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Exploring Cultural Impact on Long-Term Utilization of Enterprise Systems

Guo Chao Peng
University of Sheffield
aex.peng@sheffield.ac.uk

Abstract

Culture has been increasingly recognized as a key
determinant of 1S and ERP success. By drawing on
theoretical antecedents in prevous IS and culture
studies, this paper examines and analyzes cultural
impact on ERP utilization in China. The study
involved 25 semi-structured interviews in two Chinese
companies. The findings identified that China's
cultural features of high power distance low
uncertainty avoidance and collectivism, can originate
a set of crucial ERP barriers and problems, which are
located in diverse management and organzaional
areasin Chinese companies. The study suggested that,
in order to address these cultural obstacles and thus
ensure long-term ERP success, Chinese enterprises
need to substantially change their traditional busness
procedures, staff attitudes, and management
behaviour. Given that many cultural factors are not
unique to a country, the findings of this study should
have applicability beyond China.

1. Introduction

Enterprise Resaurce Planning (ERP) systems are
enterprise-wide information system (IS) padkages,
which consist of a number of software modules that
aimed at supporting and integrating diverse busness
processes acmss functional divisons of an
organization [1, 2]. ERPs are widely perceved as the
most important development in the corporate use of
information tedhnology (IT) in the 1990s [3], and have
nowadays been adopted by thousands of modern
companies acoss the world.

As ERP bemmes popularized, it is increasingy
redized in the research field that ERP innovation is
heavily dependent on the nationdl, cultural, sacial and
organizational contexts, in which the system is
implemented and used [4, 5]. This redization results
in an increasing number of recent studies [6, 5, 7]
focused on ERP-related issues in different localized
contexts.

Among these, China has ceptured particular
attention from IS researchers worldwide [8, 9, 10, 11].
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This is not only attributed to China's remarkable
eoconamic growth in recent years, but is al'so due to the
fad that the country pos®sses the world’s third-largest
IT market after the US and Japan [9]. ERP sales in
China are rising particularly fast, from US$ 70 million
in 2000 [7] to around US$ 1.04 billion in jug the first
half of the yearin 2008[12].

However, despite this rapid development of the
ERP maiket, ERP innovation in the Chinese context is
never a straightforward task. In paricular, cultura
differences, between Western courntries where ERPs
are originated and China where these systens are
operaed, can raise subgantial challenges, difficulties
and barriers to ERP implementation and usage [8, 13].
The effects of cultura issues on ERP implementation
in China has received condderable attention from IS
researders [7, 8, 9, 10]. Nevertheless, there is a
scarcity of studies focused on the impact of Chinese
culture on ERP utilization at the post-implementation
phase. Since more and more companies progress from
implementation to exploitation of ERPs [14, 15], this
topic has become incressingly significant.

Consquently, the redization of this reseach gap
led the researcher to conduct the study reported in this
paper. This reseach study examined and analyzed the
influence of culture on long-term ERP utilization and
exploitation in China. The reseach involved a multi-
case study of two Chinese firms. This paper is
structured as follows: the next section presents a
literature review on cultura factors that may affed
ERP exploitation in the Chinese context. Subsequently,
the reseach methodology is presented, followed by a
discussion of the researd findings. Finally, discusson
is made on the limitations and implications of the
researd, with conclusionsdrawn.

2. Cultural impact on ERP exploitation

Culture, as defined by Hofstede [16], is “the
collective programming of the mind which
distinguishes the menbers of one group or category of
people from another”. In fad, culture will not just
shape an individua’s pattems of thinking, feding and
potential acting [16], but will also influence behaviour,
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rules and management in organizations [6, 10]. The
nature of culture thus detemminesitsimportancein bath
individual use and organizational exploitation of IS in
generd and of ERP in particular.

