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CHAPTER 15

Critical success factors for implementation of ERP 
system in a public institution

Marko Brkić1, Danijela Sokolić2, Iva Zdrilić3

Abstract
The introduction of information and communication technologies (ICT) 
in organizations is a financially, time wise and operationally demanding 
process. We examine the factors that affect the implementation of ERP 
(Enterprise Resource Planning) systems in organizations, as well as the 
specifics of its implementation in the context of a public institution. We 
describe the context for ERP introduction and outline the process of ERP 
implementation. Furthermore, we identify the important organizational and 
project determinants as well as the critical success factors that influenced 
the implementation of EPR in the public institution. For the purposes of the 
used case study, semi-structured interviews were conducted with employees 
involved in the implementation of the ERP system, and documents related 
to the implementation were analyzed. Finally, problems concerning the 
implementation of ERP were identified and analyzed, and recommendations 
were made in order to alleviate obstacles and increase the success of the 
implementation of ERP systems.
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1. Introduction

Nowadays, business success of many organizations highly depends on their 
quality and ability to process the available information. Thereby, information 
systems represent the way business is supported by the technology. Enterprise 
Resource Planning (ERP) systems are one of those information systems. 
Their purpose is to plan resources and integrate various organizational 
units and functions, while improving the organizational information flow. 
Although their foundations are in the production organizations where they 
serve for optimizing the production process, today’s highly modular ERP 
systems are widely used in different types of organizations and serve to 
support various business processes, including finance and accounting, 
human resources, procurement, sales, planning, etc. Nevertheless, despite 
the high expectations of the implemented ERP system, existing research 
shows that on average almost 40% of organizations manage to achieve less 
than 50% of its expected benefits (Panorama Consulting, 2017). One of the 
possible explanations of such figures might lie in the non-existence of some 
harmonized approach that would uniformly measure all the benefits of ERP 
system’s implementation (Gable et al., 2008), which leaves them to one’s 
voluntary interpretation. However, despite the lack of such approach, some 
authors still managed to get a bit further and proved these benefits and overall 
efficiency of ERP systems are strongly related to the manners and success of 
their implementation process (Wright and Wright, 2002). Such process also 
implies managing the risk that might arise due to the strong interdependence 
of organizational functions, data, and business process reengineering (Wright 
and Wright, 2002). Therefore, the main goal of this paper is to examine and 
identify the key factors which affect the implementation of ERP system in an 
organization, thereby encouraging or preventing the use of its full potential.

ERP systems were initially conceived and designed with the functionalities 
and the logic for the private sector organizations only. Thereby, their usage 
in the public sector organizations has still not been as developed or available 
(Santos et al., 2018). This is also confirmed by the existing literature that 
mostly examines them in the private sector context only. However, despite 
such fact and due to their raising information needs, organizations from the 
public sector have increasingly started to recognize the great potential of 
the ERP systems (Spano, 2009). Thus, the focus of this paper is exclusively 
directed to the success factors of the ERP implementation in the context of 
the public institution. 

Accordingly, the paper is divided into two main parts. First part covers the 
theoretical background of the information systems management, including 
the basic approaches to the research on the implementation of ERP 
systems. By overviewing the relevant literature, the focus has been put on 
all the factors influencing the ERP system implementation. Second part 
describes the used case study in one Croatian public health institution and 
analyzes the whole planning process, as well as the circumstances of the 
ERP system implementation. Furthermore, different organizational and 
project determinants, as well as the critical success factors for ERP system 
implementation are identified. Finally, the crucial obstacles to the whole 
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process in the public sector context are summarized and discussed.

2. Theoretical Background

With its strong desire to include more business processes and functions, ERP 
was created by advancing and expanding the Material Requirements Planning 
(MRP) system, developed in the 1970s and the later Manufacturing Resource 
Planning (MRP II) system (Vuković et al., 2007). ERP is a comprehensive 
software solution, designed to integrate the full range of business processes, 
organizational units and their functions, in order to plan resources and monitor 
task execution. In other words, it aims the holistic business insight, through 
a unique information architecture (Klaus et al., 2001; Wang and Nah, 2002).

