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ABSTRACT

The study aims to identify misfits in an ERP system implementation in a university context in a developing
country with special reference to Indonesia. Various misfits related to business, information systems, and human
resources domains are identified in each stage of implementation. Diverse solutions taken to cope with the
misfits are also described. We also find several lessons learned that may be adapted into a similar context of
implementation to increase the possibilities to succeed, such as the significant role of top management support,
the importance of stakeholders’ involvement, the importance of well prepared blueprint document, the criticality
of considering the context, and the significance of attention to change management process.
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1. INTRODUCTION

The growth rate of worldwide market for
Enterprise Resource Planning (ERP) packages has
been predicted to be 4.8% annually and will be reach
USD 21 billion in 2010 [1]. Nowadays, ERP market
is not solely large profit-oriented companies, but
since several years ago, ERP vendors compete
among others to enter university sectors [2]. ERP
software often claimed by the vendors to be
developed based on best business practices.

In university sector, ERP system has been
adopted by several leading universities worldwide
[2] mostly in developed countries to support their
business processes. Organizations adopting ERP
software need to configure the software to meet their
specific requirements and often is encouraged to
adopt the software without modifications since the
best practices is supposedly embedded in this
standard configuration. However, recent studies
have documented gaps or misfits between the best
practices embedded in ERP software and real
condition that is often context specific [e.g. 3, 4].
While some organizations have enjoyed significant
gains, others have had to scale back their projects
and accept minimal benefits, or even abandon ERP
implementation [5].

Most studies [e.g. 6] of ERP implementation
have been conducted in the context of large
companies in developed countries. As far we can
observe from published literatures, only few studies
documented [e.g. 7, 28] on ERP implementation in
the context of developing countries, especially in a
university context. We believe that the context plays
an important role in determining what approach
should be taken to ensure successful implementation
of ERP [e.g. 8, 9]. Disobeying the context may lead
to issues of misfit that have been discussed by
several researchers [e.g. 28]. Wang et al. [28]
identify that misfit could be found in country,
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organizational, or individual level. The current study
aims to fill the void of limited study on ERP
implementation in a university context in a
developing country that strives to adopt modern
business practices in some respects, but is still
preserving the best local characteristics. Often,
global ERP vendors are striving for generic solutions
and have less incentive and ability to incorporate in
their systems the new features required by the local
firms in a particular country [28].

Against this backdrop, the current study, that is
exploratory in nature, aims to seek answer of the
following main research question: what are the
misfits faced in implementing the ERP system and
what are solutions taken to cope with the misfits?

The rest of the paper will be organized as
follows. In the next section, theoretical basis of ERP
implementation will be presented along with recent
development its critical success factors. Research
methods will be explained in the third section,
followed by section on results and discussion.
Section of conclusion brings this paper to an end.

2. THEORETICAL BACKGROUND

Studies on ERP with various perspectives have
been conducted in recent years. Issues covered by
the studies ranges from implementations of ERP
system, optimization of ERP system, to management
through ERP system [6]. Motives behind ERP
system vary from an organization to another, such as
legacy systems replacement and company
organization restructuring [10].

Botta-Genoulaz et al. [6] summarize that there
are many issues in ERP implementation to address.
Getting a positive attitude towards the ERP system
among key users in the project preparation stage is
of critical issues [11]. In another study, Amoako-
Gyampah and Salam [9] conclude that shared beliefs
will make implementation easier through a better
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acceptation of the system by stakeholders.
Organizational cultures should also be taken into
account in this regard [12]. Ke and Wei [12] find
that ERP implementation success is positively
related with organizational culture along the
dimensions of learning and development, partici-
pative decision-making, power sharing, support and
collaboration, and tolerance for risk and conflicts.

Other studies [e.g. 13] unveil that trust building
between members of taskforce and other stakehol-
ders is another critical issues in implementation of
the ERP system. Conflicts during and after the
implementation process are found to occur
frequently and these should be well addressed [14,
15].

