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ABSTRACT 

Recent research has discussed the difficulties with implementing ERP systems, and the 

opportunities associated with the use of these systems in university contexts, but has not 

examined the experiences that internal stakeholders, particularly in African contexts puzzled by 

certain technology, have with these systems in the period after the systems “go-live”. This study 

explored these experiences, at one Flagship University in Botswana. Students, academic and 

administrative staff were surveyed about their familiarity with using the ERP system and the 

barriers they faced. Additional qualitative data probed into motives for ERP system use and 

concerns thereof. Findings revealed that the stakeholders showed high familiarity with, and usage 

of, the ERP modules tailored to their particular needs. The motives for use were mainly related to 

management efficiency and customer satisfaction, but not information accuracy. Information 
inaccuracy was an obstacle, along with academic and administrative staff relapse into old habits, 

weaknesses in the transitional change management, a detached persona of the university 

administration, and inadequate training/support, particularly for stakeholders who were not part of 

the system development. The gravest barriers were experienced these stakeholders. Importantly, 

the study offered insights into how the barriers and concerns held can be mitigated.  
Keywords: ERP systems; ERP familiarity; ERP barriers; Higher Education; University; Botswana 

 

INTRODUCTION 

Over recent decades, universities globally have joined business organizations in implementing 

enterprise resource planning (ERP) systems (Noaman and Ahmed 2015; Ndungu and Kyalo 

2015; Swartz and Orgill 2012; King, Kvavik and Voloudakis 2002; Koch and Mitteregger 
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2016). The incentives for universities across the globe and in Africa in particular to go this route 

are diverse. Typically, these impetuses, for example, are the ongoing decline in government 

funding for students in Africa, gradual spike in competition among higher education 

institutions, tighter regulations by higher education authority, changes in the needs of students, 

growth in the demand for higher education, and fluctuating expectations of employers and 

industry stakeholders. These changes have created a need more efficient management processes 

in universities which the ERP system purported to offer (Al-Mashari 2003; Rabaa’i 2009). 

Universities in small African States like Botswana are catching on with universities 

elsewhere in Africa and across the world by adopting ERP (Mooketsi 2015). We have seen 

from past inquiries that an ERP technology provides universities with an integrated information 

system that connects faculties and corporate services functions across the enterprise (Koch and 

Mitteregger 2016; King et al. 2002). ERP systems in higher education is multiple in scope – 

i.e., being able to track a variety of activities, including undertakings that fall in management, 

financial and student administration (Noaman and Ahmed 2015). A fully used ERP system can 

assist a university to enhance its operational efficiency because workflow is enjoined and the 

flow of information across the different parts of the institution gets easier to manage (Koch and 

Mitteregger 2016). The effects of enhanced efficiency for the university are diverse, including 

elevated stakeholder satisfaction, tighter controls, accurate information, and lower running 

costs (Noaman and Ahmed 2015; Ndungu and Kyalo 2015; Swartz and Orgill 2012; King et al. 

2002).  

In Botswana, the country’s flagship university invested a significant amount of money to 

procure an ERP system, and has spent considerable resources implementing it, yet the 

institution finds itself operating a parallel manual system, as its internal stakeholders perform 

certain tasks on the installed ERP system but occasionally switch to the manual system to do 

other tasks. In other words, it is doubtful that the university is fully maximizing the ERP system 

capabilities. This observation is made at a time when the ERP literature shows that 

organizations utilize less than 70 per cent of the ERP system capabilities (Chou et al. 2014; 

King et al. 2002); organizations experience a rate of between 65 and 85 per cent failure of ERP 

systems (King et al. 2002; Rouhani and Ravasan 2013); organizations receive less than 35 per 

cent of the promised benefits (Swartz and Orgill 2012; Rouhani and Ravasan 2013). There is a 

gap in the literature on internal stakeholders’ experiences of enterprise-resource-planning 

system in higher education institutions in the period after ERP “go-live”. This inquiry therefore 

focuses on this issue, and specifically assesses the extent university internal stakeholders (i.e., 

students, academic and administrative staff) maximize the use of the ERP system, the barriers 
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and concerns they have, and strategies to minimize these challenges. Outcomes on these can 

help guide efforts to boost optimization of the system. 

 

CONCEPTUAL FRAMEWORK 
In a university context, the main users of an ERP system are its internal stakeholders – herein 

defined as students, academic and administrative staff. While each of these stakeholder groups 

utilises the ERP technology for different purposes generally, they collectively feed data into the 

university system for resources planning, enterprise-wide. ERP assimilates functions across the 

university into a solitary system that sustain the organization’s transactions and processes as 

they relate to finance, human resources, and student service (King et al. 2002). ERP users act 

in the manner designed by the university. Consequently, the user participation theory, along 

with the technology acceptance model, can serve as a conceptual framework to assess the issues 

that can affect a university’s optimal utilization of its ERP system.  

Barki and Hartwick (1994) developed the user participation theory in the early 1990s. Its 

basic premise is that level of use, acceptance, appreciation, knowledge, and so on of an 

information technology system such as the ERP depends on the degree that its users participated 

in the development and deployment of the system (Barki and Hartwick 1994; De Waal and 

Batenburg 2014). This theory directs us to look back at the preliminary stages of planning and 

preparation for the technology and trace the issues from there straight to where the actual 

deployment and “go-live” of the system has been done. User involvement in the process is 

pivotal but the participation is not a mere add on; it must be meaningful and reflects certain 

attributes. The theory demands that the university pays attention to: (i) the type of participation 

(i.e., having actual users versus user representatives); (ii) the extent of participation (i.e., 

participating in all stages versus one at the end); (iii) content of participation (i.e., the type of 

contribution – technical/functional experts; change champions); (iv) degree of responsibility 

(i.e., user’s role and its level during the process); (v) the formality of the participation (i.e., 

participating in official and formal sessions versus casual discussions); and (vi) level of 

influence (i.e., taking user’s suggestions/inputs on board versus dismissing them) (Bano and 

Zowghi 2015; Cavaye 1995). These attributes provide hints of ways to boost the usage of the 

ERP system. Furthermore, although past research corroborates the link which the theory 

propagates between the participation of users in ERP process and level of usage (De Waal and 

Batenburg 2014), Markus and Mao (2004) cautioned that emphasis ought to be placed on the 

quality as opposed to the quantity of participation since the depth and richness of the 

engagement has the greatest influence on action.  
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But psychologists argue that beyond the notion of opportunity to participate, and the depth 

thereof, human behaviour, i.e., to use or not use a system, is influenced by their perception 

(Davis 1989; Kwak, Park, Chung and Ghosh 2012). The technology acceptance model suggests 

the perception of students, academic and administrative staff within the university can affect 

their behavioural intention to use the ERP system. Based on this model, Kwak et al. (2012) 

assert that two forces impact the optimal use of ERP system: (a) its perceived usefulness, and 

(b) its perceived ease of use (Kwak et al. 2012). If the system is perceived as complicated, and 

useless, the students, academic and administrative staff may be put off, and they may resort to 

old, tried and tested ways of doing things. The internal stakeholders must therefore be satisfied 

with the system, and show familiarity with it. They must be satisfied that by using it, they can 

achieve greater efficiency, better job performance, and that it will not be a burden to them, and 

so on (Sadki et al. 2015). It is clear then that a range of factors can shape how ERP system is 

experienced in a university, and whether it is optimally used, after the “green light” to operate 

has been given. Thus, the tenets of both the user participation theory and the technology 

acceptance model offer broad guidelines for this study by identifying and defining central ERP 

usage concepts. The study thus explores the experiences that students, academic and 

administrative staff have of ERP at a flagship university in Botswana, with emphasis on their 

level of familiarity, and any barriers and concerns they hold. Three objectives guided the study.  

