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ABSTRACT

The adoption of Enterprise Resource Planning (ERP) has become a common option for Small and Medium-
sized Enterprises (SMEs) looking to optimize and integrate their Information Systems (IS). However, ERP
Implementation (ERPI) remains a complex process and represents a major challenge for many SMEs,
surpassing even that of large companies. Consultants have experience in understanding the client’s special
needs, enabling them to put in place the right processes to meet those requirements, while ensuring that
the client fully exploits the potential benefits offered by the ERP System (ERPS). Client-consultant conflict in
ERPS is a major factor in the non-realization of benefits, which makes client-consultant agency management
essential to realizing the benefits of ERP after implementation. There is currently no research examining
how client-consultant relationship management can impact on the benefits of ERPI within SMEs. The aim of
this research is to find out how the management of the client-consultant relationship affects the benefits
of ERPS in Moroccan SMEs. This article applies the action research method in two companies, as well as
a quantitative research approach using the partial least squares structural equation model (PLS-SEM) to
examine data collected from 93 observations. The results are interpreted using IS success model and agency
theory. This article presents four paths through which contracts agreements and strategies for conflict
resolution contribute to the realization of benefits in ERP Projects (ERPP). Our research has contributed to
both research and practice, and the results could help Moroccan consultants and SMEs when implementing
ERP.

Keywords: Client-Consultant; ERP; ERP Implementation; Moroccan SMEs; IS Success; System Benefits.
RESUMEN

Los consultores tienen experiencia en comprender las necesidades especiales del cliente, lo que les permite
poner en marcha los procesos adecuados para satisfacer esas necesidades, garantizando al mismo tiempo
que el cliente aproveche plenamente las ventajas potenciales que ofrece el sistema ERP. El conflicto cliente-
consultor en los ERPS es un factor important en le no realizacion de los beneficios, lo que hace que la
gestion de la agencia cliente-consultor sea esencial para obtener los beneficios del ERP tras su implantacion.
Actualmente no existen investigaciones que examinen como la gestion de la relacion cliente-consultor puede
influir en los beneficios de la ERPI en las PYME. El objetivo de esta investigacion es averiguar como afecta
la gestion de la relacion cliente-consultor a los beneficios de la ERPI en las PYME marroquies. Este articulo
aplica el método de investigacion-accion en dos empresas, asi como un enfoque de investigacion cuantitativa
mediante el modelo de ecuaciones estructurales por minimos cuadrados parciales para examinar los datos

© 2024; Los autores. Este es un articulo en acceso abierto, distribuido bajo los términos de una licencia Creative Commons (https://
creativecommons.org/licenses/by/4.0) que permite el uso, distribucion y reproduccion en cualquier medio siempre que la obra original
sea correctamente citada


https://crossmark.crossref.org/dialog/?doi=10.56294/dm2024.361
https://doi.org/10.56294/dm2024.361
https://orcid.org/0000-0001-7463-9550
mailto:y.zouhair@uhp.ac.ma?subject=
https://orcid.org/0000-0001-7463-9550
mailto:younous.elmrini@uhp.ac.ma?subject=
https://orcid.org/0000-0001-5607-7929
mailto:mustapha.belaissaoui@uhp.ac.ma?subject=
https://orcid.org/0000-0002-2565-0312
mailto:abdelhadi.ifleh@uic.ac.ma?subject=
https://creativecommons.org/licenses/by/4.0
https://creativecommons.org/licenses/by/4.0
https://doi.org/10.56294/dm2024.361
https://orcid.org/0000-0002-7811-2470
mailto:y.zouhair@uhp.ac.ma?subject=

Data and Metadata. 2024; 3:.361 2

recogidos a partir de 93 observaciones. Los resultados se interpretan utilizando el modelo de éxito de los Sl y
la teoria de la agencia. Este articulo presenta cuatro vias a través de las cuales los acuerdos contractuales y
las estrategias de resolucion de conflictos contribuyen a la obtencion de beneficios en los proyectos de ERP.
Nuestra investigacion ha contribuido tanto a la investigacion como a la practica, y los resultados podrian
ayudar a los consultores y a las PYME marroquies a la hora de implantar ERP.

Palabras clave: Cliente-Consultor; ERP; Implantacion de ERP; PYME Marroquies; Exito de la SI; Ventajas del
Sistema.

INTRODUCTION

Small and Medium-sized Enterprises (SMEs) are the key economic drivers in many parts of the world.
Constantly evolving to adapt to market challenges, SMEs are looking for innovative ways to improve their
operational efficiency and competitiveness. The adoption of sophisticated IT systems, such as ERP solutions, is
proving to be a crucial strategic shift in this quest for growth. ERP is a software designed for the management
and organization of all administrative processes of an organization in different departments have a codified
database that allow simplified analysis and rapid sharing in real time.™ Various companies have made the
decision to implement ERP as a new system to reduce the operating costs, improve productivity, and enhance
services to the customer.® Successful ERPI offers many advantages such as better service to customers, good
quality production and reduced cost but the implementation of ERPS is always a great challenge for several
organizations.®#% Numerous studies continue to explore the successful implementation of these systems,
seeking to unveil the potential benefits they offer to organizations aspiring to growth and innovation over
the long term.?%78 One of the major conclusions drawn from this body of knowledge highlights the crucial
role played by consultants in the success of ERPI projects.® This finding highlights the central role played
by consultants in the planning, design and execution of ERPP, underscoring their inescapable contribution to
ensuring the effective deployment of these systems within organizations. Consultants, through their expertise
and involvement, are identified as key players in achieving the objectives and benefits expected during ERPI.

