1. Introduction:

Over the last two decades a number of new management accounting innovations systems (MAIs) have been introduced  including Activity Based Costing (ABC), Activity Based Budgeting (ABB), Strategic Cost Management, Target Costing, and Balanced Scorecards (BSC) are now in theory (e.g. Kannaiah, (2015), as well as in practice (Elhamma, 2015; Patrick et al., 2015; Bjornenak and Ax, 2005; Batool and Younos,  2013; Askarany and Yazdifar, 2007; Bhimani et al., 2007; Smith et al., 2008; Hopper et al., 2008; Abdel-Kader and Luther, 2008; Cohen et al., 2005).
Previous research argued that many changes in companies all over the world are direct consequences of the diffusion of innovation (Abdel-Kader and Luther, 2008). The recent spread of MAIs provides an interesting opportunity to study the mechanisms of such diffusion (Özyürek and Ulutürk, 2015). It has been argued that studies tackle the spread of MAIs among companies should enrich our understanding of the motivation for change. 

The majority of MAIs research still was done in developed countries and very little research has been done in developing country, especially in Jordan context. Thus it is necessary to identify whether the Jordan culture and way of doing business may have a different impact on the implementation MAIs. The results of this study make a contribution to existing knowledge in the area of the implementation of MAIs, especially in eastern developing countries such as Jordan. In addition, this research adds further evidence to the value of studying MA, and more specifically changes in MA practice. It describes the developments undertaken in the implementation of a new system and how a new system becomes accepted in practice. Therefore this research focuses on the following research questions:
1. What are the main factors influenced the process of MAIs implementation in the Tobacco and Cigarette Company in Jordan? 

2. What are the main factors obstacles the process of MAIs implementation in the Tobacco and Cigarette Company in Jordan? 

The next section presents a review of the literature relating to MAIs empirical studies. The third section is dedicated to the research methodology and data collection methods employed in the study. The descriptive analysis and interviews results are then presented. The final section contains a discussion of the research findings and conclusions.
2. Literature
Management accounting has been defined by prior studies as the process that identifies, measures, accumulates, analyses, prepares, interprets, and communicates information about the entity in order to help managers make the right decision and to fulfil the organisational objectives (Horngren et al., 2000). Information that is provided by MA can be about assessing past performance for present decisions. This includes pricing products and closing production lines, or it can be related to the future, such as predicting productivity and forecasting the budget. As the business environment is becoming more competitive and complex, thus creating increasing demand for MA to provide companies with valuable information in the short or long terms.
According to the literature MA includes three main functions: planning, decision-making, and control (Elhamma and Yi Fei, 2013). Planning can be for a long period (strategic) based on managers 'objectives or for a short period (operational) related to detailed plans (Horngren et al., 2000). One of the important functions of MA is to facilitate decision-making. Decision-making may relate to allocating resources, closing or opening a production line, or employment. All of these should be economical, efficient, and effective in their use of finance. The organization's management should oversee whether the outcomes are in accordance with initial plans and objectives. This is the third function of MA, and it has been referred to in prior studies as controlling the activities. In order to implement the control process, a MA system is necessary, timely, and accurate, and relevant information is required (Horngren et al., 2000).

2.1 The role of management accounting

Management accounting information helps
managers carry out their tasks and responsibilities of planning, directing, motivating, controlling, and measuring activities (Garrison & Noreen, 2003). Ryan (2008) states clearly that producing information to assist managers in their work is the role of management accounting. MA information can be cost information, budget information, performance information, or other financial information.

The new environment of competition, innovative technology, and globalisation plays a part in changing MA techniques and methods focused on improving the management process, quality and productivity (Zimmerman, 2000; Horngren et al., 2000). Examples of these techniques are total quality management (TQM), the balance scorecard (BSC), and activity based budgeting (ABB).