In China, culture is often perceived as an important
determnant of ERP success [8]. The discrepancy
between the Western and Chinese culture has been
reported to have profound impad on ERP innovation
[7, 10, 13]. In particular, data format and language are
identified as typical cultural issues influencing the
adoption and usage of Western ERP padkages in the
Chinese context [17, 7, 18]. As reported by Xue et d.
[7], presentation, formats and content of reports and
tables generaed by foreign ERP systens (e.g. SAP)
may nat suit the needs of Chinese companies. These
foreign ERP products may aso not be easily
customized and locdized into Chinese language [7, 19].
The existence of these cultural issues can certainly
reduce user acaptance at the post-adoption phase[14].

However, and in fact, many Westem vendors (e.g.
SAP and Oracle) entered the Chinese ERP market in
the early 1990s In order to improve the localization of
their products, foreign ERP vendars, like Orade, have
gradually set up a number of research and development
(R&D) centers in Chinain the 2000s [42]. Given the
past success history and strong R&D capability of
these leading system vendors, it is reasonable to argue
that their ERP products should have now been
subgantially improved and locdized to med the needs
of Chinese users.

Moreover, Zhang et a. [8] mentioned that foreign
ERP vendars took up more than 90% of the Chinese
ERP market sharein 1998. This situation in China
however has been dramaticdly changed during the last
decade. In particular, as shown in Figure 1, foreign
and domestic vendars respectively hold about half of
the Chinese ERP market within the manufacturing
industry in 2008.

Langchao?,
6.90% Others, 18%

Kingdee?, 7.70%

INFOR, 8.60%

SAP, 23.50%
UFIDA?, 9.70%

Oracle, 11.30% Digital China®,

14.30%

# Chinese ERP vendors
Figure 1. China’'s ERP market sharesin the
manufacturing sector in 2008 2]

These facts clearly indicate that, investigation of
cultural impact on ERP utilization in China should go
beyond the previoudy identified issues of report
presentation and language trandation. More critica
cultural aspeds, which can affed the usage of not just
foreign but also Chinese ERP padkages in locd firms,
neel to be explored.

In truth, Hofstede [20] identifies five independent
dimensions that can be used to distinguish cultural
feaures between one courntry and another, including:

»  Power distance — indicates the extent to which
the members of organizations accept that
poweris distributed unequally;

e Masculinity vs. femininity — refas to the
extent to which individuals perceve the world
as assertive/competitive or modest/caring;

« Uncettainty avoidance — deds with a scciety’s
tolerancefor uncertainty and anbiguity;

e Collectivism vs. individudism — shows the
degree to which people value relationships
with family, friends and colleagues;

e Long vs. short temm orientation — indicates a
sceiety's time perspedive, or the importance
of the future versus the past and present.

According to Hofstede's study [20], the Chinese
culture is charaderized by high power distance, high
collectivism, low uncettainty avoidance and long-term
orientation. An extensve review of the IS literature [8,
13, 21, 22, 23] suggested that Hofstede' s dimensions of
power distance, uncertainty avoidance and collectivism
often have essential effeds on IS adoption and usage in
Chinese companies. These three Hofstede dimensions
were thus selected to be explored intensively in this
ERP study.

2.1. Power distance

High power distance is one of the features
embedded in the traditional Chinese culture [20]. This
cultural characteristic has resulted in very centralized,
directive and hierarchicd management systens in
Chinese companies [21, 22].

In particular, top managers in Chinese firms often
hold ultimate control on many organizationa aspects,
and are inclined to make centrally dedsions [21, 22].
Remers [23] argues that such centralized management
system enables Chinese top managers to make
important 1S decisions without collecting and
considering alternative idess from a wider group of
people (e.g. IT experts and system users). However,
becaise top managers are velry often neither IS experts
nor daily users of ERPs, they may ladk experience of
operaional situations and have insuficient technical
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knowledge to make appropriate ERP mantenance or
enhancenment decisions ontheir own[14].