However, the reality on the ground does not systematically reflect this positive assertion. According to the
findings of a recent Panorama Consulting Group report on the ERP industry in 2021, only 44,8 % of companies
were satisfied with suppliers of ERP software. The report indicates a trend where organizations are using
consultants more frequently for the implementation phase of their ERPS (81 %), but less frequently for the
post-implementation phases (19 %). Although the essential role of consultants in optimizing ERPP is widely
recognized by researchers and practitioners alike, contradictory empirical evidence suggests that the use of
consultants to supporting ERPP implementation does not automatically guarantee the success of the project.
(10,1 Many ERPP involving consultants have met with failure, indicating that the use of consultants in ERPP is
essential but not sufficient to ensure the success of the project." It is therefore imperative to explore how the
contribution of consultants in ERPP influences the success of the project, in order to prevent time and money
being wasted.

The frequent failure of ERPP stems largely from conflicts arising between the client organization, which
aspires to deploy an ERPS, and the consultant entrusted with this task.? Many ERPP suffer from the absence
of defined strategies for conflict resolution or suitable contracts to regulate agency issues between clients
and consultants. This shortcoming makes it virtually impossible for clients to realize the expected benefits.(?
Client-consultant agency represents a major challenge widely recognized within the ERPS research community.
In the context of this study, the term “client-consultant agency” describes the actions or decisions taken by
a client or consultant that can influence the maximization of benefits that a client can derive from an ERPS.
Although the subject has been extensively researched, the existing literature does not provide conclusive
empirical evidence as to the mechanisms by which client-consultant agency management might influence the
benefits obtained by SMEs from ERPS. There is currently no research examining how the management of the
client-consultant relationship can impact on the benefits derived from the implementation of ERPS within
SMEs. This gap in the literature suggests a need for a deeper understanding of how the relationship between
client and consultant can influence the benefits derived from ERPS, particularly in the specific context of SMEs.
Such an exploration could help to shed light on best practices and enhance the successful implementation of
ERPS within this business segment. The question this research aims to answer is: How can managing the client-
consultant relationship affect ERPS benefits in Moroccan SMEs?

The aim of our research is to understand how the management of relationships between clients and
consultants can influence the benefits resulting from the implementation of ERPS in Moroccan SMEs. We seek to
examine how decisions and actions taken by the client or consultant can affect the ability of Moroccan SMEs to
get the most out of the ERPS in terms of operational efficiency, productivity and goal achievement.
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To examine this issue, we will draw on the conceptual framework proposed by BAWACK et al."™ which
is based on agency theory¥ the critical factors influencing the success of ERPP, and IS success model.™ It
explains the link between client-consultant agency management and the success of an ERPP.

Consultants in ERPP

In this study, the term “consultant” refers to a person or entity external to the client company, called in
to provide expertise and assistance with an ERPP. These consultants are experts in the use and configuration
of ERP software to meet the specific needs of an organization. Their role can include consulting on software
selection, solution customization, user training, and providing strategic advice to maximize the benefits of ERP
within the client organization.

Existing work show the strategic importance of consultants in ERPP, due to their technical and operational
expertise essential to successful implementation.®') This expertise, often lacking in-house, is essential to
the successful implementation of ERPS. Companies usually turn to consultants to support them implement
new ERPS or customize their current ones."® The consultant’s mission is to assess information requirements,
configure the ERPS, oversee the implementation of the solution as well as train customers to take advantage of
the technological benefits. The lack of expertise, project management skills and company-specific knowledge
among consultants represents a significant risk to ERPP success.®” These shortcomings can hinder a thorough
understanding of the company’s specific needs, compromise the effective implementation of the ERPS and
potentially lead to unsuccessful results. Thus, it is imperative that consultants possess a comprehensive set of
skills to address the complex and specific requirements of ERPP.

The success of ERPI projects relies crucially on the quality of consultants, considered a critical success
factor (CSF).® The expertise, competence and in-depth knowledge of consultants are crucial to the effective
planning, deployment and management of ERPS. These professionals act as key players, helping to minimize
risks, ensure successful integration and optimize the expected benefits of ERP for the client company. Thus,
the selection of highly qualified and specialized consultants is crucial to ensure the global success of ERPP.("®
It is imperative to favor expert consultants specialized in the ERP application modules required for successful
implementation of the new ERPS.@"

The presence of non-experienced consultants in ERPP should not be tolerated, as it may result in wasted
time and costs for clients. "™ Hired consultants must have solid skills in business process engineering and change
management.? Their expertise and commitment to these functions contribute positively to users’ perception
of the ease of use of ERPS.?» However, corporate clients are advised against relying solely on consultants
for business process engineering and change management. By delegating these responsibilities exclusively
to consultants, they risk not being able to assess the effectiveness of the process implementation and its
suitability for their needs.® It is recommended that client teams collaborate directly with consultants to
deploy, troubleshoot and maintain the implemented ERPS. ™"

ERPP can be prone to significant conflict, especially when the consultants are non-motivated and non-
experienced, thus constituting serious cause of tension.?® Agency problems arise when consultants cannot
meet the objectives of the client’s top management.? This failure usually stems from consultants’ rush to
conclude projects in order to quickly move on to a new one, or to different working styles, organizational
culture and individual schedules.® The resolution of these issues can be orchestrated through the application
of well-detailed strategies and agreements, enabling the monitoring and control of consultant activities,
communication and engagement. ?®

Theoretical framework and hypothesis development

Our research draws on the conceptual framework proposed by('® which is based on agency theory(¥ the
critical factors influencing ERPP success and IS success model to explain the relationship between client-
consultant agency management and ERPP success. Agency theory is a robustly conceptual framework that
seeks to explain the dynamics of relationships within organizations, placing particular emphasis on how to
managing conflicts of interest as well as other challenges inherent in separation of ownership and control.
The theoretical approach envisions companies as contractual structures where principals (clients) establish
relationships with agents (consultants). This suggests that firms can be conceptualized as entities resulting
from contracts between those who solicit services or goods (principals) and those who provide them (agents,
such as consultants). This theory is proving to be a valuable tool for understanding and facilitating the effective
management of relationships between clients and consultants. In this study, the principal is the client company
looking to implement an ERPS, and the agent represents the consultant specifically engaged by the principal
to provide support for the ERPP. Using the perspective of agency theory, it becomes possible to identify the
mechanisms and incentives that foster successful collaboration between the parties involved in implementing
an ERPS. However, the agency theory does not provide an explanatory framework for how the management
of the client-consultant relationship can influence the realization of benefits or the success of a project. For
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this purpose, the IS success model™ is used to explicate how the benefits of ERPS can be generated. This
theoretical model shows that the benefits resulting from IS are conditioned by user satisfaction with these
systems. User satisfaction, in turn, depends on the quality of the information and the quality of the system.
However, this theory does not link the management of client-consultant relationships to the realization of
profits. In order to explore this area, our research is rooted in the rich literature devoted to ERPS. The aim
is to build a link between the two theories mentioned above, offering an in-depth explanation of how client-
consultant relationship management plays a decisive role in achieving the expected benefits in the specific
context of ERPP. Figure 1 shows the theoretical model used in this study.