A significant number of the literatures [6] also
discuss about selection of implementation stages
should be taken. The literatures lead to a conclusion
that the organizational context, such as size of the
organization, involvement of various stakeholders,
and level of internal capabilities, should be taken
into consideration when determining the appropriate
stages. The context also will determine necessary
actions that should be carried out in each stage.
Hence, fit or alignment of the ERP system and
business processes is a critical factor that should be
considered in the implementation process [e.g. 16].

As regards strategy for implementation, there are
two main strategies that may be adopted. The first is
single go-live date for all modules (so-called Bing
Bang), while the second is single go-live date for a
subset of modules (Mini Big-Bang) [10]. The first
strategy is used more frequently than the second one.

Several factors are identified to be very critical in
the ERP system implementation [e.g. 12, 17].
Previous studies find that among the critical factors
are strong and committed leadership, open and
honest communication, and balanced and
empowered implementation team. A study by
Motwani et al. [18] unveils that careful change
management, network relationships, and cultural
readiness are factors lead to successful ERP
implementation.

Top management support is considered as a
prerequisite for successful implementation of ERP
system [12]. In this regard, top management can
allocate its time as a clear signal to its followers
about the importance of the project. Top
management can also foster a culture of tolerance
for conflicts, and a culture of power sharing by
delegating power to managers at lower levels on
critical  decisions, such as  organizational
restructuring and business processes redesign.

From users’ perspective, perceived usefulness
and learnability are found to be determinants of end-
users’ satisfaction as an indicator of a successful
ERP implementation [19]. Other theories or models
have been used to study ERP adoption are Diffusion
of Innovation Theory [20] and Technology
Acceptance Model [21].
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Lack of fit between business, information
systems, and human resources strategies, according
to Willcocks [29], will inevitably compromises the
values of information systems to the point of
rendering it of marginal utility, and in some cases,
even counter-productive. This fit will also be
required to ensure successful implementation of an
ERP system [30]. A study of Wang et al. [28] among
Taiwanese companies found that perceived initial
misfits have negative impact on quality of an ERP
system after implementation.

Three main sources of the misfits related to ERP
system that have been identified are company
specific, industry-sector-specific, and country-
specific [31]. Even though all ERP adopters may
face such a problem of misfits, the problem may be
more pronounced when organization in one social
context adopt an ERP system developed in another
social context [31]. From another point of view, the
misfits may also relate to country-, organizational-,
or individual-level context [28].

At organizational- and individual-levels, there
are two main parties who interactively shape the
final form of the ERP system, i.e. users and
consultants. Users are the main source of local
business knowledge, whereas consultants are a
major external source of information and technical
skills [28]. At this level, Soh et al. [31] identify at
least seven misfits of an ERP system should be
addressed. The misfits are in data format,
relationships among entities as represented in the
underlying data model, access requirements needed
to perform a task, validation procedures or checking
routines, standard operating procedures, presentation
format of the output, information content of the
output.

3.
3.1

RESEARCH METHODS

Research Setting
Universitas Islam Indonesia (UII) is the oldest
national private university, which was established by
the founding fathers of Indonesia before the
independent day in 1945. UII has more than 1,000
educative staffs, around 700 administrative staffs,
and around 18,000 students coming from all corners
of Indonesia distributed in eight faculties. Variety of
degree programs is offered: four diploma, 22
undergraduate, two professional, nine master, and
three doctorate programs.

In Indonesia, since last few years, business
context of university management have changed
significantly. The role of board of trustees was made
more independent. Hence, a better control of the
board of trustees to university should be afforded by
many initiatives. The statute of UIl should be
adjusted to cope with the central government’s new
policy.

UII has been investing billions of rupiahs in
information technology (IT) and information
systems (IS) since the beginning of 1990s. Most
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business processes, from admission process,
academic management, finance management, asset
management, human recourse management, until
alumnae tracer study, are nowadays supported by IT.
Before implementing ERP, UIl has developed
various IS, mostly in-house, including those for
academic management, finance management, asset
management, human resource management and
library management.

