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Abstract

Interest in business process management projects in public organisations has been stimulated by the restructuring reforms that have spread
across many countries in the last two decades. This paper examines process oriented projects in public sector and provides an overview of
related research and experiences from practice. To illustrate the characteristics of business process-oriented projects in Croatian and Slove-
nian government institutions, two different real-life case studies are described and compared. The research results are analysed as to provide
guidelines that can be applied in future implementation activities.
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|lzvlecek

V mnogih deZelah lahko v zadnjem obdobju strukturnih reform javnega sektorja zaznamo povetano zanimanje organizacij po projektih prenove
poslovnih procesov in procesni usmerjenosti poslovanja. Clanek obravnava procesno usmerjene projekte javnega sektorja in podaja pregled po-
membnih ugotovitev raziskav in prakse na tem podrodju. Dva Ze izvedena procesno usmerjena projekta organizacij javnega sektorja, hrvaski in
slovenski, sta predstavljiena in medsebojno primerjana. Rezultati raziskave so analizirani z namenom pridobitve spoznanj, ki bi jih v prihodnosti

lahko koristno uporabili pri izvedbi takénih projektov.

Kljuéne besede: procesna usmerjenost, javni sektor, modeliranje poslovnih procesov, menedZzment poslovnih procesov, e-uprava.

1 INTRODUCTION

In recent years, husiness process reengineering (BPR), hu-
siness process management (BPM) and husiness information
technology have hecome dominant issues in the discussion of
husiness performance improvement. Several methods, tools
and methodologies have heen developed and implemented to
support process orientation (Trienkens et al., 2005, Damij et
al., 2008, Footen and Faust, 2008, Dreiling et al., 2008), hut
the practical application of this knowledge in the domain of
government has only occurred to a limited degree (Becker,
et al., 2006). Since BPR methodologies are very rarely ap-
plied and verified in public administrations, there is a lack of
process orientation in this sector.
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On the other hand, recent years have witnessed a
rush in implementation of e-government to restruc-
ture and improve public services using IT (Kawalek
and Wastell, 2005). The implementation of e-govern-
ment is a widely used concept in the public sector
across the globe. The term ‘e-government’ focuses on
the use of new information and communication tech-
nologies (ICTs) by governments as applied to the full
range of government functions (Kovaci¢, 2007). E-go-
vernment means using ICT to provide citizens with
improved access to information related to public ad-
ministrations (Gonzales et al., 2007). In addition to
the traditional approach, which sought to meet inter-
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nal operation needs and solve problems associated
with efficiency and costs, e-government focuses on
the potential of external interactions and emphasises
the importance that citizens assign to customer servi-
ce, convenience and user-friendliness (Gonzalez et
al., 2007). In short, e-government is the application of
information technology and e-business to the proces-
ses of government. This approach has led many pu-
blic institutions to undertake business process chan-
ge (BPR, BPM) projects.

Multiple factors have proved to be crucial in ma-
naging such a project to ensure success. Since the cri-
tical success factor in implementation of business
process change is not only the adoption of IT, but
also many other important issues such as changes to
the organisational structure, climate and culture, this
leads to difficulties in managing business process
change projects in the public sector. Therefore, many
researchers are interested in examining which pro-
cess-oriented methodologies are appropriate to these
organisations. Besides, some authors suggest that af-
ter the completion of a project government organisa-
tions continue to use the old practices and present
the new one in the emerging facade, which is their
formal structure (Lapley and Pallot, 2000; Pollitt,
2002). According to Arnaboldi et al. (2004), the final
question is whether the rise of numerous projects in
the public sector is an answer to the reforms or whet-
her they are elements of a failure to achieve the com-
prehensive change claimed by governments.

Thus, this paper examines the theoretical perspec-
tive of process-oriented projects in the public sector
(Chapter 2) and examines process-oriented projects
carried out in Croatian and Slovenian governmental
organisations in the effort to understand practical
particularities of the field (Chapter 3). Finally, the re-
search results are analysed and compared (Chapter
4) so as to provide guidelines that can be applied in
future implementation activities.