Dimensions of ERP
critical success factors

Human
dimension
Organizational
dimension

Technological
dimension

Managing
client-consultant agency

Conflict
resolution
Contract
specificity

User
satisfaction

Information
quality

Figure 1. Theoretical model

Net Benefit (NB) represents the influence or impact of an IS on a given entity."™ Evaluating the impact of
ERP is generally measured by analyzing users’ appreciation the results of enterprise processes, the coverage
of key business processes or the presence of crucial functionality.?” For the purposes of this study, NB refers
to the influence that an ERPS exerts on business users. This measure is based on the business benefits that ERP
users perceive as a result of using the system. In other words, it assesses the operational or strategic gains
perceived by users as a result of implementing and using the ERPS in their business environment. According to®
NB result from User Satisfaction (US) with the system. US expresses the degree of satisfaction a user feels with
an 1S."9 US has been recognized in ERP research as a powerful indicator of NB.? Thus, this study formulates
the following prediction:

H1. User satisfaction has a positive influence on the net benefits generated by ERPS.

Analyzing and understanding the NB derived from ERPS inevitably requires an assessment of System Quality
(5Q) and Information Quality (1Q).™ Sl includes users’ assessment of the technical aspects of ERP, such as ease
of use, reliability, availability and system response times." 1Q, on the other hand, refers to the appreciation
users have of the information provided by ERPS.("® According to?” SQ and 1Q have a positive impact on ERP
user satisfaction. In other words, when users are satisfied with the technical and informational aspects of an
ERPS, this translates into positive global satisfaction with the system. Thus, this study formulates the following
prediction:

H2. System quality has a positive impact on user satisfaction.

H3. Information quality has a positive impact on user satisfaction.

ERPP CSFs can be grouped in human, organizational and technological dimensions. " The Human Dimension
(HD) refers to human characteristics, competencies, or behaviors likely to influence the results of an ERPP.("»
It includes such factors as top management support and skills on both the client and consultant sides.("? This
dimension is a key element influencing the success of an ERPP, playing a crucial role in the overall quality of
the system and associated information.?®'? The majority of companies work with consultants to implement
ERPS.? The quality of consultants is of crucial importance in ensuring SQ.® Consultants are recruited for
their technical expertise and in-depth understanding of the business world, essential factors in the successful
implementation of ERPS.®Y The higher the quality of the consultants, the higher the quality of the ERPS
implemented.

In addition, collaboration between consultants, general management and ERP future users is necessary to
ensure efficient implementation of business processes in the ERPS. When the client’s team and top management
are not actively involved in the ERPI process, consultants may find it difficult to develop complete and correct
business processes. This lack of input can lead to a deterioration in the QI generated by the system.G"
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Ultimately, this may result in unsatisfactory ERPS performance, as the underlying processes do not adequately
meet the organization’s needs and objectives. In addition, employees reported a decline in the quality of
their work following the ERPI, attributing this to poor IQ generated by the system.®? The QI in the ERPS can
be positively influenced by the actions, behavior and attitude of colleagues who demonstrate expertise or a
willingness to learn the system quickly. The active involvement of these colleagues can help to reduce errors
and improve the quality of data recorded in the system, thus boosting overall ERP performance. The QI in the
ERPS can be positively influenced by the actions, attitudes and comportment of employees who demonstrate
expertise or a willingness to learn the system quickly. The active involvement of these employees can help to
reduce errors and improve the quality of data recorded in the system, thus boosting overall ERP performance.
639 Emphasizes the importance of clients’ ability to actively manage ERP-related knowledge. Specifically,
the ability to effectively create, transfer, retain and apply this knowledge increases the probability of ERPP
success. These results show that IQ in ERPS is largely influenced by human factors. Thus, this study formulates
the following prediction:

H4a. The human dimension of ERPP has a positive impact on information quality.

H4b. The human dimension of ERPP has a positive impact on system quality.

The Organizational Dimension (OD) refers to those factors related to the organization that have the
potential to influence the results of ERPP.("? It includes aspects such as preparation and planning of the project,
consultant quality, and management of change.®% Existing studies show that the QI in an ERPS is impacted by an
organization’s ability to generate, disseminate and integrate knowledge into the system.® The organization can
promote the integration and preservation of knowledge by implementing appropriate learning processes. These
processes guarantee that organizational knowledge is clearly structured and stored in an easily accessible
environment to all the organization’s staff.® By having access to these knowledge bases, users of the ERP would
be able to familiarize themselves more effectively with the operation of the new ERPS, contributing to more
appropriate use and, consequently, an overall improvement in the quality of the information handled by the
ERPS. specialist knowledge of ERPS can be transferred to the client organization through the contribution of
external consultants. These experts share their know-how with specific members of the organization, helping
to enrich internal skills related to ERPS management.? These results suggest that SQ and IQ depend on
organizational factors. Thus, this study formulates the following prediction:

H5a. The organizational dimension of ERPP has a positive impact on information quality.

H5b. The organizational dimension of ERPP has a positive impact on system quality.