After having conducted a long series of analysis
and involved various stakeholders, in 2006, UII
made significant changes in organization structure.
The main principle used is “decentralization of
academic affairs and centralization of operational
ones”. The role of the department in academic
development was encouraged and the role of faculty
was focused on coordinative issues and act as
facilitator of common interest at the faculty level.

After having used the old finance IS developed
in-house, top management realizes that the systems
are no longer support recent developments. For
instance, top management would like to migrate
from cash-basis accounting systems to accrual ones,
which was not supported by the former IS. In
addition, the old IS neither enables the top
management, especially in the board of trustees to
control real time cash flow in all the involved units.

In addition, changes in the business environment
and aspirations to give a better services to
stakeholders has forced UIl to adopt modern
business practices, among other by adopting a more
sophisticated IS that support those practices. After
considering possible options, UIIl then decided to
adopt an ERP system provided by SAP
(http://www.sap.com). Prior this adoption, UII has
acquainted with those ERP system, since 2005, UII
has been officially being one of the authorized
training centers for SAP University Alliance
Program. This ERP system replaced the old finance
IS that was considered no longer support the current
business practices.

There are three main reasons identified why UII
adopted the ERP system: (a) changes in the business
environment; (b) desires to give better services to
the stakeholders; and (c) needs to have supporting
systems to improve business processes. The
implementation of ERP system is expected, among
other, to improve access to accurate and timely
information, enhance workflow, increase efficiency,
tighten controls and automate alerts, adopt best
business practices, have a richer functionalities, and
reduce reliance on paper. However, hitherto, these
expectations are not yet evaluated systematically.

3.2  Data Collection and Analysis
Documents analyses and qualitative data
acquired through a series of semi- structured

interviews with key persons are used as a basis. The
documents include the planning document of ERP
implementation and minutes of meetings among
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internal taskforce members and between internal
taskforce with external consultant. First-hand
experience of one of the authors as leader of the
internal taskforce is also an important information
enriching the discussion. However, to give an
objective view, the experiences will be validated by
quantitative information from the various involved
stakeholder in the decision making to adopt and
implementation process.

Semi structured interviews are conducted with
key persons involved in the decision-making stage to
adopt ERP, during planning, implementation, and
daily end-users post implementation stages. The key
sources of information include vice rector for
financial affairs, vice deans who are responsible for
coordinating procurement, financial allocation and
reporting, ERP implementation taskforce, head of
treasury office at board of trustees level who is
responsible for controlling all financial flows both in
the board of trustees, university, and faculty levels.
From daily end-users, we conduct interviews with
heads of financial division at university/faculty
levels and heads of logistic division at
university/faculty levels. Each interview lasts for 30-
60 minutes.

The interviews focus on issues of the
implementation process and misfits or problems
faced in the period of pre, during, and post
implementation. Information from the interviews is
then analyzed supplemented by written documents
analysis.

4. MISFITS AND SOLUTIONS: FINDINGS

AND DISCUSSION

Analysis and discussion of the findings are made
in light of the research question stated in the outset.
Like any other large scale IT projects,
implementation of ERP system in UII also faced
various misfits in each stage from project
preparation to day-to-day operations after the
implementation. The misfits are context specific and
related to main activities carried out in each stage. In
total, UII needed four and a half months effectively
from preparation to go-live with the new systems.

Stage 1: Project preparation

Project preparation consisted of two main
activities; (a) setting a project environment, project
standards, and project planning; and (b) training of
key users for each main module that was going to be
installed (three main modules: i.e. Financial
Accounting  (FI), Management  Accounting/
Controlling (CO), and Material Management (MM)).
This stage began in September 2006 and took one
full month to accomplish. In this stage, top
management was involved.

Several misfits were identified in this stage.
Division of responsibilities between the internal
taskforce and the consultant was a crucial part in the
beginning. Even though most of members of the
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internal taskforce have acquainted with ERP system
since they were certified training of ERP for
university students, but they have no implementation
experiences.