On the other hand, power centraization in Chinese
firms often implies low staff empowement. Under
suwch organizational climate, Chinese enmployees may
generdly accet work as assignment from their
managers without knowing or thinking the reasons of
doing so [24]. These staff also often tend to adhere to
the directives of their superiors, but are reluctant to
propose solutions and initi ate new ideas to address the
problens at hand [22]. These working behaviours may
prevent Chinese managers and in-house IT experts
from efficiently reviewing and enhancing their ERP
systemsinthelongrun[13].

In addition, in the Chinese business culture,
organizational power is often peraived to be related
with the ability to shareor withhod information [22].
In other words information is a key souce and
indicator of power in Chinese firms, and is thus rarely
made acessible widely [21]. Moreover, under a
centraized managemeit mode, information flows in
Chinese companies typicdly follow the direction of
top-down directives and battom-up reporting [21, 22).
All these organizationa features however may reduce
the need and willingness for Chinese managers and
staff to exchange information fredy with each other
[21, 22], and thus representing a further constraint for
organization-wide communication and ERP usage.

2.2. Uncertainty avoidance

Low uncettainty avoidance is an integral part of the
Chinese culture [20]. Due to this cultural charageristic,
Chinese people are traditionally more tolerant of
uncertainty and unclear information than their Western
countemarts [21]. They also tend to accet situations
as they are rather than to predict and control the
situations [22].

As a consquence, Chinese managers are less
inclined to use systematic procedures and explicit
information to tailor budness plans and forecasts to
predict the uncettain future [21, 22]. Martinsons and
Westwood [21] go on to state that IT investments in
Chinese companies typicdly aim to automate, control
and monitor the company’s basic operations, rather
than to improve busness planning and decision
making. As a result, Chinese managers may not be
able or willing to fully exploit and utilize the analytical
functions of their ERP systems[13].

Moreover, insteal of conducting arationd analysis
of datarelated to a specific problem, Chinese managers
may be more inclined to make their dedsions based on
subjective experience, common sense and intuition
[21]]. Remers [23] reinforces tha managers in
traditional Chinese companies may not trust the data

provided and the suggestions made by ERP systens,
and may even modify the (eg. production and
purchasing) quantities recommended by the system
based on their own experiences. This however may
not just reduce utilisation and return of ERP, but may
also lead to serious human decision mistakes [13].

2.3. Collectivism

Hofstede’s study [20] showed that China has along
and strong tradition of colledivism, which values the
needs and benefits of the group over the individual.
This cultural charecteristic proves to have substantia
influences on Chinese organizational communication.

Spedficaly, collectivist menbers in Chinese firms
always tend to establish long-term relaionships with
close colleagues in the samework group [8]. Strong
personal relationshipsin turn alow in-group members
to develop and maintain better trus and loyalty with
each other [20]. This then provides the basics for
effective communication between group menbers in
Chinese companies. However, becaise such in-group
relationship generdly forms through along time frame,
it is often difficult to be accessd by outsiders [8].
This phenomenon results in that Chinese managers and
employees may only be willing to make important
information accessible within their groups, rather than
aaoss the entire organization [21, 22]. Zhang et a. [8]
conclude that this Chinese cultura feature represents
an impediment for crossfunctiona integration and
collaboration, which is entailed by ERP systens.

3. Resear ch methodology

3.1. Resear ch aims and methods

This reseach aimed to investigate and anayze
cultural impad on ERP utilization within the context of
Chinese organizations.  According to Yin [25],
Eisenhardt [26] and Benbaset et al. [27], the case study
strategy is particularly desirable and useful in obtaining
aneadotal evidence and in-depth human indghts to
investigate ‘a contemporary phenomenon within its
red-life context’. Therdore, the case study design
was adopted as a suitable approach to adiieve the
researd aim. Moreover, in order to alow crosscase
analysis and thus facilitate theory building and
extension [27, 25], this research adopted a multiple-
case rather than single-case design.

