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ABSTRACT

Content management is an organisational effort of managing content,
particularly in digital format. Although it has been over 25 years since
content management was introduced, this field of study is still considered
an emerging topic with unresolved issues-in particular, the subject of benefit
achievement. Therefore, grounded on an extensive review of 135 articles,
the purpose of this study is to investigate the benefits that organisations can
gain through the proper use of an Enterprise Content Management System
(ECMS). Subsequently, this paper identifies a list of ECMS benefits and
proposes an ECMS benefit framework for further exploration into this field.
Our result shows that although ECMS does bring benefits to organisations,
these benefits are diverse, indicating that there are certain determinants or
factors influencing the achievement of such benefits. Moreover, it is also
found that in the context of the benefit framework of Shang and Seddon [10],
three categories were found relevant to the field of content management:
operational benefit, managerial benefit, and strategic benefit.

Keywords: content management, enterprise content management,
enterprise content management system, benefit realisation, economics of
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INTRODUCTION

Organisations nowadays are experiencing a crucial phenomenon known as
‘content chaos’. A large volume of content has been created that are now
out of the control of normal organisational practices. As a result, employees
waste precious time searching for relevant information. The International
Data Corporation (IDC) reported that 74 percent of organisational content
is unstructured, and it is predicted that more than 80 percent (approximately
133 Exabytes) of organisational content would become unstructured by
2017 [1]. Gaining access to unstructured content has caused retrieval and
utilisation challenges for organisations [2].

Thus, organisations are in need of a concept and tool for content
management. To address this demand, an Enterprise Content Management
System (ECMS) was introduced in 2001. The Association for Information
and Image Management (AIIM) defines ECMS as the strategies, methods,
and tools used to capture, manage, store, preserve, and deliver content and
documents related to organisational processes [3].

Although ECMS was introduced 14 years ago, there seems to be
a lack of enterprise-wide implementation in modern organisations [4].
Reports of failure cases when implementing ECMS may have discouraged
organisations from adopting ECMS [5]. Moreover, an extensive literature
review has shown that organisations adopted ECMS because of vendor
influences [6-7] and unproven claims of ECMS benefits [7-9].

Currently, business and IT managers are taking precautions in
implementing ECMS due to their uncertainty of the benefits of ECMS [9].
Thus, there is a need to study the benefits that organisations can gain from
the use of ECMS. Therefore, the following research question is posed:

What are the benefits that an organisation can gain by implementing
ECMS?

Grounded on an extensive review of 135 articles, there are three main

contributions of this paper. Firstly, the benefits of ECMS were identified.
Secondly, an ECMS benefit framework was proposed based on the benefit
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framework of Shang and Seddon [10]. Thirdly, the future direction of this
research was outlined to add new knowledge to the field.

The rest of this paper is organised as follows: the next section provides
a brief literature review on the research into ECMS benefits. Then, the
benefits identified from the literature are categorised based on the benefit
framework of Shang and Seddon [10]. Next, findings on the ECMS benefits
are summarised and future directions and further exploration into this topic
discussed. Finally, the paper is concluded, and limitations of the study
outlined.

LITERATURE REVIEW

Organisations view content as an asset that can drive productivity [11].
Content includes any type of unstructured, semi-structured, or structured
digital information, such as images, graphics, videos, sounds, documents or
records that are likely to be stored and managed in electronic format [12].
As content gradually increases over the years, organisations find themselves
faced with a crucial phenomenon known as ‘content chaos’ [13-14].
Therefore, content management has been introduced to help organisations
manage their organisational content. Boiko [15] defines content management
as, ‘aprocess of collecting, managing, and publishing content’. This process
involves several activities such as version control, access, and content reuse.

Content management helps organisations reduce operating cost [16-
17]. For example, Scott [18] reported that J.D Edwards achieved 1811%
return-of-investment due to cost-savings in printing and when searching for
appropriate information. A-Dec Inc. reported savings of $13, 000 for two
document types by reusing the same document and minimising the services
of content creators and content auditors [19].

