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Introduction

| Introduction

To stay competitive in today’s economy, companiesdnto align their Business
processes with strategy, and leverage informatiechrtology potential. Thus

leveraging processes for strategic advantage imparative (Garvin, 1985). But an

approach which depicts the aspects that need taddeessed to create alignment
between strategy and business processes, espegiahyall and medium enterprises
(SMEs), is missing (Trienekens et al., 2004; Ché&nghiu, 2008). Therefore this

paper covers the defined knowledge gap.

The objective of this chapter is to set the scemeolir thesis. This chapter describes
the purpose and objectives of our study and, aauglgd argues the problem or the
issue that the paper aims at solving. Attentioalse given here to how we conducted
the research and how we limited the scope of tlogegt. Finally an outline of the
report provides an overview of the remaining chipte

1.1 Background

Nowadays, companies are operating in a turbulanbalanced and conflicting

environment. Competition within industries is therang previously well established
market segments. The risk that customers subsftiateer well established products
is higher than ever before (Vernadat, 2002). Infatran technology has also evolved
and new technologies like internet provide new reataces and new opportunities
to reach the customer. Moreover, customers are aware of the quality and the
price of goods (Vernadat, 2002). It is then vitat Eompanies to deliver the right
product to the right customer at the right time.eThght product refers to a
product/item with a high quality that fits custornseneeds. In addition, companies
must reduce their time-to-market in order to rem@mpetitive. Due to those high
conflicting requirements, many companies and esfigananufacturing companies
have started considering various new product dssigmanufacturing and

management strategies (Vernadat, 2002).

One way of surviving in this situation, (illustrdteby the “Quality-Cost-Delay”
paradigm (Vernadat, 2002)) is to better managebihginess processes (Business
Process Management) and make a strategic use arfriafion Technology. And to
ensure good performance, business processes nebé tigned with business
strategies. The rationale behind this idea is thainess processes can help an
organization to achieve efficiency and effectivengsits business operations, when
properly designed (Grover & Otim, 2009). Furtherenbusiness processes should fit
organisation strategy. The strategic alignmentusfitess processes refers to the idea
that the organisation should create consistencyvdeet strategy and business
processes. In fact processes are customer-foctisedain idea is to provide the best
service to the customer by avoiding waste along uhieie chain. Thus strategic
alignment of business processes provides four Bpeavantages for the company:
(1) a shorter time-to-market, (2) lower cost adaget (3) high quality product, and
(4) improved customer satisfaction (Cleveland, 208@ttinger & Teng, 1998;
Garvin, 1995).
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Although the strategic impact of business process llleen widely discussed, most
reviews of business process projects (which encemp8usiness Process
Management (BPM), Business Process Improvement )(BBusiness Process
Reengineering (BPR), or Business Process Redeisiditate that as many as 60 to
80% of those initiatives have resulted into breakdqKettinger & Teng, 1998;
Abdolvand, Albadvi, & Ferdowi, 2008; Karim et akp07; Macintosh & Maclean,
1999). Besides, there is no approved strategintmieapproach that explicitly links
business strategy with business process (Trienekéra., 2004). This therefore
presents an opportunity to investigate the asp#ws need to be addressed for
aligning business processes with strategy. Duehéohigh failure rate mentioned
above and the lack of approved approach, the fatigwesearch questions have been
formulated:

1. Why should organisations align business process#staategy?

2. What are the critical success factors and chalkengeBPM, BPI, BPR,
Business and IT alignment?

3. What aspects should (or need to) be addressedeatecalignment between
business process and business strategy?

1.2 Purpose/Objectives

The aim of this work is to identify important facsathat practitioners and researchers
in the field of Business Process Management (BPhbukl pay attention to, while
aligning business processes with business strate@MESs. In order to achieve our
aim, the following objectives should be reached:

» Developing a theoretical approach for aligning bass process with strategy.
* Evaluating the developed approach by conductingrapirical study within
SMEs located in J6nkdping.

1.3 Limitations

Most BPM research has been carried out in largkeestaltinational corporations
(Cheng & Chiu, 2008; Garvin, 1995). Thus the currdterature emphasizes
successful alignment factors in large internatiogedups like Ford Motor Co.,
CIGNA, and Wal-Mart (Al-Mashari & Zairi, 1999); Xek, USAA, Pepsi (Garvin,
1995). The novelty of our study lies on analysirMBissues in SMEs within several
industries. In this light, the findings of our syudpan from theoretical views
(literature review) to practice (empirical studyhis study highlights the important
aspects to address for successful alignment ofeglyawith business processes in
SMEs. However the generalizability of our resultsll sneeds to be tested.
Furthermore, aspects identified in this study may lme exhaustive; there might be
alternatives that could be found later. The prodoapproach in this paper is not
intended as a step-by-step guide for achievinghalent between business processes
and strategy. Rather, it is hoped that importapeeis which can guide entrepreneurs
towards the right direction, (when they attempt achieve alignment) will be
highlighted and explained.
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1.4 Thesis outline

This thesis is divided into seven main chapters [lerature review is the basis for
developing of our approach for aligning businesscesses with strategy. The
approach is then empirically tested based on ier: Because of that linear and
iterative process, the method chapter is the pwaiur work. We therefore start by
describing the research method. Basically, the ide@ explain the steps we have
followed to come up with the final result. We deéserthe research approach, the
method used to gather data, and finally the appré@canalysing the results.

Thereafter, the third chapter motivates our studylains the concepts that are used
in our approach, and depicts important alignmectiofa in the literature. In this light,
we start by positioning our study in the domainbakiness and IT alignment. Then
we explain the concepts of strategy and businesseps. We explain as well two
strategic notions used to create fit, namely, vahein and balanced scorecard (BSC).
We close this third chapter with an overview of ttiical success factors for
aligning business processes with strategy.

Based on the critical success factors and chaltedgscribed at the end of the second
chapter, and the concepts of value chain and BSCdescribe our approach in the
fourth chapter. We explain each of the aspects Hrat important to achieve
alignment, namely people, management, IT infrasiine¢ organisational culture, and
organisational structure. We describe the relatimis/een those aspects as well.

The fifth chapter presents the empirical resultshwiour case studies, namely
Intersport JOnkoping-AREA, ARKITEKOPIA AB, FlintaBB and Handelsbanken
Jonkoping. Each case is described within categosibgh are shaped from the
structure of the questionnaire.

The sixth chapter analyses the relevant aspedtseadpproach. The idea is to match
and validate the empirical results with the theoattframework. Thus the most
important aspects are explained as well as thartgssrtant.

Finally the seventh chapter presents a summarlgeofdsult found during this thesis,
indeed our empirically study.

10
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2 Research Method

When moving from the research problem on a cone¢pemel to empirical research,
guestions such asHbw to proceed?and “How to do it? arise (Ghauri & Gronhaug,
2005). This chapter presents the overall stratdgyollecting empirical data needed
to answer the research problem under scrutiny (G8aGronhaug, 2005). Basically
the work has been divided into four main stagese Tikst stage consists of all
activities that we have been following to develap approach. In the second stage
we describe the strategy to gather empirical datarder to validate our approach.
The third stage explains how empirical findings dnddeen documented. Finally the
fourth stage portrays the method of analysing éselts.

