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ARTICLE INFO ABSTRACT

Numerous studies have been concerned with investigating the key success
factors (KSFs) of implementing ERP systems. Very little has been done.
However, on the social impacts of technological innovations and, more
particularly, ERP implementation processes on employees and work
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Accepted 20 June 2020 environment. As this, this study seeks to understand the impact of
implementing ERP systems on the work environment and employees’

Keywords: careers with a focus on Higher Education institutions in Saudi Arabia. The

Egz;l)nge management study is based on a quantitative and qualitative analysis of data collected

from the survey, interview, and organizational documents. Results indicate
that employees’ negative perceptions of the impact of the implementation of
the ERP system on their social life and work environment have a close
relationship to their satisfaction with the new system. For the successful
implementation of the new system, this study suggests that employees’
concerns and problems should be considered. This can be done by means of
more employee involvement and effective training. ERP researchers and
designers are finally recommended to find solutions that are more tailored to
the needs and convenience of the employees and the workforce.
Organizations and institutions are also recommended to create a proper
working environment prior to and during the ERP implementation
processes. Although the study is limited to the Saudi Higher Education
institutions, the findings can be extended to the other departments and
Ministries.
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technological  changes, including IT. The
management of these changes has to be carried out

1. Introduction

This study addresses the issue of the
management of technological innovations and the
social impacts of these changes on work
environments and employees with a focus on higher
education institutions in Saudi Arabia. It focuses on
how technological innovations and changes and,
more particularly, the implementation of Enterprise
Resource Planning (ERP) are important for
organizational performance and the impact of the
changes that result from the ERP implementation on
employees and staff. The rationale is that the global
business  poses  numerous  pressures  on
organizations that have to update their policies and
practices in order to survive (Denison et al., 2012;
Martin et al, 2012). One major pressure is
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in an appropriate way so that these innovations have
no negative impacts on organizational performance
(Chmiel et al, 2017). The hypothesis is that if
technological changes and innovations are important
for the competitiveness and even survival of
organizations, human capital remains one of the
most important assets for organizations and one of
the most significant factors for firms’ success and
growth (Davies and Hobday, 2005; Shavinina, 2013;
Zhou, 2015). Furthermore, in the introduction of
technological innovations, user/employee
satisfaction is among the main factors and good
predictors of ERP implementation success.
Therefore, technological innovations have to be well
managed, so that workforce competencies are well
used (Daniel et al., 2019; Hasenfeld, 2010; Salas et
al,, 2008).

As thus, this study investigates the social impacts
of introducing and carrying out technological
innovations and changes and, more particularly, the
ERP implementation on the workforce in
organizations and how these innovations and
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changes could well be managed in order to ensure
the successful implementation of change initiatives.
The study is based on exploring the social
implications of the ERP systems in the Higher
Education institutions in the Kingdom of Saudi
Arabia.

Given the developments in the world of
information technology and electronic services,
different Saudi universities have tended to integrate
ERP systems into their processes over the last ten
years due to the urgent need for speed and ease in
completing transactions (Aldayel et al, 2011;
Noaman and Ahmed, 2015; Omar and Alqgahtani,
2018). Examples can be seen in Madar at King Saud
University and Mawared in Prince Sattam Bin
Abdulaziz University that are considered integrated
information platforms that provide services for all
students, employees, faculty members, and
shareholders easily and effectively. In spite of the
potentials of these systems in helping achieve
institutions’ long term and strategic plans as well as
improving performance, almost all the attention is
given to the technical issues with no consideration of
the social aspects of implementing these systems. In
light of this argument, the present study asks the
following research questions. First, what is the
impact of carrying out technological innovations and
the ERP implementation on human resources and
organizational performance with reference to the
Higher Education institutions in the Kingdom of
Saudi Arabia? Second, what are the social
implications of the introduction of the ERP systems
to the work environment and employees’ personal
lives? And finally, how can technological changes and
innovations be managed so that implementation
processes are successful?