However, although content management was introduced in the 1980s,
it is still considered an emerging concept and still has some unresolved
issues, particularly relating to benefit achievement [2][20-22]. It seems that
organisations are now making huge investments in ECMS technologies,
yet there are contradictory responses between ECMS vendors, academics,
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and practitioners [23]. ECMS vendors, through a series of published case
studies, have shown the benefits of ECMS implementation such as the
facilitation of information sharing, cost reduction, improved collaboration,
and enhanced strategic decision-making. Yet, the voices of academics and
practitioners seem to contradict with the view of ECMS vendors. Academics
and practitioners argue that organisations are struggling to realise the
benefits of ECMS implementation [2][7][20-21]. Based on a market analysis
spanning more than 20 years, the failure rate of ECMS implementation
sits at a staggering 50% and only half of the remaining 50% had actually
provided value to organisations [24]. This statistic supports the claims of
academics that there is lack of evidence that ECMS has contributed to the
improvement of business processes and organisational efficiency [2][7].

Several researches concerning ECMS benefits have been conducted
[2][5]1[21][24]. For example, Paivarinta and Munkvold [21] introduced a
widely accepted major ECMS issue framework. The authors suggested that
implementation of the ECM system should support the objective (benefits
desired) and desired enterprise model (process-based, team-based or project-
based, etc.). Organisations implement the ECM system to fulfill their specific
objective. The authors claim that implementation based on objectives will
produce the anticipated and desired impacts. On the other hand, Rickenberg,
Neumann, Hohler, and Breitner [24] developed an extended framework
in their research on ECM. They identified several ECMS benefits: cost
and efficiency, compliance and security, continuity, consolidation and
integration, collaboration and customer service. The authors acknowledge
that the ECMS literature has mainly dealt with constructive studies,
conceptual ideas and frameworks, and technological functionalities. The
authors therefore suggest the need for more fundamental research to add to
the knowledge on ECMS. Future research should also consider other ECMS
benefits such as consistency, content quality, and content intelligence.

Based on an analysis of previous studies, it is found that these studies
had generalised benefits into a single construct. For example, Grahlmann,
Hilhorst, Van Amerongen, Helms, and Brinkkemper [25] described
ECMS benefits as the potential impacts of implementing ECMS. From
the perspective of ERP, researchers would generalise benefits as the post-
implementation success of ERP [26], benefits realised [27], local (plant)-
level overall benefits [9], ERP implementation success [29], organisational
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benefits from system use (from the perspective of senior management) [30],
and business benefits from ERP system use [31].

Based on previous research, several issues are highlighted. First,
there is no specific mention on how organisations gain benefits from using
ECMS and the factors that drive the achievement of these benefits. Second,
the authors did not identify the benefits that are the main drivers of ECMS
implementation. The third issue is the use of secondary data that certainly
favours ECMS vendors. Another issue centers around the lack of a benefit
framework to further enhance the knowledge on ECMS benefits other than
the work of Grahlmann, Hilhorst, Van Amerongen, Helms, and Brinkkemper
[25]. Besides that, there is also an inadequate relationship between benefit
drivers and benefit achievement. Previous researchers did not mention the
type of driver and the resulting type of benefits that would be achieved.
Due to some limitations of this paper, focus was kept only on the types
of benefits that organisations could gain through the proper use of ECMS
applications. Other issues surrounding the determinants of ECMS benefits
will be discussed elsewhere.

In order to determine the benefits that organisations can gain from
ECMS, this study adopted the benefits framework of Shang and Seddon
[10], to classify the benefits into categories. The next section describes the
proposed ECMS benefit framework.

ECMS BENEFIT FRAMEWORK

In order to guide the development of the benefit framework, this research
adopted the benefit framework of Shang and Seddon [10]. This framework
classifies benefits into five categories: operational, managerial, strategic,
IT infrastructure, and organisational. Operational benefits are concerned
with the reduction of cost and improvement of productivity, quality, and
customer service. Managerial benefits refer to performance improvement,
better resource management, and improvement of the decision-making
process. On the other hand, strategic benefits are concerned with business
growth and alliance, innovation, product differentiation, and building
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external linkages. IT infrastructure, meanwhile, supports business flexibility,
IT cost reduction, and increased IT infrastructure capability. Organisational
benefits are concerned with business process reengineering, organisational
learning, empowerment, and building a common vision.