Two Chinese companies, located in the Guangdong
region, were involved in the study. In order to protect
the anonymity of paricipants, these two sites are
respectively referred to as Company A and Company B
in this paper.
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« Company A is astate-owned enterprise, which
has over 60-yearoperaional history. The firm
is a leading manufacturer of eedronic
productsin China. Its sales network covers 28
major regions actoss the country. Company A
currently has around 500 enmployees, with
annual revenue of around 180 million RMB.

e Company B is a subddiary company of TCL
Corporation (a prominent Chinese electronics
manufacturer). The firm has set up sades
branches in more than 20 cities in China. It
employs around 430 staff, and its annual
revenue reates 140 million RMB in 2008.

These two case companies were sdlected due to the
following ressans first, both sites have successfully
implemented ERP in al key functiona divisions,
including sales, production, purchasing and accounting
aread. Seond, ERP system has been using in these
companies for more than 3 yeas. Due to these facts,
managers and system users of these firms were
expeded to have adequate operaional experience and
knowledge on ERPs. Thus they were deemel to be
ableto offer valuable insights into the ERP and cultura
isswes being studied. Finally, and most importantly,
the CEOs of both sites recogrized the important role of
culture on ERP acceptance and usage in their firms.
Therebre, they were willing to not just grant acess
but also provide substantial support to enable the
reseacher to conduct in-depth investigation in their
organizations.

Moreover, China’s culturd charaderistics of high
power distance, low uncertainty avoidance and
collectivism as identified by Hofstede, are used as the
scaffolding to frame the study. In order to explore
intendvely cultura influences of ead of these key
charaderistics on ERP exploitation, semi-structured
interview was selected as the data collection method
[28, 29]. Thefollowing spedfic topics, which emerged
from the literature review presented above, were
coverdl in the design of interview scripts.

» Attitudes on power distance;

*  Managemaent style;

» Dedsionmaking behaviour and processes;

»  Staff working behaviour;

e Attitudes on uncertainty avoidance

* Planning and forecasting behaviour and
processes;

»  Attitude on collectivism;

e Staff relationship and group behaviour;

e Communicaionand cooperation between
departments,

e Impact of these aspects on ERP usage.

Subsequently, 25 semi-structured interviews were
conducted with the CEOs IT managers, and managers

and users in diverse departments (i.e. sales, financid,
production, and purchasing depatment) of the two
case companies (Table 1). These inteviews, which
involved managers and system users at various levels
and in al maor functiona divisions alow the
researdier to develop a holistic understanding about
current ERP usage in these sites.

Table 1. Positions of interviewees

Compary A Compary B

CEO 1 1
IT manager 1 2
Departmental manager
Sdes 1 1
Financial 1 1
Production 1 1
Purchasing 1 1
Systemuser
Sdes 1 1
Financia 1 2
Production 2 2
Purchasing 2 1
Total 12 13

All interviews were digitally recorded with prior
permission and lasted for 40 minutes to 1 hour. In
order to enhance the trustworthiness of data [28, 30],
written transcription was done on the sanme day that the
interview had taken place Moreover, the transcription
of ead interview was sent to the intervieweeto real
through, and thus alowing the researder to identify
and remove patentia bias or incomplete interpretation
[28].

3.2. Data analysis

The interview data was anaysed by using a
themetic andlysis approach with a priori coding.
Themaic analysisis one of the predominant techniques
for analysing qualitative data [31]. It is “a method for
identifying, analysing and reporting patterns (themes)
within data” [32]. This data-driven inductive approach
can often be used together with a deductive priori
coding [33]. In this study, Hofstede's three cultural
dimensions mentioned ealier were used as a set of
priori codesthemes, while a wide range of codes were
also identified from data. Following guidelines given
by Braun and Clarke [32], the thenetic anaysis
conduwcted in this study condsted of five stages, as
summarized in Table 2.

Furthermore, in order to organize and represent
concepts and findings derived from the analysis[34], a
concept map was established. As shown in Figure 2,
irradiating from the centre of the mgp are the three
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cultural charecteristicsthemes, which are linked to
their organizationd and ERP impad that emerged from
data. This concept mgp provides the structure for
reporting the research findings in the next section.