2 PROCESS-ORIENTED PROJECTS IN THE PUBLIC
SECTOR

Since practical experience has yielded various results
of process-oriented initiatives in the public sector,
numerous researchers have tried to identify the criti-
cal success factors of these projects and programmes.
Based on a review of recent academic literature, seve-
ral papers relevant for this research are selected and
described.
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According to Stemberger and Jaklic (2007), the
public sector has some specifics which make renova-
tion projects considerably different and therefore
classic business process change methodologies have
to be adopted. Based on a case study of a successful
process change project at a Slovenian ministry, the
authors propose activities, techniques and tools for
each of the six traditional project stages.

Kim et al. (2007) describe and analyse a case study
on managing IT-enabled transformation in the public
sector in South Korea. The findings of this study inc-
lude the alignment of technology and processes, inte-
gration of resources into core business activities, inte-
grating stakeholders’ trust and commitment, and
better understanding of the role of organisational le-
arning, which can enhance the adoption and institu-
tionalisation of e-government initiatives. The main
results of the analysis carried out by della Rocca
(2000) reveal the weak institutionalisation of the pu-
blic administration. Limited mobility and poor wage
dynamics are factors most strongly affecting the pu-
blic administration labour market. This makes it ex-
tremely difficult to apply private sector principles to
the public administration.

The research conducted by Arnaboldi et al. (2004)
presents an analysis of a reengineering project carri-
ed out in the Italian Treasury Ministry. The major
theoretical findings of the paper cover three issues.
The first is the enlargement of the social system go-
verning the project. Revising a process in the public
sector means revisiting a network or relations, crea-
ting possible tensions; for this reason, the involve-
ment of all stakeholders is essential. Another impor-
tant issue is the definition of constraints because in
public institutions constraints are more difficult to
remove. Therefore, the constraints analysis should
tackle the legislative sphere, underlining possibilities
or additional struggles in achieving the project’s
completion. The third major issue of this paper focu-
ses on the importance of project management ele-
ments, such as: providing the proper human resour-
ce training, defining an achievable milestone, mini-
mising the risk of people being diverted and trapped
by their routine activities, the use of formal structu-
red project groups (steering committee, project team,
work groups). Groznik and Trkman (2009) discussed
reasons for the somewhat unsuccessful informatisa-
tion of Slovenian public procurement. According to
these authors, BPR should be applied with great care
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to the public sector because public sector organisati-
ons have to meet multiple, often conflicting goals
and are subject to constraints of a financial, legal,
contractual, personnel and institutional nature.

Becker et al. (2006) provides guidelines in the
form of a procedural model for e-government-indi-
cated BPR projects in the public administration. The
findings show that, despite some remaining deve-
lopmental barriers, process management in an e-go-
vernment context is a viable mechanism for advan-
cing efforts to modernise administration. The case
study shows, however, that growing demands on
modelling methods arising from the distinctive fea-
tures of the e-government domain are not being fully
met by existing applications. One of the disadvanta-
ges of process models is their inability to stress all
weaknesses. In addition, not all improvement mea-
sures are reflected in altered target process models.
Process mapping allows an understanding of the
structure of current and proposed processes, but only
provides a static view. In order to predict certain be-
haviour over time in response to fluctuating demand
and resource availability, a simulation modelling co-
uld be used.

The case study presented by Greasley (2006) de-
monstrates the use of process mapping and simulati-
on modelling tools in a change process regarding
implementation of an information system for road
traffic accident reporting in a UK police force. The
author examined the advantages of simulation mo-
delling, but also stressed the need for careful plan-
ning to ensure it is able to deliver results within cost
and time targets. The results of the simulation analy-
sis must be considered within the constraints on pu-
blic sector operations placed on them by internal and
external stakeholders. Han et al. (2009) proposed a
two-stage process analysis for process (re)design that
combines the process-based performance measure-
ment framework (PPMF) and a business process si-
mulation (BPS). The two-stage analysis consists of
macro and micro analyses of business processes. At
the early stage of business process analysis (BPA), a
macro process analysis is conducted to identify the
influence of a business process on a target key perfor-
mance indicator (KPI) or the contribution of a target
KPI to other KPIs. If target business processes that
need improvement are identified through the macro
process analysis and to-be processes are newly desig-
ned, a micro process analysis using a simulation is

2010 - stevilka 1 - letnik XVIII

conducted to predict the performance. The proposed
method is validated by its application to a real busi-
ness process within the setting of a large Korean
company.