In order to identify the list of benefits of ECMS, a structured and
systematic literature search based on the approach of Webster and Watson
[56] was adopted. Webster and Watson [56] suggested that: (1) the literature
search must begin with leading journals; (2) a backward search must be
done to consider all relevant literature; and (3) a forward search performed
to determine citing articles.

A three-phase process was conducted in this study. The first phase
involved a search for all relevant articles related to ECM in which the
following tools were used: Google Scholar, Science Direct, IEEE Xplore,
Emerald, Proquest Central, Scopus, and Discovery. The keywords used
are ‘enterprise content management’ and ‘enterprise content management
system’. A total of 1148 publications were identified. These were then
trimmed to 563 publications using the ‘Find Duplicates’ function in EndNote
X7. Later, manual checking was performed to remove other duplications
and irrelevant articles. Finally, 172 papers were selected for the second-
phase filtering. In the second phase, the publications were screened based
on: (1) relevance of the study to ECM; (2) the quality of the publication;
and (3) publication contribution. The papers were read through diligently
based on the approaches of Glaser and Strauss [57]. Finally, 135 papers
were selected for the reviewing process.

This study classified ECMS benefits into three categories: strategic,
operational, and managerial. IT infrastructure and organisational benefits
were not seen as important because: (1) the use of ECMS involves less
engineering work processes [20] [22] [32], and (2) technology is not
considered an important driver for ECMS adoption [24][33-34]. The
following table 1 shows the proposed ECMS benefit framework:
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Table:1. ECMS Benefits Framework

Category Benefits Selected Literature
Cost reduction [16] [21 [24] [37] [38] [40] [44]
[48] [55]
Facilitate information [20] [21] [22] [40]
sharing
Operational | Improved search and [22] [32] [46] [47] [51] [52] [55]
retrieval
Task efficiency [5] [16] [20] [21] [24] [38] [46] [48]
Integration [22] [24][32] [40] [41] [43] [44] [49]
Customisation [22] [37] [43] [54]
Managerial | Improved decision- [5] [16] [21] [20] [24] [35] [38] [46]
making [48]
Governance and [5] [7] [21] [22] [24] [28][32] [36]
compliance [38] [41]
Information quality [21] [22] [24] [32] [38] [39] [42]
[52] [53]
Strategic Collaboration [20] [21] [22] [32] [38] [46] [49]
Continuity [5] [24] [40] [44]

FINDINGS SUMMARY

In summary, we found that the benefit framework of Shang and Seddon
[10] is sufficient and comprehensive enough to explain the focus of ECMS
benefits. The subsequent section explains each benefit identified from the
literature search.

OPERATIONAL BENEFITS

Operational benefits are day-to-day activities that involve acquiring and
utilising resources. The activities are usually repeated periodically on a
daily, weekly, or monthly basis [10]. The six benefits under operational
benefits are:
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Cost reduction

ECMS allows the reduction of operational costs, facility costs, and
production costs [16][21]. For example, J.D. Edwards reported 1811%
return-of-investment (ROI) in time saving during information searching and
reduced printing cost [21]. A-Dec Inc. saved $13, 000 through content reuse
and minimising the services of content auditors and content creators [19].

Facilitate information sharing

ECMS enables information flow throughout the organisation.
Information sharing improves knowledge creation [21]. Information sharing
enables improved task efficiency [40] and reduces production cost [19].

Improved search and retrieval

The existence of unstructured content reduces the search and retrieval
capability of employees, who could waste 30% of their time searching for
relevant and current versions of content. Improving the search and retrieval
function enables greater information sharing and reuse [26].

Task efficiency

ECMS allows work to be accomplished with minimum resource
utilisation and reduced processing time [5]. Employees can save time when
searching for relevant information, which would allow collaborative work
and information sharing [21-22][32]. For example, ECMS allows the reuse
of previously created content, documents, and templates [16][19].

Integration
Integration allows content sharing and access throughout the
organisation [34]. For example, removal of content silos and inefficient

business processes through integration will help improve organisational
performance and productivity [32].
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Customisation

Nordheim and Paivarinta [37] suggested that the customisation
offered by ECMS has influenced organisations to implement the system.
Customisation allows improved functionality in meeting organisational
needs and contributes towards cost reduction [31].

