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Abstract

The implementation of ERP (Enterprise Resource Planning) in the world represents today a critical vector for
introducing major changes in the companies. The large Moroccan companies took great part in this trend with
several implementations since 1995 using various products: Oracle Applications, SAP (Systems, Applications
and Products for data processing), Odoo, etc. However, Enterprise Resource Planning projects implementation
in Morocco don’t accord enough interest for the change management discipline throughout the life cycle of the
project. This represents a major obstacle to the success of this kind of strategic projects in terms of Project
Management discipline. In this paper, we focus on this phenomenon by studying two large Moroccan companies
related to two distinct business sectors, using Action Research methodology. This study allowed us listing
different missing parts in change management based on a literature review confronted with a reality experienced
in a Moroccan context. Finally, we try to identify the main difficulties in change management by classifying

them in different levels.

Keywords: Enterprise Resource Planning (ERP); Change Management; Project Management; Morocco; Large
companies.

1. Introduction

Change management is a subject that requires more and more attention from companies wishing to migrate from
a current state to an ambitious goal, usually through a business project. More specifically, ERP implementation
projects within large organizations present an opportunity and/or an adequate means to lead a deep
transformation in the company: change management is the key in this context in conjunction with project
management.

* Corresponding author.
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The following is an attempt to highlight the key role of change management in the success of such ERP

implementation projects. This paper describes the difficulties associated with this ERP projects implementation.

2.Semantic problem
2.1. Change

Van de Ven and Poole [1] believe that "change is an observed event and a differentiation in the form, quality or
state of an organizational entity over time". Bouchra and Chafik [2] add that "change operates in many ways. It
is a rich and varied concept depending on the depth, scope and pace with which it operates. The change can be
incremental or global. It is also distinguished by the speed of progression and its continuity over time (Figure.1).

It can be limited and brief, very large and heavy, long and deep, fast and violent, or consensual or imposed.

Brutal

Vitesse

Progressif

Episodique Continu

Changement

Rythme

Global

Figure 1: Change dimensions related to organizations

2.2. Change management

According to Iles and Sutherland [3] the literature on change management is large and not easy to handle. It is
enriched with numerous contributions from several disciplines: psychology, sociology, politics, engineering
sciences and others. The managerial dimension of change requires the notion of performance, and is presented

by studies of change in organizations, according to two main topics:

e |tisinvolved in the definition of objectives related to the environmental data. In this case, the change is

consistent with the strategy and becomes a strategic change

* |t can also seek to change the organization and becomes an organizational change.

Being not dissociated, the two types of change mobilize the actors when it comes to change management.
Change takes a strategic dimension when we are interested in its effects. A strategic change links organizational
change with project purpose. The change significantly modifies the effectiveness of the organization [4] and

challenges a dimension of performance, say Bouchra and Chafik [2].

2.3. Confusion between change and change management

A study on the confusion between change and change management was conducted in 2011 revealing that most
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of the population present this confusion [5] :

In your experience, do you see “change” and
“change management” confused:

Yes, often

Yes, sometimes

Yes, seldom -
No, never .

0% 10% 20%  30% 40% 50% 60%

* Data from a Prosci change management webinar delivered March Sand 10, 2011

Figure 2: Confusion between change and change management

To do without, [5] has characterized the junction between change and change management as follows: Changes
in an organization aim to create new future states in relation to the way we operate. To achieve them, employees
must work differently. The achievement of the future states depends on the success of those who reach their own
personal future states. Change Management is the structured approach (tool) that allows these individual

employees to adopt the changes required by the projects.
2.4. Change management according to ITIL

Another confusion (especially in English) exists between the change management defined above and the change
management according to the Information Technology Infrastructure Library (ITIL), in which (Figure .3: last
brick in the transition service) [31], change management is a very important process among the processes of
transition management. Indeed, it makes it possible to anticipate the negative impacts following any change in
the information system through several phases: identification, impact study, approval, etc. This process is totally

independent of managing changes in ERP implementation projects.
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Figure 3: ITIL Lifecycle
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3. Literary review

Reference [6] discussed the significant impact of organizational change and culture on the project
implementation process. References [7, 8] evaluated the project management literature and concluded that while
efforts to identify the importance of social / psychological approaches to project success are increasing, the
implementation of a strategic change remains a company scale problem that cannot be solved by an exclusive
focus on the project process. More recently, the PMI (Project Management Institute) seems to be formally
recognizing the importance of organizational change management to the success of the project: the PMI has
integrated change management into its program at its conference in 2014. This recommendation was issued by
Reference [9] who strongly emphasized that project management processes and the training of new project

managers must consider the impact of organizational changes in the success or failure of the projects.

