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Abstract

Enterprise Systems (ES) are multi-million dollar systems that are adopted by organizations to improve
their operations. However, implementation of these systems is not straightforward and challenging, as it
requires changes in work practices and business practices. These systems become more complicated for
organizations in developing countries as they are based on western assumptions. While there are studies
that examine ES adoption in developing countries, there are still conflicting results. In this study, we
examine the critical success factors in different stages of ES implementation using multiple case studies of
three organizations in Bahrain. The findings show that there are different factors important in different
stages of implementation. Some of these factors are important throughout the implementation and others
are important in particular phases. This research has important implications for research and practice.
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Introduction

Enterprise systems (ES) are computer-based systems that integrate the complete set of an organization’s
business processes and data in a single information technology infrastructure (Davenport, 2000). Since
the 1990s, companies have been adopting ES such as enterprise resource planning (ERP) suites, customer
relationship management (CRM) and supply chain management (SCM) systems (Staehr et al., 2012).
These systems provide organizations with benefits such as reduction in cost, improvements in
productivity and quality, better resource management, and improvements in decision making and
planning (Shang and Seddon, 2002; Hart and Snaddon, 2014).

Despite these benefits, the adoption of ES is challenging as it not only requires co-ordination among
functional areas within an organization but also the commitment of employees (Davenport, 2000;
Parthasarathy et al., 2007; Wang et al., 2006). Fan et al. (2003) argue that enterprise systems are less
suitable for enterprises that do not have a uniform culture and nonhierarchical structures as the systems
follow standard design rules and require maximum integration of information flows.

ES has been adopted by organizations around the world most of which are developed countries such as
the US (Nah and Delgado, 2006; Bradley, 2008), Canada (Kumar et al., 2003) and UK (Loh and Koh,
2004). In general, the adoption of ES in developing countries is faced by challenges related to economic,
cultural and basic infrastructure issues which are normally less affecting in developed countries (Huang
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and Palvia, 2001). While there are some studies investigating ES in developing countries such as Malaysia
(Nah et al., 2007), Saudi Arabia (Al Turki, 2011), Eygpt (Rasmy et al. 2005) and Iran (Dedzar and Ainin,
2011), these studies have provided conflicting results. For example, according to Albadri and Abdulla
(2009), top management support is the most important factor in ES success, whereas Rasmy et al. (2005)
argues that organization fit of ES software is more important than top management support. These results
are conflicting because the studies did not examine these factors at different ES implementation stages
where one factor may be more important in the project initiation stage and less important in the project
maintenance stage (Shanks et al., 2000).

As such, there needs to be more process-based studies conducted in the context of developing/emerging
countries to better understand ES adoption. To address this gap, we investigate ES adoption in the
context of developing countries by using multiple case studies of three large organizations in Bahrain. The
next section discusses the literature on ES, and then we present our research model. In the section after
we discuss our findings and finally we present the conclusions of this study.

Enterprise Systems Adoption Literature

The adoption of enterprise systems is widely discussed in the literature. Researchers have investigated
critical success factors (CSFs) and proposed frameworks of CSFs for ES implementation (e.g., Al-Mashari
and Zairi, 2000; Akkermans and Helden, 2002; Al-Mashari et al., 2003; Brown and Vessey, 2003; Nah et
al., 2001; Holland and Light, 1999; Olson and Zhao, 2007; Somers and Nelson, 2003; Jarrar et al., 2000;
Bradford and Florin, 2003; Mabert et al., 2003; Parr and Shanks, 2000; Skok and Legge, 2002; Umble et
al.,, 2003; Welti, 1999). These studies reported on ES implementation in developed countries. They
studied the CSFs from different perspectives. Researchers, such as Nah et al. (2001) and Somers and
Nelson (2001), have argued that top management support, project champion, ERP teamwork and
composition, project management, and change management program and culture were amongst the main
factors that affect ES implementation.

The review of the literature on the CSFs of enterprise systems’ adoption shows that these factors can be
group into managerial, organizational, project related, technological, and external factors. Following is a
discussion of these factors, which are used in this research to explore the adoption of ES by organizations
in Bahrain.

