors in EWPS implementations. This is done through the research methodology

below.
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CHAPTER THREE:RESEARCH METHODOLOGY
31 Research Question
The fdlilowing Tesearch quastioﬁ is posed:

What gire the critical success factors underlying the management of the change

associdted with the implementation of an enterprise-wide software package?
3.2 f_ Research Method

The research method used for the collection of information was based on a case study
example;” Information was gathered by means of semi-structured inferviews with
- people who were substantially involved in the implementation effort. A series of
questions were drafted based on the literature review sbove, and used as a basis for
 discussion (see appendix 1). The author’s involvement in the project also enabled
 participant observatibn as a data colléction and opinion formulation technique. The
value of the case study method as a means of building information mmmgement
 theory is highlighted by Smith (1990), who sated:

“Case studies of whatever form are a refiab!e and respectable procedure of .mci&l
analysis... much criticism of their reliability has been based on a misconception of the -
. basis upon which the analyst may justifiably extrapolate from an individual case study
to the social process in general .. The validity of the extrapolation depends ﬁor on the
gipicality or representativeness of the case but on the cagnecy of the theoretical

regsoning”

Smith (1990)
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3.3 R_eSearch Sample

The case study was based on an organisé:tion in-ﬂle.manufactuﬁng industry. Data was
diavm from key nsers who were involved in the first phase of the project. The scope
of this phase focused mainly on the outbound logistics processes (inventory
| management, sales ¢ycle and production pianning. The integration aspects to costing

- and financial app}jcéiibns_ was also included, | |

The manufacturing facility of the orgaﬁisation is baséd at the company’s head office.

" The sales and marketing office is located some 600 km awav, close to the key
_ 'customem The project enjoyed a high proﬁle in the orgamsatmn, with a- number of”
articles appearing in the company newsletter (see appendJX k)N . L

_ Regular mtegratmn meetings were held between the kwy functional areas, ﬁ-equently '
tesultlng in lengthy and sometimes heated debate r.m bumness philosophy. The
- enthusiasm and commnment of those mvolved in the project was a key factor in

resolvmg these issues for the common good

An interview schedule was drafied, allowing for thitty to forty ‘minute sessions with
each of the respondents. These sessions were recorded, with the consent of the

respondents. The purpose of these sessions was. to gain an understanding of the

individuals reaction to the implementation, as well as their perceptions as to the
~ overall otganisational reéponse. The key factors identified in the Titerature review

were used as a framework within which i'thg' discussion was structured, |
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CHAPTER FOUR: PRESENTATION AND ANALYSIS
OF THE EVIDENCE | o

4.1 Key Themes

13a9ed on the responses received during the course of the intetviews, a number of
key fthemes'were apparent, Appendix 11 presents a table of responsés, indieating the |
: pcn:ééntage-of interviewees who indicated that these factors were significant oy would
~ have been significant in managing the change initiative. Following on from this is a
discﬁssion about each of these themes which provides insights .ir_lto the signiﬁcanbe of
each factor, ' |

Awareness and Alignment

The first three questions in the interview focused mainty of the sigxﬁﬁcance of change
awareness and the importance of aligning the changc' initiative to the organisational
 strategy. | |

The need for change was to a large degree initiated by the external environment.
Changes to the indusiry étructt:re, as well as dissatisfaction from key customers made
senior management aware of the need for change, This awareness wag filtered through
the organisation and used to drive the iinplementation.

The perceived need for change was directly related to the level of commitment of the
peoplé involved in the process. The need for ch311ch varied across the different,
traditionally functional units of the organisation. Where the need was greatest, those
- people involved were more willing to _scé the advantages which the system had to
offer. They were more prepared i take the initiative and assume ownership, as the
system was seen 4§ a vehicle to assist them in performing their jobs more effectively.
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Ag stated by one of the respondees:
“The greater the need for change, the greater the desire is to change”

" In those situations where thc need foi'_ change was not as strong, people tended to
: '_s}mw"a greater resistance to the initiative.. They felt comfnrf:able with the status quo -
and therefore did not see the purpose of the system, In some cases, this gave rise fo an
element of fear, as people saw the system as a threat fo ’fheir..jobs. By not being aware
 of the potential benefits, they tended to focus on the perceived disbenefits.

~ Structure
‘The fourth question. focused on the importance of structure within the process. This

was aimed at testing the proposition that structure and stability in change were -
important in sustaining the initiative.