MA meets the needs of internal users who make decisions based on different types of judgements (Zimmerman, 2000). Weetman (2006) explains that the MA is in charge of directing attention to accounting information, keeping the records for judging the effectiveness of decisions, and helping to solve problems. The role of the MA has become so vital for companies' management and it has been changed to business supporter or internal business consultant, rather than a mere management controller or a scorekeeper (Hutaibat, 2005). The MA aids the management by providing internal and external reports which facilitate decision-making and provide the management with accurate and timely information. However, whilst the primary MA functions are planning, decision-making, and control, MA literature recognises organising, motivating, evaluating performance, and communication as MA functions (see Drury, 1998).

Previous institutional theorists suggest three strands of which researchers can focus their analysis: economic, sociological and political (Scott, 1995; Covaleski et al,. 2003). Burns& Scapens (2000) suggest that to understand management control systems, a need is required to understand their organisational context. DiMaggio & Powell (1983, p) suggest three classifications for institutional research: coercive, mimetic and normative.

 “Coercive isomorphism results from both formal and informal pressures exerted on an organization by another party upon which it is dependent, and by expectations of the society within which it operates. Mimetic isomorphism is a process that takes place when an organization attempts to imitate a more successful referent organization, a process that is often due to the uncertainty and lack of guidance in its own environment. Normative isomorphism stems from professionalization, i.e. the collective struggle of members of an occupation to define the conditions and methods of work.”.
Over the last three decades researchers in accounting have focused their efforts toward the better understanding of how accounting influences, and the multiplicity of agent, institutions and processes influencing accounting (Dillard et al., 2004). Scapens (1994) explains that a focus on the institution helps to understand MA practices as institutionalised routines and to explore the interaction between accounting and other social institutions. Dillard et al. (2004 p. 507) states that ―institutional framework provides useful insights into the practice of accounting in organization. Alam (1997) states that, in order to understand the budgetary process of the organization, contextual and institutional environment should be considered.
Accounting literature, which employs institutional theory, suggests the importance of external environment and its participants on accounting practices and emphasizes the important use of these practices as rationalizations in order to maintain the appearance of legitimacy (Scapens, 1994).

Scapens, (1994) explain that researchers in development economics use institutional theory to understand accounting practices, as western rules are employed to represent modernisation, irrespective of whether the local circumstances necessitate them. In developing economics, however, institutional theory is employed (Alam, 1997). Alam (1997) investigates the instrumental and symbolic roles of budgeting using institutional parallels with contingency theory. He studies two state owned Bangladesh organisations which are characterised by uncertainty, resource scarcity, political instability, and some tendency towards organisational disorder. Alam finds budgeting is more oriented towards the management of external relationships than with management of the organisation, and budgets are not involved with detailed aspects of the organisational task. 
Hoque & Hopper, (1994) indicate that the institutional perspective presumes that survival of an organisation requires it to conform to social norms of acceptable behaviour to accomplish best level of efficiency. Hussain and Hoque examine the design and use of a non financial performance measurement system in four Japanese banks, drawing on the new institutional sociology to understand how various institutional (internal and external) forces affect the use and design of this system. They find that several institutional forces influence the banks to implement a particular performance measurement system. These forces are regulation, accounting standards, management strategic focus, bank size, competition and organisational tendency to copy best practices from others.

3. Research Methodology 

To research the objective of this study, the researchers identified one of the Jordanian tobacco and cigarette companies (thereafter will be addressed as company A) to form the case of the study. The study was conducted to cover the month of May up to September 2015. To explore the implementation of the MAI's using the "How" and "Why" questions (Yin,2002), the subject study was structured to provide a detailed description with regard to the implementation of MAI's in company "A" (Sekaran, 2003; Yin, 2002).The main reason that lies behind choosing company "A" circles around being one of the first companies in Jordan that launched the transference from using TMA's to MAI's in 2001 and that was approximately accomplished somewhere during march 2004. 