2.1 Stage |- Developing the approach

With regards to the wide area of business and ignalent, we put emphasis on
building our own ideas and restrict our scope ® gtrategic alignment of business
processes with strategy. The formulation of thebjam is the result of a literature
review of papers in strategic alignment, processagament, enterprise modelling,
process modelling, etc. This section addressesstbps following the problem

formulation, namely the literature review and tlee@lopment of the framework.

2.1.1 Literature Review

The aim of this phase was to ground and motivateaauk. Attention here has been
to get a broader understanding of the strateggnalent of business processes and
strategy. This means, on the one hand that thelgmolwill be positioned and
motivated within the framework of business and ligranent. Secondly issues and
developments in strategy as well as business @oedsbe investigated under the
alignment scope. The following salient points whethmmarise information gathered
from the literature review where used to guide tlewelopment of the proposed
approach in chapter four.

» The importance of business processes in businesd alignment.

* The developments in strategic management reseanathvaddress aligning
strategy and its execution

« The challenges and critical success factors innegsi and IT alignment,
process management (business process managemesihedsu process
improvement, business process reengineering).

2.1.2 Developing the approach

The approach developed in this study is the resfuli qualitative and exploratory
research (Ghauri & Gronhaug, 2005). The resear@xpsoratory since the question
that is answered here is a “what” question. Theudobas been on identifying the
categories, the concepts and the relations betwlertoncepts, in order to create
alignment. Thus we argue that a deductive reasofahke top-down approach) is

11
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adopted, because we have built our approach frostirex knowledge (Ghauri &
Gronhaug, 2005). By existing knowledge we meanirdtbrmation gathered from
literature review, which helps us to narrow dowrspecific part of the thesis (which
represents an approach for aligning business psatitls strategy).

The close connection between data collection amadlysis is an important feature of
gualitative research (Immy Holloway, 1997). Thisikiof research is a process in
which data collection and analysis are performedoamallel. Basically, we have
examined the literature about the challenges aitidatrfactors in BPM and business
and IT alignment. From that literature, we drew agtegories and concepts and as
long as new concepts were being discovered, impnemés were constantly being
made to our approach. We have used some of theestegamining successful BPM
cases. Al-Mashari and Zairi (1999) in their papBPR implementation process: an
analysis of key success and failures factdrave come up with a comprehensive
paper which summarises success factors for stcategginess process management,
that is now a reference for many scholars. Theyehaviewed the study of many
scholars on BPR implementation. We also used thd wbscholars like Kettinger
and Teng (1998) inAligning BPR to Strategy: a Framework for Analysisettinger
and Grover (1995) inToward a Theory of Business Process Change Managéme
Cheng and Chiu (2008), Trkman (2010), and Luftm&a899) in ‘Enablers and
Inhibitors of business-IT alignmént

The resulted approach has grounded and guidedripg&ieal study. The next section
explains the next step in our research procesghaki“‘conducting data collection”.

2.2 Stage 2 - Conducting data collection

Research involves choices, problematic choices. fdit(31982) has studied some of
those tricky questions. Accordingly, we had to makeices regarding the following
aspects:

* Do we gather information through case study or ey®v

« How to formulate the questions; structured, semiestired or unstructured?

* Who should be interviewed? How to select the cabks® many cases should
be included?

The issue here was to choose whether we should sige/ey or a case study. Survey,
as research strategy in quantitative study, reguo#lecting huge amounts of data in
order to get statistical generalization. Besidé® limitation of surveys is their
inability to investigate the context (Yin, 1988h tontrast, Qualitative research is
relevant when “prior insights about the phenomemoder scrutiny are modest”
(Ghauri & Gronhaug, 2005). In our study the cohiexwhich some decisions are
made is important because it helps to understaod™land “why” companies value
one factor over another. Therefore a case study r@search strategy in qualitative
research has been selected. A case study is anrieahinquiry that investigates a
contemporary phenomenon within its real-life cotit€Xin, 1988).

12
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In order to corroborate our approach in the induistre developed a semi-structured
guestionnaire, which aims to get the feedback froanagers of SMEs about the
aspects in the framework. Then the questionnaie wsad as support for conducting
interviews.

2.2.1 Designing the questionnaire

As earlier mentioned, the questionnaire was dedigmethe basis of the requirements
argued in our approach. The questionnaire had twam robjectives; first it was
intended to validate the alignment factors in ttaenfework. Second it was interesting
to capture aspects that had not been mentiondeilitérature but were important for
companies. In this light the questionnaire is gamchon the developed approach. It
contains structured questions which address gemdoaimation about the company,
the extent to which the company cares about busipescesses and IT, and the
relevance of the identified alignment factors fbe tcompany (appendix 1). Open
questions, like how and why, follow the structurpeestions, in order the gather both
the reasons underlying the importance of each ffafto the company and the
uncovered aspects in the framework. A more detalestription of the questionnaire
is given in appendix 1.

2.2.2 Collecting case study evidence

Evidence for case study may come from differentses) namely documents, archive
records, interviews, direct observation, participalpservation, and physical artifacts
(Yin, 1988). Interviews are an essential sourcecase study evidence. They can
provide shortcuts to the prior history of the sitoia, so that the investigator can
readily identify other relevant sources of eviderfgen, 1988). But they might be
subjects of problem bias, poor recall, and pooriaadcurate articulation.

The goal of this empirical study is validate theedfetical approach in SMEs,
Therefore a focused-based interview is an interviewwhich the respondent is
interviewed for a short period of time. The intewi is open-ended, but the
interviewer is more likely to be following a certaset of questions derived from the
case study protocol. “This kind of interview ainescorroborate certain facts that the
investigator already thinks have been establisi¥at, 1988).

Since our empirical study aims to validate the thgcal approach in SMEs, we have
had a focused-based interview with companies. Hsggded questionnaire was used
as a guide when conducting the interview. Eachrvige/ lasted at least one hour
since managers are generally busy. The compan#satie subjects of our work
evolve in different industries ranging from bankingetailing, production and
engineering. Although it is not possible to geneeabur results in one industry, it is
possible to get a holistic view in SMEs becauseymadustries are represented in the
study.

Study of process and strategy alignment in SMEgaiisly covered in the current
literature. Eight interviews have been performedt, four of them are analysed and
discussed in our study. The following criteria h&deen used to select the cases:

13
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» Companies are SMEs located in Jonkoping

 They belong to various industries; the idea is tmlew the extent of
generalisation

 They have an experience in process improvements Teans they have
launched at least one project to manage theiriaesun a better way.

« They make use of information technology to managé business activities.

* The interviewee must have a position in the orgdia which involves them
in both business strategy formulation and busipessess improvement. They
should have enough knowledge to explain “how” oh{f¥some choices have
been made. Thus the interviewees consist of CHDemanagers.

2.3 Stage 3 - Empirical findings

After case study evidences had been collected,nth& stage was to document
empirical findings. As earlier argued, the questare was structured within four

sections. The first main section aims, on one hanevaluating if the company has
undertaken projects to manage its activities iretdeb way, on other hand estimating
the benefits of aligning business processes withtegy to the organization. The

second main section addresses the importanceatégyr to the organisation. In the
third section, attention is given to the importamméebusiness processes. Finally the
fourth main section examined the relevance of deatified alignment factors for the

company.