A series of training for functional key users was
conducted. Functional key users were academic
staffs. Alike to the taskforce, they have been familiar
with the system prior the training. The training was
intended to refresh the knowledge of the functional
key users (i.e. FI, CO, and MM modules) and to
make a common ground before proceeding to the
implementation process.  University’s board of
information systems also gave a full support by
assigning several personnel to master the
technological aspect of the ERP system i.e. database
management, ABAB programming, and SAP Basis
administration).

After considering the internal capabilities, and
the responsibilities of each team (the internal
taskforce and the consultant) were define, the
statement of work was signed. The agreed
implementation model with the consulting firm is a
joint application development project. This model
was chosen to ensure that UIl would not be very
dependent to the consultant and to avoid from being
a hostage in the future. In the future, using internal
capabilities, UIl plan to be more independent to
develop and maintain the ERP system.

Stage 2: Business blueprint

Main activities carried out in this stage were (a)
defining business process scenarios, and (b)
conducting customizing training. The final objective
was to setup a set of business process scenarios that
would be implemented. This stage took a whole
month of October 2006.

The scenarios were very crucial, since in the mid
of 2006, UII has just adopted a new organizational
structure as a result of restructuring process and the
implication of this new structure were not yet well
established in the operational level. Intense debates
in this issue arose between members of the taskforce
to translate the new structure into operational terms.
Going into operational level was very important in
the stage of ERP implementation. Business process
scenarios were drawn from that level.

Another issue also relates to business process
integration in FI, CO, and MM modules. Before the
ERP implementation, accounting and procurement
functions were separate units and not well integ-
rated. The ERP system were designed to integrate
these functions to ease audit and controlling process.

Issues related execution of the new business
process was also taken into consideration. The
taskforce discussed with top management to define
transition method from the old systems to the new
one. They agreed that the three modules (i.e. FI, CO,
MM) should be adopted in a whole, mandatory for
all units, and not gradually. This decision was
chosen to ensure that the adoption of the ERP
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system would give
organization’s goal.

Change management is another crucial issue. A
set of initiatives were agreed to be taken to
guarantee the preparedness of all involved
personnel. In the operational level, not all personnel
to be involved in the ERP system deployment were
familiar with computer usage and English, which is
the language of the ERP system. This condition
needs to be addressed since the required new
capabilities raised personal concern of their
capability to use the ERP system and understand
English. They should also be ready to be sent to
another position if they were incapable to perform.
A set of training, were then, setup to ensure the
preparedness of the personnel.

In an interview, a member of taskforce asserts,
“This is a crucial part. We discuss heavily in this
stage, since many of the end-users are not familiar
with the computer and English. They are afraid if
they do not perform.” On the other hand, one end-
user claimed that he should struggle to master the
system despite his lack of English capabilities. “I use
the way a child learns a new language. 1 focus to
understand what are needed by remembering the
words,” he says.

The deliverable of this stage was a blueprint
document to be implemented in the subsequent
stage. This document is intended to avoid under-
estimated work and weak planning method that may
lead to sub optimal success of implementation of the
ERP system [10].

significant effects to the

Stage 3: Realization

This stage also took effectively one month time
period from November to December 2006. At this
stage, the blueprint document was used a reference
for several activities performed, (a) configuring the
ERP system, (b) documenting the process into a
report, (c¢) conducting user acceptance test, (d)
developing training materials, () developing change
management action plan, and (f) preparing a
beginning balance.

System configuration was done by the
consultants. However, the taskforce was involved in
understanding the system configurations and
checking business process scenarios through user
acceptance test. The taskforce agreed that to avoid
high maintenance costs the ERP system were
implemented with minimal customization. This
strategy was used by many companies for the similar
reasons [26]. Too much customization is considered
by Botta-Genoulaz and Millet [10] as trap should be
avoided.

