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Abstract

The successful implementation of an enterprise resource planning (ERP) sys-
tem has been described as a challenging strategic initiative for many organi-
zations in varied business settings and different organizational cultures. Dur-
ing the past two decades, there has been massive investment in adopting ERP
system, in addition to a substantial increase in focusing on the importance of
users’ acceptance of utilizing such technological technique. Despite the many
advantages of successful installing of ERP system demonstrated in literature
but still the failure rate of ERP projects is remarkably high. Leaders of ERP
implementation projects have the challenge of displaying effective leadership
skills and traits to justify strategic and operational decisions taken during im-
plementation of ERP system. To provide better understanding of what may
positively influence a successful implementation of ERP system, this research
study is an attempt to investigate whether leadership style especially trans-
formational leadership has a significant impact on successful implementation
of ERP systems. The theory of transformational and transactional leadership
was the foundations for the researched leadership style in this study. A quan-
titative, non-experimental correlational empirical research strategy examined
the degree of significance of the direct relationship between the independent
variable of transformational leadership style and the dependent variable, per-
ceived as ERP success. Projects’ leaders, executives, information technology,
business managers, and end users who involved in adopting and using ERP
system within their Egyptian organizations representing various business set-
tings, were the targeted population of this research. Structural Equation
Modeling (SEM) was conducted to test the research hypotheses and analyze
the findings and results. The results of the study supported the existence of a
significant relationship between transformational leadership style and suc-
cessful implementation of ERP system.
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1. Introduction

Business environment in the last two decades have witnessed remarkable exces-
sive changes in terms of technological advances and globalization of markets.
Aggressive worldwide competition has become a key driver to increase the abili-
ty of organizations to generate well-timed and accurate data and information in
order to survive as a competitive player in the global market [1].

Accordingly organizations are forced to search for effective and innovative
leaders with advanced levels of initiative and expressiveness, as well as strong
capabilities for smooth adaptation with the new extensive challenging working
environments, in addition to the high ability of motivating employees to foster
effective and profitable business practices, better solutions to problems, and
demonstrate high level of organizational citizenship behaviors [2].

Enterprise Resource Planning (ERP) is classified as one of the most important
organizational strategic initiatives and long term investments due to the exten-
sive financial and human resources necessarily required for adopting ERP
projects [3] [4]. ERP implementation project is not simply a “computer soft-
ware project”, it is strategic decision and should be approached as such for be-
ing integrated applications which have a significant impact on the entire organiza-
tion [5].

Leadership has been classified as one of the most substantial critical success
factors for the implementation of an ERP system. Therefore, organizations are
usually seeking to acquire the appropriate type of leaders with effective leader-

ship competencies that are capable to lead members of ERP projects [6] [7] [8]
[9].

2. Enterprise Resource Planning (ERP)

ERP system is defined as a set of modules or business applications, which inte-
grate different business units at the organization including financial, logistics,
manufacturing, and human resources into a strongly integrated one unique sys-
tem with a shared platform for flow of information through the whole organiza-
tional business functions [1] [10] [11] [12] [13].

A well-implemented technology initiative such as an ERP system, if properly
utilized, could guide the organizations to the right pathway of how to fully inte-

grate its business processes, provide an effective infrastructure that facilitates
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smooth, accurate and extensive exchanging and sharing of the correct data and
information throughout the organization.

Several academics agreed that advantages of acquiring a successful ERP sys-
tem include process synchronization, comprehensible process flow from one
organizational division to the next, and utilization of one shared database that
include all transactions and processes [14]-[19].

In the same context ERP systems increase the effectiveness of supply chain,
and supplier/customer relationships management, construct efficient business
processes in relation to financial performance according to a variety of financial
measures, and remarkably contribute in reduction of inventory costs related to

operational and capital expenses [20].

3. Failure of ERP Project Implementing

On the other side, the main challenge of ERP project is the significant failure
rate of its implementation. There is a remarkably high failure rate for ERP im-
plementation projects [20].

Many researches, studies and the majority of authors have declared that the
failure rate of ERP implementation projects is up to 90 percent [17] [20] [21].
Similarly, it was argued that large number of organizations is still suffering from
the failure of the execution of their ERP projects while other companies have a
lot of concerns to get into the implementation phase of ERP systems for being
ambiguous regarding the end results [12].

Managers of organizations are facing a tough workforce resistance to the cul-
tural and operational changes resulting from ERP execution, therefore it is rec-
ommended that top management should provide excessive efforts to understand
the factors behind such resistance by re-identifying ERP users’ needs and
re-evaluating the applying procedures of adopted change management strate-
gies, in order to find an acceptable fit between both [22].

Researches revealed that implementation of ERP system has different strate-
gies than traditional information systems either organizational, technical, or
people strategies. However to ensure implementing ERP system in a successful
manner, organizational main strategy should include change strategy develop-

ment and creating the appropriate change management techniques [23].

4. ERP Critical Success Factors

ERP implementation-project success, usually defined as finalizing the project on
time, according to the predetermined scope, and within budget [24] [25] [26].
Meanwhile Bintoro [27] added to the above two other success dimensions which
are the Users Satisfaction; as their expectations are met through the ERP system
and the Business Performance; enhanced or operational efficiency has increased
after finalizing the implementation phase. However the researcher assumed that
the concern about the additional two dimensions added by Bintoro [27] is re-

lated to how accurately the impact of both dimensions on the success of ERP
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project can be measured separately rather than other dimensions.