Previous literature indicated that conducting interviews can provide a more fruitful result for those researches based on case studies; since it allows the researchers to capture more information that enjoys a depth insight about the addressed issues in a very short time span, in fact the interview allows the interviewer to double cross his experience and knowledge with the specific topics under consideration which in turn can enrich the debate and direct it towards revealing any issues that are not understood(Moll, 2003). To approach to the objective of the subject case study, a semi-structured interview was conducted to obtain clear insights about the respondents perception with regard to the factors that facilitate, motivate, and create barriers to the implementation of MAI’s.  

The key persons related to MAIs were targeted with 24 interviews in total. The interviewees of Company A were experienced in decision making, cost controlling and budget preparation. They became members of the MAIs team and provided valued information for this paper. The manager of the accounting department, who has been working for Company A for more than 12 years, was assigned from the top management to implement MAIs in practice. A costing manager and a senior costing accountant, who has been working in Company A for nearly 7 years, are responsible for preparing cost information and costing reports. A software engineer, who has been working for Company A for nearly 8 years, is responsible for preparing and gathering data related to budgeting and controlling costs and documenting the details of his department. Table 1 shows the list of participants who attended each interview.

The researchers were geared to choose key persons of company “A” to form the sampling unit of the subject case study; in which it consisted of 5 employees holding different administrative position whom they were interviewed separately and at least once (table 3.1); all of which were identified in accordance to his/her work span relevancy to MAI’s (table 3.2). The involvement of the sampling unit in decision making, cost controlling, budget preparation armed them with the knowledge and experience needed to become members of the MAI’s team for company “A”, through which the researchers managed to obtain valuable information to accomplish this case study. 

Table 1: list of participants who attended each interview
 Table 3.1: The participants Job title and No. of interviews conducted with them 
	Title of Interviewees  Job Title 
	No of Interview

	Manager of the accounting department     Accounting & Finance Manager                         
	1

	Assistant director of the accounting department
Assistant Accounting & Finance Manager                
	3

	Manager of costing department

Head of Cost Department
	1

	Senior costing accountant
Senior Cost Accountant                                                   
	16

	Senior Software engineer                                                    
	3

	Total
	24


Table (3.2) highlights the sampling unit Experience & Tasks related to MAI’s.
Table 3.2: The participants Experience & Tasks related to MAI’s
	Job Title
	Experience with Co.”A” in years
	Tasks related to MAI’s

	Accounting & Finance Manager
	12
	Assigned from top management to implement MAI’s

	Head of Cost Department
	7
	responsible for preparing cost information and costing reports

	Senior Cost Accountant
	7
	

	Senior Software Engineer
	8
	responsible for preparing and gathering data related to budgeting and controlling costs and documenting the details of his department


All interviews were made face to face with the interviewees during May up to September 2015 using the native language of the researchers and the interviewees (Arabic). The preparation of the interview began by calling all the interviewees more than once to set forth a suitable time for conducting the interview. Prior to the initiation of the entire interviews permission from the interviewee was obtained record the conversation, therefore the interviewees were informed about the anonymity and confidentiality policy followed by the researchers. The minimum time length for each interview was 30 minutes, conveying that some interviews lasted for more than 30 minutes. The recorded conversations were used by the researchers to prepare an Arabic transcript for each interview, thereafter an each transcript was subjected to content analysis (Yin, 2003; Sekaran, 2003).
4. Descriptive analysis and interviews results

First Part: Factors that influenced the process of MAIs implementation 
Top management support is the most crucial factor influencing the success of MAIs implementation. Top management should commit resources and develop goals to enable the implementation of MAIs (Jebreel, 2015 ;Brown et al., 2004).
Successful implementation of MAI’s should be paved by top management, which in turn casts an additional responsibilities on top management to provide the required recourses and develop the relevant strategies to achieve the goals that govern the successful implementation of MAI’s(Jebreel, 2015 ;Brown et al., 2004). 
The interviewee No 1 said that: 
“The role of our Top managers was in supporting us during the implementation of MAIs. They encouraged the use of MAIs. Our managers have been involved with the MAI system since its implementation, so they are very comfortable with it and what happens with it, and they have rigorous confidence about the results that can be gained from MAI”. 
He added:
Our mangers are supporting the change and implementing MAI, they provide all the necessary basics we needed for implementation Our managers all the time encourage us to use MAI, without their encouragement we would not be using these advanced techniques. Since the company started implementing the system our managers are actually doing a review each three months, talking to all managers in the departments. They need to review MAI to see if the system we have now is meeting our requirements. So they will either decide whether to stay with it or to change to something else
Similarly, Interviewee No 19 said that: 