Based on the structure of the questionnaire, tissvers to the questions have been
grouped by sections. The idea is to keep tracéplétween the answers from the
questionnaire and their interpretation. Thus eade ¢s presented with a background
that provides the reader with Meta information dhibe company’s market, overall
strategy and history. The business process managemaect section depicts big
organisational changes which have affected theafg@grforming business activities.
The motivations of those projects are also desdnhi¢h the expected outcomes. The
next category shortly describes the level of forsaion of both strategy and
processes. Finally the importance of each alignnfigetor is discussed in the last
section.

2.4 Stage 4 - Analysis and discussion

Analysing case study evidence is especially diffibecause strategies and techniques
have not been well defined in the past. Nevertiselibere are three dominant analytic
techniques: pattern-matching, explanation buildangd time-series analysis (Yin,
1988). One analytic strategy is to rely on the thgcal propositions (Yin, 1988). Yin
(1988) states that a proposition is theoreticatligng the case study analysis. In this
light, our theoretical proposition, which is “als@ects in our approach shall be
addressed to create alignment between businesegsex: and strategy”, has shaped
data collection plan. Besides, Yin (1988) advocales analysis must follow cross-
experiment rather than within-experiment design dogic. Therefore we have
performed a cross-case analysis in which the ralmvaf each alignment factor is
discussed. The steps in analysis could be fornthhzefollows:
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1. We have matched our theoretical approach with #wians of the cases
description.

2. For each factor we would like to see how importhet aspect in SMEs is. If
more than 2 companies find a factor important, thvengeneralize it to all
cases. When more than two companies think a fasttmot important” or
“not important at all’, then we conclude it is lesaportance to SMEs
investigated.

2.5 Validity and generalization

2.5.1 Validity

Kidder (1981) has identified four tests to judge fuality of research design. These
are construct validity, internal validity, externadlidity, and reliability. Internal
validity is used for causal and explanatory studial/ (Yin, 1988); it is then not
relevant in this study. Construct validity refecs the correctness of the measured
concept; we do not argue it in this research, tougtiernal validity refers to the
domain to which a study’s findings can be geneedlifYin, 1988), and reliability
demonstrates that the collection procedures canepeated with the same results
(Yin, 1998).

External validity is obtained using replication logn multiple-case studies (Yin,
1988). We have used four cases in our empiricalystiniat have been selected so that
it predicts similar results. This kind of selectil@ads to literal replication. Therefore
we claim that our study has an external validity.

Yin (1988) argues that the use of case study pobteahances reliability. This

protocol includes both data collection protocol arabse documentation procedure.
Our data collection instrument is the questionnalias instrument has been refined
along the research process. Besides, we have iaedalthe procedure for

documenting each case. Thus we claim that usingsHme protocol, another

investigator should get the same results. Our stutherefore reliable.

2.5.2 Generalization

Yin (1988) differentiates “analytic generalizatioindm “statistical generalization”. In
analytic generalization, a previously developedothiels used as a template with
which to compare the empirical results of the cstsely. If two or more cases are
shown to support the same theory, replication neagldimed (Yin, 1988).

The approach developed in this research has beghasstemplate for analysing the
four case study results. The findings of each base been compared to one another,
so that the final results represent the aspectolorated by different cases. Our
study can then be analytically generalized to SMEated in J6nkdping.
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2.6 Closing remarks

This chapter has presented our research strategycam be formalized in figure 1
above. The research approach used in this studfiglelwcase studies) is powerful to
draw generalisations. The remaining chapters etdb@ach step of the research from
the theoretical framework to the analysis and dismn.

Developing an approach for aligning business procsss
with strategy

* Literature review

» Developing the theoretical approach

Conducting data collection
» Developing the questionnaire on the ground of
developed approach

» Collecting case study evidence

Analyzing findings — first step
» Thinking, grouping, categorizing information for
each case on the ground of the developed approach

Analyzing and discussion (last step)
* Analysis and evaluation of the developed approach
based on case study evidence

Figure 1: Research process
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3 Alignment of strategy with business
processes

This chapter provides the reader with the basicepts which help to understand and
position our study within the current research tmategic alignment. We first

highlight the role of business processes in busiaesl IT alignment. This motivates
us to investigate, in the next section, the needofganisations to align business
processes with strategy. Then we introduce the eminof strategy and two

approaches for sustaining the fit between strateigy its execution. Finally we

discuss the challenges in business and IT alignaentell as BPM.

3.1 Strategic alignment of business and Information
Technology and the importance of business processes

Strategic alignment is mainly discussed betweeninbas and Information
technology. This first section will describe theagtgic alignment of business and IT
through the strategy alignment model from Hende&dvrenkatraman (1993). Then
based of the four alignment perspectives in SAM, wid argue the crucial
importance of business processes in ensuring idpena¢nt of strategy and IT.

3.1.1 Strategic alignment of business and Informati  on technology

While different scholars have shown it differentliy,and its operationalization have
been widely discussed in the strategic managenelat (e.g., Drazin et al., 1981).
The fit here refers to strategic alignment; andlétier is phrased in strategy research
with words such asatched with, contingent upon, consistent with,cfingruence,
andco alignmen{Venkatraman, 1989).

Based on the argumentation about discrepancy betweganizational context and
technology most literatures have created the alegrirbetween business and IT with
different views (Orlikowski, 1997). The conceptstfategic alignment was developed
more than a decade ago (Niederman et al., 199dpdBent & Weill (1993) refer to
alignment of business and IT strategy as “the extemvhich business strategies are
enabled, supported and stimulated by informatiomatejies”. The obtained fit
between the organizational and technological itfuature enhances business
performancéCroteau et al., 2001).

a. The Strategic Alignment Model (SAM) of Henderson and
Venkatraman

Information technology has evolved from traditior@ientation of administrative
support towards a more strategic role within theaaization (Henderson &
Venkatraman, 1993). Porter & Millar (1985) stronghdvocate the strategic
management of Information Technology, as the nahrtelogy is transforming the
value chain, altering the rules of competition,atirlg a competitive advantage, and
spawning whole new businesses. And realizing vdhoen IT entails creating
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alignment between the business and IT strategiesrgdnizations (Henderson &
Venkatraman, 1993).

Henderson & Venkatraman (1993) base their concé@AM on the axiom that
“strategic choices in the external and internal diors should be consistent”. External
domain refers to the position of an organizatiortha competitive product-market
place arena, whereas internal domain deals withathministrative structure that
supports strategy execution. Basically, SAM is nledi in terms of four fundamental
domains of strategic choice: business strategy, Sffategy, organizational
infrastructure & processes, and IT infrastructur@r&cesses (figure 2). Each domain
consists of three components: Scope, governanceéliatidctive competencies at the
external level (Henderson & Venkatraman, 1993), levhskills, process and
infrastructure are at the internal level. All compats deem crucial as far as
alignment is concerned. Luftman (2000) argues tbath component enables
successful implementation of business and IT/IS.