Execution of an ERP system is a complex process that contains many factors
and conditions which can significantly affect successful implementation [28]
[29] [30]. The lack of identifying and understanding of these factors could create
difficulties through ERP implementation. In the same context the recent litera-
ture recommends that a successful ERP implementation usually requires clear
identification and effective management of critical factors and their ingredients
at every single phase of the implementation process [1].

Several researches have been conducted during the last decade to identify the
critical factors that affect the ERP execution success and failure [5] [12] [13] [20]
[31]. However the literature so varied regarding the success factors of ERP
project and researches were conducted from different and diverse perspectives
[32].

In their study concerning successful implementation of ERP projects, Somers
[33] highlighted that organizations have to study carefully how to recognize the
critical success/failure factors that significantly affect the implementation process
of ERP projects and deal with them effectively to ensure that the targeted bene-
fits can be accomplished and failures can be avoided [12] [21].

From another perspective, Gargeya and Brady [34] claimed that the “human
factor” and training concept during an ERP implementation have always re-
ceived the minimal part of consideration. This is due to the wrong perception
that this factor doesn’t have the biggest quantifiable advantage. This mistake has
definitely been one of the main causes of several failed ERP implementation
projects. Meanwhile success of ERP projects is relying heavily on human elements
such as projects’ managers and projects’ team members’ in terms of efforts and
commitment [8] [35].

In the same context, El Sawah, et al, [36] concluded that ERP implementation
success is a function of a set of interrelated critical success factors. They reported
that the high failure rate of ERP projects in Egypt was resulted by top managers
who use ERP ineffectively and narrowing its scope to include only the automa-
tion of the organizational existing processes instead of re-engineering them to

comply with ERP philosophy.

5. ERP Critical Failure Factors

As discussed by Momoh [37] claimed that the most failure factors of ERP im-
plementation projects which received the most attention from researchers are
unnecessary customization, absence of change management, dilemma of internal
integration, lack of understanding of business needs and requirements in addi-
tion to poor data quality, while inadequate support from top management, li-
mited training, hidden cost and misalignment of IT with business, are the fol-
lowing ranking in the researches’ citation. They emphasized that ERP solutions
are suitable for the organizations that are seeking to gain the benefits of integra-

tion among functional divisions and best practices in its information system,
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across the whole organization.

In the same context Peng and Nunes [13] listed some of ERP failure factors
including ERP software misfit, poor consultant efficiency, unrealistic expecta-
tions concerning benefits from ERP systems, heavy unnecessary customization,
lack of or under quality of Business Process Reengineering, poor IT Infrastruc-
ture, high turnover rate of project team members, lack of effective communica-
tion and too tight project schedule. Despite demonstrating such factors the re-
searcher is arguing that not all of them at the same direction of impact or have
the same influence level on the fajlure of the process of implementing ERP
project.

Meanwhile Gargeya and Brady [34] added three main factors that contribute
to failure of ERP system implementation which are inadequate internal organi-
zational readiness for change, user training, and inappropriate planning and
budgeting. He assumed that factors that participate in ERP success are not es-
sentially the same factors that contribute to ERP failure. Consequently Organi-
zational management should focus on the set of critical success factors that en-

sure success as well as the critical failure factors that lead to failure.

6. ERP and Change Management

Effective practices of change management is considered as one of the most
broadly cited ERP implementation success factors, as ERP is a very significant
change initiative and excessive effort should be provided to find an appropriate
measurement scale for effective communication during change. Although there
still problematic issues concerning the most appropriate activities and practices
associated with change management inter-correlated with ERP execution [23].

Accordingly some researchers critiqued the top management in several or-
ganizations who consider ERP as simple software system and its execution
process is mainly a technical challenge, whereas they should consider that ERP
system is in essence a change of the way a company manages its operational ac-
tivities. In this regards the researcher assumed that such approach should carried
out by all organizational members as it is not exclusively related to top manage-
ment only [18].

Concerning the linkage of ERP to organizational change, Kemp and Low [38]
concluded that since ERP is viewed as a significant change in the way of doing
the business, change management is an essential element of successful ERP im-
plementation as its activities have an important impact on the implementation
climate and on the other hand, the implementation climate significantly shapes
the effectiveness of the implementation. They claimed that change management
activities of ERP system also influence different areas of the organization in dif-
ferent methods. Each part within the organization is provided by a very diverse
series of change management activities according to the recognized needs of
employees, and that is the reason behind nominating change management as

one of the main factors affecting the success of ERP implementation.
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7. Transformational Leadership

Despite the growing diversity of leadership theories have assist in generating an
academic agenda for leadership research in the new millennium, transforma-
tional leadership theory (based on their statistical study) is expressing the domi-
nant form of interest among scholars and still the most studied and discussed
leadership theory in the new millennium [39]-[44].

Meanwhile Tung [45] reported that Transformational leadership has certainly
developed into an innovative culture and considered as a major factor that sig-
nificantly participate of achieving the best organizational performance, as trans-
formational leaders are dedicated to accomplish their organizations’ goals, and
their subordinates also become committed to reaching those same goals.

Transformational leadership style increases the follower’s level of maturity
and morals as well as the interest in achievement, self-actualization, and the
prosperity of others, the organization, and the whole society [46]. Meanwhile
Gyensare ef al, [44] assumed that transformational Leadership is considered as a
successful form of leadership in terms of organizational, industrial and national
fields. They concluded that transformational leadership is a key element in de-
creasing employee turnover intension through stimulating employee affective
commitment to their organizations.