ERP information system in the form of a software package reduces or 
eliminates the need for multiple entries of the same data in different information 
systems. Thus, all data is (preferably) entered only once, while related data is 
updated in other ERP applications (modules). That way, uniquely connected 
database disposes all the information within the ERP system (Figure 1).

Figure 1: ERP system anatomy

Source: Davenport, T. H. (1998) “Putting the Enterprise into the Enterprise 
System”, Harvard Business Review, Vol. 76, No. 4, pp. 121-131.
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The theoretical basis for the implementation of ERP is found in the 
organizational information processing theory (OIPT), introduced by Galbraith 
(1973). It simply assumes organizations must resolve uncertainties in order to 
thrive. From the organization’s perspective, OIPT sees investment in vertical 
information systems (i.e., ERP systems) “as a way to increase information 
processing capacity to avoid overload of the traditional channels in the 
organizational hierarchy; provide new additional channels; and implement 
new decision-making mechanisms” (Haußmann et al., 2011). In other words, 
OIPT sees uncertainty as the central task in designing organizations, while it 
conceptualizes it as a lack of information about the environment, the status of 
tasks, etc. (Gattiker and Goodhue, 2004). Further on, it states that the amount 
and types of uncertainty vary between organizations, by implying “the stability 
of the external environment, the predictability of the basic processes, the 
division of tasks and the degree of interdependence between these divisions” 
(Gattiker and Goodhue, 2005). Thus, to reduce uncertainties, organization 
uses appropriate and available mechanisms of information processing (e.g., 
hierarchies, grouping activities into organizational units, IT systems, etc.) 
(Gattiker and Goodhue, 2005). 

OIPT also serves several mechanisms for processing information in a form 
of organizational coordination. They differ by the degree of their suitability 
for resolving different types and strengths/intensities of uncertainties. Gattiker 
(2007) states there are three general strategies for reducing uncertainty 
in production organizations. One of them implies increasing the capacity 
of reserve stocks, while another is about simplifying the production and 
other processes. Last strategy, the one ERP systems belong to, relates to 
increasing the integration within the organization. Moreover, according to the 
OIPT, the ERP system is one of the information processing mechanisms, 
which is available for organizations to use. Or, in other words, the ERP system 
is “a form of organizational coordination that reduces specific uncertainties” 
(Gattiker and Goodhue, 2004).

Generally, scholars consider OIPT as a useful theory for understanding ERP 
systems. Gattiker and Goodhue (2004) find standardization and integration 
between business functions as the two main characteristics of ERP systems. 
Therefore, when observing the impact of ERP systems on a subunit in an 
organization, they are focused on two internal sources of uncertainty that 
are mostly related to these ERP characteristics: (1) interdependence and 
(2) differentiation (Gattiker and Goodhue, 2004). Namely, to successfully 
perform the tasks they have, subunits need to exchange the information 
between themselves. Interdependence, as a degree of such information 
exchange, represents uncertainty, increases the need for mutual coordination 
and reduces the ability to plan activities in advance (Gattiker and Goodhue, 
2004). Furthermore, high interdependence implies the need to improve the 
organization’s information flow (i.e., information between organizational 
subunits), which is one of the basic purposes of the ERP systems and the 
reason why organizations implement them (Gattiker and Goodhue, 2004). 
In other words, if systems are not integrated, interdependent subunits 
share information inefficiently (e.g., via telephone or e-mail). On the other 
hand, usage of the ERP systems makes information instantly available and 
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consequently increases employees’ efficiency (Gattiker and Goodhue, 2005). 
However, in situations where the interdependence between subunits is rather 
low, the need for ERP system is also low, as it wouldn’t contribute to any 
efficiency.