. Business Strategy I/T Strategy

|/ Business> / Technolngﬁ

\\ Scope \ Scape
,/ \q___ [*---

Dist mctn. usl nes s\\ ﬂstemlc
Competencies Gomperancm-: overmnance

\\Gvemanf/

External

\ A
STRATEGIC FIT Automation ¢, Linkage
.,
( I
/Admlnls.lratlh / \
Inftastruclje/ Ch'tem”r‘% |
£ ~ \ It
Qrocesses / Skllls roesses Skills
— _,_/ —
\_ Organizational Infrastructure & Processes I/S Infrastructure & Processes
h A e A
Business Information Technalogy

FUNCTIONAL INTEGRATION

Figure 2: Strategic Alignment Model (adapted fromniderson & Venkatraman, 1993)

b. The four fundamental domains of SAM

On the external level, Henderson & Venkatraman 8)3fescribe business strategy
with three components. Business scope refers tytweg that has an impact on the
environment, including: potential customers, suggli market, and products. The
business governance argues about how companieggeéma relations between the
stakeholders, senior management; indeed, how tme &lliance with strategic

partners are formed. And the third one is Distiretcompetencies, which refers to
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whatever makes the business successful in the mplikee, like brand and product
development. The second component of external donsaiT Strategy, which is
composed of Technology scope, Distinctive compe¢snand IT governance
(Shamekh, 2008).

In the Internal domain, SAM consists of Organizadibinfrastructure and Processes,
and IS/IT infrastructure. The first includes adrmtrative structure, business
processes, and human resource skills. Adminiserativucture refers to how firms
organize their business in order to be verticaljizootal, and matrix. All activities
which are performed in the organization are ref@reebusiness process, like values
added activities and process improvement. And stt the human resource skills
emphasize on how companies train, educate, motivetie objectives in order to
accomplish them. The last component, IT infrastest is composed of IS
infrastructure, process and skills.

The strategic alignment model moves beyond the Isingentification of dominant
domains, and considers the fit of all componentsroter to work as a whole unit.
Scholars advocate two dimensions in strategic {ekeStrategic fit (vertical) and
functional integration (horizontal) (Coleman & Pap2004; Henderson &
Venkatraman, 1989). Strategic fit determines ielatronship between internal and
external components, hence it could determine lessimfrastructure by the usage of
the strategy. Versus the second, horizontal linkiagéor integrating business and
functional domains in order to explore how managams interrelated (Ward &
Peppard, 2002). Hence, this linkage is descrildiegability of the business to keep its
position in the marketplace and sustain a competadvantage by leveraging the use
of IT.

Effective management of IT/IS requires a balanceranthe choices made across all
four domains (Henderson & Venkatraman, 1993). The&t rsection will describe
different perspectives of strategic alignment, Wwhgive more knowledge to the
subject and provide future insights for guiding @mgement practice in the area of IT
and strategy alignment.

c. Alignment perspectives in SAM

Henderson & Venkatraman (1993) classify alignmemtrspectives under two
categories: business strategy driven perspectivaish consists of strategy execution
and technological potential, and IT strategy driypemspectives, which encompasses
both competitive potential and service level (fg3).

Furthermore, Coleman & Papp (2004) argue about @igispectives instead of four,
and they add Organization IT infrastructure, IT rastructure Strategy, IT
organization infrastructure and Organization infagture strategy, which, all
emphasize on IT blocks rather than Strategy. Adlsthperspectives are working on
organizational level on SAM and they only occur whbree of four domains are in
alignment. Avison et al. (2002) observe that changgn’t occur just on one domain
without impacting on the rest; and at least it nhesshown in two domains. However
they claim that those perspectives are based onltsineous assessment and are
composed of three components designing the blogkshor, Pivot, and Impact
(Avison et al., 2002).
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Strategy Execution

Strategy Execution is the first perspective. Bussn8trategy is the driver of
this perspective as anchor domain. Not to forggjamizational infrastructure
(pivot domain) and IT/IS infrastructure (impactggoarts of this perspective.
This perspective corresponds to the classical typrdapproach in strategic
management. Henderson & Venkatraman (1993) stat¢die main feature in
strategy execution is that IT/IS is responsiblaridergo changes, which are
happening on business process. And eventuallypthus of this perspective is
on either transformation of the business or infaromatechnology planning
(Coleman & Papp, 2004).

Technology Potential

Technology potential is also driven by businesateyy. The direction here
starts from the technological potential as an (AmghIT as (pivot) and IT
infrastructure (impact). The top manager is resipbasfor providing
technology vision, which should support businessitegy (Henderson &
Venkatraman, 1993). The focus in this perspecsven establishing strategic
fit for information technology, where IT strategg used to enable new
business strategy; thus showing the value of inédion technology that rests
on its contribution to the business final productservice (Henderson &
Venkatraman, 1993; Luftman et al. 1993; Colemanag? 2006).

Competitive Potential

The competitive potential represents the third pecsve. This perspective
suggests interrelationships between IT strategwrator domain, business
strategy as pivot, and organizational infrastruetand processes as impacted
domain. This perspective is concerned with “thel@isgtion of emerging new
information technology capabilities to influence enable new business
strategy, and thus creating competitive advantadgbd business" (Henderson
& Venkatraman, 1993). It's the role of managemengnvision how business
strategy could be enhanced by number of emerging cépabilities.
(Henderson & Venkatraman, 1993; Luftman et al.,3)99

Service Level

The fourth perspective is representing how to baildiorld-class IS service
organization (Henderson & Venkatraman, 1993). Treegic fit here, creates
the capabilities required to meet the needs ofuSamers. Business strategy
works in background by providing the direction tiosilate customer demand.
The components of this perspective are relatedlémas: IT strategy is the
anchor or basis, IT infrastructure is the pivot,dathe organizational
infrastructure is the impact area (Henderson & \&raman, 1993).
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Business
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Infrastructure Infrastructure
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Role of top management : Business visionary Role of top management : Prioritizer
Role of IS/IT : Catalyst Role of IS/IT : Executive leadership
Performance criteria : Business leadership Performance criteria . Customer satisfaction

Competitive Potential

Service Level

Figure 3: Business-IT Strategic Alignment Perspestiladapted from Shameknh,
2008)

3.1.2 Business processes as the bridge between IT a nd strategy

As mentioned earlier, the perspectives in SAM mtevguidance for management
practice in business and IT alignment. In additibhe SAM model emphasizes a
clear message in business and IT alignment: “ITulshsupport the business and this
will be more successful if the IT resources areettgyed and organized with the

business strategy and processes in mind” (Gill28®7). Thus Business Processes
comes to be the bridge between Strategy and I'ecesfy in the strategy execution

perspective.

Furthermore, studies have posited that nowadaysdass strategy is based on first-
class business processes that provide high dedreestomer service (Kettinger &

Teng, 1998). Importance aside, what is not cledpis to maintain harmony between
business process and business strategy to achievbest outcome. Earlier, firms
have sustained this harmony between businessggtratel IT (Shamekh, 2008).

Finally, Papp (2004) has analysed the strateggnaient perspectives in his study
“Strategic alignment: analysis of perspectivedis study suggests that industries
favour some alignment perspectives. And the styategecution perspective is the
most common in industries with 20%. This resulte@s the undeniable role of
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business processes in selecting IT/IS solutionswilasupport the implementation of
business strategy. Business Process as a cenaiggoing would be an enabler to
better address the need for doing the right thiagd,doing things right.