The main reason for the growing interest in im-
proving governmental business processes is to en-
hance performance. The assumption exists that pri-
vate and public organisations are so similar that the
performance identified in one sector should be ex-
pected in another. Parhizgari and Gilbert (2004) com-
pare nine measures associated with organisational
effectiveness across the two sectors. The authors
conclude that these measures were significantly dif-
ferent. Thus, public policy initiatives like the Natio-
nal Performance Review (NPR) which was initiated
by the Clinton Administration in order to bring the
quality of the public service up to the same level as
that of the private sector may be based on invalid as-
sumptions. The study demonstrates that within each
sector there are internal structures and processes that
can be used to benchmark performance and identify
best practices. This suggests that holding employees
of public organisations accountable for attaining er-
roneous customer satisfaction performance stan-
dards will erode employee morale, while contribu-
ting to inappropriate decisions about the organisati-
on’s performance.

Finally, a survey (Vergidis, et al., 2008) involving
the participation of respondents working in service
industry sectors such as finance, the public sector and
consultancy showed that, although theoretical deve-
lopments are dealing with sophisticated issues aro-
und business processes, the service industry is reluc-
tant to adopt a similar perspective and still uses sim-
ple and manual techniques in dealing with business
processes. The main reason is that the service industry
is not convinced that a business process approach can
bring significant tangible and measurable benefits.
Partially this is because much of the process manage-
ment software available today does not provide a ho-
listic approach to business process automation.

3 CROATIAN AND SLOVENIAN CASE STUDIES

To illustrate the characteristics of business process-
oriented projects in Croatian and Slovenian govern-
ment institutions, two different real-life case studies
are described and compared through three perspecti-
ves: (1) the case study background — project goals,
drivers, and expectations; (2) the case study results;
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and (3) the case study critical success factors (CSFs) —
opportunities, obstacles and risks. From these case
studies, some key factors influencing the success or
failure of business process-oriented initiatives in the
public sector are identified and systemised. Due to
reasons of confidentiality, the authors of this paper
cannot disclose any proprietary or confidential infor-
mation relating to the Croatian project, the clients or
the consultants. Therefore, instead of the Croatian
governmental organisation’s title or name, a general
term ‘Croatian Institute” will be used. In the Sloveni-
an project case study the consultants’ name is repla-
ced with the acronym ‘Snaga’.

3.1 Croatian Institute (Cl) project

The Croatian Institute (CI) has about 3,000 emplo-
yees. Its organisational structure has three layers: the
central office situated in Zagreb, 20 regional offices
and about 90 local units in Croatian towns and com-
munities. The main goal of the Cl is to offer admini-
strative services to Croatian citizens. The competence
of an organisational unit depends on the type and
service complexity required by citizens.

Project Background

For several reasons (alignment to EU requirements,
organisational changes, IT implementation), the CI
started a ‘Business process analysis and improvement
project” in 2007. The first goal of the project was to
identify business processes, positions, human resour-
ces and their roles, data, software and IT in order to
develop an AS-IS business process models repository.
Second, the task of the consultants was to make an
overall and detailed simulation-based analysis of cur-
rent business processes and their parameters (time,
cost, resources, process gaps and critical points) as a
foundation for business process improvement and re-
engineering. Third, the goal of the project was to crea-
te TO-BE models which could be used to improve the
effectiveness and efficiency of the CI's operations,
and decrease overall costs of carrying them out. Final-
ly, TO-BE models were to present the guidelines for
implementation of the Enterprise Resource Planning
(ERP) and document management system, and the
introduction of e-business and service-oriented archi-
tecture (SOA) in the CI. Consequently, very clear and
precise IT requirements were defined. The consul-
tants were asked to use the IBM WebSphere Business
Process Modeller and Business Process Modelling
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Notation (BPMN) specification because of its ability
to support business process management by both
technical (IT) users and business users. Since the bu-
siness process repository was to be governed by the
institute’s IT experts in the future, the consultants’
task was to provide their education. The project was
expected to last six months. The consultants were re-
quired to deliver the operational and financial plan of
implementation, although the implementation was
not within the scope of this project.

