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Abstract. Business Process Reengineering being an essential part of ERP implementation always need to
be addressed for Implementation process to be successful. The objective of this research is to explore the
importance given to these factors by the top management during ERP implementation. In this regard, a case
study was conducted in the Telecom Company where an ERP system has recently been implemented in two
phases. Interviews of the top management, team leads and executives were conducted to understand the
phenomena under research. The case study findings reflect that both factors such as BPR and user
participation were not given due importance on the part of top management at the beginning phase of the
project resulted in non integration of end to end processes. The two drawbacks were realized by the top
management later on and necessary steps were taken by the top management in the second phase of ERP
Implementation. This appeared to be very helpful to decrease user resistance, streamlining business processes
and consequently acceptance and ownership of system on part of users.
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1. Introduction

Information and communication Technologies (ICT) has significantly changed the old ways of doing
work in the organizations. In order to compete and survive in the current competitive world most of the
companies are in the process of adoption of ERP systems. The implementation of ERP systems is different
from the implementation of traditional IS systems in an organization (Rajgopal, 2002). ERP systems
integrate different business processes and improve the efficiency and effectiveness of the enterprise, however
ERP implementation is a challenging task (Davenport, 1998; Somers and Nelson, 2004). One of the major
issues regarding ERP implementation is, “How does top management perceive ERP implementation?” Does
top management take ERP implementation as simple automation of the existing system? ERP is not simply
the automation, as it requires various changes in existing business processes of the organization to implement
best practices (Davenpart, 1998). The efficiency and effectiveness of ERP systems is based on the efforts to
be made regarding Business Process Reengineering in the organization (Subramoniam et al., 2009). The
quality of end to end business process integration may be realized only if the management put in
considerable efforts regarding BPR and further communicating the change process to the staff (Parr et al.,
1999). The past research reflects that negligence of BPR during ERP implementation lack of user
participation may lead to failure of ERP system (Sumner, 2007).The implementation of ERP without BPR
has been found to be a big challenge even in advance countries (Kalakota and Robinson, 2001).Secondly, the
importance of user participation during ERP implementation should not be ignored, because it plays a vital
role in successful implementation of ERP in the organization (Amoako-Gyampah, 2007).
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One of the main objectives of this research is to explore the efforts made by the management regarding BPR
and user participation during ERP implementation. For this purpose one of the telecom companies has been
selected where the ERP system has been recently implemented. This research is based on the findings of case
study conducted by Zahid(2010) in one of the telecom companies.

2. Historical Perspective

The Importance of BPR and user participation in the ERP implementation has always been critical with
regards to success of any such system. ERP systems have to ensure that operational systems in various
departments of the organization are fully integrated. The major objective of implementation of ERP is to
improve the efficiency and to simplify the existing business processes which in turn require re-engineering of
business processes to be more efficient (Huang et al., 2004). The adoption of ERP system in an organization
requires major changes in business processes and system integration at various levels (Koch, 2001).

BPR concept is based on the redesign of business processes to improve the quality, cost, service and
speed to exploit the ICT services in the organization (Sharma, 2004). The redesign could be achieved by
introducing ICT in business processes. Subramoniam et al. (2009) have emphasized the importance of BPR
and ICT by establishing a recursive relationship between them. ICT is not used only for clerical jobs but
strategic decision making. Now ICT is considered as enabler for strategic decision making.BPR through ICT
are gaining popularity due to this factor. Bosilj-Vuksic and Spremic (2004) have noted strategic role of ICT
in business and its importance in BPR and project success.

In 1990°s BPR was considered ‘tactically focused’ than strategic i.e by emphasizing on cost reduction,
company downsizing and operational efficiency rather than strategically focused. Sumner (2005) has
considered globalization, deregulation and competition at global level as main reason for re-engineering of
business processes. Evolution of concepts like e-business, Customer Relationship Management (CRM) and
Supply Change Management demands a change in processes for their effective implementation (Kalakota
and Robinson, 2001; Sumner, 2005).

Past research showed various benefits of BPR in terms of cost reduction, better inventory management,
improvement in response time, timely decision making and effective customer service (Sumner, 2005). Koch
(2001) emphasized the importance of integration of BPR and ERP and considered it as major challenge
during ERP implementation.

