
SAP Implementation in INA, d.d. 
- From Challenge to Success -

SAP Implementation in INA, d.d. 
- From Challenge to Success -

Miroslav Ma� ari� , B.Sc.E.E, Ph.D.
INA, Plc. / Information Services Sector 
Chief Information Officer
miroslav.madjaric@ina.hr
www.ina.hr

SAP World Tour 

Zagreb, 13.09.2007. 



2 of 21

Table of ContentsTable of Contents

� Implementation Project
� ERP Implementation Key Success Factors
� Lessons Learned

Key message by project launching: 
This is a business project, not an IT project!!!

One of the reasons for that:
Several attempts to implement SAP in INA:
� e.g. INA was 1st Croatian company which implemented SAP 

in 1996, but this implementaton stayed as pilot (Rijeka)
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Implementation Project
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Manufacturing

Project Scope Project Scope 
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Acquisition
& Transport

Storage &
Distribution

Marketing

�

Upstream Trading

Purchase
Contract

Refining
�

Chemicals
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Commercial
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Contracting, Procurement, Warehousing & 
Supplier Relationship Management
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Information Systems
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SAP Maintenance (PM)
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Implemented SAP system 
– illustrative only-
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LEGEND 

SAP Logistics – HCM, WHO (MM, SD, IS-Oil)
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Aggressive Project PlanAggressive Project Plan

INA BPR and SAP Implementation
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Project StructureProject Structure
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� Project start numbers:
� 125 INA members
� 46 IBM consultants
� 53% males i 47% female
� 77% Croatians (79% from 

Zagreb, 21% form other 
parts of Croatia)� Project participants

� INA, d.d. employees – all parts of the company; 

� IBM - as an implementation partner;

� MOL Colleagues – MOL had a similar project few years ago so their experience was valuable input;

� International Oil & Gas experts – consultants with multiple SAP IS-Oil implementation experience;

� Local SAP Experts – more than 60% of consultants in latter phases where “locals”;

� INA “ Champions” – mainly sector and department directors which worked with project teams on 
business process definitions;

� External Project Manager (Mrs. Angie Braun) - waste experience in business transformation and 
SAP implementation projects (also PM in MOL project);

� Core Team – Operational steering body, 3 MB members, PM, IBM and CIO (weekly)

� Steering Committee – Management Board members – body which was deciding on major project 
issues based on Project Management proposals (monthly).

Just for “felling” about size and logistics 

required (transportation, accommodation, 

offices, infrastructure)
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End User Training End User Training 

� Training for more than 3.500 employees 
during 4 months.

� Training infrastructure:
� Facilities on 10 locations all over Croatia with 37 IT 

equipped classrooms;
� 120 trainers (team members);
� Supported by (1st time in Croatia):

� SAP LSO (Learning Management System)  with repository of 
130 courses for eLearning;

� SAP Tutor as authoring tool for training materials creation.

� Total of 13.500 people/courses.
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Go Live Went Without Major ProblemsGo Live Went Without Major Problems

� There was on site assistance (“floorwalkers”) 
which helped users and reported any problems in 
the processes along with 24/7 Help Desk .

� Some problems were in shipment, wholesale and in 
inbound invoice processing areas.

� Go live went without business discontinuities
(no impact on customer service and satisfaction):
� On time,
� In planned scope,
� With 89% budget realisation (11% not spent).
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Business Information Council.
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1st Level Support (Incidents)1st Level Support (Incidents)
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2nd Level Support (Change Requests)2nd Level Support (Change Requests)
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ERP Implementation Key Success Factors
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Key Success Factors Key Success Factors RealisationRealisation

� Short project analysis by comparison to *5 
key success factors identified by **Gartner:

� Change Management,

� Executive Management Commitment,

� Project Management and Project team,

� System modifications,

� Training.

*- “ Address Five Key Factors for Successful ERP Implementations” ,, Gartner, 24 March 2006.
** - Gartner- Word’s leading IT research company, www.gartner.com
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Change ManagementChange Management

INA Case:
� Extensive change management activities during project 

and post-go-live:
� Organisation change: all sectors involved went thru 

transformation required to support new processes:
� E.g. IT Sector: “ Cookbook” was not available so we reinvented 

the wheel by designing support processes and organisation.