First, the managerial factors are factors that reflect the top management expectations and support, which
in turn affect the adoption of enterprise systems. Top management’s approval and support is important as
the system implementation requires the allocation of valuable resources such as time, money, and
personnel (Holland et al.,, 1999; Shanks et al., 2000; Somers and Nelson, 2001). Managers should
establish new organizational structures, roles and responsibilities to support the adoption of the new
system (Roberts and Barrar, 1992). Enterprise systems adoption should be clearly justified (Falkowski et
al., 1998), the goals and benefits should be clearly stated and tracked (Holland et al., 1999) and the project
mission should be related to the business needs (Roberts and Barrar, 1992). Organizations should also
have a business plan that steers the direction of the enterprise system adoption. This is needed
throughout the project to specify the benefits, resources, cost, risk and timeline (Wee, 2000).

Second, there are factors within the organization that affect the adoption of enterprise systems. Effective
communication among stakeholders and within all levels of the organization is a critical success factor to
ES implementation as it enables communicating the project scope, objectives, progress, activities and
expectations (Nah and Delgado, 2006; Sumner, 2000). Moreover, users’ engagement and collecting their
feedback is highly recommended (Falkowski et al., 1998) as the adoption of enterprise systems will only
succeed if it addresses users’ needs and solves their problems (Nagi et al. 2008). Another important
organizational factor is minimum customization. For organizations to take full advantage of enterprise
systems, minimal system customization should be done which in turn increases the success chances of the
adoption project and also opens the way for benefiting from future updates of the system (Davenport,
1996; Sumner, 2000). Change management is also important throughout ES implementation.
Organizations should be willing to re-engineer their business processes to ease the adoption of the new
system (Bingi et al., 1999; Somers and Nelson, 2004; Nah et al, 2003; Al-Mashari et al., 2003).
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Third, the project setup affects the adoption of enterprise systems (Nagi et al., 2008; Shanks et al., 2000).
The composition and competency of the project implementation team is significant in the success of an
enterprise system adoption (Barki et al., 1993; Clemons et al., 1998). The team should have a leader
(project champion) who facilitates between the different members and tracks the project progress and
alignment in terms of schedule and plan (Sumner, 1999; Parr et al., 2000; Nah et al., 2003). The team
should include representatives from the different departments in the organization as well as
representatives from the vendor and consultants (Nagi et al., 2008). Researchers argue that it is necessary
to include people with business and technical knowledge in the project team and they should be given the
power to take decisions regarding the project (Shanks, 2000; Parr et al., 1999; Allen et al., 2002; Al-
Sehali, 2000; Bingi et al., 1999).

Fourth, the adoption of enterprise systems is also affected by technological factors like the legacy systems
used within the organization which users have been using and familiar with. The migration to a new
enterprise system requires establishing architecture before implementation to ascertain the inclusion of
all requirements in terms of data and processes which therefore eliminates reconfiguration at later stages
(Wee, 2000) and provides a way to monitor and check against the project goals (Bingi et al., 1999).

Fifth, external factors affect the adoption of enterprise systems such as factors related to the vendor and
consultant. The support provided by the vendor is key throughout the implementation process as well as
post-implementation (Roberts and Barrar, 1992). In addition, consultants experience and knowledge has
a major effect on the adoption project (Shanks et al., 2000).

The adoption of ES in developing countries

Despite the wide implementation of ES in developed countries, developing countries are lagging behind
(Huang and Palvia, 2001; Rajapakse and Seddon, 2005). This has motivated major ES vendors like SAP
and Oracle to focus on countries in Asia and Latin America (Huang and Palvia, 2001). The lack of
adoption of ES in developing countries has been attributed to the design of enterprise systems that have
embedded western assumptions about organizational practices that might cause culture clash when these
systems are implemented in developing countries (Molla and Loukis, 2005). In addition, developing
countries face specific difficulties that affect the implementation of ES, which are mainly economic,
technical, organizational, and social (Soja, 2008). Of the most occurring difficulties faced are social
difficulties related to the human resources involved in these projects namely employees’ knowledge and
education and lack of top management support and involvement (Soja, 2008; Dedrick et al., 2013). In
addition, economical difficulties, like the high cost of the planning activities of the projects’
implementation, are found to be more severe in developing countries than developed countries
(Kamhawi, 2008; Seethamraju and Seethamraju, 2008, Dedrick et al., 2013) and especially for small and
midsize organizations. Moreover, as Huang and Palvia (2001) argue, the adoption of enterprise systems in
developing countries is affected by inadequate IT infrastructure, governmental policies, small size of
companies, lack of IT/ERP experience and top-managers, and low IT maturity.