The Technological Dimension (TD) refers to those factors related to the technology that have the potential
to influence the results of ERPP.("? Previous research indicates that this dimension plays a crucial role in the
success of ERPP.C% |t encompasses aspects such as ERP flexibility, complexity, modularity, integration and
compatibility.®> This dimension evaluates the ERP’s ability to harmonize with users’ existing technological
environment, and to integrate seamlessly with other software systems within the organization.®® When
implementing ERP, companies usually consider consistency with their pre-existing IT infrastructure. The TD, by
limiting itself to technical factors, should not have a direct impact on SQ (ease of use, accessibility, reliability)
or 1Q (completeness, precision, timeliness). This limitation can lead to situations where a system, although
individually effective, may encounter incompatibilities with other software used within the company. As a
result, employees could be forced to switch from one piece of software to another on each occasion they want
to execute specific tasks, resulting in a loss of productivity at work.®? Technological limitations would make it
difficult to switch from one ERPS to another, increasing the cognitive load on users and leading to dissatisfaction
with the new ERPS.¢7 Similarly, problems such as lack of flexibility, errors, size of server and ERPS obsolescence
represent technology factors that would result to the dissatisfaction of the user with an ERPS.® Nevertheless,
it is anticipated that this will have no impact on the way users perceive information or system quality, given
the absence of empirical evidence or logical justification to support this argument. Thus, this study formulates
the following prediction:

Hé6. The technological dimension of ERPP has a positive impact on user satisfaction.

The agency theory showed that conflicts of interest on the part of clients and consultants represent a
significant factor that can result in ERPP failure. Conflicts of interest generally occur between companies
and consultants who are unmotivated and unexperienced.® The source of these conflicts is often a lack of
communication, or a divergence between the expectations and perspectives of the customer and those of
the consultants.® This can happen when there are fundamental differences between working approaches,
cultural values within organizations or the personal objectives of the actors involved.? Referring to this
documentation, we find that Conflict Resolution (CR) initiatives influence the human dimension of ERPP success
criteria. Thus, this study formulates the following prediction:

H7. Conflict resolution measures have a positive impact on the human dimension of ERPP.

The absence of a contractual agreement between client and consultant in ERPI projects is often a source of
conflict, which can ultimately result in project failure.™ According to agency theory, it is possible to manage
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conflicts between client and consultant using contracts based on incentives or results.®® Contracts between the
client and the consulting teams must specify the roles and responsibilities of each party, define the expected
project results, and include incentives aligned with the project objectives.™ Contracts define contractual
obligations for both clients and consultants, and are a means of controlling and managing any conflicts that may
arise in project management.“? |t’s worth noting that the contracts concentrate on organization aspects, such
as overall corporate objectives and project management, as well as technology factors, including the specific
modules to be deployed. Thus, this study formulates the following prediction:

H8a. Contract Specificity (CS) has a positive impact on the technological dimension of ERPP.

H8b. Contract specificity has a positive impact on the organizational dimension of ERPP.

METHOD

Study design and context

This study examines how client-consultant relationship management can impact the benefits of ERPS in
Moroccan SMEs, we used the design of several case studies to describe the phenomenon.“) Case Study (CS) is a
methodological approach that systematically aims at collecting sufficient information about a person, event or
social system (group of individuals or organization) to enable the researcher to understand how it functions or
behaves in real life.“? the CS method might be used to identify, explain, or study phenomena or events in their
real context.“"*) In addition, “case studies are particularly recommended when dealing with new and complex
fields, where theoretical developments are weak and context retrieval is crucial for the development of the
understanding process”.“* The use of CS method is pertinent when the study answers ‘why’, ‘what’ and
‘how’ research questions.“*) This fits exactly to our work. In this work, we used the method “action research”
or “participatory research” which is one type of CS that describes research where the author, generally the
researcher, is implicated in the system implementation.“

In this article, the CS method was used in two Moroccan SMEs that operate in private sector. The first of
these two companies operate in the services sector and the second one B is in the consulting and audit sector.
Our case studies are an ERPI project for the first time at both companies. | had the occasion to work in both
projects as a consultant (project manager). In this role, | assumed responsibility for steering and overseeing
the implementation of the respective projects. As a project manager, my role encompassed strategic planning,
team coordination, and overseeing the various phases of project implementation. This experience as a
leader directly involved in these initiatives gave me an in-depth perspective on the challenges and successes
encountered during these complex ERPI processes.

A quantitative research approach is also adopted in this work by means of a five-point Likert scale
questionnaire. The design of the questionnaire was based on available measuring scales and on existing research
in the field of ERPS. This approach made it possible to develop a data collection instrument incorporating
the best practices identified in the specialized ERP literature. Based on these established references, the
questionnaire was designed to comprehensively capture the dimensions and variables relevant to the analysis
of client-consultant relationship management in the context of ERPP.

Variables, data collection and analysis

The aim of this work is to build a link between the two theories, the first one is “Managing client-consultant
agency” explained with two variables namely conflict resolution and contract specificity. The second one is
“IS success” that links system quality and information quality with net benefits through user satisfaction. The
link between these two theories is made by “the critical factors influencing ERPP success” that contain human
dimension, organizational dimension and technological dimension.

The data set was collected from users currently using ERPS, engaged in the execution of at least one specific
business process, such as financial operations or sales activities. Following meticulous analysis of the responses
to ensure completeness and accuracy, a set of 93 observations was selected for further analysis. These carefully
validated observations were retained to provide a solid basis for further exploration of the patterns and trends
emerging from this study. The 93 validated observations in this study were subjected to analysis with the PLS-
SEM, as established by.“

PLS-SEM is a statistical analysis methodology used in research. It is a partial structural equation modeling
approach that aims to explore the relationships between variables in a complex model. This model involves two
main assessments, measurement and structural model assessments. In the evaluation of the measurement model
involves a confirmatory check of the convergent and discriminant validity of the constructs.“ To establish the
validity and reliability of each construct, we followed the guidelines of*), using the following tests: Cronbach’s
alpha, The rho_A, Rho-C composite reliability and Average variance extracted (AVE).
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RESULTS

Descriptive statistics

We collected 93 responses to our survey. Of the respondents, 56 % were men. In terms of age distribution, 80
% were in the 26 to 45 age brackets. In addition, 70 % of participants held a Master’s degree, and had between
6 and 10 years’ experience in the use of ERPS.