Subunits differ in the specificity of tasks, environment, technology, goals, etc. 
OIPT theory predicts that greater differentiation between subunits relates to 
higher costs of a standardized system such as ERP (Gattiker and Goodhue, 
2004). Due to such relations, it presents two types of costs: (1) design costs 
and (2) compromise costs. Design costs include time and money needed for 
developing a common ERP system which would meet variety of needs that 
differentiate between subunits (Gattiker and Goodhue, 2004). In other words, 
these costs are result of the information system adjustments, which are 
potentially too complex and radically change the source code. On the other 
hand, when subunits highly differentiate without design costs (i.e., system 
is not adjusting to the different needs of subunits), compromise costs arise. 
These costs imply poor performance and data inconsistency between the 
subunits. This happens because subunits are obliged to use a system, which 
is not sufficiently appropriate, nor aligned to support their regular tasks and 
processes they are about to perform (Gattiker and Goodhue, 2004). Thus, 
OIPT indicates that differentiation of the subunits affects the ERP’s system 
suitability for the organizational needs. Gattiker and Goodhue (2004) give an 
example of a research on the small enterprises, which found that diversity of 
functions in the company negatively influences the effects of adoption of IT 
(including ERP) systems on the quantity and quality of available organizational 
information. Potential explanation of such relationship lies in the fact that 
greater diversity of functions creates greater diversity of information needs 
between subunits, thus creating higher compromise costs once ERP system 
is implemented (Gattiker and Goodhue, 2004).

By simply relating the interdependence and differentiation of subunits to the 
organizational benefits of implementing the ERP system, OIPT enriches the 
theoretical knowledge of why and what for organizations should do so. 

From an OIPT perspective, the impact of ERP system varies between 
organizations, because ERP is considered as only one of the possible and 
available information processing mechanisms. In other words, the chosen 
mechanism should correspond to the present uncertainty, which is quite 
specific and differs between the organizations (Gattiker, 2007). 

Furthermore, there are two dominant theoretical approaches that deal with 
general effects of the IT systems implementation, also including ERPs: (1) 
process research and (2) variance research (Mohr, 1982). Although both 
approaches provide insight into organizational changes as consequences of 
the information technology (Robey et al., 2002), there are still some basic 
differences between them.

Process research seeks explaining the outcomes by studying the sequence 
of events over time. In other words, it provides an explanation of how 
something happens and what key steps create that outcome. This type of 
research uses life cycle models when approaching the implementation of IT 
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systems, including ERPs (Robey et al., 2002). Accordingly, different authors 
have developed the ERP life cycle models with different phases. For example, 
Markus and Tanis (2000) developed one of the first models which distinguishes 
contracting (chartering), design (the project), production (shakedown), and 
evolution (onward and upward) as 4 main phases. Esteves and Pastor (1999) 
presented a model composed of 6 phases: decision planning, acquisition, 
implementation, use & maintenance, evolution and retirement. However, 
regardless of the phases’ number and their exact names, each ERP life cycle 
model from the literature contains some sort of planning, implementation 
and stabilization, including the phase for maintaining and upgrading the new 
ERP system (Robey et al., 2002). In other words, process research of ERP 
system implementation uses life cycle model to set and describe necessary 
activities in each phase. These activities help decision makers to anticipate 
and react on future challenges. However, the main disadvantage of this 
approach is partial or full omission of the key factors, such as organizational 
characteristics, environment in which it operates and dynamics between ERP 
system as a newly introduced technology and process of its usage in an 
organization (Robey et al., 2002).

In contrast to process, variance research seeks to explain variation in outcome 
variables by connecting outcomes to previous conditions and predictor 
variables (Robey et al., 2002). In other words, this theoretical approach 
provides an explanation of why something happens, and which variables 
moderate that outcome. Accordingly, one of its key directions is related to the 
studies on critical success factors (Robey et al., 2002). Due to the already 
mentioned purpose of this paper, these factors have been examined in detail. 

The concept of critical success factors (CSF) was developed by Rockart 
(1979) in his research on information systems management. He highlighted 
the problem of large amount of information circulating at the management 
level, and he also emphasized the need to filter the relevant and key data 
to support decision making processes. Therefore, CSFs are addressed as 
key areas where “things must turn out well for a business to thrive and for 
manager’s goals to achieve” (Bullen and Rockart, 1981). In the ERP system 
implementation process, CSFs are important aspects which affect such 
process outcomes, or, in other words, they are the guidelines that need 
to be followed (Leidecker and Bruno, 1984). Thereby, to ensure the ERP 
system’s success or, precisely, to shorten its period of implementation and 
consequently gain some organizational competitive advantage (Al-Mashari et 
al., 2003), it is highly important to effectively manage CSFs (Robey et al., 
2002).