 

OBJECTIVES OF THE STUDY 
The purpose of the study gives rise to the following objectives: 

 

1. To examine internal stakeholders’ experiences with the use of ERP system, in terms of 

their familiarity and use of it; 

2. To examine possible motives for using of ERP system;  

3. To explore possible barriers encountered and/or concerns held as they utilize the ERP 

system, and possible measures to improve the situation. 

 

LITERATURE REVIEW 
 

ERP system 
As a concept coined in the 1990s, enterprise resource planning (ERP) is a computer-based, 

multiple modules software solution, which assimilates information and business processes 

(Koch 2002; Yelken 2005; Maas, Van Fenema and Soeters 2014). Among the common vendors 
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of ERP system are Oracle, PeopleSoft, SAP and SCT (Banner). As expressed by Koch (2002), 

the critical term in ERP is “enterprise” because it is designed as a packaged application to 

harmonize the functions of the whole organisation into a single system which permits sharing 

of information all over the enterprise once it is entered into a database. This means, an ERP 

system is not a proprietary application developed for a single unique customer (Maas et al., 

2014) but rather is a complete application suite that can be used in several different enterprises 

(Althonayan 2013; Charisma 2014).  

In a recent comprehensive study of ERP in higher education in the Kingdom of Saudi 

Arabia (Noaman and Ahmed 2015), the researchers admitted that the scope of ERP system in 

higher education has expanded from the mere back-office functions such as order financial 

management, asset management, general management, and human resources management 

(Swartz and Orgill 2012), to include more applications such as marketing, student systems, 

management of grants, and e-commerce. Other studies also show that features of ERP systems 

include supply chain systems (Althonayan 2013; Charisma 2014). This implies that universities 

adopting ERP systems have a diverse range of functionalities to include as module 

combinations. However, not all functionalities are used. King et al.’s (2002) survey of 480 

universities and colleges with completed ERP systems around the world, found that the most 

common ERP module combinations they adopted were the HR, finance, and the student record 

administration module. A further interesting evidence from King et al.’s study was that two-

thirds of those institutions that have implemented ERP system continued to use their existing 

legacy systems as well. The finding affirms the overall underuse of ERP systems. 

 

Influences on ERP system usage 
The literature on ERP usage is diverse, and focused heavily on non-educational institutions. 

Nevertheless, in terms of the theories that underpin this study, and the literature generally, five 

key influences on the use of ERP system in organisations, generally can be identified: i.e., the 

degree of satisfaction of the user; their level of participation, involvement, and preparation; as 

well as their attitude and satisfaction with the system (Bano and Zowghi 2015; Cavaye 1995; 

De Waal and Batenburg 2014; Davis 1989; Kwak et al. 2012; Sadki et al. 2015). 

Participation: Past studies illustrate that user adoption and utilization of an ERP system 

can be elevated by increasing their level of participation in the ERP development process (Barki 

and Hartwick 1994). A university which provide deep and enriched participation during the 

initiation and development phase of the system stands a better chance to witness high degree of 

usage after the system “go-live” (Poonam and Agarwal 2014). Qureshi and Abdulkhalaq (2015) 
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stressed the significance of user participation, and suggest that the building of employee skills 

set through training is key strategy to guarantee high participation. The earlier the involvement 

of users in the process the better because they are then able to develop a clear understanding of 

processes (Poonam and Agarwal 2014). Mahdavian and Mostajeran (2013) maintain that the 

inclusion of key users (i.e., those employees with good understanding of the university 

processes) early in the implementation is a useful tactic.  

Involvement: Another factor that influences the uptake of an ERP system is level of 

involvement. Barki and Hartwick (1994) make a distinction between participation and 

involvement, stressing that the latter is psychological in nature. Involvement demonstrates the 

significance and individual relevance of the ERP system to the employees who use it. Both 

executive support and university management flexibility have shown to enhance ERP system 

user involvement (Ha and Ahn 2013; Ahmad, Ibrahim and Garba 2015; Galy and Sauceda 2014; 

Zhang, Gao and Ge 2013). The influence that these factors have on users is by way of affecting 

their motivation and morale, and this support is relevant even after the system go-live. 

Attitudes: The attitudes of employees who use the ERP system have shown to affect two 

aspects of their behaviour: (a) intention to use the system to its full capabilities; and 

(b) intention to seek assistance (Barki and Hartwick 1994). Attitude is a feeling held by the 

employee, and if he/she feels negative towards the ERP system, his/her use will drop. Positive 

attitudes encourage greater usage. Low level of participation in ERP activities and 

developments results in negative attitudes (De Waal and Batenburg 2014). To build positive 

attitudes, Nwankpa (2015) recommends the provision of technical support and resources to 

users, whereas Esteves (2014) recommends training. In contrast, Schniedejans and Yadav 

(2013) recommend the building of user trust especially trust between users and university 

administration, and user’s trust in the system itself. 

Satisfaction with the system: Past studies have shown further that perceived usefulness of 

a technology as well as its perceived ease of use both influence usage (Kwak et al. 2012). 

Nwankpa and Roumani (2014) found evidence that satisfaction with an ERP system increases 

when its user is able to see that the system makes him/her perform better or if the system 

demands no additional reduced effort. In other words, the user must see how he/she can benefit 

from the system, and in that way, he/she will adopt it and use it. Weli (2014) suggests that user 

satisfaction with ERP system can be enhanced through improving the quality of the system, i.e., 

its reliability, accuracy, and its ease of use. Ali and Younes (2013) observe that informational 

quality, i.e., completeness of data, timeliness of information flow, and its accessibility heightens 

the usage of the system. The quality of training and support, particularly system support and 
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information transparency, have a bearing on use because they improve user’s level of 

satisfaction (Tsai et al. 2012). 

 

Reported motives for using ERP system 
Although some scholars have indicated that the readiness of the university as an enterprise for 

the ERP system is an important factor in its successful implementation (Bano and Zowghi 2015; 

Cavaye 1995; De Waal and Batenburg 2014), many others have maintained that users’ motives 

for wanting to use the system, and their readiness for the technology (i.e., change management, 

capacity for learning, quality of training, and knowledge sharing mechanisms) are of even 

greater significance (Kwak et al. 2012; Sadki et al. 2015). When employees are ready for an 

ERP system by being properly trained and psychologically prepared, Ram, Corkindale and Wu 

(2015) argued that the benefits of the system to them, and the motives they construct for using 

it, are much clear and these include reciprocal interactions of cultural and social elements within 

the organisation. For example, the literature supports the view that the introduction of ERP 

system changes the manner in which the university operates and this intervention further 

changes its culture as an organisation (Pishdad and Haider 2013). In a university which is beset 

by internal conflict and confrontations, users of ERP system are likely to be motivated by the 

change since it streamlines workflow and minimizes person-to-person engagement 

(Tambovceva and Tambovceva 2013).  

Current research also shows that when employees use an ERP system it is because they 

want greater convenience and satisfaction (Rose 2011; De Waal and Batenburg 2014). Kwak 

et al. (2012) argue that technology at work automatically conveys a sense of useful and ease of 

use which psychologically motivates employees/users. In other words, technology gives 

employees a sense that there is more convenience to experience in their work once it is adopted. 

Thus, in Kwak et al.’s (2012) analysis, the ERP system, and its novelty, inherently drives 

curiosity and may be a motivating force for some users to want to use the technology. However, 

these scholars warn that resistance to using ERP emerges when the expectations that its users 

hold fail to converge to the reality of the system.  