Measurement model
Construct reliability and validity

The results presented in the table 1 below indicate that the tests exceed the established thresholds, with
Cronbach’s alpha (> 0,7), rho_A (> 0,7), composite reliability (> 0,7) and average variance extracted (AVE > 0,5),
except for contract specification, human dimension and organizational dimension, which have values below the
thresholds but are acceptable. This indicates good internal consistency, suggesting that the indicators within
each variable are highly correlated, effectively measuring the underlying concept. Consequently, these results
also indicate a convergence of items towards their respective latent constructs.

Table 1. Construct reliability and validity

,. Composite Composite Avgrage
Cronbach’s s s variance
reliability reliability

alpha extracted
(rho_a) (rho_c) (AVE)
CR 0,781 0,766 0,875 0,781
cs 0,628 0,726 0,800 0,509
HD 0,730 0,719 0,769 0,456
1Q 0,879 0,879 0,925 0,805
NB 0,957 0,959 0,967 0,855
oD 0,680 0,702 0,805 0,512
SQ 0,929 0,940 0,949 0,825
TD 0,791 0,792 0,905 0,827
us 0,913 0,918 0,939 0,792

Discriminant validity

Examination of the table 2 presented reveals that the square root of the AVE of each construct exceeds
the highest correlation with any other construct. Consequently, the scales used in the study demonstrate
discriminant validity, confirming that the constructs do indeed measure distinct concepts without exhibiting
excessive overlap. This finding reinforces confidence in the use of these scales to measure variables of interest
in research.

Table 2. Discriminant validity: Fornell-Larcker Criterion
CR CS HD 1Q NB oD sQ TD Us
CR 0,884
CS 0,709 0,713
HD 0,601 0,612 0,676
0] 0,732 0,601 0,661 0,897
NB 0,548 0,495 0,470 0,671 0,925
oD 0,679 0,682 0,618 0,702 0,706 0,716
sQ 0,601 0,528 0,654 0,872 0,898 0,707 0,908
TD 0,595 0,514 0,629 0,893 0,664 0,698 0,880 0,909
us 0,736 0,654 0,637 0,870 0,768 0,711 0,880 0,883 0,890

Factor loading

The results of the factor loadings analysis in the table 3 reveal that the majority of values exceed the 0,7
threshold, indicating a strong correlation with the factors studied, which is considered positive. On the other
hand, loadings below 0,7 are also noteworthy, though considered acceptable, testifying to a more moderate
association with the factors analyzed.
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0.719 (0.000) 0.199 (0.318)

Structural model

0.677 (0.000)
0.259 (0.013)
CR 0.634 (0.000) sQ
0.768 (0.000)
0.594 (0.000)
0.882 (0.000) 0.256 (0.035) us NB
oD
CcSs Q
0.154 (0.153)
0.514 (0.000)
D

Figure 2. Path coefficients
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In order to test the significance of the relationship between variables we used a bootstrapping procedure of
10 000 samples. The table 4 bellow shows that all the path relationships are significant except the impact of
human dimension on system quality and technological dimension on user satisfaction.

Table 5 presents the four paths that link client consultant agency management to the realization of benefits.
All paths are significant.

Table 5. Indirect effects

Original Standard

sample (O) deviation (STDEV) ellies
CR -> HD ->1Q -> US -> NB 0,222 0,065 0,001
CS->0D ->1Q -> US -> NB 0,123 0,055 0,033
CS -> 0D ->SQ -> US -> NB 0,119 0,058 0,047
CS ->TD -> US -> NB 0,161 0,052 0,039

The model’s suitability for the sample was assessed using R2 values in table 6. All endogenous concepts
have R2 values above 0.5, with the exception of the technological dimension concept, which has an R2 value
of 0.264. These values indicate that the predictive power of the proposed model is high given its complexity.
The main dependent variable in this study is net profit, with an R2 value of 0.589. Thus, the proposed model
explains 58,9 % of the variance in net profit.

Table 6. R-square

R-square
HD 0,517
1Q 0,773
NB 0,589
oD 0,778
SQ 0,623
TD 0,264
us 0,947

DISCUSSION

ERPS are proving to be essential to the smooth running and growth of SMEs. However, due to problems
inherent in the relationship between client and consultant, often referred to as client-consultant agency
problems, clients do not systematically seize the opportunities offered to them. The question this research
aims to answer is: How can managing the client-consultant relationship affect ERPS benefits in Moroccan SMEs?
Existing ERP literature highlights the crucial importance of strategies for conflict resolution and the specificity
of contracts in the client-consultant relationship. However, it does not provide a detailed explanation of how
these aspects contribute to ERP success.

Empirically, this study reveals that conflict resolution significantly explains the human dimension of the ERPP,
representing 51,7 % of this dimension. Complementarily, contract specification emerges as a major explanatory
factor for the organizational and technological dimensions, contributing 77,8 % and 26,4 % respectively. These
results highlight the critical importance of conflict resolution and contract specification in the successful
implementation of ERPP, underscoring their crucial role in human, organizational and technological aspects.

Based on the results of the study, the researchers’ practical experience of ERPI, and an in-depth review of the
existing literature, three explanatory pathways were identified. These pathways detail how the management
of the client-consultant relationship, through conflict resolution and contract specification, can influence the
benefits resulting from the implementation of ERPS within Moroccan SMEs.

