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Abstract: Enterprise resource planning (ERP) systems have become essential technology investments for
healthcare organizations seeking enhanced efficiency, cost control, and data-driven decision-making. By
integrating key business functions onto a unified platform, ERP software aims to streamline processes
and information flows across the enterprise. However, while the benefits of ERP are substantial,
implementing these complex systems carries high risks of failure, wasted resources, and operational
disruption if not executed carefully.

This paper examines the most common pitfalls that healthcare providers face when undertaking large-
scale ERP projects involving multiple facilities, departments, and legacy systems. It analyzes key mistakes
made around goal setting, training, software configuration, data migration, testing, leadership alignment,
and project management. Each of these dimensions can potentially derail ERP success and outcomes if
not adequately addressed upfront and throughout the implementation lifecycle.

Specifically, the lack of clear objectives, insufficient training and change management programs, over-
customization of software, poor data quality, unrealistic rollout schedules, lack of clinical staff
involvement, and inadequate system testing are explored as frequent problem areas for healthcare ERP
projects. These critical missteps often arise from underestimating the complexity of ERP deployment.
They lead to cost and timeline overruns, suboptimal configurations, adoption lags, and the inability to
achieve desired benefits.

This paper recommends pragmatic strategies that healthcare ClOs, CMIOs, and project leaders can
adopt to proactively avoid the above pitfalls. It emphasizes best practices around setting measurable
goals, cloud-based software, business-IT partnerships, data governance, iterative testing, and phased
rollout. The paper also highlights the need for robust training, change management, and continuous
improvement post-implementation. Avoiding common mistakes and mitigating risks requires vigilant
planning, disciplined execution, and flexible management.

With large capital outlays and scarce resources in healthcare, a failed ERP project can severely impact
operations, staff morale, and patient care. However, healthcare organizations can reap ERP’s full value
by focusing on effective program governance, stakeholder alignment, and change leadership. This allows
healthcare systems to enhance productivity, analytics, and care coordination through a successful ERP
implementation. The paper provides pragmatic guidelines to help set healthcare providers up for ERP
success rather than failure. Adopting these recommendations around planning, communication, training,
and project management is key to realizing ERP’s transformational potential.
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Introduction

Enterprise resource planning (ERP) systems have become a mission-critical platform for healthcare
organizations seeking to improve efficiency and quality of care. ERP software integrates various business
functions like finance, human resources, supply chain, and clinical operations onto a unified system and
shared database. By streamlining processes and information flows, ERP aims to boost productivity and
data-driven decision-making across the enterprise. However, while ERP promises major benefits, its
implementation brings substantial challenges. ERP deployment requires enormous investments of time,
capital, and organizational focus over multi-year programs. Without diligent planning and execution, ERP
projects carry high risks of failure to achieve desired outcomes. In fact, multiple studies have shown that
nearly half of all ERP initiatives fail to realize their stated objectives. When ERP implementations go
wrong, healthcare organizations can suffer major disruptions, wasted resources, and reputational damage.

This paper examines the most prevalent pitfalls and mistakes associated with large-scale ERP
implementations in healthcare delivery organizations. It also suggests pragmatic recommendations on
how healthcare leadership can proactively avoid these pitfalls by taking the right precautions upfront.
Adopting industry best practices around ERP program governance, stakeholder engagement, and change
management is key to a successful rollout. By understanding and mitigating risks, healthcare
organizations can reap ERP’s full benefits, spanning enhanced productivity, cost savings, and data-driven
insights.

Lack of clear goals and objectives

One of the biggest and most frequent mistakes healthcare organizations make when undertaking a major
ERP implementation is failing to define clear, concrete goals and expected outcomes upfront before
kicking off the initiative. The scope, objectives, and priorities of the ERP project need to directly align
with the strategic vision and needs of the organization. The ERP software and rollout roadmap should
clearly reflect how it plans to advance desired goals around improving efficiency, cost reduction,
enhanced analytics, or consolidated platforms.

However, often ERP projects start off without solid goals outlined beyond just implementing the new
system. The executive leadership fails to articulate the specific metrics and outcomes they expect to
accomplish through the ERP from the outset. There is no clarity on how the new ERP platform will
impact critical success factors like improving patient satisfaction scores, reducing overhead costs by a
certain percentage, accelerating billing cycles by X days, or retiring and consolidating Y legacy systems.