The supreme motive driving employees to use ERP system seems to be the outcome that 

the system improves their job performance without them having to make any additional effort, 

or better yet at a reduced effort (Kwak et al. 2012). Scholars such as Verdouw et al. (2015) 

made the point clear by stressing employees’ alleged benefits of the technology are the most 

significant motivator of ERP adoption and utilization. This implies that aligning the ERP 

technology with the job characteristics and necessities is the key source of motive to use the 

system. 
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Constraints reported in using ERP system 
Noaman and Ahmed (2015) reported constraints linked to the following factors but they did not 

elaborate in detail: unrealistic expectations from top management concerning the ERP system; 

too tight project schedule; poor top management support; poor quality of testing; poor quality 

of business process reengineering; poor knowledge transfer; poor it infrastructure; poor project 

management effectiveness; high turnover rate of project team members; and over-reliance on 

heavy customization; poor consultant effectiveness. However, Barki and Hartwick (1994) 

stressed that the most influential constraints on ERP uptake come from lack of user preparation, 

their lack of participation, involvement, negative attitudes, and dissatisfaction with the system.  

In Botswana, there is still a dearth of higher education institutions with ERP system as a 

tool for resources planning and management. Although new requirements related to quality 

management from the local higher education regulator, i.e., the Botswana Qualification 

Authority, may motivate a greater push to install the technology, the limited roll out meant that 

published literature and direct experiences on the post “go-live” period in the country is scanty. 

Exploring this experience among internal stakeholders who use the system locally offer a 

critical bridge in this aspect of ERP. 

 

METHODOLOGY 

This research used a single-site case study design, in which both quantitative and qualitative 

methods were applied to offer a holistic picture (Yin 2014) of how internal stakeholders at the 

university (i.e. academics, students, and administrators) experience the use of ERP in higher 

education administration and management. One round of survey data collection as well as four 

(4) in-depth interviews were conducted. The mixed methods case study design suited this 

investigation as it strengthened the internal validity of the inquiry, while allowing the 

researchers to explore various experiences, feelings, and perceptions related to the usage of the 

ERP system (Creswell 2012; Yin 2014). These feelings and perceptions are reflected in the data 

gathered and analyzed. 

Sample: A key step in designing the study was in deciding on the sample (O’Reilly and 

Parker 2012). Internal stakeholders comprising academics, students, and administrative staff in 

a public, large-sized flagship university in the African State of Botswana made up the sample. 

The rationale for selecting the flagship university in Botswana is that the university completed 

implementing its ERP system in March 2015, and had the following in place (a) Oracle E-

Business suite, and (b) PeopleSoft ERP. It is the only university in the country with a full ERP 

system, comprising of three module combination: finance, HR, and student record 
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administration. In 2015, the university comprised of a student population of just over 15,000 

fulltime and 2,000 part time, and a staff establishment of 940 academic and 1700 administrative 

staff. A purposive sample of 162 internal stakeholders – i.e., 97 students, 27 academics, and 38 

administrative staff – were investigated about their ERP tool usage and experiences at the 

university. We focused on participants with direct experiences interacting with the ERP system 

because they stood the best chance to give accurate descriptions of their encounters. The sample 

demographics are shown in Table 1. 

 
Table 1: Profile of sample  
 

Participants Descriptions Frequency % 
Academic staff 
(n=27) 

Male 13 48.1 
Female 14 51.9 

Administrative staff 
(n=38)  

Male 23 60.5 
Female 15 39.5 

Students (n=97) Male 47 48.5 
Female 50 51.5 
1st Year ‒ Freshers 22 22.7 
2nd Year ‒ Sophomores 23 23.7 
3rd Year ‒ Juniors 27 27.8 
4th Year ‒ Seniors 25 25.8 

 
Students were taken from across different year of study, and the number of male (n=47) and 

female (n=50) students were approximately equal. This minimized biases towards particular 

gender in the responses. The administrative staff included members of the university’s 

executive management, and ERP support staff who supply both degree and non-degree related 

services. However, the academic staff included faculty deans and academics that used the 

system online for personal as well as academic and student records administration. While the 

issues that affect internal stakeholders’ experiences are likely diverse, we felt that the sample 

was diverse enough to capture these concerns across the strata of the university (Creswell 2012). 

The sample described themselves as computer literate, though some were more advanced in 

their literacy than others. 

Data collection: The study was check for research ethics compliance by the researchers’ 

Higher Degrees Committee. Data was collected with two methods; first, through questionnaires 

which were descriptive surveys with two sections; one section that included variables such as 

gender, year of study at university, computer literacy level, as well as questions exploring the 

frequency of computer usage, among other questions. The second section included variables on 

ERP functionality, the behavioural requirements of ERP system, ERP challenges, and questions 

regarding many of the tools detailed by Noaman and Ahmed (2015) in their discussion of the 

utilization of ERP modules in higher education administration, such as student records 
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administration in Oracle PeopleSoft, procurement, among many others. These functionalities 

also appeared in past research on ERP in education (see, King et al. 2002; Swartz and Orgill 

2012; Ndungu and Kyalo 2015). We also referenced Swartz and Orgill (2012) to measure 

experiences and encounters with ERP system tools.  

In addition to the questionnaire, a follow-up in-depth personal interview also provided 

data for the inquiry. The interviews offered more depth into the internal stakeholders’ lived 

experiences and the motives that drive them to use the system and how it can be improved. We 

asked “grand-tour” questions (Boeije 2002; Creswell 2012; Teddlie and Yu 2007) regarding 

the institutional ERP practices and challenges experienced during the interviews with four (4) 

internal stakeholders, namely: a student representative, academic representative, and two 

administrative staff representatives. We followed the interview protocol proposed by 

McCracken (1988). These interviewees were probed as to their experiences with the system 

overall and/or with specific modules, their key challenges, and how the system might be 

enhanced. Each interview lasted approximately 50 minutes, and it yielded textual data. The data 

from both the questionnaire and the interviews were analyzed. 

Data analysis: The numeric and text data generated were analyzed differently. Following 

a process of pilot testing of the questionnaire on internal stakeholders at the university, the 

instrument was administered, and the SPSS software was used to generate frequencies and 

descriptive statistics. Both mean and standard deviations were the main statistics used. The two 

researchers further independently employed thematic coding in the analysis of the text data 

generated during the interviews. Following our convergence on salient themes, we integrated 

the verbatim with the numeric data in order to elaborate the various experiences (Boeije 2002; 

Creswell 2012; Teddlie and Yu 2007). In the qualitative data, strict measures of credibility 

applied were using fellow coauthor as critical friend of the data and the article overall, and 

combining methods. The findings are discussed in the sections below. 

 

DISCUSSION OF THE FINDINGS  
 

Internal stakeholders’ experiences ERP functionalities: Knowledge and usage 
Internal stakeholders’ experiences with the ERP system implemented at the university were 

explored by asking the participants to report their familiarity with (a) PeopleSoft student 

records administration module, (b) human resources management module, and (c) financials 

module. Each of the ERP modules was measured using a 5-point Likert Scale, where 1 

represents no familiarity and 5 represents high familiarity. Familiarity with the system 

depended on the user group and the module being referenced. As expected, administrative staff 

were highly familiar with all three modules: PeopleSoft student records administration module 
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(x̄ = 4.33, standard deviation [SD] = 0.704), human resources management module (x̄ = 4.51, 

SD = 0.514), and (c) financials module (x̄ = 4.06, SD = 0.701). The academic staff in contrast 

were highly familiar with the PeopleSoft student records administration module (x̄ = 4.88, SD 

= 0.521), but were less familiar with the human resources management module (x̄ = 2.31, SD = 

0.414). They reported only some understanding of the financials module (x̄ = 2.50, SD = 1.039) 

(see Table 2).  