Path 1 and Path 2: Use contracts to manage organizational factors

The first and second path emphasizes the crucial role of the use of contracts to manage the organizational
dimensions of ERPP. This means that the use of formal, well-developed contracts plays a crucial role in managing
elements related to the structure and operation of the organization within ERPP. These contracts serve as a
reference and legal instrument to govern the relationships and responsibilities between the various parties
involved in the project. Establishing a contractual link between clients (Moroccan SMEs) and consultants is
crucial to ensure the global success of an ERPP in terms of net benefits. This contractual connection clearly
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defines mutual commitments, responsibilities and expectations, creating a formal framework for collaboration
throughout the project. It is imperative that the contract formalizes implementation procedures, as well as
the financial and legal aspects inherent in the ERPP. This contractual document must clearly state the specific
business objectives the ERPS is designed to achieve, as well as the organizational needs it is intended to
meet. The contract must also incorporate the project team structure, with precise details of each member’s
roles and responsibilities, whether representatives of the client or the consultant. This contractual component
aims to clearly establish the contours of the collaboration by defining the specific contributions of each team
member. By clarifying roles, this contractual approach promotes organizational clarity, minimizes the risk of
misunderstandings, and contributes to effective coordination between the partiesinvolvedin carrying out the ERPP.

It is essential to spell out leadership responsibilities in the contract to prevent any risk of conflict in project
management. By including these roles in the contractual document, a clear and formal framework is established
that delineates the areas of decision-making and the specific responsibilities of each leader involved. In
addition, contracts between client and consultant should detail the expected results of the ERPP, and the
measurement criteria that will be applied. It is essential to establish clear timelines and deadlines for project
execution. Including these elements in the contract ensures that all parties have a mutual understanding of
the project’s specific objectives and performance expectations. This creates a robust contractual framework,
facilitating objective monitoring and evaluation of ERPP progress. It is crucial to spell out the incentives for
satisfactory performance, and the sanctions for unsatisfactory results, such as penalties for shortcomings like
failure to meet delivery deadlines. These incentive and deterrent mechanisms must be clearly spelled out in the
contract between the parties involved. This transparency promotes mutual understanding of the consequences
associated with different performance scenarios, thus encouraging diligent execution of the ERPP.

Detailed contractual provisions are essential for anticipating and resolving potential conflicts between
clients and consultants, which may arise from various organizational factors such as disagreements over
leadership, roles or responsibilities. These contractual specifics provide a structured framework for effectively
resolving potential disputes relating to the deliverables of ERPP, including critical aspects like the choice
of operational processes to be deployed. Detailed contractual directives concerning these aspects facilitate
successful ERPI, creating pertinent, precise and useful information for the users of the system. When users
declare their satisfaction with the system quality and information quality provided by the deployed ERPS, this
would have a favorable impact on their global satisfaction with the ERPS and on their perceived benefits.

The outcome of paths 1 and 2 aligns with existing literature, highlighting that establishing a contractual link
between customers and consultants is crucial for the overall success of an ERP project in terms of net benefits.
The absence of a contractual agreement between the customer and consultant in ERP projects often leads
to conflicts that can result in project failure.™ Furthermore, contracts between customers and consulting
teams must specify the roles and responsibilities of each party, define the expected results of the project, and
include incentives aligned with the project’s objectives." These contracts should also outline the contractual
obligations of customers and consultants and provide mechanisms for controlling and managing conflicts that
may arise during project management.“®

Path 3: Use contracts to manage technological factors

The third path to achieve benefits is to detail the technological aspects in the ERPP contract. This contract
must formalize the specific technical requirements that the client (Moroccan SME) expects of the ERP. By spelling
out the technical specifications from the outset, the contract becomes an essential guide that ensures the ERP
system’s compliance with the client’s technological expectations. This helps minimize the risks associated with
technical gaps or discrepancies, promoting more efficient implementation and successful use of the ERPS. The
contract must cover all modules that the client wishes the consultant to deploy, as well as the operational
processes to be implemented. It is crucial for the client to assure that the business processes selected are in
line with its corporate strategy and meet the users’ needs. This ensures a clear strategic and operational focus,
aligning the ERP system’s functionality with the company’s specific objectives. The contract should exhaustively
detail ERPS configurations to ensure optimum adaptation to user requirements. By providing specific guidelines,
the contract clarifies expectations in terms of consultants’ technical expertise, thus preventing potential
conflicts between client and consultant arising from inadequate system configurations and imprecise technical
specifications. This preventive approach promotes mutual understanding of roles and responsibilities, reducing
the risk of technical ambiguity and contributing to the successful implementation of the ERPP. If all planned
processes are properly implemented and configured in such a way as to adequately meet users’ requirements,
this would have a positive impact on their overall satisfaction with the ERPS. Consequently, this satisfaction
would contribute positively to the perception of the benefits derived from the system. In other words, the
successful alignment of business processes with user expectations not only increases user satisfaction, but
also reinforces the perceived value of the ERPS, thus promoting more effective and beneficial adoption of the
solution.
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The result of path 3 is not cited in the literature, as the latter does not stipulate that technological aspects
should be detailed in the contract. The literature simply states that the contractual obligations of customers
and consultants must be defined, and that a means of controlling and managing conflicts that may arise in the
course of project management must be established.“ It is also found that contracts between the customer and
consulting teams should specify the roles and responsibilities of each party, define the expected results of the
project, and include incentives aligned with project objectives.? In addition, he mentions that it is possible to
manage conflicts between client and consultant by using contracts based on incentives or results.