Many studies have reported on the adoption of ES in these countries (Middle East - Bahrain (Kamhawi,
2008), Saudi Arabia (Al-Fawaz et al., 2011), Oman (Maguire et al., 2010), United Arab Emirates (Albadri
and Abdulla, 2009), Egypt (Rasmy et al., 2005) and Libya (Twati and Gammack, 2006)). Some of which
(e.g. Albadri and Abdulla (2009), Al-Fawaz et al. (2011), ) have investigated the critical success factors
that were reported in the literature to affect the adoption of ES in developed countries focusing on the
particularity in the developing country’s settings. However, these studies have usually focused one or two
of the factor groups but not all of them. In addition, these studies do not examine the ES adoption as a
process where different factors may affect different stages of the system implementation. This paper aims
to investigate this by using a process theory.

Research Model

Many of the studies investigating the CSF for ES implementation use a process theory approach as
suggested by Markus and Tanis (2000) (e.g. Nah et al., 2001; Loh and Koh, 2004; Nah and Delgado,
2006; Markus and Tanis, 2000; Staehr et al., 2012; Shanks et al., 2000). This enabled studying the
sequence of events leading to implementation completion highlighting the different factors that are
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critical in different stages of ES implementation process. Process theory provides an insight on change
management in organizations, which is a result of the introduction of new enterprise systems.

The four-phase framework of enterprise systems experience (Figure 1) proposed by Markus and Tanis
(2000) was adapted to analyze the factors that affect the different phases of the ES adoption in the
organizations in this study. The phases are:

Phase 1 — Project Chartering: in this phase the organization takes decisions that led to the adoption of an
ES. This includes building a business case for enterprise system followed by selecting the software
package, identifying the project manager and approving the project budget and implementation timeline.

Phase 2 — Project: in this phase the selected ES is up and running within the organization. This involves
configuring, integrating and testing the ES. In addition, the required data conversion is done, training is
provided to users and the new system is rolled out.

Phase 3 — Shakedown: in this phase the organization is running normal operations through the new ES. It
may include bug fixes and rework, tuning the system performance, retraining users and staffing up to
handle temporary inefficiencies.

Phase 4 — Onward and Upward: in this phase the organization continues normal operation and ascertains
the benefits sought of implementing the ES. This could lead to replacing the ES by an upgrade or a new
system. This phase includes making business improvements, building users skills and assessing the post-
implementation benefits.

Phase I Phase I

Phase III

Phase IV

Onward
and
upward

The project
(configure
& rollout)

Project
chartering

Shakedown

Figure 1: Enterprise System Experience Cycle (Adapted from Markus and Tanis (2000))

The following CSFs were identified from the literature and were investigated for each phase of the model:

Organizational
Communication
Culture/change management
User involvement

User training

Minimal customization

Project Related
Project team composition

Project champion

External Factors
Vendor

Consultant

Managerial
Top management support

Business plan and vision

Technological

IT infrastructure
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Research Method

Case study was chosen as a method because of its ability to explain phenomena in its natural context (Yin,
2003). For the purpose of this study, a multiple case study was used as it enabled collecting rich
information from various large organizations regarding the success factors in each of the four phases of
the ES implementation life cycle. Three organizations were invited to participate in this study. These
organizations were chosen because they typical examples of leading large organizations in their respective
industry.

Three participants from each organization were involved in this study. The respondents were chosen
based on their involvement in the ES implementation. This included IT manager, project manager and ES
specialist or manager. Semi-structured interviews were conducted with each participant. The interviews
lasted for approximately two hours and were audio recorded for analysis. There were also follow up
interviews with participants. The data was transcribed and was analyzed using pattern-matching logic to
find common themes (Yin, 2003). The data was triangulated by reviewing project reports and other
system-related documents.

Case Description

The three organizations chosen for the study are large organizations. Company A and C have over 3000
employees and Company B has over 1500 employees. Table 1 provides details of the companies.