2. Literature review

Numerous studies indicate clearly that the
adoption of technological innovations results in
numerous advantages and benefits for organizations
such as reducing costs, improving customer service,
and shortening cycle times that help in maintaining
competitiveness or even having a competitive
advantage over their rivals (Choi and Chang, 2009;
Cummings and Worley, 2014; Shavinina, 2013; Zhou,
2015). The current trends in the modern world are
dominated by technology. Organizational growth
and survival are now greatly determined by the
organization’s ability to keep up with technological
advancements (Cummings and Worley, 2014; Schein
and Schein, 2016). For effective management
practices, organizations have tended to adopt
different technological innovations in running their
operations and processes. Ghosh and Skibniewski
(2010) indicated that “Enterprise Resource Planning
(ERP) systems are among the most important
business information technologies that emerged
during the last decade”. ERP emerged in the late
1980s and early 1990s out of the necessity for
creating new systems that integrate all the functions
of an organization together in order to be able to
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deal with the highly competitive business
environment and the increasingly  rapid
advancements in IT systems. O'Leary (2000) defined
ERP systems as “powerful software packages that
enable businesses to integrate a variety of disparate
functions.” Monk and Wagner (2013) agreed that
ERP systems are “core software programs used by
companies to integrate and coordinate information
in every area of the business”. ERP implementation
is useful for businesses and organizations in many
ways as it helps organizations and businesses
manage more effectively company-wide business
processes. Monk and Wagner (2013) explained that
“ERP software supports the efficient operation of
business processes by integrating tasks related to
sales, marketing, manufacturing, logistics,
accounting, and staffing- through a business”. It is,
therefore, argued that ERP implementation has
numerous advantages for businesses and
organizations. Ferran and Salim (2008) indicated
that ERP implementation is closely associated with
improving and increasing productivity levels,
decreasing costs, and increasing efficiency. O'Leary
(2000) added that ERP implementation enables
businesses and organizations to make realistic
estimates of given situations and thus more effective
forecasts. It is considered as one of the effective
solutions for organizations to survive in the face of
the increased pressures. In spite of its importance,
ERP implementation is a complex social interaction
between IT departments and organization top
leadership on one side and employees and staff on
the other side (Griffith et al, 1999; Wang et al,
2008). It is also a very complicated process that
needs high coordination between all organization
staff (O'Sullivan and Caiola, 2014).

In this context, it can be argued that the ERP
implementation is even critical for complex
organizations including universities due to the
complexity and interacting nature of their products,
marketing, systems, networks, constructs, and
operations (Davies and Hobday, 2005; Hobday,
2000; Morris, 2013). In such organizations, most or
all of the functions of the firm are carried out within
projects which are considered primary units for
production, innovation, and competition (Hobday,
2000; Strodtbeck, 2016).

The implication here is that the unique nature of
complex organizations as well as the increasing
technological and market needs and challenges they
are facing today make it important for firms and
organizations of the kind to have a culture of change
and innovation and to implement ERP systems in
order to run the projects and systems more
effectively. The complexity, length, and expense of
these projects make it important to ensure that all
the parts, components, units, subassemblies,
subsystems, and systems work together as a whole.
In other words, complex organizations are generally
composed of different disparate units that require
integration so that operations are carried out
effectively.  Furthermore, the ever-increasing
competition in today’s global economy makes it
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necessary for businesses to have systems that work
synchronously. In the case of the delivery of complex
projects, collaboration, and coordination across the
different kinds of firms, including owners, delivery
clients, consultants, contractors, and the supply
chain, are required. There is a need to synthesize
knowledge across their different professional
expertise, roles, and responsibilities to integrate
elements. In other words, there is a need to link the
disparate pieces of the project into a seamless whole.
These can be done through the implementation of
ERP systems that can integrate information and data
from all the organization's different and numerous
departments in a smooth and functioning way. ERP
systems, Barker and Frolick (2003) argued, tend to
integrate all business activities through improved
relationships at all levels to achieve a competitive
advantage. In this way, ERP implementation lies in
the heart of the innovation and change processes,
which are vital for the growth and survival of
organizations. It is useful for complex organizations
in many ways. Fontana and Neto (2009) argued that
the ERP implementation, considered as a great
organizational change, in complex organizations
helps in addressing problems related to product
uncertainty, responding to technological and market
needs, increasing customer confidence, providing
growth opportunities for the firm/organization,
capturing more added values, linking market
demand and use.