 “My top manager has been involved with the MAI system since its implementation until now. For instance, he has registered to get his CMA certificate to be up dated with the system. Our managers have the basic skills needed to implement MAI and we can always start with the simple system then build up all that they need”. 
They added, 

“Top management dedicated significant time and resources in order to support their staff in implementing MAIs. Although they were not directly involved they encouraged us to learn how to use the system, they helped to run many training courses”.

The training factor is considered to play a key role in the implementation of MAIs system. In training, employees will be told how MAIs works, how to interpret and how to use MAIs information for product design, product pricing and process improvement, as well as how the compensation system will be accommodated to incorporate the performance measurement. Training reduces employees’ lack of confidence in MAIs and prevents them from feeling pressed by the implementation process. Training in designing, implementing and using the MAIs system leads employees to understand, accept and encourage the use of MAIs (Shields, 1995). According to the interview data from the interviewee No 8 said that:
“Both training and education facilitated the implementation of MAI. Firstly, the American expert provided information about the concept and the benefits of MAI for managers and our employees. Then he explained the term of activity and cost driver. Secondly, our managers provided training and a workshop about the process of MAI implementation for the MAI project team”.

Similarly, Interviewee No 15 said that: 

Probably training is the most important factor that facilitates the implementation of it. We have central training units in our company for our employees, the aim here is to educate them about the concept of MAI and encourage them to use it. I remember, “Before implementing MAI, an American expert had provided a seminar to educate our top managers and our employees about the concept and benefits of MAI and to plan what the company wanted from MAI”.

Similarly, Interviewee No 2 point out that:
“The company often provides workshops about the processes of MAI implementation for middle managers and heads of departments. On the other hand, all accountants have been provided with training about the implementation of MAI and the benefits we expect to gain from it.”

Also, Interviewee No 22 point out that:
“The consultant firm was invited to our factory to discuss its methodology and approach of MAIs implementation. The consultants, after a general MAIs introduction, proposed something called cost object approach. They said our cost of activities should be assigned to the cost objects demand for consumption of each activity”.

Similarly, Interviewee No 14 point out that:

“The process of MAIs implementation started when the consultants launched the project by conducting a two-day training seminar about MAIs concepts. Training is very important. If people don’t know what they are doing, what they are supposed to be doing, they can’t cope with the system”.
The developments in computerised information technology have considerably reduced information-processing costs. The advanced information technology has also facilitated the flexibility of extracting information as and when needed. For most companies these developments have reduced the costs and barriers of operating MAIs (Krumwiede, 1998). Interviewee No 4 said that:
“The higher information technology is the key to change; absolutely, the key to change. The technology here is to facilitate producing information and the information is the knowledge that will create change. MAI as a system needs really good information to create change. Everybody know the implementation of MAIs requires a lot of data and without a higher information system, we can’t deal with all these requirements of the MAI system”.

It was found that people must first have an awareness of the MAIs concept, and then get a deep understanding of the MAIs implementation process and how the system impacts on the organisation performance. According to the interview data from the Interviewee No 4 said that:
“MAIs create massive change, I think everyone has to be ready to deal with change, or at least know what their responsibilities are and what they need to do. So things need to be well-planned and well-documented, if the company is just suddenly moves to using MAIs and there hasn’t been enough thought about what procedures need to change, it will cause serious problems”.