Many of the scholars in the filed have focused on identifying, relevance testing, 
and defining or listing CSFs through ERP implementation process (Bingi et 
al., 1999; Holland and Light, 1999; Soh et al., 2000; Parr and Shanks, 2000; 
Nah et al., 2001; Somers and Nelson, 2001; Akkermans and Van Helden, 
2002; Hong and Kim, 2002; Al-Mashari et al., 2003; Umble et al., 2003; Loh 
and Koh, 2004; Motwani et al., 2005; Nah and Delgado, 2006; Alaskari et al., 
2012). For example, by comprehensively overviewing the literature, Finney 
and Corbett (2007) developed an exhaustive list composed of 26 CSFs, 
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divided into strategic and tactical category. But, certainly the most applicable 
and most cited list of CSFs is that of Nah et al. (2001) which combines the 
process and variance approach, and divides CSFs due to the phases of 
ERP system implementation. Thus, by using the already mentioned ERP life 
cycle model developed by Markus and Tanis (2000), its final list contains 11 
CSFs (Figure 2) which are also used for the analysis and interpretation of this 
paper’s case study.

Figure 2: CSFs of ERP implementation into Markus and Tanis’ (2000) ERP 
life cycle model 

Source: Nah, F. F-H., Lau, J. L-S. and Kuang, J. (2001), “Critical Factors 
for Successful Implementation of Enterprise Systems”, Business Process 
Management Journal, Vol. 7, No. 3, pp. 285–296.

Finally, the primary purpose of CSFs identification is to help organization’s 
management to influence areas of importance for implementing the ERP 
system. However, the problems and failures of ERP projects in practice have 
shown that including only CSFs in the whole equation is not sufficient for 
having the best possible implementation’s outcomes. Thus, some authors 
have even questioned the usefulness of their identification. For example, 
Robey et al. (2002) state that studies on CSFs do not offer concrete insight 
and that most of them lack the theoretical framework which might adequately 
explain the business outcomes of ERP projects. Thereby, such limitations 
in understanding CSFs connection to the implementation of ERP systems 
certainly leave an additional space for some future research.

3. Data Collection And Methodology

Our research on the key factors affecting the implementation of the ERP 
system was conducted by a case study on one Croatian public health 
institution, employing around 330 employees. Due to such purpose 
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and the fact that case studies have often been used in research related 
to ERP systems (Schlichter and Kraemmergaard, 2010), this method 
seemed quite appropriate. Data were collected through the interviews with 
crucial employees and the institution’s official documentation review. The 
interviewees were selected according to their position in the institution, 
their involvement in the process of ERP system implementation and its use 
in their everyday work. In other words, the operating manager including his 
subordinates, the IT manager and the end users of the ERP system were 
interviewed. The conducted interviews (July 2019 - April 2020) were semi-
structured, guided by the questions based on theoretical knowledge of the 
ERP system implementation, including its critical success factors (CSFs). 
Interviewed employees were encouraged to express their own opinions and 
views on all these aspects. 

Besides the interviews, two types of official documents were also used to 
provide additional information about the institution, and the whole content and 
course of its ERP system implementation project: (1) documents containing 
general information about the institution, such as statute, laws and internal 
rules and regulations; (2) documents related to ERP software and ERP 
system implementation, such as project and tender documentation, contracts 
and plans.

By the latent content or, more accurately, the thematic analysis of the 
collected data, coding of the underlying meaning and the assessment of the 
overall message were provided. Thereby, the first iteration describes the 
process and circumstances of the ERP system implementation in the selected 
public health institution. The second iteration identifies the organizational and 
project determinants influencing its success, while the third iteration analyzes 
the general CSFs of the ERP implementation in the public sector context.

4. Analysis And Discussion

New circumstances appeared in running the business of a public institution. 
They required reducing the number of actions, forming a central master 
database, interconnecting the business processes and obtaining the real-time 
data. In other words, they called for the implementation of a new business 
system, whose creation in the observed institution started with the project 
plan. Such plan analyzed all the organizational needs and processes, thus an 
additional schedule of different organizational functions’ (i.e., procurement, 
warehousing, accounting, reporting, master data, etc.) activities was also 
created. The result of the schedule was a gap/fit analysis which compared 
functionalities of the existing and the potential ERP system. Such analysis 
usually serves as a key step for refining the existing or developing completely 
new segments/modules, necessary for the overall business support.