In spite of its importance in the management of
organizations today, ERP implementation is of very
high costs, and unfortunately, most of the ERP
implementation projects fail. For the successful
implementation of ERP systems, some CSFs need to
be considered. One main factor is the selection of the
appropriate ERP system/software. The idea is that
an ERP system is a suite of integrated applications
that enable organizations to integrate its different
processes and operations. This is usually very
expensive and too complicated to be managed. That
is why; an organization should select the ERP
software that functions well (Wang et al, 2008).
There are numerous ERP packages for organizations
to choose from. These include Microsoft, Oracle,
Netsuite, Adonix, and SAGE. Whatever the package
an organization chooses, this must be frequently
updated in order “to improve the fit between
business and system” (Wang et al, 2008). Second,
the ERP team should have the technological and
administrative competence to deal with different
problems and making other employees motivated to
use and be familiar with the new system. They
should also have a clear understanding that failure to
implement the ERP system results in disasters and
can lead businesses to bankruptcy. ERP team and
managers also need to realize that ERP
implementation is a very complicated process and
that about 90% of the ERP implementation projects
fail. Therefore, cooperation and coordination
between all organization departments are critical for
the success of ERP implementation. Here comes the
important role of the top management in providing
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the support for the ERP team on one side and
creating an appropriate work environment so that
all the employees and staff are committed to the new
system.

There are so many examples where failure to
implement ERP systems led to big losses and caused
drastic crises for organizations. In their analysis of
the failures of the ERP implementation processes,
Fruhlinger et al. (2017) listed 15 famous business
disasters that resulted from the unsuccessful
implementation of ERP systems. They gave examples
of how the failure to implement the ERP systems
appropriately in firms such as Vodafone, Hershey,
and HP led to serious problems for these businesses.
In the case of Vodafone, for instance, the company
consolidated its Customer Relationship Management
(CRM) onto a Siebel platform. Although it is
considered by many as the world's most complete
CRM solution, the result of the implementation was
that Vodafone ran into serious problems.
Unexpectedly, not all customer accounts were
migrated properly. One problem was that customers’
accounts weren't properly credited for payments
made. As a result, UK telecoms regulator Ofcom
slapped a £4.6 million fine on Vodafone, which is
considered, according to Lauchlan (2016), the single
biggest fine for “serious and sustained” breaches of
consumer protection rules in the UK. Even worse, a
failed ERP project cost Nike $100 million in lost
sales, a 20 percent stock dip, and a collection of
class-action lawsuits in 2000. In this way, Fruhlinger
et al. (2017) stressed that a failed technology project
not only brings big losses, but it can certainly put an
end to the business entirely.

In spite of the extensive literature on the
architecture and design of ERP systems, very little
attention has been paid to the issue in developing
countries even though employees’ concerns in
relation to the ERP implementations are more
prevalent in emerging and developing economies.
ERP studies did not pay attention to the social
impacts of ERP implementation on employees and
work environments. This study seeks to bridge this
gap in the literature by investigating the impact of
the introduction of new technology on employees in
Saudi universities.

3. Methodology

The study is based on a case study design using
the qualitative method of primary data collection.
For data collection purposes, three tools are used:
questionnaire/survey, interviews, and document
analysis. Document analysis is a form of qualitative
research in which organizational and institutional
records and documents are reviewed and evaluated
“in order to elicit meaning, gain understanding, and
develop empirical knowledge” (Bowen, 2009). In
some research settings, documents are important for
investigating a case study. Documents of the kind
include letters, diaries, meeting minutes, and
reports. In our investigation of the social
implications of the ERP implementation, document
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analysis is used as a complement to the other
research methods of the survey and interviews. The
rationale is that case study design is appropriate for
qualitative research of an in-depth analysis of a given
case. Qualitative data analysis, in turn, is useful for
understanding social impacts of the ERP
implementations on work environment and
employees as it helps researchers understand social
phenomena in natural settings giving emphasis to
the meanings, experiences, and views of the
participants (Savin-Baden and Howell-Major, 2013;
Silverman, 2011).