Project Results

Instead of six months, the project was finished in one
year. The consultants completed very exhausting
work developing the AS-IS business process reposi-
tory which contained 92 models of core processes
and 270 models of supporting processes. A discrete
event simulation was conducted in order to analyse
business process duration and human resources uti-
lisation in AS-IS processes. The simulation results
were used to predict the benefits to be gained after
implementation of the TO-BE processes. However,
most changes were proposed on the basis of the desc-
riptive business process analysis and were concerned
with IT implementation. About 70 models of TO-BE
core processes were developed. Since implementati-
on of the ERP system had started before this project
was finished, the supporting TO-BE processes were
not modelled but only described in the form of a re-
port. A catalogue of employees’” knowledge and
skills, as well as the list of IT requirements for the
TO-BE scenario was provided. Due to the gap betwe-
en the current situation and the desired condition,
the consultants suggested a series of small improve-
ments (‘quick wins’) which could be made in a trans-
ition period.

Project Critical Success Factors
This project was initiated by the CI’s top manage-
ment as a part of Croatian government strategy, in
accordance with EU recommendations. The project
goals were aligned to ‘The e-Croatia 2007 program-
me’ (e-Hrvatska, 2007) which comprises several are-
as: (CapGemini, 2006): broadband, interoperability,
information security, HITRONet Network, e-Go-
vernment, e-Justice, e-Education, e-Health and e-
Business. The main objectives of this project are:
* to provide an opportunity for citizens to receive
information in a timely manner and therefore ac-
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tively participate in society through a networked

information system;

* to strengthen and connect business entities of

Croatian economy;

* to provide a comprehensive exchange of informa-
tion and experience in the business; and

* to enable the state to become a transparent, quick
and efficient service to its citizens.

To achieve the goals described above, the CI con-
ducted five projects simultaneously: Business pro-
cess analysis and improvement; Human resources
analysis and restructuring; ERP system implementa-
tion; Document management system development;
and ICT infrastructure development project. Unfor-
tunately, these projects were not harmonised by the
project office in an adequate way. Conditions stem-
ming from the institute’s environment, such as go-
vernment finances, bank loan politics and the situati-
on in the consulting and software vendors market,
influenced the dynamics of the projects’ launches.
The project described in this paper should have been
finished first in order to become the basis for the ot-
her projects’ goals and tasks. Though the project team
members and business users were very motivated to
participate in the project, a problem of limited hu-
man resources occurred due to many projects being
conducted at the same time: IT and business experts
participated as team members in several projects.

Because of the extensive project scope and techni-
cal problems in using the IBM WebSphere Business
Process Modeller, the project was not finished within
the schedule. The BPM tool defined by the contract
requirements had not previously been implemented
in Croatia. Therefore, the consultants had no experi-
ence using it and needed help from their business
partners (software vendors). Consequently, all pro-
ject activities were stopped immediately after the
project had been launched. This caused a one month
delay in the project. Another weak point of the IBM
WebSphere Business Process Modeller was also the
lack of methodology to guide the consultants in the
enterprise architecture model development and
change management activities.

Although simulation is very well supported by
the IBM WebSphere Business Process Modeller, it
was not an appropriate method for the business pro-
cess and human resources capacities analysis in the
CI. It is well known that simulation modelling is un-
suitable for a high-level analysis because it is time-
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consuming and requires a great quantity of input
data and the use of statistical methods and tools. In
this particular case, the consultants did not have eno-
ugh time and capacities to collect the data needed to
develop simulation models of the macro-level, cross-
functional business processes and to run simulation
experiments based on statistically relevant and veri-
fied data. On the other hand, it can be very useful to
conduct simulation modelling of business processes
on a relatively low and detailed micro-level. This ap-
proach can help consultants make a very precise refi-
nement of model and to find the best scenario. Ho-
wever, the scope of this project was not to develop
simulation models of the particular organisational
units in order to compare and improve them, or to
find the best business practice.