Company A Company B Company C
Description | Company A is one of the Company B is the leading Company C is the prime
largest industrial integrated communication | company responsible for
companies in the Middle services provider in production, transmission,
East and is one of the top Bahrain known for distribution, and provision
10 largest aluminum innovation and superior of customer services
producers in the world. customer experience. relating to Electricity and
This company has been the Water to more than a
pioneer and leader in the million residents of
adoption of ES in Bahrain. Bahrain.
Company A has been
assisting other companies
in Bahrain in their ES
implementation for the
benefit of the county.
Products This company produces a This company provides Company C is responsible

range of aluminum
products, which include
billets, liquid metal,
standard ingots, rolling

integrated communication
solutions with a
comprehensive range of
products and services, to

for the production,
transmission and
distribution of electricity
and water services in

slab, propertzi and others. meet the demands of its Bahrain.
residential, business and
government segment
customers.
Number of | Approximately 3000 Approximately 1500 Approximately 3000
Employees
Application | SAP-production planning, Corporate back office Company C has various
uses sales and distribution, HR; | system: SAP (ERP) - applications such Customer

Material Management,
Quality Assurance and
Production Planning;

financial systems, Oracle —
HRMS. Company B also
has a Customer Care

Relationship Management,
Asset Management, GIS
system, SAP systems.
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Support Packages: e-
recruitment, e-banking,
travel management.
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System, which is used for
fixed lines. This company
uses other applications
such as IP Billing, which is

used to bill broadband
customers; Business
Support Services and
Operating Support
Services.

Table 1: Case Studies Description
Findings

In this section, we present the findings from the case analysis. Our study reveals that the three companies
had the same success factors throughout the phases of ES implementation. We present a detailed
discussion of the findings in Table 2 below based on the research model presented in the earlier sections.
The findings in the table have been structured into the four phases including the success factors in each
phase. It is also important to note that based on the data analysis, we further divided some of the phases
into sub- to highlight the important of success factors. The phases are categorized as Phase I: project
chartering, which includes (a) drivers (b) planning and (c) project initiation; Phase II: project, which
includes (a) technical implementation and (b) change management; Phase III: shakedown and Phase IV:
onward and upward.

Phase 1: Project Chartering
Drivers

All three companies adopted ES to be more competitive and efficient. However, each company had other
reasons to adopt ES. The main reason for Company A to move to SAP was because of the Y2K problem.
The top management was worried that their legacy systems would not cope with the Y2K and decided to
embark on the ES project. Company B had a change of strategy because of competition. Their existing
systems were inefficient and not capable to respond to competition or market changes. This was one of
the main reasons for adopting ES. Company C had changes in ownership and management. This entity
was under the umbrella of a government ministry and was using the systems of the ministry. Once they
became independent, the management of Company C decided to implement ES to manage their work.

Planning

The data indicates that the participants from the three companies believe that (a) strong business case, (b)
top management support, (c) business plan and vision and (d) using a consulting company to choose
vendor were critical (See Table 2). The participants have argued that as ESs are expensive, it is important
to have a strong business case to justify implementation of these systems. In relation to top management
support, all respondents from companies A, B and C have indicated that support is critical not only at the
start of the project but throughout the life of the project. Furthermore, all these companies have used the
services of consultants to help them in choosing software package and defining their requirements of the
ES. In addition, Company A has assisted companies B and C not only in selecting the vendor but also in
the implementation of the system.

Initiation

As shown in Table 2, all three companies during the initiation of the project required (a) Top management
support; (b) user involvement before project implementation; (c) project team composition; (d) project
champion; (e) communication and (f) consultant. The data indicates that top management in terms of a
strong sponsor is important to set the tone of the project. All three companies had users involved with the
start of the project to get maximum commitment for the project. In terms of team composition, the
participants from the three companies have stated that there needs to a balance between IT and business
people. A project champion with experience was also critical for the success of the project. The
participants have argued that communicating the project plan and goals was important for the success of
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the project. All three companies appointed experienced consultants in ES to assist them in understanding
the requirements and implementation of the project.

Phase II: Project
Technical implementation

In terms of technical implementation, the respondents considered two important success factors. There
was no or little customization to avoid technical issues and had to do an intensive data cleansing and data
migration exercise during the implementation.

Change management

All the interviewees of the three companies have indicated that user acceptance was the most critical
aspect of the project success. In terms of culture, everyone in the organizations was made aware that they
had to change their work practices to use the system. The top management played an important role to
indicate the importance of the ES project. These companies also conducted various seminars, workshops
and meetings to communicate the deliverables of the project. The project team composition and project
champion were other aspects that were considered important factors in this phase. In addition, all three
companies had their user involved and engaged in the implementation of the ES. These respondents also
argued that experienced capable vendor was another important factor.