For data representativeness purposes, the survey
was distributed to the faculty members and
employees in the Saudi wuniversities and the
employees in the Headquarters of the Saudi Ministry
of Education. Interviews were also conducted with
15 members of the ERP team in different
universities. The questions asked during the
interviews were based on the way they perceive and
understand employees’ problems and concerns
about the ERP implementation process. All the
documents and records related to the ERP
implementation process were collected and
reviewed. These included the reports, diaries, and
meeting minutes. Employees participating in the
survey or interviews were clearly told that their
identities would not be revealed in any data or
reports and those survey responses would not be
linked with other administrative records. Anonymity
and confidentiality of all respondents are to be
protected to the fullest possible extent.

4. Analysis

Based on the responses of the employees and
faculty members to the survey, we can see that the
majority of respondents indicated that the
implementation of the new system led to increased
expectations from colleagues, supervisors, and
executives. This result is not surprising anyway.
With the introduction of technological innovations in
organizations, employees, and staff always have the
impression that colleagues, supervisors, and
executives expect more from them. However, this
impression has its implications with the way they
approach such innovations and changes. Once again,
the majority of respondents have the belief that the
introduction of the new system led to an increase in
the workload. This result is related to the first one. In
the same way, 73% believe that they have never
been off duty. This is, however, a negative attitude
towards the new system.

Asked about the impact of the implementation of
the new system on the social and family life of
employees, 38.3 % reported that the new system
resulted in lengthening the working day, which has
negative impacts on their family life. Only 14.9%
reported that the new responsibilities they adopted
led to family conflicts. Although this is comparatively
a minority, it should be considered especially there
are many respondents whose answer was “I do not
know.” This reflects that they may have real
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problems, but they cannot attribute it directly to the
implementation of the new system. Asked about the
impact of the introduction of the new system on
stress levels of the employees, 66% indicated that
there is an increase in their stress levels due to the
fact that the new system makes them monitored all
the time by their supervisors. Most of the employees
also did not agree that the new system enables them
to work more flexibly, which has a positive impact
on my stress levels.

Responding to questions related to the
relationship between the implementation of the new
system and employees’ knowledge and skills, 90.1%
stressed that the new system requires more
knowledge and skills. Only 41.8% agreed that the
organization provides sufficient training. Therefore,
it was likely that 38.3% believe that the introduction
of the new system threatens their professional
career in the organization.

Concerning employees’ perceptions of the
organizational changes and performance as well as
the impact of the new system on their own
performance and position in the organization, 73%
agreed that the introduction of the new system led to
drastic organizational changes. Only 2% were happy
with these changes. Concerning employees’
perceptions of the role of the new system in
improving the organization's performance and their
own performance, 49.6% agreed that the new
system had a significant role in improving their own
performance. Only 41.8% agreed that the system
resulted in improving organization performance. It is
not surprising then that only 37.6% are happy with
their work/life balance after introducing the new
system. Finally, 47.5% reported that they are not
happy with the new system. The problem here is that
if employees are not happy with these changes, they
will not be motivated to run or use it, so the system
will be unused. This problem can be attributed to the
unsuccessful communication between the IT and
ERP team and employees and staff in other
departments.

As for the interview with the selected ERP team
members, results indicate that the interviewees
believe that the ERP implementation is a high
priority for the wuniversities today since the
organization is expanding its business in different
geographic regions and carrying out very complex
projects that require the integration of processes
and tasks. They explained that the firm is running its
business through three campuses that are located in
three different geographic locations, which makes it
difficult for running the business without an ERP
system effectively. ERP implementation then saves
time and leads to the achievement of tasks in a
smooth and effective way. They indicated that they
are in charge of implementing the system in
accordance with the top management’s resolution of
making it the ERP team’s responsibility to take over
the project, and they expressed their determination
to make the project successful. They added that the
introduction of the ERP system led to some
organizational changes which were important for
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implementing the system as it required specific skills
and knowledge.