Haviug a clear understanding of the steps involved in the process had the effect of
focusing peoples’ commitment to the total effort. By understanding the big picture,
there was & greater ability to see the role of the individual in the overall effort.
Outlining the steps in the process was particularly important in the case of integrated
systerus, as ft provided clarity regarding the integration issues in the process, - |

In cértain cases, peopie needed a change iﬁ_mindshift;_ and this was facilitated through
creating a structure as the path to be followed and the eventual result was more clear.

Leadership

The fifth question was aimed at determining the importance of management
commitment and leadership in the process. '
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There was an extremely high level of commitment from senior ﬁ:uanage’msnt to the

process,
- As mentioned by one of the respondents:
“It was like o bright light .s'kining o the projecr all the time”

This commmnent had a significant impact in shapmg peoples’ behaviour thz‘oughout '
the process. In essence, ﬁ:us commitment set an example to those involved in the
process and acted as a motlvanng mﬂuence for them.

- “The involvement of semior munagement and their commitment to the process showed

pe_ople what the importance of their efforts were”

It was genetally felt that without high Ievél..committﬁent from senior management,
people wauld have been more inflexible to change, The pérception would have existed
that if they did change and things did not work, they would be held responsible. In a
sense, management coﬁi}'}nihnent acted as a safety net to those involved, providing .
recognition for new befiavmur pafterns through example. As stated by one of the

respondents

“If management does not show commiiment to the process, you have the problem of
‘commitment to your own job. You will rather focus on your normal job, as this is
 perceived as more important” | |

Communication

The role of commumcatlon in managing the change process was mvesugated thmugh

quesuon six,
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The level of communication was directly related to the level of commitment of the
.peoplc involved in the process, Where the communication was continuous and
frequent, people bought into the implementation to a greater degree, becanse they felt
they were part of the process. Where the.commuﬁication was not as eictensive, for
exarﬁp_].e at the lower levels of the organisation, people tended to blame the system
when problems were encountered, rather than trying to resolve the problem.

The level of communication had an added benefit in that it saved time throughout the
process. By kéeping people informed, they understood the impact of their actions on
those around them. This is particularly true in highly integrated systems. By
fac.ilitatingﬂ communication, particularly cross-modular communication, time was
saved due to not having to revisit system deéign issues.

User Pﬁrﬁéipﬁﬁon-

- The role of key users in the process and their level of involvernent was evaluated in

questions seven and eight

The level of user involvement in the process was directly related to the level of user
acceptange, User involvement fulfilled two key roles in the process, On the one hand,
it ensured comprehensiVe requirements input from those on the grotnd, resulting in an
overall more functionally rich system. On the other hand, it was highly effective in
ensuring system ownership. By getting people involved in the process, they took
ownership of the éystem and understood the reason and value of changing. The
acceptance of ownership in turn facilitated the transfer of knowledge, As people
perceived the system as being their own, they took the initiative in teaching
themselves how it worke‘.*d.. This initiative extended post-implementation, as these
people actively sought new and better ways to do things.
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User participation had the effect of narrowing the expectations-reality gap. Where

people were not adequately involved in the process, they had expectations of what the

 system would do once implemented. When these expectatidn_s were not realised, |
people became disillusioned. As stated by one of the respondees: |

“Peaple lost faith in the system, because it did not accommodate their requirements
entirely” |

~ Where people were involved iri the process, they perceived the system as an
opportunity to enhance theu: _]obs Where the levels of partlmpaﬁon were Iower, they
' percewed the system as a threat to their jobs

| 'Sustaining the change

The role of reward systems and knowledge ﬁansfer as mechanisms for sustaining

change was iﬂvg:stigated in questions nine, ten and eleven.