Besides, this project did not seek to establish a bu-
siness process office, nor define business process po-
sitions or roles. The intention was to conduct business
process governance by IT experts after the project had
been finished. This does not seem to be a good deci-
sion since it is known that business processes should
be continuously analysed, changed and governed by
business users. The radical changes proposed by the
consultants cannot be implemented without a transi-
tion from the traditional functional organisation to-
wards a process-oriented organisational structure.
These changes are usually related to changes in the
organisational culture, organisational climate, go-
vernment payment and labour regulations. Since the-
se elements lie beyond the project scope and the CI’s
influence, it is hard to expect them to be realised.

3.2 The Snaga public company from Ljubljana -
Waste and Cityclean management

The public company Snaga (480 employees) has been
cleaning Ljubljana and its surrounding municipaliti-
es for more than 80 years. Besides the collection, re-
moval and disposal of all types of waste, it also cle-
ans public areas, provides a placarding service, takes
care of public restrooms and provides many other
services (Snaga, 2009).

With the increasing standards and urbanisation
of settlements, the volume of waste being produced
is also rising. Snaga has adopted a comprehensive
and responsible approach to resolving the waste ma-
nagement problem and the guideline for its operati-
on is quality which guarantees satisfied clients and a
cleaner environment.
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In accordance with the quality policy, the emplo-
yees of the organisation pay special attention to the
satisfaction of clients, which is the primary goal. The
quality policy reveals the company’s vision which
leads to the comprehensive integration of the notion
of quality into the business process, responsibility to
the environment and provides services in a reliable,
timely and rational manner.

Background

On the basis of its IT development strategy, the
Snaga management decided that due to the obsolete
technology the complete business IT system together
with business operations must be renovated in 2005.
The objectives of the IT system replacement were pri-
marily oriented to enhanced company efficiency and
realisation. The director wanted the company to be-
come more competitive and customer-friendly, whilst
preparing the company to be able to compete with
any competitors (foreign and some domestic private
municipal companies) wishing to become concessio-
naires performing public economic services. The di-
rector decided that the company must analyse and
improve all its processes and subsequently incorpo-
rate this knowledge into the already established glo-
bal foreign IT solution (ERP — Enterprise Resource
Planning). This project was organised and led in line
with the Project Management Body of Knowledge
method. The project leader was the CIO (Chief Infor-
mation Officer) who was also a member of company
management in charge of the department for pro-
cess, organisation and IT. The project was awarded
highest priority and had strong management sup-
port. Top management wanted to renovate business
processes and introduce best practices to improve
business performance with the assistance of external
consultants.

Results

The project was successfully realized within the
planned six-month timeframe. It began in June 2006
and was finalised in December, when Snaga signed
a contract with the ERP local implementation com-
pany to implement a comprehensive programme
solution on the basis of the prepared future business
process status (status TO-BE). Snaga hired an exter-
nal consulting establishment with a suitable num-
ber of relevant reference projects to model, analyse
and prepare a future business process status and
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help determine and implement changes within the
company. The company business process renovati-
on thus began with a motivation-building works-
hop in which the external partner presented the pro-
ject objects and targets, how employees would par-
ticipate in individual methods of business process
documenting and the anticipated project results.
The director nominated a 25 member team of high-
ranking and leading personnel, approved a leaner
project group and ensured adequate human and
material resources to execute the project. The initial
business process documentation was based on exi-
sting business processes determined by the ISO 9001
quality assurance system through which it was im-
mediately ascertained that the basic processes had
already been determined (though not described tho-
roughly and comprehensibly), while supporting
processes were not determined sufficiently or were
inadequately defined. During the phase of recor-
ding and defining key processes, six supporting,
five basic and two leading processes were determi-
ned. The following project phase incorporated an
analysis of existing business procedures. The direc-
tor wanted the actual process maturity to be deter-
mined with suggestions to improve business perfor-
mance. During this phase, external consultants re-
cognised bad and good practices, documented and
discussed them with the project group and presen-
ted the analysis results to the company’s manage-
ment. A fundamental finding from the analysis was
that there was a lack of process orientation throug-
hout the whole process, from beginning to end (end-
to-end), beginning with the customer’s order, plan-
ning and organisation, work orders, service perfor-
mance, charging and issuing invoices, monitoring
payments and performing after sales services, all in
the basic processes. Due to this, the following essen-
tial changes were recommended in the final, third
phase of the project:

* The introduction of work orders to facilitate easi-
er and more effective organisation and monito-
ring of the business process.