In the same context, Jha [47] described transformational leadership as lea-
dership behavior that participate in generating the development of followers’
competencies, knowledge, and personality, therefore, facilitate the growth
of the leader, group and the organization as well. In another word transforma-
tional leadership can be viewed as a platform for employees to ground their
self-determined motivations to create positive change, mutual trust, healthy
working environment, organizational well-being, and professional as well as
personal growth.

The four components of what referred to as a higher order construct of trans-
formational leadership were articulated by Bass et al, [48] as follows:

Idealized Influence:

These leaders are trusted, admired and esteemed. Followers would like to si-
mulate their leaders. One of the things the leader does to acquire creditability
with followers is to make followers’ needs have the priority over their own needs.
The leader bear risks with followers and he is consistent with ethics, values and
principles.

Inspirational Motivation:

Leaders’ behaviors motivate those around them by giving the meaning and
challenge to their followers’ missions. Individual and team spirit is stimulated.
Enthusiasm and optimism are introduced. The leaders give confidence to fol-
lowers to envision promising future state, which they can eventually envision for
themselves.

Intellectual Stimulation:

Leaders arouse their followers to be innovative, imaginative and creative by
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inquiring assumptions, reframing problems, and moving toward old circums-
tances in new ways. There is no mockery or public criticism of any one or
members’ mistakes. New ideas and innovative solutions to problems are re-
quested from followers, who are involved in the process of identifying problems
and proposing solutions.

Individualized Consideration:

Leaders take into consideration each individual’s need for success and growth
by behaving as a coach or counselor. Followers are developed to successively
higher levels of potential. New learning opportunities are created along with a
supportive climate in which to grow. Individual differences in terms of needs
and desires are recognized.

Transformational leadership has a significant impact on overall business out-
comes, such as performance, effectiveness, efficiency, success, survival and sus-
tainability [49]. In the same context Brown and May [50] concluded that trans-
formational leadership was observed to be significantly associated with high level
of productivity in a large manufacturing organization. In addition that in their
empirical study they found that development and training program on trans-
formational leadership concept and methodologies resulted in significant in-

creases in transformational leadership behaviors among first-line supervisors.

8. Transformational vs. Transactional & Laissez-Faire
Leadership

Bass et al,, [48] argued that transactional leadership formulate the relationships
between leaders and followers based on determining expectations, explaining
responsibilities, negotiating contracts, and submitting recognition and rewards
for accomplishing expected performance. While Transformational leadership
improves the development of followers, challenging them to re-think in different
ways in which they are not used to go through, inspiring them to achieve beyond
what they considered was possible, and motivating them to do so by holding the
values and high ethical standards that guide their behaviors [48] [49] [50] [51].
As recommended per their conducted research Erkutlu [46] proposed that al-
though transactional leadership is targeting the expected outcomes, transforma-
tional leadership aims to accomplish performance that exceeds well beyond what
is expected. He proposed a meta-analysis of 39 studies in the transformational
leadership literature done by Lowe ef al (1996) who concluded that individuals
who practiced transformational leadership were apparent to be more effective
leaders with better performance outcomes than were individuals who performed
only transactional leadership. These results were valid for leaders at higher and
lower levels as well as for public and private sectors. One of the main characte-
ristics described the difference between transformational and transactional lea-
dership styles that the transformational leadership behaviors are relationship
oriented meanwhile transactional leadership behaviors are task oriented [46].
The fundamental essence of transactional leadership is motivating followers

based on applying an efficient and visibly agreed reward system for accomplish-
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ing predefined goals, or utilizing discussed and accepted punishment techniques
if specific goals are not achieved [52].

Consequently, transactional leadership demonstrates three constructs: con-
tingent reward, management-by-expectation (negative active or passive forms)
[53]. According to contingent reward, a leader provides recognition or other posi-
tive compensation to followers when predetermined goals are achieved; therefore,
contingent reward is relying on the leader’s ability to communicate effectively
with expectations [48].

Transactional leadership effect is limited to its impact on the level of the
transactional agreement between leader and his subordinate; meanwhile any sort
of encouragement to exceed follower performance beyond this level can be gen-
erated from transformational leadership practice. Also transactional leadership
definition explains the reward method, when followers have exerted additional
efforts essential for completing the tasks.

Meanwhile Laissez-faire type of leadership represents a style of a leader who is
simply not engaged in the practices of leadership and avoids participating in the
decision making related to work activities under his supervision as well as other
responsibilities associated with his/her position [41].

Laissez-Faire leaders are always avoiding taking responsibility for their ac-
tions, and most frequently are not available when they are needed by their sub-
ordinates, usually do not provide their followers with their own opinion on sig-
nificant topics and often do not deliver any support or assistance to their subor-
dinates when needed [52]. Laissez-Faire leaders are generally avoiding close rela-
tionships with their followers, and it is considered the most apathetic style of
leadership where the leader does not exert any managerial efforts towards
his/her subordinates to achieve organizational goals [52].

Bass et al, [48] considered laissez-faire leadership style as one of the seven
constructs of transactional and transformational leadership, arguing that lais-
sez-faire leadership style cannot hold on its own for long time. Therefore, it
must be consolidated with other more robust and energetic forms of leadership

close to transformational or transactional leadership to become more effective.

9. Transformational Leadership and Change

The growing pace of change faced by organizations has increased the demand
for more adaptive, flexible leadership as adaptive leaders participate more effi-
ciently in speedily changing environments by assisting to rationally recognize
the challenges confronted by leaders and followers and subsequently responding
to those challenges in an appropriate way [48]. They also declared that trans-
formational leadership is expressing the essence of adaptive leadership.