Implementation Company A Company B Company C

Phase/Common

CSFs

Project Chartering Inefficient systems Environment pressure | Environmental

(Drivers of project) In around 1998, this and strategy factors
company was having Until 1999, this company | Previously this company
performances problems | was the only service was under the ministry to
because their old systems | provider in Bahrain. Once | finance. They had to use
could not handle Telecommunication the application of the
additional applications. Regulatory Authority ministry. However, a
They also had redundant | (TRA) decided to give decree was passed to
data in various systems, licenses to other transform this company
which require more than | telecommunication to an independent entity

50 IT persons to handle. | companies, they want to and therefore needed to
improve their services. In | have their own

2000, there was a push applications and services
Y2K issue from top management to | to manage their financial.
revamp the systems to
improve the performance
of the company. This
company then decided to
implement ES.

“The other reason was
that the top
management was
concerned of the impact
of Y2K on their systems.

“The ministry was
transformed into an
independent authority,
which means that you
have to manage your

They were motivated to | “It was basically the financial resources

look for systems that competition. That became | independently.

could prevent this issue.” | the business need. When | Therefore, the decision
the competition came, was to go for SAP in

there were a lot of things | order to do the

we couldn’t do because of | implementation as we
the systems in place.” have the need for
(managing) our own
resources.”
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Project Chartering
(Planning)

Common CFSs:
Strong business case

Top management
support

Business plan and
vision

Consulting company
to choose the vendor
and to assist with
requirements
definition

Preparation of RFQ

This company prepared
an RFQ with the
assistance of a consulting
company. In total, five
major ES companies
presented their
quotations.

Vendor selection was
based on market
benchmark and site visits
to overseas
manufacturers.

“We studied each one of
them. And I think it was
very clear that the only
one which was adopted
by other manufacturers
around the world at that
time was SAP. And we
found other cases that
were in Australia,
Canada, France and
South Africa who had
adopted SAP.”

Preparation of RFP

This company made a
request for proposal and
around six companies
presented their bids.

Vendor selection was
based on criteria of the
bid such as technical
requirements,
functionality and site
visits other local and
international companies.

“The site visit is very
important. We went
locally and regionally.
We talked to [deleted for
anonymity] who had
Oracle; we talked to
Company A who had
SAP.”

Decision was to select
a particular vendor

This company was
convinced that SAP
would be the best
solution for their
financial. They wanted to
use SAP for their
modules such as billing,
financials and HR. They
did not want to
implement two different
systems similar to other
government
organizations. The
management of this
entity believed that SAP
would be the best
solution and they went
through a long process
convincing the
ministries.

“It was not a simple one,
because we went
through a very long
justification process to
the government and the
governor of the country
in order to be able to
select SAP as a single
source.”

Vendor selection was
based on market study
and site visits locally and
internationally.

“We visited some of the
utilities which had
already implemented the
system (site-visiting) in
order to see what others
are doing. And then we
sat with the local
companies such as
company A who had just
started to implement
such systems to get to
know about their views
or how did they
approach SAP in order
to do it so.”
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Project Chartering
(Project initiation)

Common CFSs:

Top management
support (strong
Sponsor)

User involvement

Project team
composition

Project Champion
Communication

Consultant

Formation of steering
committee and
project team

The company formed a
steering committee,
which was led by the
general manager
responsible for the
functional area of the
system. As this company
implemented the system
in phases, they would
change the sponsor of the
project.

“We picked the manager
of the area to be the
sponsor for the team.”

The project teams
consisted of IT and
business together. The
team was led by a project
manager from IT.

“We had all teams, IT
and Business together.”

Communication

Management
communicated the
importance of the
systems to staff through
emails and face-to-face
meetings.

“There were workshops
and envisioning sessions
all around the company.
We started very
casually, by just talking
to them, giving them
food and making it fun.
The good thing about us
is that we are one big
family; we try to
establish one goal at the
end. That was one of the
key things.”

Consultant

This company hired
consultant to assist them
with ES implementation

Formation of steering
committee and project
team

This company also had a
steering committee was
led by Finance General
Manager, the second
person in charge of the
company.

“A steering committee
had representation of
HR, Finance and IT. This
steering committee
steered the project from
the beginning, pre-
implementation,
implementation and post-
implementation. This
committee was actually a
body on top of the project
management team.”