However, students reported that they were highly familiar with the PeopleSoft student 

records administration module (x̄ = 4.46, SD = 0.621), but they had the least amount of 

understanding of the human resources management module (x̄ = 2.01, SD = 1.312) and they 

lack understanding of the financials module (x̄ = 1.91, SD = 0.701) (see Table 2). This was 

anticipated because the ERP functionalities such as the financials and human resources modules 

are outside students’ access domain. The student records module is used to handle academic 

aspects that impact on student daily lives such as enrollment, class scheduling, academic 

calendar, course credits transfer, assignment submission, checking of course marks, and 

academic transcript. Understanding the ERP module which they used as they progress through 

the university is in their interest as students. Thus, stakeholders’ experiences with the ERP 

system was consistent with the manner that the widespread notion anticipated. Familiarity with 

its functionalities depended on its user-groups. 

Interestingly, the human resources and the financials ERP functionalities, respectively, 

preceded the launching of the PeopleSoft student record management module, but the 

administrative and academic staff indicated a high level of understanding of it in the same way 

that they understood the other modules, despite the shorter time in operation. One likely reason 

could be that the administrative and academic staff were forced by circumstances to understand 

these subsystems because the university was transforming and had as its agenda to improve 

services and the operations of the institution. The three modules installed (i.e., financials, HR, 

and student administration) are essential functionalities for transforming and improving 

university operations.  

 
Table 2: Familiarity with ERP functionalities by internal stakeholders  
 

ERP functionalities n  
 SD 

Academic staff   
 

PeopleSoft student records module 27 4.88 0.521 
Human resources management module 27 2.31 0.414 
Financials module 27 2.50 1.039 

Administrative staff    

PeopleSoft student records module 38 4.33 0.704 
Human resources management module 38 4.51 0.514 
Financials module 38 4.06 0.701 
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ERP functionalities n  
 SD 

Students    

PeopleSoft student records module 97 4.46 0.621 
Human resources management module 97 2.01 1.312 
 Financials module 97 1.91 0.701 

 

The findings also indicate that although academics as internal stakeholders did not report full 

understanding of the ERP financials module, the data suggest that there is willingness to use 

various elements of that module. Concerning familiarity with elements such as inventory 

management, and daily business intelligence, nearly 88 per cent (n = 24) of academics reported 

good understanding of these submodules. Furthermore, their inventory management usage was 

maintained quarterly (92%, n = 25) for most and monthly for others. But academics agreed they 

did not understand most of the submodules within the financials module of the ERP system. 

Lack of familiarity of the financials module is indicated with only 16 per cent overall reporting 

some understanding of the tool (see Table 3). 

While academics did not also use the HR modules in the ERP system, they were among 

the main users of the PeopleSoft module. Daily use of the enrollment submodule was reported 

by 96 per cent (n = 26) of the academics. Whereas all the academics (100%, n = 27) used the 

learning management submodule every day, only a few (14%, n = 4) used the student alumni 

and financing submodules, respectively, and the use was occasional. Campus analytics also 

showed common usage, but this was quarterly (100%, n = 27). In sum, academics reported the 

most usage of the PeopleSoft student records administration functionality, with the other 

functionalities such as the HR and the financials modules being less used (see Table 3). 

 
Table 3: Academic staff’s understanding and use of ERP modules  
 

ERP functionalities 
Academic staff (n=27) 

Understanding Use 
Responses % % Of cases Responses % % Of cases 

PeopleSoft module       
Enrollment* 27 20.0 100.0 26 29.5 96.3 
Alumni***  27 20.0 100.0 4 4.5 14.8 
Student financing*** 27 20.0 100.0 4 4.5 14.8 
Learning management* 27 20.0 100.0 27 30.7 100.0 
Campus Analytics** 27 20.0 100.0 27 30.7 100.0 

Total responses 135 100.0 500.0 88 100.0 325.9 
HR module       

HR† 2 6.7 7.4 0 0.0 0.0 
i.Recruitment† 1 3.3 3.7 0 0.0 0.0 
HR intelligence†  1 3.3 3.7 0 0.0 0.0 
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ERP functionalities 
Academic staff (n=27) 

Understanding Use 
Responses % % Of cases Responses % % Of cases 

Incentive compensation†  1 3.3 3.7 0 0.0 0.0 
Payroll † 2 6.7 7.4 0 0.0 0.0 
Learning management*** 23 76.7 85.2 1 100.0 3.7 

Total responses 30 100.0 111.1 1 100.0 3.7 
PeopleSoft module       

General ledger*** 2 3.6 7.4 1 2.1 3.7 
Accounts receivable*** 2 3.6 7.4 1 2.1 3.7 
Accounts payable*** 2 3.6 7.4 1 2.1 3.7 
Fixed assets*** 3 5.4 11.1 5 10.6 18.5 
Inventory management** 24 42.9 88.9 25 53.2 92.6 
Daily Business intelligence*** 23 41.1 85.2 14 29.8 51.9 

Total responses 56 100.0 207.4 47 100.0 174.1 
*Use indicated as daily        **Use indicated as quarterly       ***Use indicated as occasionally        † Use indicated as never 

 
On the other hand, while nearly 83 per cent of students (n = 97) reported good understanding 

of the PeopleSoft student records administration module, slightly lesser number on average 

(85%, n = 97) use the module content weekly. The most commonly used submodule in the 

PeopleSoft student records administration functionality was learning management, which was 

used weekly (100%, n = 97). This may be a result of the semester based modularized structure 

of the academic calendar at the university, because the learning management submodule gives 

students access to the course resources, and allow them to monitor their academic performance 

in terms of marks. The financing, alumni, and campus analytics submodules were used, but this 

was occasionally. Only few students however occasionally used the alumni (19%, n = 19) and 

the campus analytics (42%, n = 41) submodules. In sum, students reported a relatively good 

understanding of the PeopleSoft ERP student records module. But they used some aspects of it 

more than others. They had no knowledge of the HR and financials functionalities in the ERP 

system. 
 
Table 4: Students’ understanding and use of ERP modules 
 

ERP functionalities 
Students (n=97) 

Understanding  Use 
Responses % % Of cases Responses % % Of cases 

PeopleSoft module       
Enrollment* 97  20.4 100.0 97 27.6 100.0 
Alumni***  96  20.2  99.0 19  5.4  19.6 
Student financing*** 97  20.4 100.0 97 27.6 100.0 
Learning management* 97  20.4 100.0 97 27.6 100.0 
Campus Analytics** 88  18.5  90.7 41 11.7  42.3 
Total responses 475 100.0 489.7 351 100.0 361.9 
* Use indicated as weekly               ** Use indicated as semesterly              *** Use indicated as occasionally  
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With regard to the administrative staff, over 90 per cent (n = 38) indicated full understanding 

of all three of the ERP module functionalities. Unlike with other internal stakeholders, the 

majority of administrative staff (90%) on average reported that they used the systems daily. All 

the administrative staff, who included the executive management and the support staff, used the 

different submodules in each of the three ERP functionalities, daily. However, the exception is 

that only few administrative staff used, daily: (a) the campus analytics in the PeopleSoft 

functionality (10%, n = 4); (b) the HR intelligence (8%, n = 3) and i.Recruitment (13%, n = 5) 

submodule in the HR functionality; and (c) the fixed assets (21%, n = 8) submodule in the 

financials functionality.  

Taken as a whole, it is evident that despite the diverse group of administrative staff, there 

were few members of this group who used certain submodules in the ERP system less 

frequently than others.  