While Sloyan ef al, [54] advised that during the change process employee
recognize trust in leadership by the belief that the leaders of the firm are acting
in the best interest of the organization. Employees who have a high degree of

trust in organizational leadership tend to maintain positive interaction with the
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change initiative at a greater level. Moreover, leadership support perceived by
the individuals is positively affecting the employee’s acceptance of organizational
change.

In their empirical study Binci et al, [55] concluded that during radical change
they observed the existence of transformational leadership style in relation to
change initiatives in organization, meanwhile in incremental change they ob-
served the presence of transactional and empowering leadership styles. While
Yang and Islam [56] reported that transformational leadership is a major source
for providing an internal business advantage as when employees react positively
to change due to the influence of transformational leadership’s behaviors, such

state provides a very important organizational advantage.

10. Transformational Leadership and Innovation

Chang [57] confirmed the relationship between transformational leadership and
innovation management at the unit level as well as the firm level through the
mediating role of trust at the unit level and the empowerment at the firm level.
These trusting relationships directly forming the motivation and behaviors of
individuals who may perform as change agents for unit innovation.

Also trusting relationship among employees in the same unit reassures those
employees about reciprocating knowledge, which is often considered as an im-
portant source of innovation. Meanwhile the empowerment context that trans-
formational leadership provides to employees, encourage sharing information
and knowledge gained from their diversified experiences, which present gene-
rating new ideas for innovation management [57].

Researches on the relationship between leader behavior and individual inno-
vation have concluded the significant influence of transformational leadership
style on employees’ innovative behaviors. As transformational leaders encourage
followers to analysis problems in different and new ways and assist them to per-
form to their full potential, which result in enhancing their level of creativity
[58].

In the same context Nusair et a/, [59] confirmed that one of the most recog-
nized leadership styles that have been viewed as appropriate for the current dy-
namic environment and to improve organizational innovation is transforma-
tional leadership, through the high level of motivation that posted among em-
ployees through applying its conceptualities. They reported that several empiri-
cal studies have proved the positive association between transformational lea-
dership and followers’ innovative behavior in related organizations. A concluded
research studies on 408 Spanish organizations the significant relationship be-
tween transformational leadership and high level of performance through its

positive influence on fostering organizational learning and innovation [60].

11. Transformational Leadership and ERP

Numerous researches have highlighted the essential leadership traits and skills
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needed by information system project managers and leaders to ensure success,

likewise the ability to supervise people, stress control, emotional intelligence dis-

cipline and effective communication [35].

Rezvani, et al, [9] concluded in their study that a qualified leader is a critical
factor to the success of the ERP implementation in terms of ERP project team
performance, clarifying that the result of their study showed the significant rela-
tion between transformational leadership practices and high level of ERP team
project cohesiveness and consequently its positive effect on the overall project
team performance.

ERP implementation success is positively associated with the existence of
these dimensions of organizational culture. They added that organizational cul-
ture can be consciously designed and well managed by leadership [7].

Meanwhile several researches concluded the strong relationship between
transformational leadership and long term performance which is resulted from
the deep involvement of transformational leaders in the change process of orga-
nizational culture and create a cohesive culture in their organization that is
aligned with their vision [48].

Through the empirical results of their research, Shao, et al, [61] concluded
the significance of transformational leadership in generating the desired organi-
zational culture and supporting individuals’ implicit and explicit knowledge
sharing intention, hence to attain business objectives through the assimilation of
ERP systems, clarifying that by proving the positive and direct relation between
transformational leadership and organizational culture which has both direct
and indirect impact on ERP success thought fostering knowledge sharing among
employees.

Garg [62] advised that Transformational leadership is considered as a critical
success factor associated to ERP implementation projects. He claimed that as the
leader who involved in ERP projects should continually strive to resolve conflicts
and deal with resistance of change, thus effective change management is crucial
during such initiatives, starting at the beginning of the project phase and endur-
ing throughout the entire life cycle, considering that transformational leadership
is the most fit form to manage change during the ERP projects specially when
dealing with change in enterprise wide culture.

Meanwhile [8] claimed the significant relationship between Chief Executive
Officer transformational leadership style in an organization and improvement of
organizational performance in the context of an ERP project implementation.

According to Rezvani, et al, [9] the influence of transformational leadership
on ERP users through its four constructs is articulated as follows:

* Idealized influence—leaders who have high levels of moral and ethical man-
ner can influence an ERP users’ intention to implement or continue to use an
ERP system by generating loyalty from followers and more personal respect.

¢ Inspirational motivation—Leaders with an apparent vision for the future

based on organizational norms can motivate ERP users to keep on using the
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system by providing confidence via symbolic behaviors and convincing lan-
guage.

* Intellectual stimulation—Leaders can encourage ERP users to practice dif-
ferent way of thinking by challenging organizational rules ad polices and drive
ERP users to create innovative strategies for the support of continuance of
ERP usage.

* Individualized consideration—Leader’s behaviors can attempt recognizing
the growth and developmental needs of ERP users via training and consult-
ing with them to keep on using ERP. Also such leaders encourage continuous
intention of followers to use ERP system by maintaining feedback and asso-
ciating users’ existing needs to the organization’s goal.

According to Shao, et al, [63] transformational leadership is one of the critical
success factors of ERP projects. They concluded through the empirical results of
their research among 101 companies that have implemented ERP systems for at
least one year the important role that transformational leadership plays in the
field of learning ERP systems among the individuals, through either the positive
mediating or the positive direct effect of transformational leadership on organi-
zational learning culture.