The project team
consisted of a project
manager and members
from IT and business.

“The project team is from
business, from IT, people
from marketing team,
from delivery team, from
mobile team network.”

Communication

Project expectations were
communicated via
department heads to their
staff.

“It started from a very
early stage. It started
with the pre-
implementation stage,
you invite people to talk
about it from various
levels of management.
Then when you select,
you announce again.
Then when you kick-off
the project, the COO
comes and talks about it
to a very big audience.
And this is how it
happened. This project

Formation of steering
committee and
project team

The steering committee
included all the top
executives including the
CEO and vice presidents.

“Steering committee that
is chaired by the CEO of
the organization and it
contains the Vice Chief
and has the
representatives of all the
concerned directorates.”

Similar to the other two
companies, this company
also ensured that
business people were
involved in the execution
of this project and was
part of the project team.

“You cannot form a team
with just one
department. Since the
system was being
implemented for the
business, I needed to
have the business people
with me. At the end of
the day, I could make a
decision from a project
management perspective
or from an IT
perspective, but I cannot
take business decisions.
Some decisions, you need
to take it with business
people esp. when they
are the concerned
people.”

Communication

This company was using
a portal to communicate
to their employee.

“The expectations of the
project were clearly
communicated to us.
And not just to us, but to
our internal
communities of our
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“We did hire consultants.
In this region, there were
no such services (for
SAP). They still haven't
brought much offshore
services.  When  we
started adopting it, we
could only do it through
the hiring of consultants.
So we had professional
Project Management
people working with us
at that time and it was
their responsibility to get
the consultants to make
things work.”

(Finance, SAP) was done
in a very structured way,
very professionally done.
That is why it finished in
9 months.”

organization. The
message was that we
would like to implement
a system that integrates
our financial receivables
to our financial payables
and a system that is
capable of running the
future needs of smart
metering... We do have
site within the
SharePoint that is
dedicated to the project
and shows what our
progress in the project is
and where we are within
the project.”

Consultant

This company hired
consultant for area which
lacked knowledge.

“There are some areas
for which you lack the
knowledge and
experience, therefore you
need to get some third
parties which can
provide you with the
required knowledge for
your support.”

Project (change
management)

Common CFSs:

Culture/change
management

Top management
support

Communication
Project champion
Project team
User involvement
Vendor

The project team of this
company understood
that to successfully
implement the ES project
they had to change
people working practices
and their mindset. This
company was engaged in
an intensive change
management program
throughout the
implementation.

“There were workshops
and envisioning sessions
all around the company.
We started very
casually, by just talking
to them, giving them
food and making it fun.”

The general manager of
this company took a more
coercive approach. He
mandated people to start
helping and using the
system. The message of
this top management was
that the implementation
is a priority.

“They had to use the
systems because it was
the second man in charge
of the company. When he
says you do it, you will do
it. No one resisted no
matter the change.”

Similar to company A,
the users were
enlightened on the
benefits of the new
systems. The project
team would involve them
in vendor meetings.
These users would then
convince their colleagues
on the benefits of the
systems, which would
increase buy-in.

“Bring in people from the
business, give them the
knowledge of the new
system, let them see the
benefits of the new
system, make them
understand how the
system will help them in
order for them to do
their job and then those
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Incentives

Employees of this
company were motivated
to support and join the
project team. As some
employees were
promoted to higher
positions because of their
active involvement in the
project and acceptance of
the systems, other people
would do better so as to
get promoted as well.

“So the idea was to bring
such people in, you give
them their tasks and
they also got promoted
to higher positions which
made other people do
better so as to get
promoted as well. We
didn’t have to push other
people to do better
because they started to
come in themselves.”

Project teamwork

Project team were from
different area within the
company

“We had key users from
different functionalities
of the system. And along
with that there was a
Group Leader as well
We picked the manager
of the area to be the
sponsor for the team.”

Meeting with
stakeholders: The
project team would
regularly meet on a daily
basis to assess the
progress of the project.

This company considers
communication with the
vendor as an important
factor

“We had a very good
communication with
SAP itself globally

Meeting with
stakeholders: There
were continues meetings
during the week in the
implementation phase.

Project manager of
the vendor: The IT
manager considers the
vendor to be a critical
aspect to the success of
the implementation of the
project.