 
Table 5: Administrative staff’s understanding and use of ERP modules 

ERP functionalities 
Administrative staff (n=38) 

Understanding Use* 
Responses % % Of cases Responses % % Of cases 

PeopleSoft module       

Enrollment 38 20.0 100.0 26 18.1 68.4 
Alumni  38 20.0 100.0 38 26.4 100.0 
Student financing 38 20.0 100.0 38 26.4 100.0 
Learning management 38 20.0 100.0 38 26.4 100.0 
Campus Analytics 38 20.0 100.0 4 2.8 10.5 

Total responses 190 100.0 500.0 144 100.0 378.9 
HR module       

HR  38 19.7 100.0 38 23.8 100.0 
i.Recruitment 38 19.7 100.0 5 3.1 13.2 
HR intelligence 3 1.6 7.9 3 1.9 7.9 
Incentive compensation 38 19.7 100.0 38 23.8 100.0 
Payroll 38 19.7 100.0 38 23.8 100.0 
Learning management 38 19.7 100.0 38 23.8 100.0 

Total responses 193 100.0 507.9 160 100.0 421.1 
Financials module 456      

General ledger 38 16.7 100.0 38 19.2 100.0 
Accounts receivable 38 16.7 100.0 38 19.2 100.0 
Accounts payable 38 16.7 100.0 38 19.2 100.0 
Fixed assets 38 16.7 100.0 8 4.0 21.1 
Inventory management 38 16.7 100.0 38 19.2 100.0 
Daily Business intelligence 38 16.7 100.0 38 19.2 100.0 

Total responses 228 100.0 600.0 198 100.0 521.1 
* Use was indicated as daily 
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Possible motives for using ERP system for resources management in higher 
education 
The university invested approximately P68 million (US$6.4 million) to set up the ERP system. 

King, Kvavik, and Voloudakis (2002) developed a typology of motives for ERP system use that 

details three primary motivations: management efficiency; customer satisfaction; and 

information accuracy. Internal administrative staff expressed during in-depth interviews that 

they were generally satisfied with the ERP system overall, and gave reasons. They expressed 

that although there were hiccups in some areas, the system had contributed several benefits, 

among which were the reduction in paper forms, and the opening up of online accesses. Implicit 

in these reasons are the fact that the system has contributed to improve efficiency in 

management. One of the administrative managers explained: 
 

“There are two things the system has, as its immediate impact. We came from a lot of paper where 
processes were basically by a lot of paper moving around. But now many of our processes are 
automated. The self-service gives all the university staff the platform to request common services 
such as leave. And even when we talk about modules ... let’s take the financials module, for 
example, it comes with processes like assets management which we used and it is helping. The 
feedback I get from people (university staff) is that everybody is happy.” (Manager 1). 

 

In the experiences of the manager, the ERP system implemented improved service delivery. 

Service delivery enhancement is an essential outcome of management efficiency. Sentiments 

about management efficiency were shared and further endorsed by other managers. One noted, 

“... the biggest benefit for me is the acceptance of the system, and the management information 

reports we are now able to generate because we had management information infused into the 

budget cycle which gave everyone the chance to make informed decision ...” (Manager 2). 

Other managers highlighted the automation of, and convenience in, process experience: “... the 

good thing with the new system is automation ...” (Manager 3), and convenience, “... as for the 

first time, we had online registration of our students which meant lesser time cross-tabulating” 

(Chief Executive Officer). These anecdotes corroborate the pattern of responses that 

administrative staff gave in the survey. The responses inform us that, with the transition from 

the legacy management information system, the university stakeholders have been able to 

experience a gradual improvement in access to consolidated information for resource planning, 

as well as in the enhancement of workflow and process controls. In respect of King’s et al. 

(2002) topology, these benefits are consistent with the management efficiency motive in typical 

ERP systems in higher education.  

The administrative staff expressed positive sentiments about students’ responses to the 

ERP system. A senior manager (Manager 4) responsible for handling the functional and 
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technical aspects of the PeopleSoft student records administration component of the ERP 

system agreed that students have embraced the use of the module generally, and the idea of 

being able to engage with some processes such as registration and course resources at their own 

convenience. He described and attributed the reasons for this as an outcome of the dynamic 

partnership between the academic staff and students, “... they [students] embraced the system 

... and the dynamics between [the] students and [the] academic staff, I think, played a big role 

in swinging the minds of any resistance that we had on the academic side”. The students’ 

interest in, and acceptance of, their ERP module contributed to winning over skeptical 

academics who had minimal faith in the ERP system. Skeptical academics were challenged by 

students, as one explained:  
 

“There were lecturers [academics] who used to say there were problems with the [PeopleSoft] 
system, but we knew that that could not be because we saw other faculties using it. That’s when 
we said to them [academics], if there were problems with it [ERP system], why were other faculties 
not having the same kind of problems?” (Student representative). 

 

Students were driven by a convenience motive for using the PeopleSoft student records 

administration component of the ERP system. And this motive was in a manner that was often 

intertwined with an information motive. King et al. (2002) outline that convenience motive as 

students being able to get updated course resources without necessarily being physically present 

in lectures; finding out about registration, academic progression, lesson schedules, campus 

activities, and coursework assignments with little effort or with no hindrances. The information 

motive – which includes seeking guidance, interacting with classmates, inquisitiveness, and 

finding out – mutually reinforces the convenience motive. The student representative 

interviewed talked about the convenience he felt with checking coursework for plagiarism 

through platforms like Turn-it-in and downloading course materials, “... the ERP platform is a 

way to keep us engaged ... there are many more things we now do on our own to prepare before 

the lesson; the lecturers upload the lecture materials ahead of the lesson and we are able to read 

and prepare for the lesson ... we can subject our course assignments to Turn-in-in ...”. Similarly, 

the student representative revealed how the PeopleSoft ERP module provides an outlet for “... 

staying current with developments in the course of study ...”. Thus, while the convenience 

motive goes together with the information motive, it provides evidence that, as customers, the 

students were generally satisfied with the new services that the ERP offered them. 

However, the motives that students had for using the ERP system were different from 

those of the other internal stakeholders. Table 6 further summarizes the motives that 

administrative and academic staff expressed for using the ERP functionalities.  
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Table 6: Why administrative and academic staff use the ERP system (n = 65) 
 

No. Reasons  

1 Improved university processes 2.99 
2 Improvement in management information 2.97 
3 Improved access to management information 2.95 
4 Improved services to students, faculty, and staff 2.92 
5 New services added for students, faculty, and staff 2.83 
6 Institutional accountability 2.40 

(1‒3 Scale: 1 = Disagree; 3 = Agree) 
 
The most common reason that drove administrative and academic staff to use the ERP system 

is the sense that the university processes have improved (x̄ = 2.99), and that there is enhanced 

management information (x̄ = 2.97). Improved accessibility to information led to improvement 

in service delivery. These reasons, and others reflected in Table 6, substantiate earlier 

sentiments about system automation, convenience, management efficiency. Interestingly, 

however, the motives of information accuracy mentioned by King et al. (2002) did not emerge 

as prominent themes.  

 

Barriers and concerns in maximizing the use of ERP functionalities for 
university resources management 
We asked the internal stakeholders about the barriers and concerns they hold about the ERP 

system and utilizing it. Experienced and perceived barriers (extrinsic), as well as personal 

concerns that the internal stakeholders had, or anticipated, (intrinsic) were explored. The data 

reveals barriers that can roughly be categorised as (a) technical barriers, e.g., access to support 

and guidance; and (b) functional barriers, e.g., relapse into old habits; transitional change 

management deficiencies; management buy-in challenge; confidence of colleagues, self, and 

students.  

Administrative and academic staff expressed that they did not believe the ERP technology 

was fully utilized. In their experience, approximately 70 to 80 per cent of the system is being 

used, and that had a higher percentage been used, the system would have added greater value. 