The theoretical model of this study illustrated in Figure 1 is demonstrating
the relationship between transformational leadership as an independent variable
that has four constructs namely idealized influence (B/A) (II), inspirational mo-
tivation (IM), intellectual stimulation (IS), individualized consideration (IC) and
the success of enterprise resource planning system as a dependent variable.

The rationale underlying this theoretical framework suggests that transforma-
tional leadership four constructs affect ERP system successful implementation
differently. It is clarified as follow: First, there is a positive association between
idealized influenced behaviors/attributes and success of ERP system implemen-
tation. Second, there is an affirmative relation among intellectual stimulation
behaviors and success of ERP system implementation. Third, the linkage be-
tween inspirational motivation behaviors and success of ERP system implemen-
tation is positive. Finally, there is a positive association between individualized
consideration behaviors of transformational leadership and success of ERP sys-

tem implementation.

12. Research Hypotheses

Creswell [64] explained that the directional hypotheses is applicable for quantit-
ative research method when the investigator provide a prediction concerning the
expected results, this prediction is in accordance with prior literature and pre-
vious researches on the topic that suggests a potential outcome.

According to the above demonstrated literature review, the following hypo-
theses were formulated:

H,: Performing Transformational leadership style’s practices has a significant

relationship with ERP Successful implementation.
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Figure 1. Hypothesized framework.

H,,: Idealized Influence has a significant relationship with ERP Successful im-
plementation.

H,,: Inspirational Motivation has a significant relationship with ERP Success-
ful implementation.

H,: Intellectual Stimulation has a significant relationship with ERP Successful
implementation.

H,,: Individualized Consideration has a significant relationship with the suc-

cess of the implementation of ERP system.

13. Population and Sample

The data gathering process targeted participants from Egyptian organizations
involved in various business activities such as Computer Software, Oil and Gas,
Automotive, Chemicals, Real Estate, FMCG, Governmental organizations and
others.

The expected population of such targeted individuals extracted from 70 Egyp-
tian organizations that are well known that they successfully implemented ERP
projects with an average of 700 potential users/professionals involved in imple-
menting and using of ERP systems.

Simple random sampling method was chosen as a sampling technique for this
research study as the survey attempt to select a sample representing a population
in a random manner, in which each member of the population has the same
probability of being chosen. In addition that research findings and results con-
cluded from employing of simple random sampling technique can be genera-
lized on the targeted population due to representativeness of this sampling me-
thod in addition that such sampling technique is much lower relevance of bias
[64].
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Although it was anticipated that approximately 400 respondents will partici-
pate in the investigation of the current study and will finalize the online survey,
only 210 participants successfully completed the survey at the end of the collect-
ing data process. However, the typical rate of response concerning online sur-
veys is ranging from 30% to 60% out of the targeted population [64]. There for
total number of respondents is considered at the acceptable percentage that

represents the targeted population.

14. Instruments and Measures

Survey questionnaire was the selected instrument for the current study being the
most suitable one for collecting the desired data and information concerning
topics of this study. Surveys instrument provide a method of acquiring data
about predetermined targeted groups of people by using a selected sample
representing a population, through focusing on collecting numeric data about

current events, asking questions, tabulating and analyzing answers [65].

15. Justifications for the Electronic Survey Method

An online survey was an optimal selection for the study, as employing an online
tool to conduct the survey questionnaire increases the possibility of capturing a
large volume of responses due to the tremendous increase is possessing online
access, without significant constrains in terms of time and location [66]. Fur-
thermore, online surveys provide a wide range of advantages such as easy acces-
sibility and editing, in addition to high response rate, as well as honest response,
and lower cost for administration [67] [68].

Taking in consideration that all the targeted participants mentioned above
expected to have access to the internet as dealing with ERP systems necessitates
using the internet, knowing as well that online survey is one of the most feasible
choices for several research projects and has been recorded as one of the most
usable tool for collecting survey data [69].

Accordingly a well-known online survey tool (Google Format) that has a good
reputation in providing advanced, secured and robust survey systems, that al-
lows users to generate and transmit surveys in addition to analyzing and eva-
luating results, was chosen to be used in collecting the data from the invited
persons for being easy to use and not time-intensive for responding, with no di-

rect communication with the researcher.

16. Multifactor Leadership Questionnaire (MLQ)

Meanwhile multifactor Leadership questionnaire (MLQ) is the widely known in-
strument that measure transformational leadership and has been employed in
studying leadership styles in numerous institutions which yielded better results
in comparison with other instruments [42].

To measure transformational leadership (independent variable), the researcher

employed the short version of the multifactor leadership questionnaires MLQ-6S
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short form developed by [52]. MLQ Form 6S has been used in numerous re-
search studies [70] [71] [72] [73] [74].

Tejeda et al, [75] argued that MLQ form 6S is viewed as one of the most fre-
quent, validated and well researched leadership measuring instrument in the
field of organizational science [70]. In addition that this measure is applicable to
be used not only at different organizational settings but also in different cultures
contexts.

The MLQ-S6 comprises of 21 questions with 7 leadership factors measuring
transformational, transactional, laissez faire leadership behaviors, on a 5-point

» <« » <«

Likert scale type starting with “not at all”, “once in a while”, “sometimes”, “fairly
often”, and finally “frequently if not always”.

In the MLQ-6S, each factor has 3 items; transformational leadership (TFL)
represented through four-dimensional subscales namely idealized influence (II),
inspirational motivation (IM), individualized consideration (IC), and intellectual
stimulation (IS). As for transactional leadership (TAL), 6 items are divided into
two subscales: contingent reward (CR, 3 items) and management by exception
(ME, 3 items). Meanwhile, laissez-faire leadership (LFL) measured through 3

items only.