It was clear from the responses received that reward systems should include both
- financial and non-financial mechanisms. Non-financial rewards included job
enrichment as a result of role redefinition in the organisation. The mere opportumty of
gefting involved in the project as a means of increasing skills and marketabitity also
acted as a reward. :

The rewards provided were significant in sustaining the new behaviour post- '.
'inlpleﬁnentation. It acted as a motivating factor to those involved by recognising and.
rewarding_.their new behaviour pé.ttems. In many cases this was important as people
assumed greater responsibility within thel organisation as a result of restructuring. It .
also set an example to others who subsequently got involved in the project. By
making the rewards apparent, it sent a very powerful meskage mgardmg the
consequences of behawour changes
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| Knowleﬁg_e ‘trausfei‘ from the éonsﬂtaﬁts to the business was Inghly signiﬁ_ca:it in
maintaining the change initiative postimplementation. Where this ocourred, the
orpanisation was far better positioned to accommodate changes in the business within
the system. ThlS ability enhanced the overall buy—in and ownership of the system. The
- continual sharing of info:maﬁon ensured better synergy between the theoretical
knowledge of the consultants and the practical experience of the busmcss It also
resuited in a greater lovel of undersianding and scceptance of fhe final system.

Managing perceptions

The role of organisational cuiture and the 1mportance of managmg changes to the
culture was explored in question twelve '

The iﬁtégrated nature of EWPS’s facilitates information sharing. This in turn enables
a morc'teaming enivironment as people start working together, In many cases, the
integration aspect remo{red a lot of adminigtrative responsibilities and people found
they had more time on their hands. In certain cases, this resulted in'pcOple sticking to
the old ways of doing things as a means of justifying their jobs.

' Where some people were taken from their normal jobs, this sometimes created a
greater burden on those remaining. Managing their response to the increased workload
was important in fostering a positive response from them to the system and associated
changes. )
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CHAPTER FIVE INTERPRETATION OF THE
'RESULTS | -

5.1 Meeting the Objectives

- Substantial investments in Information Technology have in mauy cases failed fo
delivcf the anticipated benefits. It is now generally égreed that the true poteniial of IT
can oﬁlj’r be realised when the technology is implemested in support of reengineered
business processes. In fulfilling this role, the implementation frequently fails due to an
inability fo understand and manage the change asscé_.c'ia,ted with the initiafive. The
ohjécfive of the research, as outlined in the research objective, was to identify the
critical success factors (CSF’s) in managing the change associated with the
. mplementanon of antsrpnse—mde packagcd software solutions. Based on the change
management literature, a set of CSF’s was developed. The apphcabﬂlty of these
factors "»us then tested in an EWPS implementatlon. ' '

In terms of the empirical generalisations developed, the research highlighted the

| following:

1. Creatmg an awareness of the need for chahge _
All the respondents indicated that this factor was mgmﬁcant in managing the

 change.

2. Creating a vision of the future
The importance of structure and the creation of a firture visioﬁ was supported by
just over half the respondents. Overall, it was however perceived! as the least
significant factqr. '

3. Leadership from senior management
* Most respondents indicated that this factor was significant in the overall initiative.
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Continuous communication

_ The importance of communication was supported by ali respondents,

Significantly, this was the second most frequently mentioned factor overall,

User partlclpatlon it the process

_ Partlcxpatmn was perceived as the most important faotor in managing 11 '1 unpact

' of change caused by the 1mplemantat10n.

Modification of organisational structures and reward systems
The nnportance of reward systems, partlcularly non-financial was supported by all

respond ents,

Knowledge and skills transfer
‘The majority of the respondents mdlcated that they beheved th13 was an n:np ortarnt
factor. '

Managing perceptiohs-and impact on organisational norms
This was perceived as significant, but not to the degree of other factors analysed.

5.2 New Findings

The research showed that the facton developed WGre signiﬁcant in' managing the
changes assocxated within the systems lmplementanon. The significance of certain

factors over othérs was apparent, specifically the role of communication and

participation.
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In addition to the factors developed, it was clear that additionat issues are significant
in the case of EWPS implementations. Specifically, the ability to foster a high level
process orientation to the business was significant in facilitating understanding and
system ownershlp This factor, although not speclfically addressed through the

structured interview quesuous was supported by all the respondents, .

The development of a process uuderstandmg was very significant in the overall
initiative. As the project progressed, people became more process-orfentated, They
understood their role in the overall process and realised the significance of their
actions on others. This understanding Was key to the facilitation of commumication
between previously functional units. As the levels of communication increased, a
more teaming environment developed. People began to perceive problems as “our
problem™ rather than “the other guys problem”. The broad-based acceptance of
'responmbﬂlty was key to facﬂltatmg change which was percewed as being for the

common good

An additional factor, not widely éspoused in the change management literature, was
 that of knowledge transfer. The research indicated that this was significant in
sustaining the change initiative post-implementation. The knowledge transfer, of both

system as well as business concepts, pl_ayed an important role in facilitating the - -

paradigm shift from a fraditional batch environment to & real-time integrated

environmént.
5.3 Impact on Theory

Overall, the findings are consistent with the conceptual framework developed within
the theoretical conjecture. The new findings highlighted above, suggest that the
framework could be expanded to incorporate these factors, which appear to be
mgmﬁcant in the case of EWPS implementations.
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CHAPTERSIX:  CONCLUSIONS
6.1 Sugg”ested Areas for Further Research