� Communication: comprehensive communication plan focused 
on stakeholders (management, end-user, vendors, customers, 
project team).

Gartner Tactical Guidelines:

Make change management a top priority by ensuring that a Make change management a top priority by ensuring that a 
robust change management program is in place at the robust change management program is in place at the 
project's initiation.project's initiation.
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Executive Management CommitmentExecutive Management Commitment

INA Case:
� Board members full involvement (weekly/monthly)
� Changes in middle management (update and involve 

newcomers) challenged the project
� Keeping the “ old” business practice, refusing to accept 

new business processes and practice. 
� Level of business transformation is mostly related to 

middle manager(s) involvement

Gartner Tactical Guidelines:

Obtain and maintain executive level buyObtain and maintain executive level buy--in, including in, including 
business unit management where organizationally business unit management where organizationally 
applicable.applicable.
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Project Management and Project TeamProject Management and Project Team

INA Case:
� Highly professional (outsourced) project manager. 
� Project teams supported by MOL implementation project 

team members.
� Getting best people from the business in the project was 

also the challenge.

Gartner Tactical Guidelines:

Commit quality resources to the project team for the life of Commit quality resources to the project team for the life of 
the project.the project.

Hire an experienced, professional project manager who has Hire an experienced, professional project manager who has 
successfully implemented ERP in a similar environment.successfully implemented ERP in a similar environment.
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System ModificationsSystem Modifications

INA Case:
� Implement standard (SAP) processes as much as 

possible instead of adjusting SAP to existing processes.
� Proposed system modifications were carefully 

analyzed and approved upon clear business reasoning 
(e.g. shipment).

� Some implemented processes were suboptimal w/o 
proposed modifications ���� CRs after go live (e.g. 
CAPEX orders)

Gartner Tactical Guidelines:

Minimize modifications by developing firm guidelines, and Minimize modifications by developing firm guidelines, and 
build a business case for each required modification.build a business case for each required modification.
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Training.Training.

INA Case:
� Users’ knowledge was major challenge (despite training). 
� Extensive scope of business transformation � difficulties in 

adequate role & authorisation assignment for adequate 
user training. 

� Knowledge transfer to IT employees � key component of 
SAP production support. Challenges in the project:
� “ two way street” approach required (= involvement of both 

consultants and IT employees, carefully planned and ongoing);
� No pre-project training;
� Presents possible “ conflict of interest” for consultants (= 

decreasing their role in subsequent support contracts). 

Gartner Tactical Guidelines:

Create a quality, ongoing training program that educates Create a quality, ongoing training program that educates 
end users and IT staff.end users and IT staff.
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Lessons Learned
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INA, d.d. Runs SAP from WallINA, d.d. Runs SAP from Wall--22--Wall! Wall! 
This is a Great Success!!This is a Great Success!!

If we could do it again we would additionally try to improve:
� Timeline (extend) for such huge transformation (“R U are really ready?”),
� “ On time, on budget, on scope” vs. Quality (“squeeze consultants”),
� Interfaces: vendors coordination (SOA approach?),
� Cautious use / implementation of “ (b)leeding edge” systems / 

solutions in such a large project,
� Coordination with other strategic projects – don’t run more than one 

strategic project at the time,
� Master data cleansed and harmonised,
� Managers’ understanding of necessity for change,
� Project members with deep process knowledge and willingness & 

ability to learn (avoid extreme levels of identification with the project!),
� More accurate assignment of business and technical roles and 

authorisations, 
� Production support to be clearly defined (established prior to go-live),
� Trained users and SAP CC members (full staffing & certifying!). 
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Thanks for your attention!

Questions?

Miroslav Ma� ari� , B.Sc.E.E, Ph.D.
INA, Plc. / Information Services Sector 
Chief Information Officer
miroslav.madjaric@ina.hr
www.ina.hr