However, huge efforts were made in this stage,
since the taskforce should compete with limited time
they had. In addition to their responsibilities in this
stage of the ERP implementation, they could not run
away from their duties as lecturers. A full commit-
ment was needed to cope with these limitations.



Seminar Nasional Aplikasi Teknologi Informasi 2010 (SNATI 2010)
Yogyakarta, 19 Juni 2010

Based on the customized system configuration,
training materials were constructed by key users. In
addition to give an overview of the systems, the
materials were mainly designed for end-user training
covering all business process scenarios. These end-
users then played their important role in data
collecting from various units. For instance, in order
to make MM module ready for deployment, all
procurements data from all units (including tens of
laboratories with thousands types of materials) were
collected. The data was then cleaned and verified to
avoid duplication, and converted into formats
already prepared in the ERP system. Purging and
making data consistent before migration is a trap
should be dealt with to ensure successful
implementation of the ERP system [10]

Next activities in this stage were preparation of
general ledger, balance sheet, profit/lost (PL)
statement, list of assets, customer and vendor data
masters, and material beginning balance. All these
activities were accomplished before proceeding to
final preparation stage. One member of the
taskforce affirms, “Cleansing the data from various
sources is not an easy task. We found many
duplications and all should be detected before being
converted into the agreed format”.

Stage 4: Final preparation

Another one month was needed to make a final
preparation, although this stage was scheduled less
than one month. This stage took place in January
2007. Four main activities were carried out: (a)
preparing production systems; (b) migrating data
from the legacy to the ERP system; (c) executing
organizational changes; and (d) organizing a series
of training for end-users.

To ensure that the ERP system would be running
well (as production systems), UIl upgraded IT
infrastructure. This upgrade took a longer time than
expected, and additional investment was made.
Building interfaces between the two legacy systems,
i.e. bank management and asset management, with
the ERP system was also another issue. This process
again took a longer time since one of the systems
was not developed in-house. An external program-
mer who known the systems well was then involved.

A series of training were then conducted
involving end-users for all three modules (i.e. FI,
CO, and MM). The most significant efforts were
made for training end-users of MM modules, since
computer-based information systems were new for
them and most of them were lack of computer skills

and English.
No persons in the internal taskforce specially
was assigned and responsible for change

management, made the process ran not as smooth as
expected. The taskforce made a series of
presentations to eight faculties, one unit at university
level, and four units at board of trustees level. These
road show presentations were aimed to give a better
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understanding of all stakeholders and gain their
support in the operational stage. In addition, the
road show was also designed to get constructive
feedbacks before the deployment.

“We got many criticisms from faculty members.
Some of them are even very skeptical that the [ERP]
systems will work. But, fortunately, through the road
show, we can give them a better understanding to
potential benefits UIl will get. We are trying to
convince them,” states a member of the taskforce.
Another member of the taskforce asserts, “The road
show was time consuming and sometime conflicting
with other duties as functional team”. She continues,
“An important senior taskforce member who
understood very well change management suitable
for UIl was suddenly sick and passed away. This
made another problem to address.”

Stage 5: Go-live and support/deployment

After having the final preparation on place, in 29
February 2007, all modules (i.e. FI, CO, MM) of the
ERP system did go live and effectively used by all
units to support day-to-day business processes. UIL
chose to use a single go-live date for the three
modules (Mini Big-Bang) [10], since nowadays,
only these three are utilized by UII. Other modules,
such as human resource module, UIl expects to
implement in the near future.

The first few months were then set to provide
supports for business process issue or to get
feedbacks especially from the end-users to adjust the
systems. In the first months, several problems were
identified due to lack of personnel capabilities and
familiarization with the systems. In a few first
months, incorrect journal entries also occurred, as
some accounting staffs were not familiar with the
accrual-basis accounting systems that has significant
differences with cash-basis accounting systems used
in the old systems.