Administrative staff made the rough estimate, remarking, “... if you asked me, to what extent 

[am] using the system, I would say probably 70 to 80 per cent ... if today we are asked, how 

many professors do we have in the University, for example, we still have some of us who would 

do that [analysis] manually, i.e., counting with fingers, but the system can do that for us.” The 

inherent point is that the ERP system is not being used optimally. Barriers that internal 

stakeholders face contribute to the low optimization. 
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Relapse into old habits 
Administrative and academic staff see “relapse into old habits” as a significant barrier to 

maximizing the use of the ERP system, and gaps in the change management process to support 

full transition. Relapsing into old habits results after the system has been tried for a short time 

(e.g., few days or weeks), and then employees find themselves resorting, periodically or wholly, 

thereafter to using old methods of working. A senior HR manager (Manager 3) referenced 

relapse, by pointing to the reality that some employees resorted to “counting with fingers” when 

asked to provide certain statistics, which the ERP system could produce, on the university 

establishment register. In other words, these internal stakeholders opted to operate a parallel 

manual system. The introduction of the ERP technology for resource planning within the 

university environment meant that internal stakeholders have had to learn and accommodate 

new behaviours and ways of thinking. Transforming employee work habits to ensure a lasting 

behavioural change that accommodate the new behaviour is a process, which can be prolonged. 

Nevertheless, relapse is an indication that the new behaviour has not stuck. Thus, administrative 

and academic staff who, for example, opted to “count with fingers” had not sufficiently grooved 

in the habits to reflexively respond using the ERP technology.  
 

“... if people are used to working in a certain way ... a [new] system usually involves changing the 
way people actually do their work ....” (Manager 1).  

“We may have a system that operates in an integrated way but our staff do not think in an integrated 
way. They still think and operate in their own silos, though the system broke down silos.” 
(Manager 2). 

 

Mindset inflexibility buttresses the relapse. As brought out in the evidence above, “silos” 

metaphorized the mental frame that persisted and guided internal stakeholder behaviour in the 

ERP system post-launch period. “Silo” thinking suggests disaggregation and disintegration, 

which is antithesis to the basic principle of integration on which ERP functions. It appears the 

ERP technology is being underused because the mindset of its operators is out of harmony with 

the fundamental principle (mindset) of the system. The central point that Manager 2 has made 

is that although the ERP technology is an integrated-computerized-system, there were internal 

stakeholders who operated as though they were using fragmented systems, as they did in the 

past.  

Several forces seem to drive the inflexible mindset that underpins the relapse. Prominent 

among these is the idea of being in a “comfort zone” with the old system. Administrative and 

academic staff comments emphasized this point: “... You always have people in their comfort 

zone with the old system, and building empires with the old system ... they see [the introduction 

of] the change to the new [ERP] system as eroding their power base ...”. The comfort zone 
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represents a settled method of working, requiring limited effort but at the same time yielding 

almost a satisfactory result. It is a place where employees feel safe and at ease. The notion that 

administrative and academic staff falling back to their comfort zone provides clues that, rather 

than take on the new paradigm that the ERP system imposes, the staff instead took the easy way 

out by resorting to old familiar habits. Perhaps the reason for this, Manager 2 expressed, is to 

protect their sphere of influence and power base.  

The evidence also highlights that although the administrative and academic staff expressed 

a fear of loss of influence as a result of the ERP system, their relapse was also a result of inactive 

self-management. Active self-management manifests in self-directed activities, including 

ongoing reflexivity to determine what contribute to the relapse, the formulation of replacement 

habits, and self-monitoring to detect deviation or relapse. Using the ERP system without 

ongoing reflection and self-monitoring means that the chance to rapidly notice when one gets 

off track from the new routine associated with utilizing the system fully, diminishes. Some 

administrative and academic staff acknowledged low self-management as source for relapse in 

behaviour: 
 
“Continuity in training people is needed ... Nobody track their own habits as they use the [ERP] 
module in their function, so when they fall back into their old habits such as wanting to do things 
manually, or work as if the system was disjointed, it becomes difficult for them to tell what causes 
the relapse. Personally, I don’t keep track of myself at all.” (Manager 2).  

“... It is mainly the attitude ... it is mainly the perception ... that is barring people from seeing or 
[fully] appreciating the capabilities of the [ERP] system ... when people doubt if the system can 
do what it claims, then it leads to old habits accommodation ....” (Manager 3). 

 

Although the internal stakeholders use the ERP technology, they held negative perceptions and 

doubts about its capabilities. But these sentiments are unhealthy as they buttress relapse, and 

feed into feelings of reluctance among these employees to go the extra mile to self-manage their 

habits so as to detect relapse tendencies, or to move out of their comfort zones and “silos” in 

order to maximize the use of the ERP system.  

 

Transitional change management deficiencies  
The evidence on barriers revealed that the underuse of the ERP functionalities for university 

resources planning resulted from weaknesses in the change management arrangements. While 

the university invested in the technology, the data shows that the university administration 

misjudged the scope of the change management requirements, as they assumed that the 

continuation of change management activities after the launch, or the “go-live”, of the ERP 

system was unnecessary. This decision proved disastrous. Many of the problems that 
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administrative and academic staff attributed to the underuse of the system were linked to the 

absence of any formal ERP post launch change management plan. One HR manager spoke 

about the absence of debriefing plans following the “go-live” period to return staff who worked 

as functional experts in the team back to their respective departments; while a senior manager 

in the finance division was saddened by the lack of continuity in change management, which 

the stakeholder blamed for much of the doubts that employees held about the capability of the 

ERP system. For example, HR manager explained: 
 

“The ERP team had people drawn from different departments, based on their functional expertise 
... there were people from HR, Accounts, procurement, registry, student representative, and so on 
... we worked with them as team for over a year, and after the launch, nobody tries to transition 
them back to their normal units, or facilitates the transfer of the knowledge they gained about the 
ERP system to other staff in their respective department.” (Manager 3). 

 

In a similar vein, the finance manager lamented his sadness about the lack of continuity in 

managing the change after people begun to use the system:  
 

“Change is an everyday thing ... It’s not a once off thing. We can’t talk only of change that 
happened at the migration stage, or at any other time, and then think, ok ... everything has been 
taken care of. We ignore the changes, and reactions from people, after the system has been handed 
over to us to use it ... and that is why the usage to me is not as I would have liked it.” (Manager 
2). 

 

A senior academic, who worked for many years without the integrated ERP, expressed 

indifference about not anticipating and managing ERP post launch or “go-live” changes: 
 

“We knew people would change how they work, once the system was up and running, but we did 
not try to ease them into it and continue to support them, through training and counselling, and so 
on. These turned people off from committing to the system.” (Manager 1). 

 

What appears evident from the above extracts is that there are two groups of ERP users as a 

result of how the transitional change management was handled. There are those users who were 

part of the ERP functional team and who participated in the system development, and 

consequently who fully understood and appreciated the system. On the other hand, there are 

those who were not part of the system’s development, and consequently had limited skills 

transferred to them. The latter seem to be the group that held doubts about the capabilities of 

the system, and are making its usage not what it is supposed to be. The knowledge gap between 

the group members fueled strained relationships, division and conflict. The HR manager 

admitted, “... there was a split that existed between staff members who were in the ERP 
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development and those not in it, and the riff continued into the ‘go-live’ phase ...”.  

Administrative and academic staff from both groups however expressed mostly negative 

views of the absence of post launch change management undertakings, perceiving it as a major 

factor in the underuse of, and reactions to, the ERP system, and describing the deficiency as 

exuding the evidence of weak support from the university administration for developing internal 

users. In other words, the perception is that while the university administration invested heavily, 

in financial terms, in the technology and its related hardware requirements for it to be installed, 

they did not invest as much effort in the “soft support” to ease employee transition into, 

maximizing the use of, the system.  