Without precise goals and objectives identified early on, ERP projects can end up becoming aimless
exercises, resulting in uncontrolled scope creep, unrealistic expectations from different stakeholders,
misaligned priorities between departments, a lack of clear milestones, and an inability to accurately
measure ROI and success post-implementation. The ERP program descends into the stereotypical "boiling
the ocean" syndrome, trying to be everything for everyone without clear direction.

Therefore, it is critical that healthcare organizations invest substantial time and effort in identifying
specific, measurable goals and success metrics before kicking off the ERP planning process. These targets
should be tangible, relevant, time-bound, and traceable through the course of the program. Setting ERP
goals requires earnest input from both clinical and operational leadership to ensure alignment on
priorities.

This upfront goal setting across clinical, operational, and technical dimensions will drive important
decisions and trade-offs during software selection, program scoping, system design, and configuration.
Clearly defined goals allow leadership to establish realistic milestones, metrics, and expectations in terms
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of schedule, cost, resources, capabilities, and benefits. Concrete goals also enable accurate tracking of
progress and ROI after system deployment.

Well-defined goals essentially provide the North Star that prevents ERP projects from going adrift and
helps realize outcomes that justify the substantial capital and effort invested in ERP transformation. Lack
of clear goals is a key contributor to mismanaged expectations, misalignments, budget overruns, and
dissatisfaction with ERP outcomes. Proactively defining precise goals and linking ERP success metrics to
those goals is critical to preventing initiatives from spiraling off the rails.

Inadequate training and change management

Insufficient focus on training and change management is another major pitfall that derails many ERP
deployments in healthcare. Implementing an organization-wide ERP system fundamentally changes
established workflows, processes, and responsibilities. However, many healthcare organizations
underestimate the extent of training and change management required to drive adoption of new ERP-
enabled processes. They fail to implement robust training programs that extend from initial project
planning all the way through go-live and beyond.

Along with training on how to use the ERP system itself, change management efforts are needed to
address fears and doubts, gain buy-in across stakeholders, and communicate the benefits and urgency of
transformation. Proactive communication and leadership can ease the transition and reduce resistance to
changes in work routines arising from the new system. Training and change management require
dedicated focus and resources. Without addressing these critical aspects early on, organizations struggle
to make the most of their ERP investment during rollout and post-go-live.

Over-customization of software

Healthcare organizations often make the mistake of trying to over-customize ERP software to match their
current workflows and processes exactly. However, this excessive customization can quickly lead to cost
and timeline overruns. It also hampers the realization of process optimization benefits that ERP systems
promise out-of-the-box. Additionally, high customization levels increase the long-term cost and effort
needed for ongoing maintenance, upgrades, and integration work.

Rather than customized configurations, standardizing processes to fit industry and ERP best practices is
the preferred approach. The ERP software should be implemented in as close to vanilla form as possible.
Customization should only be pursued where absolutely necessary to meet critical business needs not
addressed by the base ERP system. Furthermore, organizations must minimize system modifications post-
go-live to prevent rising technical debt. By requiring justification for customizations and following
standard configurations, healthcare entities can avoid the pitfalls of over-customization.

Lack of internal stakeholder involvement

Some healthcare organizations make the error of handing ERP implementation completely over to third-
party consultants and system integrators. However, consultants alone cannot fill key knowledge gaps;
internal staff have valuable operational experience and insights that external consultants lack. Insufficient
involvement from IT teams, clinical staff, and administrative end-users during the ERP project leads to
inadequate requirements gathering, a lack of testing, and an overall lack of organizational ownership.

Failure to actively engage subject-matter experts from various departments results in a poorly configured
system that does not meet business needs. Effective ERP deployment requires the in-depth participation
of internal stakeholder groups throughout the software evaluation, configuration, testing, and training
processes. This hands-on participation ensures the system gets tuned to the organization’s needs, not just
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the consultant’s assumptions. User representation, from planning through rollout, is imperative for ERP
success.

Poor data quality and migration

The maxim "garbage in, garbage out™ applies perfectly to ERP systems. No ERP implementation can be
impactful if the data within the system is erroneous, inconsistent, or of poor quality. Unfortunately, data
errors and anomalies plague many healthcare organizations, where legacy systems may contain
duplications, outdated information, and incorrect data linkages.