Further on, the project plan proposed the new business system design which 
contained a list of all the necessary features for supporting the business 
of the public health institution. Based on such design and according to the 
institutional approval, development and adaptation of the specific ERP system 
began. Furthermore, the concrete implementation team was formed, and 
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various project roles were assigned to its members to perform key activities 
for the ERP system implementation (Table 1).

Table 1: Planned activities for the ERP system implementation process and 
their required time execution

Activities’ order 
number Activity Time execution 

(months)

1. Analysis of the business processes and the user needs 3

2. Master dana migration 5

3. ERP software installation 1

4. Education of employees 2

5. Production base delivery 1

6. Handover due to the contract 1

7. Beginning with the ERP system operations active

Source: authors’ analyses of the official documentation of the public health 
institution 

The majority organizational and project determinants, influencing the 
course and execution of ERP system implementation in the observed health 
institution, were based on the specifics of the public sector the institution 
belongs to. In other words, most of these determinants were obstacles to 
the ERP system implementation, which is complementary to some findings 
in the existing literature (Fowke and Fowke, 1991; Hong and Kim, 2002; 
Wagner and Antonucci, 2009; Alves and Matos, 2011). After the latent 
content analysis of the data obtained from interviewing observed institution’s 
employees, mentioned obstacles were divided into 3 basic groups: 
bureaucratic organizational culture, functional organizational structure and 
process complexity.

Bureaucratic organizational culture proved reluctant to the inevitable changes 
due to the implementation of a new business system. Such finding was quite 
expected, since the public sector organizations are generally risk-averse, 
especially when investing in new technological changes (Uwizeyemungu and 
Raymond, 2005). Employees from the observed public health institution were 
lacking the interest for adopting the new way of working. They were resisting 
the new system as they were quite suspicious of its advanced features. This 
applied both to the end users and the leaders of certain organizational units 
involved in the ERP implementation process.

Complex functional organizational structure, with its formalized business 
approach and slow decision-making processes, also negatively influenced 
the ERP implementation process in the observed public health institution. 
Its effects were mostly manifested through the strict division of tasks and 
responsibilities between employees and/or organizational units. In other 
words, lack of communication, cooperation and teamwork of employees from 
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different organizational units made the process of implementing ERP system 
even more difficult. The big part of the problem was required business process 
reengineering, as it imposed too much pressure and burden of change on the 
rigid and unadaptable existing functional structure.

The last group of the organizational and project determinants were related to 
the process complexity. Such complexity is the result of the mentioned rigidity 
of bureaucratic culture and excessive formalization of the functional structure. 
It was primarily manifested in the legislative complexity of implementing 
organizational changes. Thus, such complexity made it difficult to adopt the 
ERP system, primarily because its standard system of best business practice 
and normal process flow could not have been applied to the business 
organization and processes of the observed public health institution. In other 
words, complex processes and certain specifics (e.g., different sources of 
funding and applicable tax rates, vast number of different activities, etc.), 
characteristic for a public institution, are quite difficult to transfer and fully 
integrate through the ERP system.

Finally, after identifying crucial organizational and project determinants, critical 
success factors (CSFs) were analyzed in detail. That way, a comprehensive 
overview of the key factors affecting the implementation of the ERP systems 
in a public organization was completed.

For their presence and their effects’ analysis, we used the already mentioned 
Nah et al.’s (2001) list of the CSFs, based on the ERP life cycle model. 
Accordingly, the realization of each CSF in the observed public health 
institution was identified. After applying the latent content analysis, each 
CSF was related to some organizational determinant(s). For CSFs whose 
realization was assessed as poor and mediocre, crucial obstacles to the ERP 
system implementation were additionally detected and a recommendation for 
their alleviation was given (Table 2). 