Shields (1995) considered competition as the most important external factor for stimulating managers to choose implementing MAIs. Cooper (1988b) has also identified that companies facing fierce competition should implement MAIs as it is argued that companies operating in a more competitive environment have a greater need for advanced costing systems such as MAIs that more accurately assign costs to cost products. This is because competitors are more likely to take advantage of any errors by managers having relied on inaccurate cost information to make decisions. The interviewee No 21 said that:
“We work in a highly competitive environment. Using MAI is a key to our success and to being competitive in the market. MAI plays an important role in the company daily tasks such as decision-making especially in uncertain situations”.

The size of the company has been found to be an important factor influencing the implementation of ABC (Bjornenak, 1997). Previous studies have also noted a positive relationship between company size and the implementation of MAIs systems (Innes and Mitchell, 1995). A possible reason for this is that larger companies have relatively greater access to resources to experiment with the introduction of MAIs. 
The interviewee No 6 said that:
“In the past, every morning I was responsible for gathering all data, putting it into EXCEL for analysis and then reporting to my top management. But, the growing size of our company, leading to an increased number of products made it difficult to manage information manually or even by our old system”.

Bjornenak (1997) claimed that competition was the most important external factor for stimulating managers to consider implementing MAIs. According to him, organisations operating in a more competitive environment have a greater need for MAIs that reports more accurate product costs because competitors are more likely to take advantage of any errors arising from managers having to rely on distorted product costs to make decisions. Interviewee No 24 points out that:
“We work in a highly competitive environment; implementing MAI is a key to our success and being competitive in the industry sector. MAI information plays an important role in achieving that”. 

The limitations of traditional systems, such as lack of accuracy product costs and allocation and lack of timely cost information encourage companies to seek solutions to these limitations by implementing MAIs to generate more detailed and accurate accounting information. According to the interview data from the Interviewee No 1:
“In the past, the company could not know the exact profit or loss of each business or factory. Also, the company could not know how much each factory had wasted and in which process the waste occurred. The management felt that it wanted more clarity of information for decision-making and the development of an efficient operation. Thus, the company has implemented MAI.”

MAIs system generates more detailed and accurate accounting information. The information is useful in assisting the management in making various decisions. According to the interview data from the Interviewee No 3: 

“We do not identify our product cost well and in the correct way, but we know with MAIs system we can. MAIs is something different. We look at what really influences us and what are the critical factors which affect our product cost and we have, therefore, the ability to determine the prices for our products”.

Bjornenak (1997) claimed that competition was the most important external factor for stimulating managers to consider implementing MAIs. According to the interview data from the Interviewee No 15: 

 “Our old system was good for steady state market with few products and limited number of customers. But with all the changes and new markets we suffered a lot, because it became a totally inadequate system”. 

Second Part: Factors obstacles the process of MAIs implementation

According to the Friedman and Lyne (1999) the consultants' play the key role of during the adoption, implementation and usage process of MAIs as the key factor impacting on the success of implementing MAIs. The main barrier to MAIs implementation encountered in Company A in Jordan is the lack of local consultant companies, especially in The capital oh Jordan Amman, Interviewee No 18 said that:

“There are not enough Jordanian consultants that provide education about accounting innovations. Each company wanting to adopt such innovations should have guides to check and give advice”.

Similarly, Interviewee No 3 said that: 

“In general, in country such Jordan there is a lack of local consultants, which makes the business completely dependent on expensive external expertise from outside Jordan”.

The issues related to the supply side of diffusion of accounting innovation were mentioned during the interview Interviewee No 17 in Company A, for example, the need for more conferences, seminars and workshop in accounting issues in general and MAIs in particular as well as the need for journals specialising in management accounting to be made available to accountants and financial managers in Jordan. He also commented on the shortage of management accounting research and PhD degrees in this area of management accounting within Jordanian public universities:
"Our universities are not active in management accounting research. For example, this is the first time I have seen a questionnaire or participated in an interview on the process of MAI implementation in our sector in such detail as yours. Actually, I wanted to apply to do a PhD in accounting in Jordan but we do not have such doctoral courses in our public universities". 
The importance of professional accounting bodies in Jordan was highlighted during the interview with the interviewee No 9 in Company A he said that:

“We don't have well-established professional accounting bodies in Jordan. Such institutions would help to improve and support the implementation of management accounting innovations such as ABC, like CIMA in the UK”.