Table 2. Five stages of the thematic analysis

Stage Description of the process
1. Getting familiar Get known the data by reading
with the data andre-reading the data set.

2. Coding the data Developing the coding scheme,
and coding the textual data in a
sydematic fashion aaoss the

entire data set by using NVivo.

3. Conneding codes
with themes

Collating codes into themes,
gathering all datarelevant to
ead theme.

4. Reviewing themes
& developing
concept maps

Checking if the themeswork in
relaton to the caled quotes and
the entire data set, generating
concept maps of theanalysis.

5. Reporting findings Final analysis of seleded quotes,
rdaing realts bak to the
research question & literature,
presenting findings.

SQaff
empawerment 1S managers
Canls

High

Power
Distance s/ss
ISsalt
formarce
hemes )™

—
Cultural

Pocr commuricafon
chame! Low Affectysem ‘
i maitenence Deparmerta
Uncertainty e
Underuilize ERP Avoidance
ime conaming
torgsem Sl egeton

Traning

Andyical
functiosof ERP.

) Ladkot Iformal tsiness )
Relel business n Genginverking
anring uersandng procedres emironent

Figure 2. Concept map of reseach findings

User ressarce.

In addition, it should be noted that al semi-
structured interviews were acdualy condwted in
Chinese. Given that misrepresentations and errors can
often occur during translation [35], the data analysis
processwas carried out based on the origina Chinese
data set. Thus, only seleded quotes were trandated
into English in order for them to be presented in the
finding section. It was deemed that this approach
could help to reduce the probability of potentia
trandation emors, and thus raise the quality and
credibility of findings.

4. Findings

The findings of this multi-case study are presented
and discussed by using the concept map as scaffolding,
and arethus divided into threesub-sections.

4.1. Impact of high power distance

As discussed above, the Chinese culturd
charadetistic of high power distance resutsin Chinese
leaders holding close to absolute power and control in
the company [13, 22]. Intenviewees of this study
confirmed that, “power centraization is a very
common phenomenon in  contemporary Chinese
companies’” (CEO Company A).

As discussed in section 2.1, under this autocratic
environment, Chinese top managers may traditionally
be reluctant to involve IT managers and system users
in IS decision making [21, 23]. The findings of this
study however arecontrary to thosein the literature:

| am the first person to be contaded if any
departments have further IS needs. A seard for
potential 1S solutions to address these user needs
will then be caried out. After further disaussion
and consultation with the department concerned, a
proposd will be drafted andsent to the CEO. The
CEO will then hold a meetng within the top
management team to disauss the proposa further.
He will then make the final decision basd on the
result of the discusson and the information |
supfied (IT Manayer Company B).

It clealy emeged from this quote that, the CEO of
the case company would not make centralized 1T
dedsions on his own, athough he hads the power to
do sao In this case, in-house IT experts and system
users aso make an important contribution to the IS
dedsion making process These findings show an
obvious difference between the case company and
traditional Chinese firms reported in the literature [21,
23]. Inded, this change is deeme to be attributed to
China’'s increasingly competitive budness
environment, which requires Chinese leaders to adopt a
more cautious, professional and systemdic approac to
strategic planning and dedsion making. This fact was
confirmed by the IT manager of Company A:

Our increasngly hard market condtions determine
that we ae not alowed to make ary mistakeson 1S
development and maintenance issues [...] In order
to avoid potential risk and internal resistance, top
managers will generally take into account our
opinions and suggestions before making find
decisions, especiadly for IS which is not ther
specidistarea(lT Manager Company A).
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In fact, a rea problem caused by power
centraisation in these Chinese companies seemed to be
arbitrary allocation of management power, as cogently
stated by the same IT Manager:

In Chinese firms, the boss often hasultimate power
and control on many organizational agects. Thus,
the real power assigned to a manager may not
merely depend on his podtion in the firm, but also
largely depends on his personal relationshp with
thebig boss. The more your boss tusts in you, the
more the adual power you may be given.
Otherwise, you may not be assgned with as much
power and authority as you supposeto hawe (IT
Manager Company A).