Al-Mashari(2003) argues that organization can achieve ERP benefits only if there is a strong link
between implementation approach and business process performance measures in addition to this they also
noted that the capability and professional atitude in terms of change strategy development and deployment,
enterprise-wide project management, BPR integration with IT and technical aspects are important in terms of
successful ERP implementation. The implementation process of ERP will be smooth and free of issues if the
processes are to be streamlined prior to starting the implementation process (Subramoniam et al., 2009).

Kawalek & Wood-Harper (2002) have stressed the importance of user participation during ERP to get
the benefits of their “local intelligence” in designing business processes. The existing knowledge of user may
be useful for ERP implementation team in understanding the existing business practices. The user support
needed in requirement analysis and implementation phase of ERP is well advocated in the literature (Bhatti,
2005). The suitable and relevant staff members may participate must get the benefit of user participation in
ERP implementation (Bingi et al., 1999). Amoako-Gyampah (2007) has mentioned the importance of
intrinsic involvement of user in order to increase the perceived usefulness of the system. This will help in
increasing motivation, user commitment and user acceptance of ERP in the organization.

3. Methodology

In this research we are attempted to explore the efforts made by the top management regarding BPR
during ERP implementation in a Telecom Company. Formal and informal interviews of the persons involved
in the ERP implementation process have been conducted as a source of data collection. In addition the
available documentation concerning the implementation process, was also consulted.
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The triangulation approach which is usually helped to minimize the bias in the study (Yin, 2003) has
been adopted. The ‘data triangulation approach’ was used for this purpose. In order to strengthen our study
we conducted interviews of General Manager (GM) ERP, Senior Managers(SM) ERP and Assistant Manager
(AM) ERP formal and informal way in addition to their team leads. All formal interviews conducted were
taped and the get validated from the interviewee to ensure accuracy. In some cases the interviewee was
approached more than once for the clarification of data collected about complex issues. Communication
through emails and phone calls also helped to gather relevant information in this regard. The challenges and
issues explored were further validated with the operational level managers through informal interviews.

4. The Case study

The case study was conducted in a telecom company, responsible for providing communication services
in the country. The top management decided to implement ERP to overcome the problems in terms of
delayed consolidation of company reports, non cohesive view of the data for decision making, and non
integration of business processes. Such issues were causing great difficulties in acquiring updated
information needed for strategic policy making. ERP system was implemented in two phases. The ERP
modules selected were Financials (FI), Material Management (MM), Human resource Management (HRM),
Network Lifecycle Management Plant Maintenance(NLM-PM) and Project System (PS).

4.1. Interview Results

During our research study interviewee were asked about whether or not BPR was considered as a critical
factor during ERP implementation. How much efforts were made by the top management regarding BPR and
what strategy adopted? Formal interviews along with informal discussions with the management personals
reflected that the organization did not pay attention to the BPR. Some of the management officers mentioned
that organization was in the process of restructuring at the time of implementation of ERP so little attention
was paid to this aspect on organizational level at the out set of the project.

Afterwards, the need of BPR was realized. So a " Department of BPR” was established and an expert
was also hired to carry out business process reengineering activities in the organization. Unfortunately, the
expert hired resigned soon after joining the organization, leaving BPR activities un-managed. It might be
speculated as a drawback in ERP implementation. One view offered by the manager of PS is as under:

There was a specific wing responsible for BPR but due to restructuring in the organization the department was
closed. BPR was discontinued and ERP was implemented without reengineering the existing business processes

The modules implemented at this time were Finance (FI), Human Resource (HR) and Project Systems
(PS). There were problems of end to end process integration at the completion of first phase of this project.
The due time required for re-engineering of certain processes was not given properly. The management
wanted to see the out put on urgent basis consequently compromising on certain processes. The urgency
factor was considered one of the problems in this regard. The due attention was not given and management
did not pay attention to processes. They were simply concerned with the outputs. Similar views were
expressed by a team member, reflects the attention given to this factor:

During study it was found that the existing business processes of organization were not documented
properly so this situation appeared as a major drawback for business processes to be reengineered. The
vendor faced lot of problems in collecting requirement /information about business processes in the
organization although they were accompanied by the project team members of organization. One of the team
members said:

Our processes were not documented as such. We spent lot of time in collecting relevant information about the
processes and their documentation.

The relevant persons responsible for process design and implementation were not included in the team.
The problem of ownership of processes aroused due to this issue. The system was badly affected and due to
these missing end-to-end processes desired results were not achieved. This problem was realized after the
implementation of certain modules, when certain activities were performed out side the SAP system. One of
the manager said:
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I guess we did not convey system requirements properly to the vendors. Unfortunately, some intermediate processes
were ignored by the members of the team who participated during ERP implementation. They did not possess the
knowledge of end to end process.