Business Processes

Information Technology /
Information System

Figure 4: Business process as the bridge betwesndss strategy and IT/IS
3.1.3 Summary of section

The main focus in this chapter has been to positi@nalignment of strategy with
business processes within the domain of alignmarginess and IT. The four
perspectives in SAM — strategy execution, technplmgfential, competitive potential,
and service level - aim to guide management pmdtiche area of IT and strategy
alignment. The perspective that will be interestingthis project is the strategy
execution perspective that aligns IT on the basstm@itegy and business processes.
Furthermore, since business processes are theebiwdgeffective alignment of IT
with strategy, it becomes opportune to investigae following issue in Business
Process and Strategy alignment:

* Why should organizations align business processdstaategy?

In the next section we will argue the need for argations to align business
processes with strategy.
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3.2 The need for organisations to align business
processes with strategy

Porter (1985) stresses that strategy is thoroughitgd with how companies organize
their activities or processes into value chainsjctvhare, in turn, the basis for

competitive advantage. However, little attentiors Hzeen given to the strategic
alignment of business processes, in comparisohet@ttention given to business and
IT alignment. And recent literatures about businpsscess — whether Business
Process Management (BPM), Business Process ImpentgiBPI), Business Process
Reengineering (BPR), and Business Process Redesagvocate the linkage of

business processes with strategy as crucial fopaomsuccess.

Most reviews of business process management psgpeessure that as many as 60 to
80% of those initiatives have resulted into breakdo(Kettinger & Teng, 1998;
Abdolvand, Albadvi, & Ferdowi, 2008; Karim et aRp07; Macintosh & Maclean,
1999). But when analysing success factors of basipeocess initiatives, it appears
that keys factors for a successful process charagrgm are the effort range in depth
and more importantly, the strategic impact. In fadtman (2010) argues that the lack
of connectivity between business strategy and legsiprocesses endeavours is the
main reason for failure. Since awareness of thetegjic impact of business process
change is a critical success factor, business pseseneed to be aligned with strategy.
Evidence also comes from Lee & Dale (1998) whery tlxgue that “BPM will be
most successful if it is linked to policy deployn@md when management determines
the processes on the basis of critical objectimescmmpany goals”.

Alignment of business processes with strategy sbt#eedge sword on, one hand
business strategy can be the anchor for aligninginbas processes (the strategy
execution perspective of SAM), and on the otheirt®ss processes can serve as base
for a new strategy.

On the first hand, the organization cannot focusewerything; otherwise it will be
stuck in the middle (Porter, 1980). Thus, it is ortant for the organization to align
the day-to-day activities it performs (businesscpsses) with its strategy in order to
stay in the competition. Hence depending on itatatyy, the firm should select the
core process that enhance organization’'s perforemaaad improve them.
Furthermore, Fisher (2004) posits that alignmenproicess, people, and technology
with strategy is crucial for an organization sottitacan result on efficient processes
that provide positive and desirable outcomes. his tight processes that are not
aligned with strategy do not simply serve the oiz@tion and are thus useless. But
Fisher goes further and strongly states that thbese “common” levers, namely
process, people, and technology, should be viewdtld context of enterprise wide
controls and governance; otherwise the harmonyinedjio achieve the results will
never be reached.

On the second hand, “by significantly improving iemfs operating capabilities,
Business Process Regeneration allows the impletn@miaf new strategies and, even
more importantly, leads to envisioning of entirevngtrategy options”Kettinger &
Teng, 1998) The evidence to this assertion is given by Pigive case, an insurance
company in USA. Progressive has used BPR to ¢émeemarket of high-risk drivers
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in USA avoided by others insurers; and has beem tabshift its strategy in response
to the threat of its competitors. In fact thanksat@good managing of its business
process, the company has been able to poach onenetory, the standard and low
risky drivers. BPR has enabled Progressive to ifyeninexploited strategic
opportunities and anticipate customer neédstinger & Teng, 1998)

Helps for envisioning

Business processes

Anchor for aligning

4

Figure 5: double effect between strategy and psEses

3.2.1 Strategic alignment of business processes as a competitive
advantage

The alignment of business processes with strategyorth; indeed initiatives that are
taken for strategically improving or better managibusiness process have led
companies to success. For instance companies bké Motor Co., CIGNA, and
Wal-Mart have been successful in implementing BRRMashari & Zairi, 1999);
Xerox, USAA, Pepsi are others BPR success storigarvin, 1995). Indeed
competitive advantage rests upon putting glue antmrginess activities into value
chain, and Business process works on that purf@s&ness process management
provides to the company four specific advantages:

* A shorter time-to-market
In several papers it is argued that the focus osinkess process allow the
company to shorten the time-to-market (Clevelardf)62. With well defined
business process and optimized linkages among dsssiactivities, the firm
will bring products to market sooner. And as it l@ieady mentioned, the
time-to-market is crucial to survive in today cortipee environment.

* Lower cost advantage
Well defined and managed business process increaspany efficiency
(Cleveland, 2006). Indeed a process view of theammgtion ensures such
good coordination that wastes are avoided. Hensts @ve lowered; and lower
costs provide the company a competitive advantage.

* High quality product
It is also argue that more efficient business psses generally lead to higher
quality products (Cleveland, 2006). As product Ifquais nowadays an
imperative for many companies, business processgesment will provide an
advantage.
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* Improved customer satisfaction
Since an improved business process lead to higltygpeoduct, lower costs -
thus lower price for the customer — BPM increasstamer satisfaction
(Kettinger & Teng, 1998). Furthermore a processradtion allows the firm to
be more customer-focused and more efficient; thaheé magic of process
(Garvin, 1995).

To sum up, business process management providgsacgna competitive advantage
in costs by decrease them. BPM can also suppaffieaeshtiation competitive strategy
by ensuring the quality of product and shortenihg time to market. BPM is

therefore a key weapon to compete in today busirgsse it improves business
performance and organisational effectiveness.

But critics against the focus on process argue dhah competitive advantage is not
sustainable since competitors can imitate it. He@vesvidences have shown that a
company that really bases its competitive advantagbusiness process has a length
beforehand with regard to its competitors. If tlagtdr try to imitate its business
processes, the company can easily shift to anctirapetitive edge on the basis of its
business processeseftinger & Teng, 1998)

For instance Dell's strategy has been successfthuse on their focus on adding
flexibility into their entire value chain. Dell hd®en able to sell at lower margins and
gain an advantage towards its competitors by lgmegaan efficient business process.
Thus Dell is one of the best success stories BPBI dnaer achieved. Dell has
integrated its value system (suppliers, compang,castomer) so that it encompasses
the entire organization — including the sales, mbtders and sub-assemblers -
streamlined efficiently. Dell could then produce @mler — build-to-order policy. In
addition, Dell has significantly reduced sales sdsf implementing a direct-selling
model. This approach has given the company a cotimpetdge since customers can
buy to the lower price ever. This dual strategy pasitioned Dell at the top of the
competition for two decades despite being a lateaehh The competitive edge of Dell
rests upon a powerful design of its business pemseand strategic use of information
technology.