Path 4: Use strategies for conflict resolution to manage human factors

The fourth path of accessing benefits is to take measures to resolve potential conflicts that might occur in
the context of the ERPP and that cannot explicitly be managed by a contract. Recognizing the dynamic nature of
ERPP, this path involves putting in place flexible, reactive mechanisms to deal with emerging conflicts that may
not have been anticipated in the initial contract. Conflicts in ERPP can take many forms, from communication
gaps to personal tensions within the project team. To ensure the success of an ERPP, clear guidelines must
be put in place to resolve potential conflicts between client and consultants. These provisions are crucial to
the management of the CSFs linked to human aspects, which have a direct impact on the overall outcome of
the ERPP. By anticipating and effectively addressing conflicts, a smoother collaboration is fostered, reducing
the risk of disruption to the ERPS implementation and maximizing the project’s chances of success. By way of
example, the application of conflict resolution strategies could prove invaluable in managing dissension within
customer teams, particularly with regard to the process of selecting qualified consultants. These strategies
could be of great help in easing tensions that may arise between client and consultant teams over the changes
introduced by ERPS. Such as, this approach can facilitate the mutual adjustment of working styles and cultures
within both teams, thus promoting harmonious and effective collaboration. These approaches might also be
helpful top management to reassure users of the need for the ERP project, as well as the ability of consultants
to make decisions and introduce changes about their working practices. Such as, this could facilitate greater
user acceptance of the ERPS, offer support to consultants throughout the implementation process, and promote
more effective assimilation of ERP training. Adopting conflict resolution strategies to deal with CSFs linked to
human aspects would have a positive impact on users’ perception of the quality of the information that the ERPS
provides. By proactively managing human-related conflicts, users are likely to be more open to the changes
introduced by the ERPS. This positive attitude to change is likely to increase users’ general appreciation of the
ERPS, creating an environment conducive to greater acceptance and use of the system. When users’ express
satisfaction with the quality of information that the ERPS provides, this translates into global satisfaction with
the system. In the long term, this overall satisfaction has a positive impact on the perception of the benefits
derived from the system. A positive user experience in terms of information quality thus promotes a favorable
perception of the overall benefits of the ERPS.

Path 4 aligns with existing literature, highlighting that conflicts between customers and consultants represent
a major factor that can lead to ERPP failure.™ Our result suggests that, to guarantee the success of an ERP
project, it is essential to establish clear guidelines for resolving potential conflicts between customer and
consultants. These guidelines should include conflict management mechanisms, clear definitions of roles and
responsibilities, and incentives aligned with project objectives. Providing a structured framework for conflict
resolution can reduce the risk of failure and improve the chances of ERP project success.

Research contribution and limitations

The present work offers several contributions to both theory and practice. On the theoretical level, previous
research has clearly highlighted the fundamental role of consultants in the context of ERPP. This article adds to
this knowledge base by making three major contributions.

Firstly, the article of conflicting empirical evidence that challenges the preconceived notion that the use
of consultants to support ERPI projects is systematically linked to project success. Despite the abundance
of literature on ERP, this specific issue remains relatively unexplored. Indeed, the use of consultants in ERPP is
not an automatic guarantee of success. Despite this, there remains a lack of detailed empirical evidence that
would enable us to understand the specific mechanisms by which the involvement of consultants leads to the
success of an ERPP. This article adds to the literature on ERPS by shedding light on how consultants involved in
ERPP contribute to the realization of benefits, particularly for Moroccan SMEs. It explores the different ways in
which the use of consultants promotes the success of ERPP. In addition, this article makes a novel theoretical
contribution by shedding light on previously ambiguous findings on why some ERPP fail, even in the presence
of qualified consultants.(®

Secondly, this article contributes to existing studies on client-consultant conflicts within the ERPP, a major
source of failure in such projects.? It thus offers an in-depth analysis of conflict dynamics between clients
and consultants in the specific context of ERPP, highlighting their potential impact on overall results. This
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article represents a significant advance in linking the client-consultant relationship, CSFs and the literature on
ERPP success in Moroccan SMEs. It offers a novel theoretical explanation of the underlying causes why many
ERPP, despite the involvement of skilled consultants, fail to deliver user benefits." This article presents three
strategic avenues for achieving tangible benefits from ERPP in Moroccan SMEs. These routes are carefully
designed to ensure effective management of issues between client and consultant, thereby guaranteeing that
the anticipated benefits are realized at project conclusion. By focusing on these pathways, the article offers
a clear and structured perspective for overcoming the potential challenges associated with client-consultant
collaboration in the context of ERPP, thereby enhancing the chances of success and achieving the expected
benefits. The paths identified underline their importance in effectively managing the relationship between
client and consultant, through the use of contracts and the implementation of conflict resolution strategies.
The ultimate aim of this approach is to ensure that the expected benefits are realized. This study also extends
the field of research on ERP success, assessed through benefits realization, a crucial measure for evaluating the
success of an ERPP.“"

Thirdly, this study represents a major contribution to research into the difficulties encountered by client and
consultant teams when implementing ERPP in SMEs. The use of non-qualified consultants and the asymmetry of
information between client and consultant teams persist as major challenges within Moroccan SMEs. These issues
remain of particular concern, especially when SMEs are adopting ERPS to address operational and management
inefficiencies. The need to understand and effectively manage the client-consultant relationship in this specific
context thus becomes crucial to ensure the success of ERPP within Moroccan SMEs.

On a practical level, this article offers a significant contribution to practice through four key points. Firstly,
it presents evidence supporting the idea that the use of formalized agreements such as contracts, together with
the application of conflict resolution strategies, are key elements in achieving benefits in ERPP within Moroccan
SMEs. This contribution offers managers practical advice on how to effectively integrate contracts and strategies
for conflict resolution to ensure the success of ERPP. More specifically, the article highlights the key elements
to be integrated into contracts and conflict resolution strategies. These elements aim to prevent potential
conflicts linked to the human, organizational and technological aspects of ERPP, thus providing professionals
with practical tools to anticipate and manage these potential sources of disagreement.