* All basic process are now responsible end-to-end
for all services in process, from planning and ser-
vice performance to charging and issuing invoi-
ces and payment of issued invoices from serviced
customers. Before the Snaga project, financial-ac-
counting department was responsible for char-
cing and issuing invoices.
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The resolution of complaints was to be transfer-
red to the call-centre (previously these processes
were distributed between departments and divi-
sions and were unorganised), the back-room sy-
stem ordered the basic processes to resolve non-
conformities due to customer complaints.

At an organisational level, the introduction of
process ownership and custody was suggested
with greater decision authorisation in matters re-
ferring to process organisation and performance.
Company management approved all the sugge-
sted changes, organised a final meeting of all project
participants including external partners on the com-
pany’s premises. An informal atmosphere was encou-
raged at the meeting. It lasted two days, during which
all the planned changes to the business processes
were reviewed as a whole and the IT project was an-
nounced. Today, Snaga has four basic processes; half
of the supporting processes are being transferred to

P1: BPM — Business
Process Management
- Company business process

control

- Company organization

- SLA Coordination with
Public Holding Ljubljana

- Intranet & Internet portal

- Work Health/Safety, OHSAS

the Ljubljana Public Holding (subsequently referred
to as JHL) due to reorganisation procedures of JHL
and its four public companies. Human resources, ac-
counting, finance, strategic and operative planning
together with IT activities will be transferred to JHL.
Snaga will be a recipient of these services in accordan-
ce with an agreement on services, hereafter referred
to as the SLA (Service Level Agreement). Business
process orientation will be introduced with the objec-
tive of comprehensive development, assistance and
monitoring of business process operations in the com-
pany (Fig. 1). The modernisation of the business pro-
cesses followed by the incorporation of information
technology in the ERP system, combined with finali-
sation of the current introduction of Business Intelli-
gence, will enable the director to steer the company to
a breakthrough, which will elevate the process orien-
tation maturity level and increase business efficiency
and realisation with already verifiable results.

- General affairs

- 1SO development & support
- Company Project Office

- Main Document Office

- Document Archive

Company Strateglgand
operating
Management planning
[ [ \ |
P2: Technology P4: Investment P5: Accounting Human
P3: Sales and and Procurement Finance Resources
Maintenance Development (Small) | (Big) Controlling IT support
Resource assurance: - support area

T1 Waste Collection and Trahsfer (MIX, BIO, ECO, DWH, IND) o
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Basic process I:I T3 Cleaning and Maintenanéce of Public Surfaces (Asphalt, Toilets, Bill boarding) -
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Internal Resource Process S
Assurance T4 Green Public Surface Maintenance (Parks, Green areas)
ownership
External Resource
Assurance (SLA)
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Snaga’s Business Model after Reorganisation
with Public Holding Ljubljana in April 2010
Figure 1. Snaga’s Business Model after Reorganisation
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Project Critical Success Factors
In these kinds of projects the greatest critical success
factor is decisive and sufficient management sup-
port, coupled with good project leadership. As Snaga
fulfilled these requirements, the project was a suc-
cess. The main targets of the business process reno-
vations were to:

* improve and simplify (shorten) business proces-
ses, which should become even more customer-
oriented;

* introduce work orders to enable more effective
service management;

* encourage basic processes to view business end-
to-end, not only up until the service has been ren-
dered, and subsequently leave all follow-up acti-
vities to accounting and finance;

= prepare the business process so that IT may be in-
corporated through the ERP system.

The risk of not being successful was diminished
by the company through the preparation of a detailed
and professional project plan. The plan enabled the
participants to recognise the project’s vision and stra-
tegy beforehand, together with all the determined
purpose- and objective-oriented targets, planned hu-
man resources according to weeks and fields, while
not omitting external professional assistance provi-
ded by an external partner with insight into an exten-
sive range of best practices which could be introdu-
ced into the company through a knowledge transfer.