3.2.2 Summary of section

So far, we have argued the need for organisatiordign business processes with
strategy. Business process management provides dtyategic advantages for

organisation, namely a shorter time-to-market, lowest advantage, high quality

product, and improved customer satisfaction. Besid&ategy is usually the anchor
for alignment, but well defined business procedsslp envisioning a new strategy

and making strategic use of information technoldgyice the attention to business
processes is worth, the two following sections eitiphasize the concepts of strategy
and business process. First we will discuss styaésgan anchor for alignment; we

will mainly discussed two developments in stratageEnagement research that aim to
keep the fit between strategy and its executiomata value chain and balanced

scorecard.
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3.3 Business Strategy as basis for alignment

3.3.1 Definition of strategy

Contributions to conceptually frame business sfatderive from groups such as
industrials economists, organizational theoristsd aronsultants (Hakansson &
Snehota, 2006). Those contributions are heterogsngoterms of perspectives and
approaches; there is then no consensus on howfitee dbe strategy concept. Indeed
the concept has been borrowed from the militaryted as reference tahe art of so
moving and disposing troops as to impose upon tieng the place and time and
conditions for the fighting preferred by onesé®xford English Dictionary).

In the management era, Hofer and Schendel's (183i®)eptualization of strategy
was the first that received large consensus amesgprchers in business strategy. As
such, “Strategy provides directional cues to tiganization that permit it to achieve
its objectives, while responding to the opport@stand threats in its environment”
(Hofer & Schendel's, 1978). Strategy is then almmiining direction; it determines
ways of pursuing or attaining organizational godélss an elaborated and systematic
long-term plan of actions necessary for carrying objectives by making use of
internal resources and capabilities (Chandler, L9&rategy also states clear
objectives or goals that precise the mission aedailn of the organization or what
organization wants to achieve. And the environmeptesents the arena in which the
organization is competing, and provides both opputies and threats. But that
environment is changing; human nature, contradistion imagination, conflicting
purposes can modify the external forces interadtiBrgybrooke & Lindblom, 1963).
Hence, the essence of strategy — whether miligiptfomatic, business, sports, (or)
political — is to build a posture that is so strqagd potentially flexible) in selective
ways that the organization can achieve its goalpitee the unforeseeable ways
external forces may actually interact when the tooenes (Mintzberg, 1988). The
following figure (figure 6) highlights our undersi@ing of the concept of strategy.

External environment
(Threat and opportunities)

Strategy

Creating the fit

Internal resources and skills

Figure 6: strategy as creating fit
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Strategy is very complex and hardly foreseeableesistrategy usually works in
retrospect (Mintzberg, 1988). Indeed Mintzberg @98rgues that strategy deals not
just with theunpredictablebut also with thainknowable Successful managers even
fail to define how they build their strategy. Hengea dynamic environment, tactics
are sometimes used to achieve excellence in ingavidctivities. However Porter
(1996) argues that operational effectiveness —goexeellent in individual functions -
is necessary but not sufficient to be taken astegfya And sustainable strategic
position requires trade-offs, where trade-offs esauhen activities are incompatible
(Porter, 1988). Porter (1996) then defines strategy§creating fit among a company's
activities. The success of a strategy depends orgdoany things well - not just a
few- and integrating among them. If there is nodihong activities, there is no
distinctive strategy and little sustainability. Mayement reverts to the simpler task of
overseeing independent functions, and operatioridctereness determines an
organization's relative performance.”

3.3.2 The concept of fit in business strategy

Venkatraman (1989) argue that the concept of fit its1operationalization have been
widely discussed in strategic management fielddhokrs such as Drazin & Van de
Ven (1985); Joyce, Slocum, & Von Glinow (1982); Mil (1982); Schoonhoven
(1981). Fit here refers to alignment; and the taighrased in strategy research with
words such asnatched with, contingent upon, consistent with,cliingruenceand
coalignmentVenkatraman, 1989). Venkatraman (1989) classiiiescording to two
criteria: the number of variables in the fit eqoatiand the degree of specificity of the
functional form of fit-based relationship. This s$#ication provides precise
definitions of fit, useful to test and recognizeetlier an organization has it or not.
Hence the six perspectives that derive are narfielgs moderation, fit as mediation,
fit as matching, fit as gestalts, fit as profilev@dgion, and fit as covariation.

The notion of fit in business strategy is mainljated to business performance and
firm’s advantage. But creating fit between a foratetl strategy and its execution of
still remains challenging. Two main approaches dati that issue: the value chain
and the balanced scorecard. Value chain advocatesing glue among company’s
activities in order to obtain a competitive advaetaAnd the balanced scorecard is
the most successful approach that ensures congribbetveen a strategic vision and
the actions, through a performance measuremersrhiey.

3.3.3 The fit among company’s activities as a compe titive advantage:
value chain

A competitive strategy for a company is about balifterent from its rivals (Porter,
1985). It means either doing the same thing bettetoing things different from the
competitors. Porter (1980) points out three genapproaches for achieving a
competitive strategy: (dbcus, (b) cost leadershipa firm is able to deliver the same
product as its competitors but at a lower cosind (c) differentiation— a firm is
delivering the best product-; wheredst leadership and “differentiatiori are the
most discussed in the literature. Porter (19809 alsesses that a firm should not
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attempt to follows all those three generic strasgihe risk is that firm may be stuck
in the middle and will eventually underperform angly disappear.

But the question that arises isotv can a firm achieve a competitive advantagesin i
day-to-day activities? Porter (1985) uses the concept of value chaim atrategic
weapon to reach or ensure the sustainability ofp=iitive advantage. He claims in
his paper How Information Gives You Competitive advantaget “Competitive
advantage in either cost or differentiation is adtion of a company’s value chain
A company’s value chain is a system of interdepehdactivities, which are
connected by linkages in order to improve the dVeralue for the customer.
Linkages exist when the way in which one activiyperformed affects the cost or
effectiveness of other activities. Linkages oftesult into creating trade-offs. For
example a more costly product design and more exypemaw materials can reduce
after-sales service costs. But careful managenfanaae-offs is a powerful source of
competitive advantage because rivals hardly peeatiem (Porter & Millar, 1985).

Porter (1985) defines value as the amount buyersvdling to pay for what a firm

provides, and conceived value chain with both prymactivities and support
activities (figure 7). Primary activities are thdsgolved in the creation and delivery
of a product or service as well as support andicgary after sales. Primary activities
can be grouped into fives main areas: inbound fiogis operations, outbound
logistics, marketing and sales, and service. They supported by activities that
provide the inputs and infrastructure that allove #ormer to take place. Hence
support activities help to improve effectivenesd afficiency of primary activities
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Figure 7: The value chain of an organization (Rot885)

Value chain is the core function of competitive aabage; focus is given to the value
that company provides to its customer. The conckpalue chain is not only internal;

it crosses the boundaries of the organisation.dddbe value chain of a company is
embedded in a larger value system or supply ctizontér, 1985). Therefore the value
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system includes the supplier value chains, the msgton’s value chain, and the
value chains of the customers.