They stressed that the project is doing very well
in terms of accurate and fast information
accessibility, which helps employees and staff from
different departments and different locations work
together across functions smoothly and effectively.
They also reported that they usually receive
technical problems from employees in different
departments, and they deal with them promptly.
However, they did not say that they discuss the
social impacts of the new system on their life. They
are only concerned with the technical problems and
questions that can make it difficult for employees to
use the system.

Asked whether there is any change or increase in
the workload due to the introduction of the new
system, the employees and faculty members stressed
that the workload is almost the same and that the
new system saves time. They add that some tasks
used to take days before the implementation of the
new ERP system. Now, the same tasks are done
instantly due to information and data accessibility.
Therefore, they require employees to be connected
to the system all the time so that tasks are done
without delay.

Concerning training, the interviewees indicated
that so far, there are no sufficient and effective
training courses or workshops that can help
employees getting familiar easily and quickly with
the new system. They stressed the need for an
effective training program so that people are trained
on the proper use of the ERP system; otherwise, the
high cost of the new system will go in vain. They add
that the project represents a significant technological
innovation that needs good training. Employees
cannot start using the system by themselves
immediately after it is introduced. They expressed
their concerns and worries that the system will be
unused if there is no effective training. According to
them, there is no budget so far allocated by the top
management for conducting training courses and
workshops for the employees. Interviewees also
raised the issue of systems integration. Since the
implementation of the ERP systems is not completed
yet, many operations remain unresolved. They think
that this can be one of the reasons that employees
think there is no improvement in their performance
or the organization's performance due to the
implementation of the new system. They expressed
their hopes that systems integration is completed as
soon as possible.

As for organizational documents, initial reports
indicate that there is a relative increase in
employees’ productivity as well as organization
performance due to the implementation of the new
system. However, the results obtained are still under
expectations. The top management and executives
still expect much more from the employees and staff.

These reports also indicate that the ERP team
receives many technical complaints from employees
in other departments. In the reports and meeting
minutes, we obtained, it was clear that the
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organization is committed to the success of the new
system. However, the organization executives make
it the ERP team’s job to make the project successful.

5. Discussions

Data analyses indicate that there are some
problems that may have negative impacts on the
success of the implementation of the new system.
There is no sufficient communication with the
employees concerning the impacts of implementing
the new system on the work environment and their
social life. The organization executives make it the
job of the ERP team to make sure that the system is
successfully implemented. There is no involvement
of employees and supervisors in other departments
in the process. Although employees receive feedback
concerning the technical problems they face in
dealing with the new system, there is no
consideration of their social concerns. This can be
considered as the main factor for employees’
dissatisfaction with the new system. Based on the
results, the main problems and challenges that may
have negative impacts on the ERP implementation in
Saudi universities can be summarized as follows.

5.1. The negative impacts of the new system on
employees’ personal lives

Results indicated that many employees believe
that the introduction of the new system has negative
impacts on increasing stress levels and even causing
family conflicts. This is attributed to some reasons:
(1) their feeling that there is an increase in the
workload, (2) the increased expectations from
colleagues, supervisors, and executives, (3) and the
idea that they are monitored by my supervisors
increases all the time. According to Kotter (2012),
employees’ personal problems and stress levels
represent major barriers to the implementation of
technological changes. In this way, the organization
should address the social problems of the employees
and find ways of reducing their stress levels (Bauer
et al.,, 2018; Griffith et al.,, 1999; Wang et al., 2008).
Organizations should address employees’ stress and
fears with actionable strategies and real-world
solutions (Greiner, 2019).