Due to lack of participation of users and lack of consideration to BPR raised the issue of customization.
The users were demanding too much customization and vendor was reluctant to customize and was of the
opinion to adopt best practices. The users were frustrated and the problems of ownership of the systems were
also aroused. The executive of PS module said:

The employees of department of Project System were demanding customization of PS module at major
level to best fit with the old practices in use, however, the vendors were stressing that their PS module uses
best practices so customization at major level is not recommendable.

During the informal discussions one of the team members was of the view that we did not achieve the
efficiency level that we desired of the system because of integration problems. Realizing the critical
importance of BPR in the organization, attention was given to this factor in the second phase of the project.
The modules configured out during this phase were Material Management (MM) and Plant Maintenance
(PM). The requirement gathering regarding business processes was carried out through meetings and
interviews with the relevant persons leading to documentation of existing business processes. The whole
process was explained by the team lead of PM as quoted below:

We are operating in different regions. To collect undocumented data from different regions was a big
challenge. We had interviewed the people who were involved in these activities and documented the “As is”
[existing process] processes. We also held workshops for business blue prints. The vendor proposed the “To
be” processes. In this regard we conducted the workshops inviting general managers, senior managers,
engineers and all the people involved in organizational processes. Consequently, we came up with the “To
be” [process to be implemented] processes after getting feedback from the officials mentioned above and
what the vendor proposed.

The Manager of Material Management commented:

We synchronized policies and processes in our department. We preferred to adopt best practices of SAP
and changes were made accordingly in our existing business processes. A lot of benefits have been realized
on adoption of such practices.

There were positive results of BPR activities in the organization. Now the users are not demanding
customization, because mostly the best practices have been followed, as suggested by the vendor. To
successfully implement BPR practices the management should develop effective strategy. The
communication gap has been reduced between the vendors and the users. The benefits have been
communicated to the users. The management encouraged the participation of users at different levels. The
training strategy developed by the management has also been very effective. Most of the managers preferred
to run the existing business processes in parallel with the ERP solution being implemented until their
employees would be familiar and learn its use properly. The change management efforts made by the
management also helped in success of this project.

5. Conclusion

The implementation of ERP in this organization was a new experience for the management so the
management might not have completely foreseen the problems resulting due to non consideration of
activities like BPR. The top management did not visualize the true picture of ERP and considered it as an
automation activity. ERP is just not an automation of the business processes (Bingi et al., 1999; Adwani,
2001; Kumar et al., 2003). The top management due to lack of experience in ERP was not fully aware of the
benefits of ERP at organizational level. They did not give enough time to the pre-implementation phase of
project and showed lack of project preparation. Our research supports the findings of Sammon & Adam
(2009), it emphasizes the importance of proper preparation for ERP project in order to avoid problems in
future. Our research findings reflect that the user participation in this case was symbolic during ERP
initiation phase and the management hardly considered it an essential aspect at the out set of the project.
However, user participation should not be ignored as has been stressed in the literature (Bingi et al., 1999).
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The user’s knowledge and skills about existing processes and their suggestions to streamline the “To Be”
processes may help to reduce potential problems of ERP implementation. We found that lack of user
participation appeared as one of the causes of lack of commitment, non cooperation with ERP team,
resistance to adoption of new technology and ownership of the system. The users were not familiar with the
potential benefits of the solution so they were found not to be motivated at the out set of project. The
management hardly realized that lack of user participation could be problematic and adversely affect
implementation process. It may be speculated that the problems might be reduced if the management would
have realized the importance of user participation at the initiation of project. The BPR was not
conceptualized and performed properly during phase Al of the project. So some processes therefore not
reengineered properly, causing a single business process to be completed by performing some of its sub tasks
manually. This drawback was due to non consideration of business process reengineering on implementation
of ERP.

The management learned a lesson from such bitter experience during phase A1 and proper attention was
given to BPR during implementation of NLM-PM module in phase A2 of the project. In this regard, the
existing business processes were documented after developing consensus among the users from different
regions of organization. The documentation of existing processes also helped the team of Siemens to
understand the prevailing business processes in the department concerned. Consequently, it assisted in
adopting best practices to run end-to-end processes smoothly. In our opinion, the step taken towards
consideration of BPR during second phase should have been at the outset of the first Phase. This problem
impeded to get insight the integration of business processes within the organization.
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