Secondly, this study is a valuable resource for ERP managers and consultants in Morocco, providing guidance
on how to improve user satisfaction with ERPS. This guidance is of particular importance in light of the recent
decline in user satisfaction with ERP, as reported by Panorama Consulting Group in 2021. It details the essential
contribution of consultants in ensuring information and system quality within ERPP. This proactive involvement
of consultants plays a central role in achieving global user satisfaction and increased benefits perceived.
The article advocates focusing Moroccan SMEs (ERP client companies) on assuring the information quality
of their ERPS. It highlights the crucial importance of this information being accurate, relevant and valuable
to users. This focus underlines the need for increased vigilance on the part of Moroccan SMEs (enterprise
customers) to ensure that the data generated by the ERP system meets high quality standards, thereby
enhancing its usefulness and value to end-users. Thus, Moroccan SMEs (ERP clients) need to be sure that
consultants accurately implemented the defined business processes, and that users were properly training
in the effective use of ERPS. This ensures that key business processes are implemented correctly, helping to
maximize the efficiency and performance of the ERPS within the organizational context. At the same time,
appropriate user training promotes optimal use of the system, reinforcing its successful adoption within the
company. Consultants profit from the ERP contracts and strategies for conflict resolution established with
clients, enabling them to effectively optimize the management of their time and resources. These formalized
agreements clearly define expectations, responsibilities and deadlines, providing a structured framework for
collaboration between clients and customers. In addition, conflict resolution strategies anticipate and address
potential differences, helping to maintain harmonious relationships and maximize productivity throughout the
ERPP. The emergence of client-consultant agency can result from consultants rushing to take on another ERP
customer. This can lead to conflicts of interest and tensions, as consultants may not devote sufficient time and
effort to each customer, compromising the quality of the services provided. The careful drafting of a contract
would play a vital role by helping consultants to allocate appropriately the time and human resources required
for a specific project. This would minimize the risk of extending the project due to insufficient specifications. A
clear and comprehensive contract offers a framework that clarifies expectations, responsibilities and deadlines,
providing a solid foundation for effective ERPP management.

Thirdly, this study recommends that Moroccan SMEs actively consider the use of consultants for the post-
implementation phase of their ERPS, as well as for realizing the expected benefits. This recommendation
highlights an uncommon practice in many ERPP, as highlighted by the Panorama Consulting Group in 2021. The
engagement of post-implementation consultants is intended to provide specialist expertise, offering strategic
support to resolve any challenges and maximize the positive benefits of the new ERP environment. In this way,
it is essential to include the post-implementation phase and the realization of benefits as integral components
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of the ERPP, clearly specifying them in the contract drawn up between the client and the consultant. This
approach is designed to prevent potential conflicts by ensuring that the crucial post-implementation stages,
as well as the expected results, are properly defined and agreed in advance. By stipulating these elements
in the client-consultant contract, the parties involved establish an explicit framework, fostering a mutual
understanding of responsibilities and expectations, which helps to minimize the risk of misunderstandings and
ensure harmonious collaboration throughout the ERPP. This research recommends an approach that emphasizes
comprehensive training, exhaustive documentation and active participation of client team members throughout
the ERPP. The aim is to ensure the delivery of quality post-implementation services and the realization of the
expected benefits. By promoting appropriate training, providing detailed documentation and encouraging the
ongoing involvement of client team members, this approach aims to strengthen their understanding of the ERPS
and equip them with the skills they need to maximize benefits independently after implementation. This helps
ensure a smooth transition to the post-implementation phase and supports the ongoing success of the ERPP.

Fourthly, this document is a valuable resource for Moroccan SME managers to avoid the implementation of
ERPs that inadequately meet their needs, both operationally and strategically. It offers clear guidelines for
recruiting qualified consultants, as well as identifying essential elements to be incorporated into contracts
between clients and ERP consultants. Selecting a good consultant and managing the relationship in line with
these recommendations should deliver tangible benefits and help minimize overall project costs, by reducing
potential agency issues. This proactive approach aims to ensure an optimum match between the ERPS deployed
and the specific needs of Moroccan SMEs, thus promoting the overall success of the project. In addition, it is
recommended to recruit consultants with extensive experience in implementing ERPS specifically designed for
SMEs. These consultants would play a crucial role in guiding Moroccan SMEs in choosing the most appropriate
ERP for their structure, and ensuring its implementation in a way that meets information and system quality
requirements. They would also be responsible for the efficient transfer knowledge transfer to client teams,
enabling them to evolve the ERPS to respond to their increasing needs.

Even if we have succeeded in answering our central question, many questions are still open and new research
perspectives are possible. These questions may concern the theoretical and practical limits of our research.
From a theoretical point of view, we have not taken into account all the factors that explain net profit, and we
have managed to explain only 58,9 % of the variance explained. In order to deepen our understanding of the
determining factors in the realization of benefits within projects, it is essential to continue research to identify
the other factors that positively influence benefits within the ERPP, thus providing a solid foundation for wiser
management and maximized returns on investment. In practical terms, our study focused exclusively on SMEs
in Morocco. For future research, we suggest extending this analysis to companies of various sizes, and exploring
different national contexts.

CONCLUSIONS

The complex relationship between client and consultant, often referred to as client-consultant agency,
represents a major challenge documented in the ERPS research literature and is recognized as one of the
leading causes of project failure of this type. This research starts from the fundamental hypothesis that the
effective management of human, organizational and technological CSFs within ERPP, through the judicious
use of contracts and strategies for conflict resolution, would prevent problems associated with the client-
consultant agency and would lead to successful ERPP.

Our study suggests four ways in which contractual agreements and conflict resolution strategies contribute
to the realization of benefits in ERPP within Moroccan SMEs. The first and second path emphasizes the crucial
role of the use of contracts to manage the organizational dimensions of ERPP. This means that the use of formal,
well-developed contracts plays a crucial role in managing elements related to the structure and operation
of the organization within ERPP. These contracts serve as a reference and legal instrument to govern the
relationships and responsibilities between the various parties involved in the project. The third path to achieve
benefits is to detail the technological aspects in the ERPP contract. This contract must formalize the specific
technical requirements that the client (Moroccan SME) expects of the ERP. The fourth path of accessing benefits
is to take measures to resolve potential conflicts that might occur in the context of the ERPP and that cannot
explicitly be managed by a contract.

By analyzing these paths, it offers perspectives on how effective management of the relationship between
the client and the consultant can promote the achievement of the expected benefits in the specific context of
ERPP within Moroccan SMEs. Thus, this research establishes an additional foundation for further investigations
regarding the success and impact of ERPP. By laying this foundation, it provides an opportunity to deepen the
understanding of the crucial factors that influence the success of ERPP, thereby paving the way for future
research aimed at improving practices and outcomes in this area.
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