17. ERP Success Measure

The DeLone and McLean [76] IS Success model (D&M Model) is the most
widely cited in the field of IS research. In fact, 285 articles from the top informa-
tion system journals referred to and made used of the model between the year
1993 to the mid 2002 [77].

Gable et al, [78] examined the notion of measuring success of information
systems in multiple dimensions and advised that despite that researches ex-
amining the success of information systems have been ongoing for approx-
imately three decades [79], a seldom consensus was noted either among practi-
tioners or researchers on the most convenient measures of information systems
success over three decades, hindering development of a cumulative research tra-
dition.

Gable et al, [78] model for measuring success of information system was de-
veloped based upon the widely accepted information system success measure-
ment model “D&M model” introduced by DeLone and McLean [76]. A-priori
IS-Impact measurement model of Gable et al, [78] is consisting of two por-
tions—the Impact portion symbolized by the Individual-Impact and Organiza-
tional-Impact dimensions, and the Quality portion introduced by the Sys-

tem-Quality and Information-Quality dimensions.

18. Testing the Research Hypotheses by Structural Equation
Modeling

The following are the results of applying structural equation modeling technique

using AMOS (Analysis of Moment Structure), being one of the most widely used
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software application applying SEM statistical technique in the social sciences re-
searches [80] [81].

19. SEM Analysis for Relationship between
Transformational Leadership Constructs and
ERP Successful Implementation

The SEM model conducted for testing the direct relationship between Trans-
formational Leadership constructs and ERP successful implementation is illu-
strated in Figure 2.

Table 1 shows the SEM analysis of the impact of transformational Leadership
on ERP successful implementation. It could be observed that the model fit in-
dices; CMIN/DF (Chi-square/degree of freedom) = 1.532, GFI (Goodness of Fit
Index) = 0.952, CFI (Comparative Fit Index) = 0.984, AGFI (Adjusted Goodness
of Fit Index) = 0.914, and RMSEA (Root mean square error of approximation) =
0.50 are all within their acceptable levels [82].

Also it is noted that there is a positive significant impact of Inspirational Mo-
tivation (IM), and Individual Consideration (IC) on ERP successful implemen-
tation, as the estimates are 0.422 and 0.411 as well as P-value is less than 0.05.

Meanwhile for Idealized Influence (II) and Intellectual Stimulation (IS) show
insignificant relations with ERP successful implementation as p-values are
greater than 0.05.

These findings partially support the research hypotheses H1 regarding the
significant relation between Transformational Leadership constructs and ERP
successful implementation, as the results of SEM test accepted the hypotheses
H1b and H1d that Inspirational Motivation, and Individual Consideration have
positive significant relationship with ERP successful implementation and in the
same time the SEM test rejected hypotheses Hla, Hlc that Idealized Influence
and Intellectual Stimulation has significant relationship with ERP successful im-
plementation.

However, the R square is 0.504, which means that the model explains 50.4% of

the variation in ERP Successful implementation.

20. Discussion of Direct Relation between
Transformational Leadership Constructs and
ERP Successful Implementation

This section will discuss the results and findings of conducted SEM analysis for
the direct relation between transformational leadership four constructs and ERP
successful implementation through the tested hypotheses Hla, H1b, Hlc and
H1d.

21. Discussing of Relation between Idealized Influence to
ERP Success

H1la: Idealized Influence has a significant relationship with ERP Successful im-

plementation.
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Figure 2. SEM analysis of relation between TFL and ERP Successful implementation.

Table 1. SEM Analysis of relation between TFL and ERP successful implementation.

Coeff. P-value  R-square
ERP S ful
uccess‘ <--- Idealized Influence (II) -0.238 0.051
Implementation
ERP Successful L L
i <--- Inspirational Motivation (IM) 0.422 il
Implementation
0.504
ERP Successful . .
i <--- Intellectual Stimulation (IS) 0.021 0.671
Implementation
ERP Successful
u i <--- Individual Consideration (IC) 0.411 ox
Implementation

The results of the SEM analysis show no support for Hla as the p-value is
greater than 0.05 and the coefficient showing a negative value —0.238 which
presents an inverse relation between Intellectual Stimulation and ERP successful
implementation.

The results related to this hypothesis could reflect respondents’ belief that the
idealized influence behavior which they obtained from the leaders at their or-
ganizations is vital but in another context rather than ERP. As such practices
that of idealized influence are not enough to participate in the success of imple-
menting a complex system such as ERP. In other words, respondents’ of this
group have the belief that implementing such sophisticated information system

that of ERP necessitates leaders to provide their subordinates with more than
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just talking about the most important values and ethics.

Such results are not complying with the research study conducted by Ke and
Wei [7] claiming that managerial leaders can renovate their followers from a
personal oriented, self-indulgent, rational-economic mode of operation to a col-
lective, ethical and value-oriented mode of operation, in order to energize them
to exert efforts and show commitment to future information technology innova-
tion adoption. Also SEM results for this hypotheses are not matching with what
Rezvani, ef al, [9] and Chang [57] concluded in their researches that leaders
who practice idealized influence and have high levels of moral and ethical man-
ner can influence their subordinates to effectively participate in ERP system by

generating loyalty and more personal respect.

22. Discussing of Relation between Inspirational Motivation
to ERP Success

H1b: Inspirational Motivation has a significant relationship with ERP Successful
implementation.