When migrating data into a new ERP platform, these inherent defects get propagated into the new system
if there is no extensive data clean-up and mapping performed. Insufficient rigor in data validation before,
during, and after migration can nullify expected ERP benefits and metrics. To avoid this pitfall, data
quality needs to become a top priority, starting from ERP project planning all the way through rollout.

Data cleansing efforts should cover extraction, transformation, and loading processes. Both automated
and manual testing procedures must verify the completeness and accuracy of the migrated data.
Establishing data quality KPIs provides visibility into progress. With clean data as the cornerstone, the
ERP system has a true foundation to drive insights.

Unrealistic project timeframes

ERP systems entail both multifaceted technical implementation as well as significant business process
transformation. Organizations often underestimate the total effort and duration required to complete
process reviews, system configuration, testing, training, and change management.

In an attempt to show quick results, project timelines are compressed unrealistically. However, attempting
to rush implementation by pursuing too much too fast can seriously destabilize operations. Overly
aggressive schedules leave inadequate time for training and adoption. They also increase the risk of
defects or issues arising.

Setting realistic phases and timeframes is crucial for a smoother ERP rollout. The project plan should
incorporate all steps needed for requirements gathering, reviews, conferences, system integration, data
migration, user training, and change management. Appropriate time buffers should account for
contingencies and potential delays. While urgency is needed, healthcare organizations must remain
flexible and dynamic in budgeting sufficient time for the ERP project from start to finish.

Lack of Executive Sponsorship

Gaining and maintaining executive sponsorship is vital for ERP success. ERP transformation requires
coordination across multiple departments and significant changes to processes. Without vocal C-suite
advocates, the extensive organizational change implicit in ERP can meet resistance from stakeholders
wanting to preserve the status quo. Strong executive sponsors give the ERP initiative credibility and rally
the organization towards a shared vision and goals. They ensure collaboration across different groups and
alignment on objectives. Lack of executive leadership is a recipe for dysfunction. The absence of an
executive champion who takes ownership jeopardizes ERP outcomes and diminishes returns on
investment. Healthcare organizations must secure engaged C-level sponsors early on to provide the
requisite strategic direction and momentum.

Inadequate testing practices

While most organizations recognize the importance of testing in ERP deployment, many still
underestimate the complexity and effort needed for comprehensive testing. Too often, ERP testing gets
condensed or rushed due to schedule pressures. But insufficient testing frequency, coverage, and rigor
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lead to major problems down the line. Key functionality, integrations, and data migration can get
inadequate validation. Lack of end-user testing leaves training gaps. These defects only surface during go-
live, causing system crashes, incorrect outputs, and operational delays. Rigorous testing procedures must
verify ERP performance, business processes, system integrations, data accuracy, security, and usability.
Testing should begin early during configuration and occur in iterative cycles. Comprehensive testing
ensures a smooth go-live and prevents unpleasant surprises.

Difficulties in Adoption and Knowledge Transfer

An ERP implementation is not complete just because the software is installed and integrated. Getting end
users trained on new workflows and self-sufficient on the system remains a huge challenge. Many
organizations struggle to drive consistent ERP usage after rollout due to a lack of end-user confidence and
familiarity. Insufficient knowledge transfer from consultants also hampers system optimization post-go-
live. These adoption lags result in a loss of expected benefits. A detailed support plan must be in place to
assist users through hyper care post-implementation. Mechanisms like online training modules, helpdesks,
and superusers boost self-service. Knowledge transfer workshops must equip internal teams to handle
change requests and enhancements. Adoption roadmaps and milestones can plot the path to ERP stability.

Conclusion

Implementing an ERP system represents a massive undertaking for healthcare organizations, requiring
substantial capital outlays and deep organizational change. While ERP software offers tremendous
potential benefits ranging from workflow improvements to data-driven insights, a failed ERP project can
severely set back operations. By proactively avoiding common mistakes like unclear objectives,
inadequate training, a lack of testing, insufficient executive sponsorship, and compressed timeframes,
healthcare leadership can vastly improve the probability of ERP success. Keeping a close eye on these
potential pitfalls and mitigation strategies throughout the ERP lifecycle offers the best chance of realizing
ERP’s full value and avoiding disruptive failure. With vigilant planning and a commitment to execution
fundamentals, healthcare providers can transform their care delivery and business performance through
successful ERP initiatives.
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