MANAGERIAL BENEFITS

Managerial benefits involve utilisation, control, and monitoring of a firm’s
resources and operations that usually rely on summarised information or
excerpts from reports [10]. Three benefits identified under this category are:

Improved decision-making

ECMS allows organisations to improve the quality of decision-making
by providing managers with more information and insight into company data
[29]. For example, ECMS allows access to previously unstructured content.

Governance and compliance

Meeting governance and compliance regulations, such as the Sarbanes-
Oxley Act (2002), is among the major benefits organisations seek to achieve
from using ECMS. For example, in Malaysia, organisations are bound to the
Electronic Records and Archival Act (2003) when managing digital content.
The need to address external regulations and standards has influenced
organisations to use ECMS [21].

Information quality
Access to information quality helps organisations make strategic
and accurate decision-making. Information quality provides real-time

information to support current and future needs [32], as well as enables the
creation and production of newly added services or customer services [21].
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STRATEGIC BENEFITS

ECMS helps organisations to leverage value from their information asset.
Strategic benefits involve long-term planning, particularly at the high-level
decision-making phase such as business growth, alliance, innovation, cost,
differentiation, and external linkages [10]. Two important benefits from the
ECMS strategic perspective are:

Collaboration

ECMS allows business processing between and within departments
through a collaborative process. Collaboration and integration have a causal
effect. The integration of separate business processes allows collaborative
work. Collaboration increases task efficiency [40] and reduces operational
costs [22]. Collaboration also improves an organisation’s resource
utilisation[21] and facilitates information sharing [20].

Continuity

Continuity is an organisation’s capability to survive challenges to
maintain their existence or relevance. ECMS supports organisational growth
and business alliance by providing a specific mechanism for identifying
and justifying investment into the system [34]. Organisations should view
ECMS as part of their disaster recovery planning approach [5].

DISCUSSION

Based on the selected studies, several issues are highlighted. First, although
numerous studies have acknowledged the positive impact of ECMS, it is
worth noting that these studies used secondary data as evidence [2][21][24].
Therefore, there is a need to further investigate the accuracy of these claims
beyond what researchers and practitioners call ‘vendor promises’ [6][7].

Second, underneath these proclaimed benefits, researchers argue that

ECMS is actually underutilised and is not aligned with the way businesses
work [20-22]. Consequently, organisations struggle to realise the benefits

26



VoL . 15 No. 2, DECEMBER 2018

of ECMS implementation [2][7][20][22] and have difficulty justifying
their investment in ECMS due to a lack of knowledge of ECMS benefits
[2][22]. Studying the pathway of benefit achievement will therefore help
organisations to understand why certain benefits may or may not occur [9].

Third, it is suggested that researchers shift their focus towards the
people aspect of ECM research. There is a compelling need to expand on
the knowledge of the impact of ECM on employees-either improvement
of skills or deskilling-due to technicality of information. Moreover, the
role of a ‘project champion’ could also become one possible research area.

CONCLUSION

In this paper, a list of ECMS benefits grounded on an extensive review of
135 articles was provided. Then, an ECMS benefit framework based on
the framework of Shang and Seddon [10] was proposed. Each benefit was
classified into three categories: operational benefits, managerial benefits,
and strategic benefits. Finally, each benefit was delineated and the paper
concluded with an outline of potential future studies.

This study is not without limitations. First, the majority of studies
that was identified showed a lack of empirical evidences and depended
on vendor reports. Although these could be trusted, such evidences may
be biased towards the software vendors. Second, there were only a few
academic reports on actual ECMS practices. This lack of actual evidence
of ECMS benefits may lead to biased and inaccurate benefit claims. Third,
although it is claimed that this paper is grounded on extensive literature
reviews, it is still possible that some papers had been unintentionally left
out from the review. However, it is believed that this paper provides more
comprehensive information than previous works in the field.

A further study will be carried out with a focus on investigating the
determinants that contribute to the achievement of ECMS benefits. Since
there is solid evidence that ECMS benefits are difficult to gain [2][7][16]
[20][22], studying the pathway of benefit achievement may provide new
knowledge as to why benefits may or may not occur [9].
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