The results of the SEM analysis display full support for H1b as the p-value is
less than the level of significant 0.05. It implies that the Inspirational Motivation
behavior as a construct of transformational leadership style has significant rela-
tionship to ERP successful implementation.

Such results exhibit respondents’ belief that when a leader provides a clear vi-
sion about why the organization choose to implement ERP system, what are the
expected benefits, and to what extend the working conditions will be improved
after deploying ERP system, in addition to defining clearly the goals and objec-
tives that associated directly with employees themselves and demonstrate all of
these issues with optimism and enthusiasm, such leader’s behavior will generate
confidence through the employees that there will be more chance for successful
implementation of ERP system.

From another perspective managers in organizations must appreciate that
firms are in need to establish a clear, understandable and stable vision. As when
a leader is capable of articulating a compelling vision of an organization future,
followers are consequently motivated. Such motivation, then, energizes them to
attain their highest potentials; accordingly they will assist the organization in its
quest for improvement.

SEM analysis of this hypothesis is reflecting the conclusion of the research
study conducted by Rezvani, ef al, [9] that leaders with an apparent vision for
the future based on organizational norms can motivate employees to be posi-
tively involved in ERP system by providing confidence via symbolic behaviors
and convincing language.

Furthermore, the results of SEM analysis are complying with what [23] [48]
[62] concluded in their researches that ERP is highly correlated to organizational
change and change management process, thus leaders should practice inspira-

tional motivation behavior to generate a culture of change in their working en-
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vironment as such culture can assist in successfully implementing the ERP sys-

tem.

23. Discussing of Relation between Intellectual Stimulation
to ERP Success

H1lc: Intellectual Stimulation has a significant relationship with ERP Successful
implementation.

The results of the SEM analysis display no support for Hlc as the p-value is
greater than 0.05. It implies that the Intellectual Stimulation behavior as a con-
struct of transformational leadership style has no significant relationship to ERP
successful implementation.

Such results are surprisingly observed by the researcher who assumed that
pursuing differing approaches in solving problems and viewing working con-
flicts from several different angles enable organizations to overcome the com-
plexity of the implementation process of such sophisticated information tech-
nology system that of ERP which proven through the demonstrated previous re-
searches in the literature review chapter.

These results are disagreeing with what [9] [58] concluded in their research
that intellectual stimulation as a dimension of transformational leadership is po-
sitively associated to followers’ innovation implementation behavior.

More precisely, when a leader presents intellectual stimulation, followers are
motivated to re-questioning some of their previous assumptions, the status quo
of the working processes, and old ways of doing things, accordingly followers are
more likely to recognize and focus on the positive results of new initiatives such
as implementing ERP system instead of on concerns and worries.

However, the reason behind such results could be relying on respondent’s be-
lief that the received behaviors from their leaders through intellectual stimula-
tion practices are ambiguous and not directly connected to the unique nature of
problems and conflicts associated with the process of implementing ERP system.
In other words respondents need more guidance and advice from their leaders of
how they should seek different perspectives in regard of solving problems.

Also respondents may believe that leaders in addition to encourage employees
to questioning the status quo of the organization, they should draw the road
maps for doing so and they may consider that just providing an appreciation of-
fered by the leaders against suggesting new ways of doing business processes or
generating new ideas of how to finalize certain assignments in ERP context is

not enough to have a significant impact on the success of the project.

24. Discussing of Relation between Individualized
Consideration and ERP Success

H1d: Individualized Consideration has a significant relationship with ERP Suc-
cessful implementation.

The results of the SEM analysis show full support for H1d as the p-value is
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greater than 0.05. It implies that the Individualized Consideration behavior as a
dimension of transformational leadership style has significant relationship to
ERP successful implementation.

The reason behind this support as the SEM results reflect respondents’ belief
that leaders when supporting their subordinates to develop their skills and com-
petencies and seeking to fulfill their operational and personal needs so that they
could attain their maximum potentials, such behavior have a direct association
with successful implementation of ERP system.

Accordingly, respondents believe that there is a significant linkage between
individualized consideration behavior as a component of transformational lea-
dership and ERP successful implementation specifically, when the leader behave
as an advisor and coach, taking into account that each individual has different
needs and abilities.

Also SEM analysis of this hypotheses is complying to what Rezvani et al, [9]
concluded that through practicing individualized consideration construct of
transformational leadership, leaders can recognize the growth and developmen-
tal needs of their followers in ERP context via providing necessary training as
well as consulting activities with subordinates to keep them associated and in-
volved in ERP phases either pre-implementation, during implementation or
post-implementation stages.

Additionally, such findings through conducted SEM analysis are matching
with what Shao, et al, [63] concluded through their empirical study that trans-
formational leadership through its construct of individualized consideration
plays and important role in the field of learning ERP systems among employees,
through either the positive mediating or the positive direct effect of transforma-
tional leadership on organizational learning culture.

Finally the results of SEM analysis displayed that the direct relation between
independent variable (Transformational Leadership constructs) and the depen-
dent one (ERP successful implementation) is significant as the R-square is 0.504
meaning that the model is proving that 50.4% of the variation in the ERP suc-
cessful implementation is explained by the positive impact of transformational
leadership style.

As shown above this research study concluded that transformational leader-
ship is the most appropriate and effective style for implementing ERP system in
the context of the targeted population under this study.

These findings of subject study are important in several ways as discussed in

the following sections.