“It is critical to have a
good project manager of
the vendor- if the project
manager is junior, you
are in trouble.”

Project teamwork

This company team were
mix of consultants,
vendors and internal

staff

“In the back-office ERP,
there were four members
of the project team sitting
full time in the office only
working on this project;
these members were from
Vendor, Implementer, IT
and Business. They sat
for a period of 9 months
to finish this.”

people will help you by
convincing their
colleagues of the value of
services added by the
system.”

Meeting with
stakeholders: Similarly
to companies A and B,
there were continuous
meetings during system
implementation.

“If you don'’t get people’s
buy-ins, forget it. You
need to get the people in,
let them share the
responsibility, let them
feel with you the design
and incorporate their
requests. Let them feel
that they are important
and that their feedback
is important.”

Vendor

This company considers
working closely with the
vendor is important
during the
implementation

“You need to work
closely with the vendor
because at the end of the
day, the vendor knows
what they are supposed
to implement. They
know the application,
but they don’t know the
business. So you need to
tell them how the
business is running.”
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through service support
0SS.”

Project (technical
implementation)

Common CFSs:

Minimal
customization

IT infrastructure

This company had to
replace their old system
completely with SAP.
They had to replace their
whole infrastructure,
which was a big job.

“We had to replace the
infrastructure and
peoples’ thinking.”

Customization: This
company did not allow
any customization
because they wanted to
change their process to
achieve best practices.

“No, for the FI, PM and
MM, we did not allow
customization. We asked
them to use it and
practice it as it is.”

Data cleansing: This
company had to clean
data to avoid
redundancy. This process
required defining data
structures, creating new
master data and so on.

“The most challenging
project is the data
cleansing exercise.”

This company also had to
do a lot of changes to
their infrastructure to
support the system. They
had to acquire new
hardware and network
devices to support this
implementation.

“We have to have changes
in the IT infrastructure.
We shall be having new
hardware; new set of
skill set will be required
and so on. So there will
be a high impact on the
infrastructure.”

Customization: They
changed their existing
business practices so they
did not need to customize
the system.

“We are going to take out
the business processes
from the system and we
will be asking our HR
employees to analyze and
change our business
processes”

Data cleansing: This
company also had to clean
their data to avoid
problem in the system.

“Yes, major data
cleansing. There was a
lot of inventory. It took us
around 3-4 months with
a big number of users just
cleansing the data.”

This company also
required addition
hardware and
networking devices to
support the new
implementation.

“We had to make some
changes in the
infrastructure to support
the hardware and
software esp. for the
implementation of the
ERP. But for the CRM,
we are just adding
resources.”

Customization: This
company also
understood that
customization would not
be good for system
support from the vendor.
However, they had to do
some customization for
critical areas.

“We tried to maintain
the standardization in
order to minimize the
customization. But in
certain areas when there
was no option, we
decided to customize
them because this is a
business critical aspect
and we couldn’t say that
maintain it as a
standard. So in some
areas, we did
customization but for the
majority we did not.”

Shakedown

Common CFSs:
User involvement
Vendor support
User Training

Project Champion

This company performed
a phased approach. They
followed the lifecycle for
every module of the
implementation. For
example, they started
with Material
Management and then
Finance.

“We only went live after

This company was testing
and addressing any
integration issues with the
users. This was not a big
step but testing was
considered an important
step in the process.

This company involved
and trained the users even
before going live. The

Similarly, this company
had performed tests for
customers to verify that
the configurations and
any customizations meet
the user needs are free
from bugs.

This company was also
involved in training the
users. They provided
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Communication

Top management
support

the users tested the
system with the project
team.”

The users were trained
extensively on using the
system. Even though this
company had
implemented the ES for
more than 15 years, they
are still providing
training to their users.

“Until today, we run SAP
courses to train people.
Every individual who
Jjoins the company has to
learn SAP. They use it,
they get familiar with it.”

sessions were given
throughout the system
implementation.

“In a very structured
manner. We did it from
the very beginning of the
project; we told the user
piece by piece. We taught
them about the user level
area and then the
functional areas at
different levels; the
management level, the
middle management,
senior management, and
the normal users.”

regular training session
to get people to use the
system.