3.34 BSC as a tool for aligning business activite s with the
organisation vision

One of the interesting developments in strategseaech refers to how to align a
formulated strategy with business actions. Inde#ehtegy is usually expressed as a
vision, an intention: “What we want to achieve” ‘What we want to be in the
future”; an example could be “use high-quality eoyeles to provide services that
surpass customer’s needs” (Kaplan & Norton, 1986¢h statements are qualified as
“mission statemehtby some researchers (Kaplan & Norton, 1996). \éygu
formulated, mission statements have proven to fiiewt to translate into day-to-day
actions. For example, Kaplan & Norton (1996) ilras¢ that a project manager in the
field with his customers and employees stronglyelveld in the mission statement of
his organization but he was incapable of actinga@cordance with that mission
statement. He called his CEO and told hinarh here with the customer. What am |
supposed to dd? Then the CEO realized that there exists a hume lopetween the
strategy formulation and the employee’s knowledigleow their day-to-day activities
could contribute to realizing company’s mission.

Kaplan & Norton (2004) argue that vision needs ¢ottanslated into objectives and
goals that are understandable by employees. Andbdlanced scorecard is the best
approach to match financial budgets with strategals (Kaplan & Norton, 1996).
The balanced scorecard helps senior managemersrisidte their vision into terms
that have meaning to people who will realize th&ion (Kaplan & Norton, 1996).
Thus strategic objectives are defined in four pectipes, that also served as ground
for performance measurement of long-term and dleonts objectives. The measures
in the four perspectives are linked in a causeceffelation; from financial to
customer, customer to internal business process,ir@ernal business process to
learning and growth. Thus balanced scorecard isa@egic tool that helps to align
business activities with company’s strategy (Kap&rNorton, 2004). Kaplan &
Norton (2004) argue that people perform the addisiin processes; well executed
business processes generate satisfied custometssadisfied customers increase
financial outcome. The four perspectives can beatterized as follows:

* Financial: To succeed financially, how should we appearuoshareholders?

» Customer. To achieve our vision, how should we appear tocoistomers?

* Internal business processTo satisfy our shareholders and customers, what
business process must we excel at?

* Learning and growth: To achieve our vision, how will we sustain ouilip
to change and improve?

3.3.5 Summary of section

Strategy is hard to define but for this thesis wgua that strategy is about
creating fit between organisation’s skills, aciest and capabilities and the
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environment threats and opportunities. Strategyallsworks in retrospect and is
hardly foreseeable. The positioning perspectivestodtegy is the mainly discussed
and lies on acquiring a competitive advantage tdwaits competitors. That
competitive advantage is sustained by being uniguereating trade-offs among
activities in the value chain. Although this theasypowerful, it remains difficult to
ensure that the formulated strategy will be easihderstood in the employee’s
knowledge. Therefore the balanced scorecard (BSCactually the best way to
translate strategy into actions and measure séort-and long terms business goals
(Kaplan & Norton, 2004). BSC rests upon linkingcause-effect relations goals from
four perspectives: financial, customer, businesscgss, and learning and growth
perspectives.

In the following section, the focus will be givem business processes. We will first
define business processes and the typology of éssiprocesses in order to help the
reader to understand the concept and its use iarganisation. Then we will provide
an overview of the challenges and the critical sascfactors for aligning business
with IT, in BPM, BPR, and BPI.
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3.4 How Business Process Thinking enables the
alignment of business strategy and organization’s
routines

3.4.1 Business process definition

Basically, there is no service without processcBss has been defined in every area;
it's not essential to define process just withrm$. People could think of process to
achieve something. So, the Process refers to @ssefriactions, changes, or functions
bringing up a result. Thus, Process could accoimmpégery goal/aim anywhere,
among a number of people. As soon as process gaesds organization in order to
obtain something, then, it's not just process;atdmes business process. Several
researchers defined a business process term erafitf views. For instance Meldo &
Pidd (2000) used limitation of Morgan’s machined&scribe business process within
deterministic perspective, while Jacobson (1995¢kiy described it as “the set of
internal activities performed to serve a customer”.

Since many organizations used process techniquesplecific projects, Harmon
(2003) believed in the majority of business mansgeto think about their
organizations in terms of business process. SoMe&o & Pidd (2000) argue that it
is impossible or difficult to develop suitable apaches for business process.
However, based on aligning business process wiinbss strategy, we also struggle
to define the best meaningful definition.

In terms of business process, there are numbeeayle, activities, processes, which
all contribute in an organization in order to aekiesomething. In the literature
debate, there are various definitions of busineseqgss, but they all agree on its
content. Lindsay et al. (2003) struggled to fingsLi#able definition for this term. And
the best one is a set of logically interrelatedvéas, which use firm’s recourses to
achieve a defined business outcome for internakeatelnal customers. In this regard,
the elements, which make business process up, tatedsas activities, people,
customer, and organization (Lindsay et al., 2003).

Needless to say, customers take a microscopic ofean organization outcome, and
interrelated activities have to contribute to gamofit. Then, organizations should
recognize activities as the most fundamental uihftrms, in order to be part of the
business process and carry them out to compettiantage (Harrington, 1991).
Thus people expect the best outcome with well-@effiand well-managed processes.
But business process, organizations think aboutr tipeocesses orientation.
Traditionally, they organized their departmentsfinyctions, where each department
was responsible to detect its core competencyi &&arol (2009) observed the goal
of silo perspective to decrease redundancy andmgation expertise. While,
nowadays, Organizations are all wholeheartedly ® drganized by cross-
functionality view in order to achieve sub-optintioa and decrease the negative
impact and the efficiency of the process (Keri &@a2009) since scholars all agree
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on high performances of cross-functional view nmB. As Harrington (1991) argues
cross-functional means, they stop thinking abouticed process and shift it to the
business process perspective to look at procede iwhole organization and then try
to boost it. Somehow, process perspective makesiatls clear to reassure, that, this
iIs a complete version of vertical perspective whsttuggles to help managers to
avoid duplicate work, optimize business processl #mnimprove cross-functional
communication (Keri & Carol, 2009).

“Figure 8” illustrates an overview in a hypothetimmpany which shows how
activities take place in the origination with amacav in the different departments, in
other words, how business processes are structlirgdistrates different processes
and sub-processes, which are performed by diffefepartments.

Management

Engineering Production Finance Marketing Sales & Support

Business Process \

new product design > Marketing of promotions
New Product B
Development
Production of Ergochairs available
Ergochairs
b

1 product delivered

Sales &
Service

Y

materials ]f

Suppliers

Figure 8: A business process cuts Across Traddepartments to combine departmental
activities into a single flow of work. (Keri & Card009)

3.4.2 Typology of business processes

There are numbers of framework, which are recogha= different process type in
order to differentiate design approaches, scope,rafi hitherto. Scholars claim of
the existence of one framework developed by E&94), which is overstated of a
better understanding of process, model, analysigsign even more familiar with
value chain if they are relatively structured.

This framework argues for a high and low level stinee. In the high structure, there
are processes which are more described in detsly & understand and easy to
define the roles. But processes in the low strectue more complex and risky (Earl,
1994). But in the low structure, there are the psses, which imply more; complexity
and risk. This divided structure makes scholarsasietor primary and' secondary
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activities of value chain (which we argued in thevious section). The primary
processes are emphasizing to have external cust@amigpode secondary processes
are emphasizing to improve internal efficiency dwade indirect effects on business
performance.