Implementation that takes place within one
period under the same rector and deans give us
better opportunities for necessary adjustment and
evaluation. Unlike practices in many developed
countries, rector and deans in Indonesian universities
are also lecturers with various academic duties and
will be elected every four years. Alike, head of the
board of information systems, who is responsible for
managing IT infrastructure is a lecturer either.

Every four years, key-users and probably end-
users may sit in their new position that are not
related to the ERP system, and new persons, instead,
will be in charge and should use the ERP system.
The new persons in charge with various backgrounds
and knowledge level should get familiar with the
ERP system in a short time to ensure a smooth
transition from the current persons in charge to their
successors. From aforementioned description,
various misfits are identified in each stage. Diverse
solutions are also taken to deal with the misfits as
summarized in Table 1.
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Table 1. Misfits and solutions
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No. | Misfit Solutions Stage* Misfit domain

1 Internal taskforce lack of Inviting external consultant and 1 Human
experiences in implementing EPRP | choosing joint application resource
systems, even though the internal development project as
taskforce have acquainted with ERP | implementation model, to avoid
system. of being a hostage in the future.

2 The current business processes in Planning how to adjust and 2 Business
financial and procurement functions | integrate business process
are not well aligned to best scenarios in financial and
practices in the ERP system. procurement functions.

3 End-users’ are identified not ready Planning as series of training to 2 Human
to use the ERP system due to lack ensure end-users’ readiness to resource
of computer capability and English | use the ERP system.
proficiency.

4 Original configuration of the ERP System configuration is 3 Information
does not accommodate the current conducted with minimal systems
business processes. customization to avoid high

maintenance costs.

5 Members of the taskforce are not Keeping workload in a 3 Human
professionals who only deal the manageable level and escalating resource
implementation of the ERP system, | commitments with full support of
but they are lecturers with various top management.
academic duties.

6 Data of materials are not an Integrating, cleaning, and 3 Business
integrated format and spread in converting data into a consistent
various units. and integrated dataset.

7 Available IT infrastructure is not Upgrading the IT infrastructure. 4 Information
supported the ERP system. systems

8 Not all stakeholders in faculty Conducting a series of road 4 Human
levels give a full support to the ERP | shows to all stakeholders in resource
adoption. faculty levels.

9 The installed modules support not Integrating the ERP system with 4 Business
all business processes, but legacy systems.
integration should be made to other
business processes facilitated by
other applications.

10 | Continuity of the ERP system is not [ Conducting a series of training 5 Human
well ensured and is volatile due to for new persons in charge, or resource
regular rotation of persons in considering to hire professional
charge. to maintain the ERP system.

Notes: 1. Project preparation, 2. Business blueprint, 3. Realization, 4. Final preparation, 5. Go-live and
support/deployment.

5.

CONCLUDING REMARKS

(c) well prepared blueprint document is important to

Changes in business environment, which is more
competitive and need for more integrated and
controllable business processes, and desires to give
better services to the stakeholders, have been
identified as main drives behind the ERP system
implementation. Such the reasons should be
accompanied with manageable expectations by
taking the context into consideration.

In all implementation stages, from preparation to
deployments as discussed above, we identify several
lessons learned. Those lessons are: (a) top
management support is very critical; (b) all
stakeholders should be involved from the beginning;

guide and evaluate the implementation process; (d)
considering the context, includes capabilities of
human resources, is beneficial to setup policies (e.g.
drafting contract with the consultants, and
developing necessary training for end-users); (e) the
taskforce should pay a significant attention to
change management process; (f) good communi-
cation to all stakeholders is a must to get a full
supports; and last but not least; (g) discipline of all
users to comply with business process scenarios is
required to ensure that the ERP system will give
significant impacts.
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Several misfits are also identified in each stage
that calls for appropriate solutions. Several misfits
fall into business domain (misfits 2, 6, 9), while
others relate to information systems (misfits 4, 7)
and human resources (misfits 1, 3, 5, 8, 10). This
finding asserts that the role of and preparing human
resources is very critical in the ERP implementation.
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