“You need to bring the
people out of their frozen
state because they are
frozen at a certain way
of doing things and
certain processes. You
need to bring them out of
the state, teach them and
let them learn the new
processes (then refreeze
them). During the time
when you teach them on
how to use the new
system, you need to tell
them about the benefits
of the new system and
the value added by the
system. As they continue
to learn, you'll find their
beliefs in the new system
have started to

increase.”
Onward and upward | Vendor support was This company also One of the challenges
considered important for | considers building a good | faced by this company is

Common CFSs:
Vendor support

User involvement
and training

Top management
support

Communication

Project champion

the success of the project.

“So if we had an issue, it
first went to SAP Arabia,
but if they couldn’t come

up with a solution, the
problem was then
transferred to the SAP
centers which were
working around the
clock. But the minute you
get the license, SAP
provides the best support
for you. They have very
firm rigid methodologies
from their side to make
sure that they follow up
with you and that
everything is okay”

relationship with the
vendor is important for
the system. The support is
import of the success of
the system.

“Yes they don’t [have an
office in Bahrain], their
office is located in Dubai.
But they are willing to
visit anytime here. Their
physical attendance is
not really mandatory.
Because they can easily
support us virtually”

that the governance
committee would not
approve the vendor, as
they did not have an
office in Bahrain. The
vendor had to open an
office in Bahrain to
obtain the project from
this company.

This company regards
working with the vendor
a very critical factor for
the success of the project.

“Because you are going
to run the system for
your business and they
will be away. You don't
want to be left alone
with no support after
they are gone; therefore
you need to work with
them and be with them
step-by-step.”

Table 2: Multiple Case Studies Findings
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Phase III: Shakedown

At this stage, testing and integrating the system to existing applications was important. This was
reiterated by the respondents. Similar to the previous two phases, top management support, project
champion, communication, training, user involvement and vendor support are critical factors for its
success. The user involvement and vendor support helped these organizations to remove bugs to make the
system ready for use.

Phase IV: Onward and upward

The participants have indicated that after implementation, there needs to be a reliable vendor support for
the project. The vendors are expected to maintain a high level of service. User training is conducted even
after going live as new employees or training existing staff is a continuous process for these companies. It
was also found that top management support, communication and project champion are important in
this phase.

Discussion and Conclusion

The overall analysis shows that there were common success factors for the three organizations in each
phase. This finding conflict with some of the other studies (see for example Shanks et al. 2000) where
they found some factors are more important in one of the cases than the other case. This perhaps may be
different because Shanks et al. (2000) used one case from China and the other from Australia. The
difference in environment and culture could have attributed to this difference.

Factors like top management support, communication, project champion and user involvement were
clearly important in all cases throughout the ES adoption phases. This is consistent with Nah et al. (2001)
and Shanks et al. (2000).Project champion was critical in the three cases as this person leads the project
and has to be involved throughout. The participants from these three organizations emphasized the
involvement of users from the start to the end of the project as they want to get their buy-in and reduce
resistance. Moreover, communication was clearly essential as the ES adoption project has to be
communicated to different stakeholders both at the managerial and users levels.

Vendor support was found in this study to be more important in the project, shakedown and onwards and
outwards phases. Whereas Nah et al. (2001) indicated that vendors are critical players throughout the ES
adoption project. User training is also important in the onwards and outwards phase as users might
require retraining on using the updated versions of the system as well as training new comers to the
organizations. The project team composition and competencies plays a major role in the ES project during
the project chartering and project phases where the team has to involve users both IT and business.
Minimal customization and IT infrastructure such as hardware, network and data cleansing are important
within the project phase. Taking the advice of consultants and referring to other organizations that have
similar systems plays a major role in the project chartering phase where the organization is making
decisions on the ES selection. Business plan and vision is also important in the project chartering phase.
Culture and change management is important during the project phase where individuals within the
organization are required to change working practices to adapt to the new system.

In this study, we explored ES adoption in the context of Bahrain through multiple case studies involving
three organizations. Guided by the ES process implementation approach of Markus and Tanis (2000),
this study illustrates the success factors in each of the phases of ES implementation. This study is
consistent with other studies that argue that these factors are more critical in certain phases than other
phases (Shanks et al., 2000).

To complement and improve our findings, future studies are needed to include other organizations from
other industries. This will help in validating our observations. In addition, more studies are required to
investigate ES adoption by SMEs using a process approach. These studies could compare ES adoption
between developed and developing countries. This would further improve our understanding of ES
adoption in developing countries.
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