We found the results of this part of the analysis were in line with the 
previously identified organizational and project determinants of the ERP 
system implementation. Thus, one of the key obstacles to implementing the 
ERP system in a public institution relates to the insufficient support from the 
top management, so the key recommendation in this context is aimed at 
its strengthening. In other words, the top management should set the ERP 
project as the highest priority and actively and directly participate in it. Such 
support would enable timely decision-makings, comply the set deadlines and 
operationally support the organizational units. Also, by doing so, management 
would take the needed responsibility and lead the organization through 
business and organizational culture changes. This would consequently 
contribute to a greater engagement of the entire organization, both at the 
initial stage of ERP’s implementation and through its subsequent long-term 
and efficient usage.

Inefficient communication was also proved as a major obstacle in public sector 
institutions. This indicates the need for the ERP project manager to design a 
concrete communication plan, which would inform all the ERP system users 
about its goals, expectations and limitations. This way, all the employees 
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would be regularly informed and involved during the ERP implementation 
project, while an open communication between different organizational units 
would be encouraged. Thereby, the users of the ERP system could better 
realize its benefits, opportunities, but also risks, which would consequently 
reduce their resistance to change and increase the success of the ERP 
implementation. Successful communication also affects users’ expectations of 
the ERP system and, thus, can prevent the impression of ERP as a universal 
solution to all the organizational problems and, consequently, mitigate users’ 
disappointment. Furthermore, due to the bureaucratic organizational culture 
and functional organizational structure, the successful communication about 
the ERP and other business processes increases the information flow in any 
public institution and, thereby, takes even the greater strategic role.

Table 2: CSFs, organizational determinants and summarized obstacles to the 
public institution’s ERP system implementation 

Critical Success 
Factor (CSF) Organizational determinant(s) CSF’s 

realization
Obstacle to the ERP 
system implementation

ERP Teamwork & 
Composition

• Professional team presence

• Engagement in 
implementation only with 
regular tasks

• Lack of communication and 
teamwork between different 
functional/organizational 
units

Mediocre 
• Insufficient teamwork 

resulting in unfulfilled 
ERP system’s needs

Top Management 
Support

• Unfulfilled project role 

• Lack of initiative and 
insufficient interest in 
the course, details and 
problems of ERP system 
implementation

Poor • Unstable top 
management support 

Business Plan & 
Vision 

• ERP’s compliance with 
short- and long-term goals 
of business digitalization

• Lack of prioritization in 
defining the scope and 
functionality of the ERP 
system

Mediocre 

• Undefined specific 
business solutions 
and lack of support for 
the implemented ERP 
system
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Effective 
Communication

• Lack of communication 
between different functional/
organizational units 

•  Non-existence of the 
communication plan for 
informing about the goals, 
expectations and limitations 
of the ERP system

• Inconsistent expectations 
of ERP system and 
requirements from different 
organizational units

Poor

• Invalid information 
about the ERP system 
and lack of cooperation 
between different 
organizational units’ 
employees

Project 
Management 

• Defined project plan and 
associated roles, as well as 
their deviations in the ERP’s 
mplementation

Mediocre • Unrealized targeted 
project plan

Project Champion 

• Designated project manager 
with the basic task of 
coordinating activities

• Intensive collaboration with 
an external contractor

• Problem with the task 
realization and resistance 
of users whom the project 
manager is not superior 

Mediocre

• Lack of cooperation 
with the contractor 
and resistance of the 
individual users

Appropriate 
Business & IT 
Legacy Systems 

• Great time commitment

• Satisfactory level of data 
conversion and migration 
from an old to the new ERP 
system

Strong

Change 
Management 
Program & 
Culture 

• Bureaucratic organizational 
culture and its specifics: 
strong resistance to 
changes and difficulties in 
knowledge sharing 

• Conducted ERP users 
training with a lack of 
information about the 
concept, philosophy and 
benefits of ERP system

• Lack of targeted change 
management activities

Poor

• Unaccepting the 
changes due to 
the ERP system 
implementation 
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Business Process 
Reegineering 
(BPR) & Minimum 
Customization 

• Poorly defined key business 
processes

• Questionable compatibility 
of business processes 
integrated into the ERP 
system with the needs and 
operations of the public 
health institution

• Adapting the ERP solutions 
to the organization and 
mapping its business 
processes with questionable 
success

Poor

• Ineffective 
implementation of 
business process 
reengineering with 
limited ERP system 
adjustments