 

Detached persona of the university administration 
The detached persona of the university administration was also viewed as further barrier 

contributing to the transitional change management challenges. One manager cited lack of 

management appreciation, noting: “... the university never really showed appreciation of the 

[functional/technical] team ...” and the dismissive attitudes towards suggestions: “... we 

recommended having an office responsible for ERP uptake and usage but it seems not to have 

made sense to the authorities ...” as setbacks in the continuation of change management 

activities following the “go live” phase. In this kind of interaction, communication is stifled, 

yet it is essential, as it is through communication that the “word” gets out particularly between 

the university administration and the project team, and between the university administration 

and users, to ensure clarity of plans in the ERP post launch phase. However, the initial seed of 

indifference towards the “soft support” for ERP users, sown by the university administration 

appears to have left some level of negativity towards the system. As a result, some internal 

stakeholders seem influenced by the behaviour and relied on parallel manual systems and paper-

based processes. But when the persona of top management does not align with, and feed into, 

the plans on the use of the technology, the chance of obtaining employees’ full commitment is 

weak. The detached persona is a barrier that triggers ripple effects. 

 

Inadequate training, support and guidance  
Academic and administrative staff agreed that inadequate training and guidance were among 

their most significant barriers, with both groups acknowledging that these weaknesses played a 

role in preventing the full utilization of the ERP system. Internal stakeholders spoke at length 

about the absence of formal training in the post launch period, and the unsatisfactory support 

they receive from the internal technical team. However, as the evidence indicate above, the 

absence of appropriate and deliberate post launch change management arrangement meant that 

the technical team did not transition back properly to their departments. As Manager 3 
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explained above, this meant that the knowledge which the team members gained in the 

development of the ERP system was not necessarily transferred to other staff with whom they 

work. Inappropriate transitioning of these experts, along with no suitable structure that facilitate 

the sharing of their knowledge, can also add to the myriad of reasons why academic and 

administrative staff felt the support they received from the technical team was unsatisfactory. 

Whereas inadequate preparation manifested in practices such as the absence of dedicated 

training resources, discontinuity in training to end-users, and poor scheduling of training, 

inadequate support, on the other hand, was revealed also in slow response from internal IT 

personnel to request for technical assistance. More crucially, though, is that the absence of 

ongoing training was worrisome for academic and administrative staff as they reasoned that it 

implied (a) there were no new staff joining the university, and that (b) at the initial end user 

training, everybody learnt everything that’s needed for the full use of the ERP system. They 

maintained both assumptions were misleading, and suggested that the risk of not training people 

properly on the use of the ERP system is that the cost invested in setting up the technology will 

eventually go in vain. 
 

“Continuity in training people is needed. [This includes] continuingly training even the trainers 
who train us because the trainers also need to have their knowledge/skills updated so that we are 
all kept relevant... but now, there is no training for us, even for those trainers, as if we are saying 
there are no new people joining, or that at the time of training, everybody got everything right”. 
(Manager 3).  

 

“... The level of support is not satisfactory ... our IT team is trying hard but the biggest problem is 
that this is a platform that they are not familiar with ... the situation is made worst by external 
consultants who have questionable technical abilities.” (Manager 1). 

  

What appears clear from the above verbatim is that owing to the weaknesses in the ERP training 

and related support, internal stakeholders who use the different ERP technology modules have 

had to discover how to maneuver the system on their own. 

 

Concerns 
All groups were asked about their concerns with regards to the use of the ERP system. 

Questions were asked in relation to their personal concerns about the system, including 

information and system quality, service quality, system efficiency and operational efficiency 

and effectiveness. Overall, the internal stakeholders were least concerned about the operational 

efficiency and effectiveness of the ERP system because these were variously demonstrated in 

provisions such as service notifications, automated workflow, service integration, enhanced 

information, online self-services, as well as in user productivity, error reduction, and improved 
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audit and management controls. The stakeholders within the university were also least 

concerned about the basic knowledge and skills of themselves, and the students using the 

system.  

However, they were and more concerned, particularly academic and administrative staff, 

about information quality – specifically, its accuracy, and up datedness. They were concerned 

too about service quality issues such as training, and the service responsiveness and competence 

of the ERP support team. The data further shows that, while external consultants were generally 

seen as helpful, internal stakeholders were concerned about their rapid turnover because with 

each new team, a period of familiarization ensued which the users had to do. The repetitive 

nature of the task strained the stakeholders. Figure 1 summarizes the issues that concerns were 

expressed about. 

 

 
Figure 1: Internal stakeholders’ concerns 

 

FURTHER DISCUSSION  
The study investigated three aspects of ERP usage in the immediate period (first 18‒24 months) 

after the system was launched and mandated as the policy and tool for resource planning at the 

flagship university in Botswana, Africa. The three issues assessed were (a) internal 

stakeholders’ familiarity and use of the ERP system. Internal stakeholders were academics, 

students, and administrators; (b) the possible motives for using the ERP system; and (c) the 

barriers encountered and concerns held as the system is utilized. In general, the stakeholders 

sampled were familiar with the ERP system installed, but use of the system varying, depending 

on the user group and the module in question. The stakeholders showed high familiarity with, 
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and usage of, the module(s) that was tailored to their particular needs. Academics and students 

were highly familiar with and highly used the PeopleSoft student records administration 

module, but unlike the students, the academics were also familiar with and used elements of the 

HR module but not the financials module. In contrast, however, the administrative staff were 

familiar with and used all three modules in the ERP system largely because they worked in 

general university administration which had to plan resources across the enterprise. Current 

research suggests that with the emphasis on specialization of functions and segregation of roles, 

it is inevitable that no single person necessarily need to know everything about the operations 

of the organisation (Rueffler, Hermisson, and Wagner 2012). As such, these findings were in 

line with expectations. 

The motivation for using the ERP system for resource planning in higher education 

revealed some surprises. While there can be a diverse set of motives for the use of an ERP 

system, the reasons that internal stakeholders shared were consistent with the three primary 

motivations of management efficiency; customer satisfaction; and information accuracy 

advanced by King, Kvavik, and Voloudakis (2002). The stakeholder used the ERP because it 

contributed to a reduction in paper forms, and the opening up of online accesses. The system 

improved service delivery for not just internal customers but also for those external. What 

appears clear from the evidence is that the underlining motivation was to achieve management 

efficiency, as King, Kvavik, and Voloudakis (2002) suggested.  

Furthermore, a theme that was common across all the groups as a motive to use the ERP 

technology is convenience. Students were driven by a convenience motive as they could access 

online resources and services. The convenience for them was in a manner that was often 

intertwined with an information motive. However, for the administrative and academic staff, 

the convenience was in the sense that the university processes have improved. It is very 

interesting to note that internal customers cannot be taken for granted by any unscrupulous 

university administration in the new millennium because they are quite aware of the level of 

satisfaction they want as customers whether as employees or as students. This means that King, 

Kvavik, and Voloudakis’s (2002) second motive of customer satisfaction was support by the 

data. Interestingly, however, the motives of information accuracy mentioned by King et al. 

(2002) did not emerge as prominent themes. To the contrary, information accuracy emerged as 

a major concern, rather than as a motive for using the system. In our study therefore, a factor 

that King et al. (2002) posited as a motivator emerged as a demotivator because unreliable and 

inaccurate information dim stakeholders’ interest in the system (Swartz and Orgill 2012; 

Ndungu and Kyalo 2015).  

But while the university can celebrate the management efficiency and customer 

satisfaction benefits that emerged from the system so far, Shanks, Seddon and Wilcocks (2003) 
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cautioned that those merely reflect operational benefits, and that deeper and much more 

fundamental motives linked to strategic underpinnings must still be explored and understood. 

Shanks et al. (2003) suggest it can takes up to two years for organisations to come out of the 

familiarization stage of an information system, which perhaps give some indication as to why 

the motives have largely been on tactical level outcomes. 