Even though change management is starting to have a relatively weak representation in the project management
literature (communications, stakeholders, etc.), these referential don’t specifically address the management of
organizational and behavioral changes as indicated for example in the process of change management. change in
8 steps of [10].

Choi [11] in an integrative literature review confirmed the importance of employees’ engagement and identified
four behaviors required to accept organizational change: The will to change, the commitment to change, the
opening to change and cynicism towards change. References[10,12], a professor at Harvard Business School,
made it clear that the focus on leadership change minimizes complacency and then reinforces the alignment and
motivation of people affected by change, so they are ready to support and adopt it. Harvey Kolodny recognized
the need to integrate the practice of change management with project management [13]. He said that it is
necessary for the successful implementation of major managerial innovations (such as the implementation of an
ERP). Reference [13] argues that organizations should benefit from the synthesis of both approaches. Reference
[30], using data from change projects embedded in IT implementations in different organizations, confirm the

recommendations of [13].

On the other hand, according to [14], the sources and types of users' resistance to a new technology, such as
ERP, are numerous. Reference [17] has developed an interesting framework that classifies the types of user
resistance to different facets of innovation such as the implementation of ERP by source of resistance. This
framework shows that there are two fundamental sources of resistance to innovation (such as an ERP):
perceived risk and habit. Perceived risk refers to a perception of the risk associated with the decision to adopt
new things / behaviors; that is, the decision to accept an ERP system. Habit refers to the everyday practices of
each individual daily. To reduce the resistance of employees to the implementation of an ERP. Therefore, the
general management of companies must analyze these sources of resistance and must use all the appropriate

strategies to counter them [18].

Improvement strategies, such as the implementation of an ERP generally involve structuring changes.
Therefore, the right response is crucial in an organization to avoid the difficulties associated with this change,

References [19,15,16]. Therefore, change management is one of the most important vectors to monitor during
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ERP projects. In the Moroccan context which is a country in the process of development and whose
implementation of ERPs has become a strategic choice of multiple companies in different sectors of activity, we

have not found any research work which deals with this kind of problematic.

4. Interest of subject

Among the most important reasons for failing or at least delay in ERP implementation projects is that project
managers do not give due attention to the risk management component of the project. this type of projects even
though modern project management methods includes complete chapters for this aspect. For example, the
Project Management Body of Knowledge (PMBOK) project management repository [20], which contains a

process group for risk management.

The problem lies in the fact that many project managers perceive risk management as one more job with little
added value and one more load. Even more so, even for the project managers who foresee that in their
management, they treat it in a light way and think to suppress it under the guise of optimization when one feels a

delay on the project.

Numerous studies have been conducted on this problem of risk management in ERP projects. In the table below

(Figure .4), Aloini and his colleagues [21] classified risk factors in an ERP context as follows:

Top 10 risk factors

Risk ID Risk factor Total number Frequency rate” Manifestation life cycle phase
of recurrences”

RI Inadequate ERP selection 36 el Concept/selection

RIS Ineffective strategic thinking and planning strategic 31 el i Concept/strategic planning

R10 Ineffective project management technigues 27 Pl Implementation/deployment

R9 Bad managerial conduction 24 el Concept/strategic planning

R11 Inadequate change management 24 Ul Implementation/integration

R6 Inadequate training and instruction 24 Ll Implementation/integration

R2 Poor project team skills 23 Pl Concept/selection

RE Inadequate BPR 22 Pl Concept/strategic planning

R3 Low top management involvement 20 el Concept/strategic planning

RS Low key user involvement 19 Ul Concept/selection

Figure 4: Risk factors in ERP context

In this study, it is very clear that a bad adoption of change management (R11) represents a very important risk in
the management of ERP projects: it is ranked fifth. Hence the interest of focusing this communication on the

difficulties related to managing changes in ERP projects.

5. Issue

According to Wong and his colleagues [22], many reports around the world speak of unsuccessful
implementations of ERPs. For example, Nike lost important orders for shoes. 70% of the ERP implementation
projects have not achieved their expected benefits. Other studies have revealed that the percentage of failures of
ERP implementation projects varies between 40% and 60% and has sometimes led to a global bankruptcy of the

company. Practitioners tend to discuss the sources of failures of these implementations from different angles:
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proprietary closed system, the company uses only a small part of the ERP, and so on. Of course, these causes of
failure vary according to the size of the company, the nature of the activity, the context of the project, the culture

of the country, etc.