25. Theoretical Implications

As far as the researcher knows, this study is the first attempt in the Egyptian
context that conceptualized and empirically examined the transformational lea-
dership constructs (idealized influence, inspirational motivation, intellectual
stimulation and individualized consideration) in relation to ERP successful im-

plementation. This study will add substantial knowledge to the body of research
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in both fields of leadership and enterprise resource planning.

The findings of this research study are complying with the literature that
supports the existence of significant association between transformational lea-
dership and ERP success [7] [9] [61]. In addition of giving a shed of light that
transformational leadership could be recognized as one of the critical key factors
that has positive impact on the successful execution of ERP system in addition to
the various CSFs demonstrated in the chapter two of literature review.

Academics and researchers will find in this study informative portions in a
well-organized sequence about the relation of ERP and multiple dimensions of
leadership and management in organizational settings.

In addition this study highlighted the important and crucial role of human
factor in regards of organizational strategic initiatives that necessitate a high lev-
el of effective change management practices such as information system projects.

This study provided two separate sections focusing on the relationship be-
tween transformational leadership and change management for which Binci et
al, [55] concluded that during radical change they observed the existence of
transformational leadership style in relation to change initiatives in organiza-
tion, meanwhile in incremental change they observed the presence of transac-
tional and empowering leadership styles.

The other section is displaying the association between enterprise resource
planning and the concept of organizational change for which establishing inno-
vation projects such as ERP implementation contains uncertainty and insecurity
due to the potential need for change in the organization as well as the necessitate

of complying with new operational standards that ERP provoke.

26. Practical Implications

Although it is considered that leadership style contribute with a vital role in the
success of information technology implementation, the most appropriate style of
leadership that ERP projects leaders displayed during system implementation
had never been clear.

Although ERP project managers and leaders can utilize transformational
leadership strategies to effectively inspire, stimulate, and motivate their subor-
dinates, they would also require embracing appropriate transactional leader-
ship practices. In other word, project leaders in addition to their transforma-
tional leadership activities they should be able to create a precise and clear plan,
present rewards and penalties, and effectively arrange and control the compa-
ny-wide support.

Because ERP system implementation is viewed as a process through which
organizations introduce an innovative operational solutions into the workforce
community [2]. Studying the differentiated impacts of various leadership styles
will provide a richer, advanced and more integrated understanding about which
is the most leadership styles that will support and promote successful imple-

mentation of an ERP project.
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The study offers a better understanding of the influence of transformational
leadership style in ERP implementation in the Egyptian context. The findings
when considered could lead to improved leadership training in ERP implemen-
tation, which in turn assist in reducing the failure rate of implementation of such
complicated and highly expensive project.

The researcher strongly recommends in view of the finding of this study that
ERP project managers and leaders to be extensively trained on project leadership
and how to acquire its competencies and skills, considering that lack of training
may result that project managers usually practice a set of leadership approaches
and activities that do not eventually lead to the success of ERP project imple-
mentation.

One of the most important practical implications of this study that managers
and leaders involved in ERP implementation process need to be self-aware re-
garding their behaviors and actions and continuously perform a self-assessment
by being aware of their limitations and take the necessary action for better im-
provement of their leadership skills and competences. Also they should pay
more attention to effectively manage and control their emotions and be confi-
dent about of their abilities to lead their subordinates to the success of ERP
project.

Also this study reveals that leaders who used teamwork or seek to build effec-
tive, creative, productive and committed teams need to be more transparent.
This displays leaders as honest, trustworthy, and also have integrity, which faci-
litate the project team to obtain trust in leaderships being the most significant
and critical competencies for leaders to possess.

However, project managers and organizational leaders in charge of ERP
project implementation are able to benefit from the results and findings of this
research study in several ways according to their different business setting and
cultural in order to effectively manage leadership challenges they are facing dur-

ing the process of ERP implementation.

27. Conclusions of the Study

Organizations are seeking to adopt enterprise resource planning system as a
main strategy for implementing business technological applications that comply
with the needs of the users’ community in organizations and promote advanced
information system architecture aiming for future organizational growth.
Generally when implementing an ERP system, the prospects of leaders and
managers are to redesign business processes if applicable, improve communica-
tions, reduce operational costs, and achieve a considerable return on investment
which has not been achieved due to the high failure rate of ERP projects. On the
other hand, in the lack of knowledge regarding the most appropriate leadership
behaviors, organizational leaders and mangers could fail to promote the desired
business environment that generates greater business performance and sustaina-

ble success.
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The growing high failure rates of the implementation of ERP projects (Shah et
al, 2011), participated in exploring the need for this study, which attempts to
provide organizational leaders as well as practitioners in charge of ERP projects
with an alternative leadership strategy that may contribute toward satisfactory
and effective implementing of ERP system.

Several investigations in the research field of leadership styles concluded that a
transformational leader is the most one who can establish and engage an effec-
tive team in order to perform in excellent manner toward a specific vision for an
organization such as successful implementation of ERP.

This study concluded that leaders in organizations necessitate to take advan-
tage of transformational leadership practices and behaviors to make sure that
ERP implementation is on the right way and the expected outcomes and benefits
are attained.

Transformational leaders attempt to catalyze their subordinates to be highly
involved and effectively engaged in tasks of ERP implementation. They pay a
great attention to each individual’s personal, operational and developmental
needs as they work jointly and cooperatively to attain organization goals ex-
pected from acquiring such information system.

By behaving as coaches, mentors, and consultants, leaders support and assist
their followers to achieve their potentials. In addition, such leaders also exercise
contingent rewards as a construct of transactional leadership to motivate their

followers to effectively participate in implementing as ERP system.
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