The company was aware that other organisational
projects could not be conducted during this time (i.e.
simultaneous introduction of the ERP system, docu-
mentation system, HRM or CRM system introducti-
on). All available resources had to be oriented to-
wards the renovation of business processes, while
still performing everyday work responsibilities lin-
ked to business activities to ensure the company’s
economic well-being.

For modelling informational support, the external
partner suggested iGrafx (www.iGrafx.com) which
later proved to be very easy and effective to use.
Through the BPM (Business Process Modelling) tool
the employees were able to reacquaint themselves
with the existing business process organisation and
how it would be improved, shortened and optimised
in the future.

An important, practical decision of the external
partner was that business processes in the company
would be recorded and modelled only up to the
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third-level process diagrams. This ensured greater
transparency and easier process understanding. As
the business process documenting and modelling
were upgraded with the external partner’s knowled-
ge and experience of best practices, which needed to
be realised after approval, this brought much added
value to the company. In 2010 Snaga will make the
transition from a classic functional organisation to a
process organisation so as to achieve a higher matu-
rity model and fixate business process management.
Snaga will obtain evident acknowledgement as a
company renovating its processes, ERP IT system; in
fact, enhancing business effectiveness and realisation
within the domestic business and professional com-
munity. Without the pre-renovation of business pro-
cesses before the introduction of ERP, the current sta-
tus would have been introduced into the IT, which
would have resulted in the GIGO effect (garbage in —
garbage out).

4 FINDINGS WHEN COMPARING THE CASE
STUDIES

The intent of this study is to summarise theoretical
propositions and conduct empirical research in order
to identify and describe factors influencing the suc-
cess or failure of BPM projects in the public sector.
Several issues have already been discussed in the li-
terature review presented above. The case studies
describing business process change projects invol-
ving Slovenian and Croatian government instituti-
ons are used to extend the research towards the prac-
tical perspective in order to prove or query a theore-
tical background. Based on the authors’ practical ex-
perience and up-to-date literature research presented
above, the CFSs influencing the success or failure of
business process-oriented (BPO) projects are divided
into three categories: (1) environmental CSFs; (2) in-
ternal (organisational) CSFs; and (3) organisational
culture CSFs.

4.1 Environmental CSFs

Since the public sector is funded by the government
it has a relatively low exposure to the marketplace.
Because appropriation requirements for market in-
formation (profit, prices) are relatively rare, the ma-
nagement of public institutions usually has no need
to increase operational efficiency and improve pro-
cess performance. Besides, public sector manage-
ment has a reduced ability to make decisions due to
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political influence and public opinion. Business pro-
cess change projects are usually triggered by changes
to laws, government policy and other external requi-
rements.

Another important aspect of public sector organi-
sations is that clients have few or no alternatives to
the services they provide. Therefore, highly competi-
tive business goals are usually not defined by the pu-
blic administration. Public sector managers find
long-term planning difficult because of the frequen-
tly changing political landscape and disruptive poli-
tical processes. Finally, hiring competent and moti-
vated management is a problem because financial
compensation in the private sector almost always ex-
ceeds that offered by government organisations.

The Croatian project was initiated by the govern-
ment and the project goals were aligned with the go-
vernment policy and strategy. Due to the government
initiative and bank loan politics, four other projects
were launched at the same time. The resulting pro-
blem was two-fold: (1) the results of the BPO project
should have been the input for the other four projects
but the BPO project’s dynamics were not adjusted to
the other projects’ launches; and (2) the project office
was unable to cope with the limited human resources
and to harmonise the different projects’ objectives
and goals.

The Slovenian project was conducted by top mana-
gement in order to improve the current market posi-
tion and to become a leader in the context of future,
more competitive conditions. The project’s goals and
objectives were defined clearly and precisely, witho-
ut government influence or co-ordination. In such
circumstances, Snaga had highly motivated and ex-
perienced management who were determined to of-
fer support through all project phases.