What appears clear from the findings above is that the university administration along 

with its internal stakeholders seem not to be aware of the tactics they could utilize in order to 

mitigate emerging barriers that prevent them from maximizing the use of the ERP 

functionalities for university resources management. Four fundamental barriers, along with 

concerns, were discovered, and these included users’ relapse into old habits, deficiencies in 

transitional change management, a detached persona of the university administration, and 

inadequate training, support and guidance for the stakeholders, particularly those who were not 

part of the functional team that developed the ERP system. In the use of any technology, barriers 

are bad news, and it is more so the case with ERP systems because they minimize the benefits 

that the organisation can obtain from the massive financial investment (Swartz and Orgill 2012). 

The barriers reported in this study are forceful and strong as they contributed to division among 

some internal stakeholders, and based on Al-Mashari’s (2003) warning – about the lack of 

continuing training – we can safely point out that the barriers reported have the potential to 

jeopardize the long term success of the ERP system.  

Finally, research advocates for high level of support when promoting an uptake of new 

technology (Noaman and Ahmed 2015; Pollock and Cornford 2005). This is based on a strong 

link between support (formal or informal) and employee confidence, and their subsequent 

readiness and eagerness to try new things to maximize the use of the technology, such as in our 

case an ERP system. Our study found evidence of inadequate training, inadequate support and 

guidance, as well as concerns about information accuracy and up datedness. As the university 

rolls in the ERP system, it is clear that the institution is on pathway that is antithesis to what 

past research recommends.  

 

CONCLUSIONS AND WAY FORWARD: MITIGATING IDENTIFIED BARRIERS 
AND CONCERNS 
ERP system in a university is not the mere procuring of the application and installing it. The 

phase after the system “go-live”, and has been handed over to its users is a vital part of 

establishing the system. It represents a period that requires a considerable investment that 

matches the financial investment that went into procuring the technology and setting it up.  

This study added to the body of knowledge regarding experiences of, and barriers to, 

maximize the usage of an ERP system. While it may be reasonable to conclude that the 
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university’s rationale for installing the system has been achieved – given evidence confirming 

enhancement in management efficiency and in customer satisfaction – there is a preponderance 

of reasons for the university administration to be worried. The phase after the system “go-live” 

has taken on a life of its own, characterized by not just the general underutilization of the ERP 

technology but also concerns about its information quality. These resulted from weak end user 

training, support and guidance. Underuse was also inspired by other forces, including relapse 

into old habits triggered perhaps by weak support base; deficiencies in transitional change 

management; and a detached persona of the university administration. With these obstacles, 

stakeholders’ had limited support to build their confidence and a willingness to explore with 

new things to maximize the use of the technology. 

Nevertheless, the internal stakeholders relished the convenience that the ERP brings, 

which means that all hope in the system is not loss. With deliberate effort to alleviate the 

reported barriers and concerns, the university administration could refocus itself onto a pathway 

where it can maximize the use of the ERP technology. The way forward is to put measures in 

place to mitigate the identified barriers and concerns. To overcome barriers and implement 

measures that will maximize the usage of the ERP system, we recommend the following: 

Training throughout the post “go-live” phase: It is obvious that the university needs to 

do something about its user training. Inadequate ERP training is a weakness that the university 

faces. Training is key to how the internal stakeholders adapt and use the ERP system at their 

jobs. The university should (a) prioritize continuing ERP training throughout the go-live; (b) it 

should make training compulsory for internal stakeholders, and it should cover all aspects of 

ERP functionality and information and system quality. The training should be customized, i.e., 

based on stakeholders’ needs, and should span from the top to the bottom of the university. This 

way, relevance is maintained, relapse into old habits reduced, human errors are minimized, and 

information quality improved. Training should take different modes of delivery. This way, 

internal stakeholders can accommodate the training within their schedules. Targeted training 

should be offered throughout the year to various internal user groups: academics, administrative 

staff, and students. 

Provide timely ERP support throughout the post “go-live” phase: Recruit the talent 

needed to provide the best ERP support, and retain them. Timely support minimizes the ERP 

system to grind to a halt, and minimizes relapse into old habits. Focus support on critical areas. 

Three examples from this inquiry include: system reliability, system response time, and ease of 

use of the system. Information quality and service quality must be prioritized for support. A 

thorough analysis of the type of reports stakeholders need should also be prioritized and should 

be ongoing. Data and system validation minimize risk and contribute to confidence building in 

the system; a dedicated resource to undertake this task can assist the change management and 
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problem tracking process for the system at the university. 

Social change: As we have observed in this study, stakeholders who participated in the 

development of the ERP system showed subsequently higher levels of familiarity, involvement, 

attitude, and system usage. User participation theory affirmed this outcome (Barki and Hartwick 

1994). The other set of academic and administrative staff that were not involved in that 

development process should be taken through a knowledge transfer scheme, supported and 

facilitated by those team members who helped develop the system. While the experience may 

not necessarily be the same, the knowledge transfer could contribute to positive change between 

the groups. Beyond the above, harmonization in the outlooks that the groups hold of each other 

raises the potential for a maximization of benefits from the ERP system. This means, the 

university administration and its stakeholders can direct their resources for positive social 

change outside the university, e.g., community services. The critical lesson that the university 

should learn nevertheless is that the inclusion of all users early in the development of the change 

is important.  

“Go-live” change management plans: We have learnt through this inquiry that the 

university had no formal change management plans in place subsequent to the phases and 

overall ERP system “going-live”. The formal plans can still be implemented, though delayed. 

The change management plans should focus on critical issues, e.g., social change, training, ERP 

support, and problem tracking. It should also deal with consultant engagement issues, internal 

stakeholder preparation, attitudes, and so on. The change management scheme should address 

the detached persona of the university administration, and support the administration to take 

full responsibility for the success of the ERP system, without passing that responsibility off to 

outside consultants and expect at the same time that its internal stakeholders will adopt the 

system.  

The university administration can begin to demonstrate deep commitment for the system 

by taking practical steps: (a) forbid the use of parallel manual systems; (b) insist on the full use 

of all ERP modules; (c) become advocate for the system and share its success stories; and 

(d) insist on new staff induction and have process in place for such induction. 

 

IMPLICATIONS FOR HIGHER EDUCATION 
It is evident that employing strategies to maximize the use of ERP can provide higher education 

institutions with enhanced productivity through integration, standardization, and simplification 

of its processes. Higher education managers and those leaders responsible for technology such 

as ERP system adoptation need a clear appreciation and understanding of ways to take full 

advantage of the use of their ERP systems. One of the key messages from this investigation for 

higher education broadly is that, as higher education managers invest in ERP systems, and take 
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steps to convince its internal stakeholders to use the system, the university benefits from the 

system only to the extent that its internal stakeholders accept the system. It is only then, after 

full acceptance is achieved, that the full capabilities of the system can be optimized. Higher 

education institutions in Africa, in particular, should invest in more than the technology; they 

must also invest in the preparation and development of the people to use the system, particularly 

in the period after deploying the technology.  

A second lesson for higher education is that the users of the system cannot be left behind 

while the thorny issue of getting the functional and technical requirements of the system right. 

Internal stakeholder involvement and more particularly, participation, from the very early 

stages of developing the ERP system is the key stage to roll out strategies to get these 

stakeholders to optimize the use of the system. The effective of this early preparation too is that 

it creates a common baseline for everyone, cultivate ownership, and minimizes the chance of 

conflict, tensions, and division because it nullifies a situation whereby some stakeholders 

participate and understand the system and others do not. 

In addition, higher education can learn from this study that the upper echelon of the 

university administration cannot treat the process transformation as an appendage to be dealt 

with by others. Their leadership is necessary throughout the entire process, from initial 

conceptualisation through to and throughout the post go-live period. Higher education 

executives must lead the change management process, and this process should span into at least 

the first two years after go-live, to ensure full transformation and system maximization. The 

presence of the higher education executives motivates, inspires a positive environment for 

maximizing system capabilities, and places them in a position to connect with the lived reality 

of users. 
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