Argyris and Kaplan (1994) and Cohen et al. (2005) suggested that education about MAIs system is a crucial step of success in MAIs implementation as, in this step, both managers and employees identified the differences between the TASs and the MAIs systems. They describe how the processes of MAIs overcome the shortcomings of the TASs. Interviewee No 7 points out that:

“Most staff, at every level, do not understand exactly what MAI is and how to do it. The lack of knowledge and insufficient documentation make it more complicated to work on MAI. There is a need to educate all staff about MAI especially those who work on it and those who gather the information about cost drivers and cost centres”.

Also, Interviewee No 21 point out that:

"The relationship and cooperation between accounting professionals in the field and academics in universities is very weak. I only communicate when somebody comes to ask me to fill in a questionnaire or is asking to conduct an interview. I think we should communicate more often if we really need to improve our costing system and implement advanced ones such as MAI”.

The implementation of MAIs demands an adequate amount of internal resources as it builds ownership, knowledge and action within the company. These resources give employees the opportunity to learn about the MAIs and the MAIs benefits, and make them less resistant to change (Shields, 1995). According to the interview data from the Interviewee No 11 he said that:
 “We need a huge amount of money to spend on training programmes, hardware and network after MAI is really implemented. ... I do not believe we have enough money for that”.

Haddadi and Seyednezhad (2015) and Innes and Mitchell (1991) point out that the most common problems perceived by companies implementing MAIs related to the amount of work involved in MAIs implementation. The Interviewee No 11 he said that:
 “There is a shortage of staff in many major areas of MAI implementation process. Most of them require a high salary. ... It takes time and hard effort to find them”.

“After making a large investment in MAI, companies may be unwilling to invest in the skills needed to keep these vital systems running. High cost of consulting and lack of staff to support the implementation of ABC are the main difficulties”.

5. Conclusions:

This study aims to contribute to a better understanding of the implementation of MAIs in one of developing countries. Using in-depth interviews this paper emphasizes the main factors that influenced the process of MAIs implementation were introduced and the related obstacles associated with the implementation of MAIs in Jordanian industrial sector were also highlighted. Top management support is the most crucial factor to influence MAIs implementation. According to findings from qualitative data, the majority of interviewees agreed that top management are fully supported, committed and involved in the process of MAIs implementation. This finding is consistent with the more general finding that almost all successful innovations require the support of top management. 

The interviewees in the Tobacco and Cigarette Company approved that both training and education were the most important factor to simplify their decision to implement MAIs. In training, employees will be told how MAIs works, how to interpret and how to use MAIs information for product design, product pricing and process improvement. The limitations of TASs, such as lack of details of cost information for decision-making, lack of accuracy of product costs and cost allocation and lack of timely cost information encourage companies to seek a solution by implementing MAIs. The majority of the Interviewees from the Tobacco and Cigarette Company indicated that the increase of competitive markets motivated their decision to implement MAIs. Companies operating in a more competitive environment have a greater need for advanced costing systems such as MAIs that more accurately assign costs to cost products. The interviewees also indicated that MAIs system generates more detailed and accurate accounting information. The information is useful in assisting the management in making various decisions.
During the process of implementing MAIs, the company could be faced with difficulties related to the implementation in practice. Thus, barriers to change could make the change process slower, hinder it, and even prevent change. The high cost of MAIs implementation, high cost of consultants, and are indicated by the majority of interviewees as the most common barriers encountered during the implementation of MAIs. Interviewees revealed several factors they mentioned and emphasised the important effect of the following factors: top management support, education about MAIs concept and benefits, training programmes, competition, professional accounting bodies, and cooperation between universities and companies. 
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