As a result of this issue, IS managers in Chinese
firms sometimes may “not be adequately empowered
[...] and thus face difficulties when dedling with user
resistance and promoting ERP-related changes’ (IT
Manager Company A).

Furthermore, under a centralized management
system, Chinese staff are traditionaly inclined to
recave and follow explicit directives from their
superiors, rather than to criticdly question the
suitability of dedsions made by them [22]. It was
therefore predicted that Chinese enployees may often
not have the habit of making use of criticd thinking
[13]. The analysis of the data indicated that this
phenomenon does exist and represent a cruciad ERP
exploitation barrierin both case companies:

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

Many basic tasks (e.g system reguirement
analysis) were not conduwcted properly and
rigorously in ERP implementation. This led to a
lot of difficulties and disgopointments when we
adually use the sygem (Financial Manager
Company B).

| don't think they (i.e. in-house IT experts) have
done enough during ERP maintenance.  For
ingance, they don’'t have any detailed plans about
when and how often reduncant data of the system
should be cleaned. They should redly think about
such issues in more details and plan ahead
(Purchasing Staff 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
ladk experience for udng criticd thinking skills, or
they may be poa professionals. As a consguence,
these ERP tasks had nat be conducted by following a

proper and rigorous approach. This is certainly very
dangerous, and may even contribute to serious system
and budness disasters.

4.2. Impact of low uncertainty avoidance

Business planning and forecasting were perasived
as crucid tasks by all interviewees. Curiously, when
asked how ERP was utilized to facilitate business
planning, all departmental managers and users in the
interviews responded that ERP was mainly used to
support operational rather than anaytical activities in
the company. In particular, the Financia Manager of
Company B stated that:

For the financial depattment, ERPis mostly used to
process daly transections and for bookkeeping.
For other divisions e.g. sales and production area,
their ERP modules contain functions like sales
forecasting and production planring. However,
these analytical fundions are rarely used [...] We
still prefer edablishing budgets and forecasts by
using our traditional manual system (Financial
ManagerCompany B).

This result however isto be expeded. As discussed
before, Chinese managers are traditionally tolerant of
ambiguity [20], and are therefore lessinclined to adopt
systemdic procedures to predict future uncertainties
[21]. Consequently, they may not be willing to make
ue of planning and analytica functions of ERP
systems [13]. Indeed, this ERP issie may aso be
attributed to the fact that IS managers in the case
companies did not hold suficient power to deal with
user resistance and promote ERP usage, as discussed
ealier.

Moreover, further analysis of the interview data
indicated another significant ERP issie that could be
caused by low uncertainty avoidance, that is, the
readive approach adopted by Chinese IT staff towards
ERP problems:

IT staff in our firm would rarely come and colled
user feedback from us  Normally, what they will
do is just wait...wait for us to tell them what has
gonewrong [...] | don't think they will know these
sydem pitfalls at an initial stage as they are not
daily system users. They may only reaize these
problems until same serious consequences hawe
been caused (Production Staff Company A).

I don’t think our IT staff give a specific priority for
doing system review or evaluation. The IT
department may lad of people to conduct this task
regularly, or they may just think this is les
important (SalesManager Compary B).

As clearly shown in these statements, IT staff of
both firms might often not attempt to identify ERP
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problens proactively by either coll eding user feedbadk
or carmying out regular system review. They tended to
wait for system users to report to them any technica
issues encountered. It is reasonable to claim that, such
readive approach may be a result of low uncettainty
avoidance, which méekes Chinese IT experts fed
tolerant of uncertain and unclear information.  This
behaviour may inevitably lead to “delay in identifying
and resolving ERP problems, and thus reducing user
satisfaction” (Production Staff Company A).