4.2 Internal (organisational) CSFs

Public sector organisations usually have scarce com-
peting objectives and ill-defined measurement crite-
ria to measure the achievement of goals. Therefore,
public organisations managers and employees have
no motivation to conduct business process change
projects; they are less innovative when it comes to
change; moreover, a resistance to change spreads. A
problem with the team members’ selection and lack
of dedicated team members very often occurs. Busi-
ness process management brings the strengths of
modern technologies and management disciplines

2010 - stevilka 1 - letnik XVIII

together — both technical and business expertise is
needed, which is very rare in public organisations.

Since there is no continuity in business process
improvement, public organisations have no data
about processes, processes are not standardised, and
many exceptions in business process execution are
noticed. There is also a lack of knowledge about BPM
methods and tools. Capturing and assessing organi-
sational knowledge has a low priority among public
sector employees. As a result, BPO projects usually
start from scratch. In the phase of business process
redesign innovative/radical proposals are not accep-
ted. The significance of the project is very often mini-
mised, influencing a negative atmosphere within the
organisation and in the public. The commitment is
limited to small improvements, significant changes
are rejected or postponed, and there is a willingness
to settle for minor results. Finally, the solutions beco-
me outdated.

An important obstacle to change is the functional
organisational structure of public institutions and
working positions catalogue which is defined by law.
Once a project is finished, the process management of-
fice, process positions and roles fail to be established.

All CFSs presented above characterised the Croati-
an project, although that was not the case in the Slove-
nian project. The Slovenian project leader was an IT
expert with great business knowledge and experience
in organisational restructuring. Therefore, problems
with the selection of consultants, project team mem-
bers and business process modelling methods and to-
ols were avoided. At the moment the project started,
top management already had ‘a big picture’ of AS-IS
business processes and weak points. Hence, the pro-
ject goals and management expectations were very
clear and realistic. Snaga conducted the project accor-
ding to the schedule and implemented the changes
according to the project’s final reports. The business
partners’ perspective, customer management orienta-
tion, implementation of a business process organisati-
onal structure, operational and decision-making im-
provement supported by IT were the most important
long-term results recognised and stressed in the Slo-
venian case study. Unfortunately, the shortage of such
results was obvious in the Croatian project.

4.3 Organisational culture CSFs

Social sensibility is an important obstacle to change
management in the public sector. It is well known
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that hiring and retaining qualified personnel is a per-
sistent problem in the government. Since public sec-
tor managers lack the ability to provide monetary
rewards, they try to motivate employees with other
factors like job security. However, public sector em-
ployees tend to be less satisfied and less committed
to their work and organisation. In many cases, a lack
of continuous training and education has a bad influ-
ence on employee satisfaction and organisational
culture.

However, the employees of the CI and Snaga
were highly motivated to participate in the projects.
They were aware of the problems (e.g. process gaps,
bottlenecks, a lot of paperwork) and were prepared
to accept the changes in order to improve their way
of working, especially by using IT. Due to the mono-
polistic position in the market, which is an external
CSE, and given the social sensibility and govern-
mental framework defining working positions and
salaries, the Croatian Institute’s top management
only decided to implement the minor changes pro-
posed by the consultants. On the contrary, top ma-
nagement and employees of Snaga were aware of
their market position and the acceptance of organi-
sational change as a precondition for the company’s
future survival.

5 CONCLUSION

While each BPO project is different, depending
upon the governmental strategy and public institu-
tions involved, the CSFs found in the literature and
the practical experience relating to previous imple-
mentation activities are all worthy of consideration
when conducting new initiatives. This paper descri-
bes two projects which had the same basic goal: to
improve business process performance by using IT.
However, the projects differ strongly in how they
were carried out and the results achieved. While the
Slovenian project was very successful, the Croatian
project only gained minor positive results. The CSFs
of both case studies have been defined and compa-
red in order to present the most important opportu-
nities, risks and obstacles of BPO projects in the pub-
lic sector.

However, no assumptions can be made as to
which CSFs influence a project more profoundly, of
how the critical issues interrelate with one another,
or which factor has a direct or stronger impact on a
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project’s success or failure. A deeper understanding
of all aspects of business process orientation in the
public sector is needed. Therefore, these issues will
be investigated by the authors in future research.
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