5.2. Lack of training and its impact on the success
of the system and employees’ professional
careers in the organization

Results from the employee survey and the
interviews with the ERP team indicated that there is
no sufficient training for employees. This problem
has negative implications on performance,
productivity, and, consequently, the self-confidence
of employees. As indicated above, many employees
have the belief that the new system requires new
knowledge and skills and that their career is
threatened due to the introduction of the new
system. This requires organizations and institutions
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to provide extensive training programs to their
employees. Baswapatruni (2016) argued that the
lack of training in the initial stages is very critical.
The organization should allocate funds for training.
He adds that ERP projects that provide sufficient
training for the employees are more successful than
projects that do not provide training opportunities
for the employees and staff. He stresses that “ERP
training is an important part of ERP implementation,
and it should be given high priority. ERP training
should start from the very beginning and continue
until the ERP system is implemented completely.”

5.3. Negative perceptions
changes and performance

of organizational

Employees should be clearly informed that the
introduction of new technologies is associated with
better employment growth and productivity.
Employees generally find difficulties in dealing with
the new ERP systems because the systems
integration is not fully completed yet. Different
studies have referred to the importance of systems
integration in both conventional organizations and
those based on complex projects. Business models
are fundamentally linked to technological
innovation. Therefore, organizations need to keep up
with technological changes. Technological changes
have direct implications on the work environment,
business organization, and employees’ life and
career. In order to be successfully implemented,
employees and staff's concerns and problems should
be considered, so they are more willing to accept
them. Technological changes have a significant
impact on employees’ performance, productivity,
morale, and engagement.

5.4. Framework for the ERP implementation in
the Saudi universities

Based on the challenges and problems, a
framework is proposed for the successful
implementation of the new ERP systems.

5.5. Communication

Effective communication between management
and employees promotes healthy responses to
change. In this way, the organization should
encourage employees to discuss openly the
problems that stress them. They should cooperate in
finding ways that can solve their social problems.
The organization should also make its employees
confident that they are having control over their
work environment. Executives and leaders should
also make sure that social support is available within
and even outside the organization.

5.6. Employee involvement

Employees need to realize that ERP
implementation is not only useful for improving
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organizational performance, but it is very useful for
developing their own skills as well.

For the successful implementation of the ERP
system, all employees should be involved in the
process. Employees should also receive intensive
training courses. Finally, there should be awareness
programs. Employees should understand that the
new system provides them with new skills and
knowledge which are very useful to them. They need
to be aware that the successful implementation of
the new system enhances their assets and improves
their performance.

6. Conclusion

This study attempted to investigate the impact of
carrying out technological innovations and ERP
implementation on the work environment and the
personal lives of the employees with reference to the
Saudi universities. It was found out that the
introduction of the new ERP systems resulted in
different social problems for the employees,
including family conflicts, increasing stress levels,
dissatisfaction with the organizational changes, and
concerns about their future and career in the
organization. These problems have negative impacts
on employees’ satisfaction with the new system as
well as their perceptions of its usefulness and
effectiveness in improving the organization's
performance. The implication is that when
employees and staff are not convinced of the
usefulness and effectiveness of changes, and when
they are not happy with them, they will not be
motivated to carry them out. In our case, the
employees will not be motivated to use the new
system as they do not believe in its effectiveness in
improving the organization’s performance.

Accordingly, it can be claimed that understanding
social factors and employees’ problems and concerns
that result from introducing technological
innovations is essential for the successful
implementation of these innovations. The rationale
is that addressing employees’ social concerns will
have positive impacts on their motivation and
commitment to changes and innovations. There
should be a mutual adaptation between the IT and
organizational environments. By this process, [ mean
that the implementation of the ERP system should
assimilate the work environment taking into account
the culture and backgrounds of the employees who
are the end-users of the system. There should be
mutual understanding and cooperation between the
organization executives, ERP team, and IT
departments on the one hand and the university staff
and employees on the other hand. For the proper
management of the technological innovations and
the successful implementation of the ERP system in
the Saudi universities, this study suggests a
framework based on the following: Addressing
employees’ social needs and concerns,
communication, and employee involvement and
training.
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ERP researchers and designers are finally
recommended to find solutions that are more
tailored to the needs and convenience of the
employees and the workforce. Organizations and
institutions are also recommended to create a
proper working environment prior to and during the
ERP implementation processes. Although the study
is limited to the Saudi Higher Education institutions,
the findings can be extended to the other
departments and Ministries.
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