During the implementation of an ERP, the general management is often faced with a negative attitude on the
part of the key users. This attitude plays a major role in the failure of this type of project or at least causes

significant delays in planned implementation schedules.

Solutions must be made in advance to avoid this type of resistance. An effective strategy requires firstly a clear

and precise identification of the difficulties encountered in this context.

What are the difficulties related to the implementation of ERPs, especially those related to change management

in a Moroccan context?

6. Methodology

According to [23], there is no standard definition for the case study. We will draw our definition from those
presented by [24,25,26,27,28]. A case study examines a phenomenon in its natural setting, employing multiple
techniques such as collecting data to gather information from one or a few entities (individuals, groups or

organizations).

The "Action Research" or "Action Action" method used in this paper, and which is a type of case study,
represents studies in which the author, usually a researcher, is a participant in the implementation of the system.
This method makes it possible to record the results of a real experience throughout the different ERP

implementation projects.

Participatory research or action research is based on the notion that the company must be experimentally
understood through its major change processes in this case ERP implementations. Three important factors come

into play: Context, relational quality and the quality of the research itself [29].

7. Results and discussions

The case study of this paper was conducted in two major Moroccan accounts: Company A and Company

Company A operates in the industrial sector. It markets raw materials as well as various derivatives with a

workforce of thousands of staff spread over different geographical areas of Morocco.

Company B is a telecom leader marketing a range of products in various market segments. It is highly
recognized by strong culture and its proximity to end customers. It is also present in the different Moroccan

regions.
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The results produced in this study are the result of several overlaps on two levels: common or different findings
of the two companies; and conclusions drawn all along several ERP projects. Indeed, we participated, and we
continue to participate in several projects: progressive scopes, different jobs, many users exceeding 3000

thousand sometimes, diversified technologies, etc.

During this study, we were faced with several difficulties of different types: slippage related to the uncontrolled
change in the scope of the project, lack of engagement of the trades, arbitration between standard approach
versus adoption of specific, tensions due to differences in systems values, etc. Among these difficulties, we were
faced with a major problem related to change management materialized by a resistance of increased change on

several levels.

7.1. Strategic level

e Entities that did not see immediate benefit from the project were very difficult to co-operate with
especially those who had the perception that the new ERP requires duplicate work (especially in the

transition phase) when they will not get anything out of it

e Other entities perceived the introduction of the ERP as a means of monitoring and monitoring the

activity. This fear has increased over time during the KPI (Key Performance Indicators)

* Another difficulty has been that the progressive implementation approach prioritizes the integration of

some business disciplines with others

7.2. Operational level

e A good part of the employees was totally against the change in the way of working especially those

used to doing the same work for a considerable time

* Another population was afraid of technological change by simple perception even if we can explain the

simplicity of use and the contribution of integration

® Others perceived the arrival of the ERP as a pretext for downsizing

7.3. Functional level

e Key user confirmed That the standard ERP process does not fully meet their business needs and

therefore they preferred everything rejected despite the other benefits demonstrated

e Others did not accept that the coverage scope was partial because they were forced to work in two

different systems: they preferred all or nothing

7.4. Transverse level

* Project managers underestimated the important role of communication throughout the project: either

the information is not disseminated to all relevant stakeholders or it is delayed.

* In terms of training, a difficulty has been linked to poor planning, especially since the number of the

53



American Scientific Research Journal for Engineering, Technology, and Sciences (ASRJETS) (2019) Volume 51, No 1, pp 47-55

target population is very high: people trained in a hurry at the last minute while others were trained
long before the start of production and have unfortunately forgotten.
® The impact of the use of ERP on the various infrastructures in terms of performance was another

pretext for the non-appropriation of the ERP

® Other resistance issues of change were also related to the difference in cultures between the panoply of
project teams, the workload, and so on. All these difficulties coupled with other parameters were the

source of significant delays compared to the calendars prepared previously
8. Conclusion

Through this communication, we first tried to remove semantic ambiguities among notions of change and
change management. Then, we approached the theoretical part by positioning the subject in relation to a literary
review while showing its interest. We also identified the difficulties related to the implementation of ERP
project in major Moroccan companies. Finally, we presented the results of the case study (practical part)
conducted by confirming various aspects of the literature in a Moroccan context, and more specifically in large
companies, while concluding that greater attention should be given to change management component in such
large-scale projects.

As prospects, this communication could be a basis for further research to reflect the Relationship between

project management and change management and why not a model for the Moroccan context.
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