Having identified the important issues in managing technology driven change, it
would be valuable fo focus on the practical mechanisms through which these issues
can be iﬁplmmkd. Additionid research cou_l& focus on how o foster an awareness
“of the need for change within an ofgmﬁsation; how to implement effective
coﬁnnunicaﬁon channels through for example project news letters, and the nature of

corporate reward systems to ensure the change initiative is sustained.

The factors which appear to be specific to EWPS, ie. the knowledge transfer pmccss. _

‘and the fostaﬂ.ng’df a process orienfa:ion could be investigated in greater detail. .
Specifically, the role of these factors in facilitating a paradigm shift in prewously
batch—onentated orgamsatlons

6.2 Management Guidelines

Based on the literature review and research conducted, a set of guidelines have been
formulated to enable organisations involved in the implementation of EWPS to truly
exploit the potential of these systems thtough the alignment of system functicrality
and orgamsatlonal dynamics.

I. Having a common frame of reference is key to ensuring a broad level of
undersianding and commitment to the process, One of the major obstacles 1o
achieving this in the case of EWPS implementaiions isin ﬁ:e terminole- - used.
Frequently, the temnnology used within the package means different ¢ -2s to people
in the business, giving rise to confusion, It is therefore imperative that time be spent
upfront bridging the gap between “package-speak” and business understanding.

o
N
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1L Onﬁe a common frame of reference has been developed, clearly identify the steps
involved in the process as well as the desired end-point. This is often best
achievad through & “back-to-front” approach in terms of which reporting
requirements ave identified upfront and then used to drive the project.

IIl. Involve as many peocple in the process as possiﬁle, and always attempt fo ovet

communicate, User involvement should not ignore the role of lower level users

who will operate the system af thie end of the day.
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APPENDIX 1

Interview Questions

With respect to the following questions, indicate whether the following issues were
important in managing the change effort. If they wete not apparent in your expetience,
ilo you believe they would have made a difference? .

!, Was there an awareness of the need to changg, or was it merely | management
dictate?

2. Ifyouthought there was a need to change, what did you regard as the
mnsequences of not changing?

3. Was Jc!sh:re clanty regarding the role of the systems nnplementatlon in the ovurall
strategy and vision of the organisation

4, Wasthe end«-pdint established as well as the steps reqmred to aﬂéfn this result?

5. Were the senior management committed to the process? If so, what difference did
this make?

6. Wasthe impact of the implementation clearly and continuously comtnunicated to
all involved parties?

7. To what degree were key users involved in the implementation process?
8. What fmpact did this have on the overall acceptance and utilisation of the system?

9, Were the organisational structures ana reward systems modified in any way to
support the changes in behaviow:? E,G. career paths for super ugers?

10. To what degree was there a transfer of knowledge from the consultants to the
organisation? _

11. Do you bq_l-"..eve this was significant in sustaining the change post-implementation?

12. To what extent did the system impact on individual or orgmusﬁtional power
bages? If so, was this change understood and managed?



APPENDIX 11

INTERVIEW RESULTS SHOWING FREQUENCY OF

| RESPONSE
No of | Frequencyof % of.Tt.S’&al |
Responses Response Response's'-_
Awareness 8 . MBI
Structure 5 . 7 - '_5_.55% |
Leadership 7 10 784%
~ Communicaton 8 L _ 14.29%
_Particibatiqﬁ S 8 ' 27 ) . 21.43%
RewardSystéms_ o 8 13 10.32%
-Knowledgg Transfer 7 - 8 _ 7.44%
Managing 6 11 8.73%
Perceptions : ' : N
'Proc%s _O;ientation _ 8 . o 14 .11.1.'i%
KEY

Number of responses indicates the number of respondents who believed the factor was
significant :

Frequency of Response indicates the total number of fimes the factor was mentloned
by all respondents

% of Total Responses indicates the frequency of response as a percentage of total
responses received
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