Software 
Development, 
Testing & 
Troubleshooting 

• Intensive testing with lots of 
feedback for resolving the 
errors and (re)defining the 
ERP system’s functionalities

Strong

Monitoring & 
Evaluation of 
Performance 

• Project management 
activities without its official 
evaluation (one-time or 
continuous)

• Channel for users’ feedback 
during their regular business 
operations

Mediocre 

• Missing the official 
evaluation and 
feedback for ERP users

Source: authors’ latent content analysis of the data obtained by interviewing 
the employees of Croatian public health institution

Furthermore, public sector organizations, usually unaccustomed to the 
process approach, unwilling to change, with poorly defined key business 
processes, are at relatively higher risk of the ERP system implementation 
failure. To prevent such scenario and implement ERP system without 
difficulties, it is necessary to include the preparation phase. This phase 
primarily implies the analysis of business processes, i.e., the model of the 
existing (as-is) and future (to-be) state of business processes. Such activities 
often require hiring an ERP consultant (i.e., an external contractor of the ERP 
system) who helps in defining a concrete scope of the ERP project or what 
might be expected from it. In other words, he/she helps to define a precise list 
of desired ERP functionalities.

Teamwork encouragement is also one of the recommendations for alleviating 
this obstacle. It might be achieved through engaging smaller operational 
implementation teams, composed of the end users, their managers and 
representatives of the external contractor, who operate under the watchful 
eye of institution’s top management. Their main task would contain a business 
process reengineering which would cover functionally different organizational 
units, by offering them compatible support through a unique ERP system.
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Finally, the illusory nature of ERP as a universal system that brings best 
business practice to all organizations is another thing worth of mentioning 
when summarizing the used case study method. In other words, as some 
authors claim (Swan et al., 1999), it is of the utmost importance to adapt 
ERP solutions to a specific context of each organization. Logically, this also 
applies to the public sector institutions and their specific organizational and 
project determinants, as well as the adopted critical success factors. An ideal 
balance between business process reengineering on one hand and adapting 
ERP solutions on the other hand, might be achieved by mutually adapting 
the ERP systems and key factors affecting the organization. By doing so, 
the software adapts to the organizational changes and leads to harmonizing 
the ERP with the remaining business processes. Finally, if desired balance 
between the two parties is achieved, the positive impact on the success of 
the ERP system implementation will be inevitable.

5. Conclusion

This paper provides an overview of the relevant theoretical approaches to 
ERP system implementation. Special emphasis was placed on the public 
institution context and its specific characteristics, which should be considered 
when implementing the ERP system and assessing its success. 

Although widely popular and with many potential organizational benefits, 
the ERP system implementations are quite complicated and often end in 
questionable success or complete failure. Therefore, to examine and identify 
the key factors affecting the ERPs’ implementation in the public sector, this 
paper observes a concrete example of one Croatian public health institution. 
By using the case study method, data were collected through conducting the 
interviews with employees involved in the ERP project (managers and end 
users) and analyzing the official documentation of the institution. Further on, 
the latent content (i.e., thematic) analysis was applied. 

The results of the analysis confirmed the presence of various organizational 
obstacles that mostly relate to specific characteristics of the sector an 
institution belongs to. Such findings are in accordance with the theory of 
ERP system implementation in the public sector. Bureaucratic organizational 
culture, functional organizational structure and process complexity, partly 
conditioned by legislative responsibility, hinder the cooperation between 
functionally unrelated organizational units, thus creating the additional 
resistance to change and negatively affecting the implementation of the ERP 
system.

Furthermore, the underrepresentation of the certain critical success factors 
such as insufficient management support and poor communication among 
employees, deviates the original ERP project plan and consequently 
negatively affects the implementation of the ERP systems in the public sector 
institutions. 

Although qualitative methods of data collection and analysis have provided 
a deep and detailed insight into circumstances, course, specifics and critical 
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factors of ERP system implementation in public institution, this paper’s 
findings should be applied with caution to the rest of the public sector 
organizations. Therefore, the future research should expand the sample 
and include quantitative methods to more comprehensively cover the key 
factors of ERP implementation, as some of them still remained unexplored. 
This would make an advancement in overcoming or at least mitigating the 
obstacles to the ERP systems implementation.
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