4.3. Impact of collectivism

Under a collectivist culture, Chinese people often
consider a group rather than an individual as a
fundamental unit of political, sccial, and emnomic
concems [16]. This cultura feaure was found to be
enmbedded in both case companies, especialy
Company A which is a very traditional state-owned
firm:

A large amount of our employees have being here
for 30 years. Soyou can imagine that they would
develop extremey strong relationships with each
other after working together for such a long time.
Therefore, our employees generally have a strong
perception on the networks and groups that they
belong to (CEO Company A).

However, becaise ERP is developed based on the
Western culture that is charecterized by individualism,
it may often not fit in a collectivist society, like China
[8]. This fact was clealy pointed out 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 a PC. Many of them thus fed
tha ERP system has reduced their social
interaction with other in-group members, and that
they hawe been isolated from their friends (IT
Manager Company A).

This IT manager concluded that, such cultura
misfit may “inevitably result in user resistance in
acceoting and using ERP in the firm. Therebre, it is
esentia for us to provide substantia ERP training to
this type of employee”.

In addition, it is widely accepted that ERP systens
can help to break down departmenta boundaries and
thus facilitate crossfunctional integration [36, 37].
However, Allen [37] argues that, technical data
integration that can be achieved by using ERP may not
directly lead to socia integration of people across
diverse divisions. In fact, and as discussed above,
cross-functional integration and cooperation may often

be difficult to be achieved under China's collectivist
culture [8]. Evidence was found from the interviews to
support these arguments.

In particular, a financia staff of company B stated
that, clerks in the purchasing department would often
input duplicated supplier records into ERP. This had
substantially increased the difficulty and complexity of
the financial work. When asked whether they redized
thisissue, a purchasing staff of the firm responded:

We knew these mistakes would often happen.
Becaus we are always very busy, when adding a
new suppier we may not check whether an existing
record hasbeen stored in the sydem...a so because
our ERP cannot automaticaly detect dupicated
records and give us related wamings, we may often
enter dupicated supgier records into the sydem
[...] It is true that we have not paid sufficient
attention to this issle as such duplicated recads
will not affect our work too much, although this
may affect the financial department (Puchasing
Staff Company B).

It becameclear from this quote that, the purchasing
staff realized their mistakes and understood how this
may affed the work of their financial counterparts.
They however seemel to be “relatively indifferent to
these problenms” (Financial Staff Company B). It thus
emerged from these statements that, some collectivist
employees in Company B seemel to only care about
the benefits of their own group/department, when
overlooking problems that might be caused to other
divisions or even the entire firm. This evidenceclearly
showed poor cross-functiona integration and
cooperation in this case company. It is apparent that
such staff behaviour will inevitably affed success of
ERP utilization, which is heavily dependant on
efficient and sufficient organizational collaboration [8].

5. Further discussion and limitations

Overdl, by drawing on and extending Hofstede’'s
work, this study identified and explored a set of
cultural and organizationa barriers and issues that can
affect long-tem ERP utili zation in Chinese companies,
as summarized in Figure 3.

High Power Power centraization of top managers ‘
DistanCe | ™ 2ok of useof criticd thinking
Chinese Low Unoettainty Reative approach towards ERP issues Negative
Cutural Avoidance impact on ERP
Features Insufficient use of ERP andytical functions: exploitation
Resistance to adapt to ERP environment
Collectivism
Poar cross-functioral collaboration

Figure 3. Empirical model derived from findings
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In particular, owing to a long tradition of high
power distance, Chinese top managers typicdly tend to
remain very centrdized control in the firm. The
findings shaved that these Chinese lealers currently
may not be fully ready to empower their middle-level
managers, such as IS managers, who thus may not be
able to conduct their duties effectively during both
ERP implementation and post-implemeantation phase.
Moreover, it was confirmed that the centralized
management system in Chinese firms can actualy
discourage in-house IT experts from making use of
critica thinking, which in turn leading to poor
performance of this type of professional. Alsodue to
the cultura feature of low uncettainty avoidance
Chinese IT specidists may often fal to predict and
prevent cruciad ERP utilization and maintenance
problens proactively and efficiently. Apart from
these, Chinese system users were identified to have
resistance and difficulties to adapt themselves from a
collectivist climate that emphasizes in-group
relationships, to the new ERP environment that
encourages  crossfunctional  collaboration  and
commitment. In addition, it emerged from the findings
that Chinese managers and users, who are more
tolerant of future uncertainty, may be less prepared to
use analytical functions of their ERPs to support
business and tactica planning.

It is apparent that, these identified cultura issues
represent some of the major triggers for ERP post-
implementation failure in the Chinese context. In order
to increase the possibility of ERP success, some IS
reseachers [8] suggest that, China’s user companies
and system vendors neeal to custanize ERP padkages
to fit the local culture. However, it clealy emerged
from this study that, merely modifying the ERP system
may neither be able to remove the identified cultura
obstacles (e.g. power centraization, poor cross-
functiona  cooperation), nor  mitigate  their
organizationa impad. In truth, in order to overcome
these cultural impediments, there proves to be a need
for Chinese leaders and employees to make a
subdantial effort to change their current working
behaviour, routine business practices, management
system, and organizationa policies.

Additionally, it should be stressed that cultura
features are often not something unique to a particular
country [38]. For instance, collectivism also applies to
many cultures, suwch as Asia, Africa, and South
America[20, 38]. Also, both high power distance and
low uncertainty avoidance are inherent in the culture of
many Asian countries, e.g. Malaysia, Philippines, and
India [20]. Therdore, the findings identified in this
study may also be applicable to other nationsthat have
similar cultural and organizaional featuresto China.

This study has two limitations. First, athough the
Hofstede dimensions provide a good starting point to
study culture and its impact on information systens,
this model has been criticized for being too simplified
to describe all important aspects of national cultures|[6,
39]. In fact, other cultural feaures, e.g. high context
communication identified by Hall [40], may alsoaffect
ERP utilization in China. These additional cultura
aspeds are planned to be further explored in future
researd. Semnd, as atypicd disadvantage inhered in
any case study researd, the findngs may not be
strongly generdisable. Therefore, further studies are
strongly recommended in order to vaidate and
generalize the findings of this researd, especially the
empirica model presented in Figure 3.

6. Implications

The resuts of this study have important practical
implications.  Specifically, the findings can help
Chinese practitioners to identify and understand
possible cultura weaknesses affeding ERP utilization
in their firms. The identified cultura issues aso
represent a set of key area, which both foreign and
loca ERP vendors and consultants need to pay
particular attention when providing support and
consulting advice to their Chinese clients.

On the other hand, the findings also contributed to
theory. While prior culturd studies on IS and ERP [6,
7, 8, 10, 21, 23] focused manly on system
implementation aspects, this researd is one of the first
studies contributed to the gap of cultural influences on
ERP post-implementation, particularly in the Chinese
context. It extends our understanding on
organizational and ERP issues related to the cultural
dimensions of power distance, uncertainty avoidance
and collectivism, by identifying and exploring a set of
crucial culturadl barriers as highlighted in Figure 3.
Together with foregoing IS researd, this study
provides researchers degoer insights into cultural isswes
and impact aaoss the entire ERP life-cycle in China.

7. Conclusions

This study provides an in-depth investigation and
discussion into cultura influences on long-term ERP
utilizationin China. It particularly enphasized on ERP
impact asscciated with the Chinese cultural features of
high power distance low uncettainty avoidance, and
collectivism. The findings led to the conclusion that,
the Chinese culture can trigger a number of critica
ERP exploitation bamiers and issues at strategic,
manageria, and operationa levels in China’s
companies. Disregarding these cultural factors may
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lead to cruciad ERP failures, which in turn can
contribute to significant business disasters, as in the
case of FoxMeyer Drug's bankruptcy [41]. Therefore,
Chinese leaders and IS managers need to become
aware of these cultura isswes and their critical impact,
as well as to take proper adions to address these
crucia problens, in order to ensure continuous ERP
success at the pog-implementation phase.
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