As mentioned in “Figure 7" primary processes argemmncerned with competitive
positioning as the best answer dbW can the firm achieve competitive advantage in
its day-to-day activities?0n the opposite axis, secondary process may hanect
effect on businesses performance. And it is becatisieeir consideration, which is
more on capability than competitive advantage

PROCESS

High STRUCTUREDNESS Low
Primary GCORE NETWORK
VALUE
CHAIN
TARGET
Secondary SUPPORT MANAGEMENT

Figure 9: A framework for Typology of Business pees (Earl, 1994)

This framework introduces four emergent types difless process:

« Core processesA set of interrelated activities of value chain,ig¥h have
external customers. McKins€$998) argues on core process as an evolution
of business system, which is divided in three @ngrocesses as developing,
delivering and marketing. Central process emphasizere on customer and
supplier relation to create competitive advantage.

« Network ProcessesThe main role in the network process igdcemphasize
on people and their role in the firms. Thereby, #tempt is on social and
technical part of organization and to improve comioation between and
among stakeholders, people, and managers.

» Support processesthese processeme essentially related to managing the
business resources in the secondary activities thiey have internal
customers. Support processes usually help coreegsoto enhance high
performanceSupport processes usually keep up with the coreegees in
order to enhance high performanéed, this process should be generally
outsourced in order to tend organization in horiabriew. In this process
managers need internal services including Informmafiechnology, Human
Resource, and facilities management. Informatiorchiielogy, Human
Resource, facilities management are the discipliwsch provide internally
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services for the managers. But they are diffenergkill and language (Lurie,
2005).

« Management ProcessesLurie (2005) argues about management process,
which leads the team and ensures business suctéss. process is
emphasized on managing the core and the suppargson order to achieve
competitive advantage. Garvin (1995) describes thsnactivities related to
how the CEO runs the company, how management aiteveth employees,
how decisions get made, and how communication tpke=e. Thus planning
and control are the two disciplines in the managemecess (Lurie, 2005).

3.4.3 Success factors for effective business proces s and strategy
alignment

In this section we will highlight the challengesdarssues in business process
endeavours in other to motivate the approach fignisg business processes with
strategy.

The sources that we will use here are related doctitical success factors in BPI,
BPM, BPR, and business and IT alignment. Sincealisuccess factors are activities
or aspects required for ensuring the success ofiaéss, they are grounded somehow
in issues and challenges in business processestiv@s. The challenges could also
being viewed, as the reasons that lead to failaréusiness processes initiatives,
barriers to success.

Achieving alignment of business processes withtegsais mainly discussed in the
Business Processes Management (BPM) literature. tBaitfirst challenge when
conducting a research in BPM is that various tesinesused, such as Business Process
Re-engineering, Business Process Redesign, andddgsiProcess Improvement,
Business Process Change. The second big challenati scholars in BPM do not
only disagree about the scale of change and thpesod the processes being
redesigned, they also have different definitionghaf same term (Larsen & Myers,
1999). However, Hammer & Champy (1993) definesimess process re-engineering
as “The fundamental rethinking and radical desifbusiness processes to achieve
dramatic improvement in critical, contemporary mgas of performance such as
cost, quality, service and speed”.

Due to numerous failures in BPR initiatives, mangddars have undertaken the task
of identifying the barriers and consequently thecess and failures factors of
Business process projects. Al-Mashari & Zairi (APBave deeply reviewed literature
about business process reengineering to come up fvie dominant dimensions
related to success and failures of BPR implemamatnamelychange management
system and culture, management support, organisatictructure, BPR project
management (performance measurement and goals),Tamdrastructure They also
emphasized the alignment of BPR strategy with a@afgostrategy. Many specific
critical factors were also identified in each o tibove dimensions.
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Based on Al-Mashari & Zairi's study, Cheng & Ch2008) have sought to identify
critical success factors for successful BPR implaatgon. The novelty in their study
is that they attempted to develop a reliable, eicgdly tested, and rigorously
validated instrument for BPR. The main critical segs factors identified are then
management commitment, customer focus, use ohtr'cammunication of change
Furthermore, the most crucial factors &arelding an effective IT infrastructurand
aligning it to BPR strategy

Trkman (2010)revisited a majority of previous studies and argtieat they lack
generalisation since they are based on case studéeshen advocates that critical
success factors are grounded on three theorieglyam

* Thecontingency theorythat characterizes the fit between the business
environment and business processes

« Thedynamic capabilities theory, for motivating proper organization and
continuous improvement efforts in order to assurganed benefits from
BPM

» Thetask-technology fittheory that supports the fit between tasks in the
business processes and information technologyfsgste

Trkman (2010) conducted a case study in a bankamgpany and he concludes that
the critical success factors to create fit betwbasiness environment and business
processes are strategic alignment, level of IT stment performance measurement,
and level of employee’s specialization. He alsonagWledges factors which create the
fit between the tasks in business processes andftirenation technology/system.

Managing business processes is a very complex endeandeed BPM challenges
span from organizational, managerial, informatiofsteams and social problems
(Trkman, 2010). Armistead et al. (1999) developediumber of key themes of
strategic business process management based oexpeeience of more mature
Business Process Management organisations. Thestrategic choice and direction,
organisational design, business process managesukute, organisational learning
and knowledge management, organisational coordimagierformance management,
market value chain.

Finally, in “Aligning BPR to Strategy: a Framework for Analysisettinger & Teng
(1998) have defined five alignment factors for strategyveln business process
redesign:

» Strategy: the extent to which the process support theegjyat

* Management management systems, styles, values, and measuserare
supporting the improvement of process efficiency effectiveness

* People behaviour, jobs, skills, culture of people arsweing the improvement
of process efficiency and effectiveness

e Structure: teams, co-ordination mechanisms, formal and médrstructure
are supporting the improvement of process effigyearad effectiveness
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* Information technology: how to use IT to enable process efficiency and
effectiveness

Kettinger & Grover (1995) have developed a simitaodel for strategy-driven
business process change. He strongly emphasizea thelance needs to be created
among the five dimension of process change fortgreautcome (Kettinger &
Grover, 1995). This model is based on relationsgiepveen buyers and suppliers,
industry competitive and economic and geopolitm@hditions and is more strategy-
driven. The base of this descriptive model contaiamsformational subsystems
including, Information technology (data, InformatjolT, production technology),
people (values, skills, culture, behaviour), mamagm (systems, style), business
process (cross-functional, intrafunctional, integamizational) and organization on
structure (jobs, teams), which are the main factorsalignment approach. In the
business process change, scholars also try to esmsphtihe output, which focuses
more on improvement of cost, quality and custoraésfaction.

As a result, the outcome from each kind of BPRgwbyvould have a great change in
order to have good performance and also shoulddye different with comparing of
pervious project the companies already implemerniée. figure (figure 10) below
shows the components of the model and the reladioreg them.
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Figure 10: business process change model, adapteddettinger & Grover (1995)
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3.5 The need for an approach for strategic alignment of
business processes

We have earlier argued the critical importanceudfipg consistency between strategy
and business processes and the competitive adeadiryving from that linkage.
Unless researchers agree on the alignment requitentieere are not enough
approaches aiming at clarifying how to achievae ithie organization.

Approaches for process improvement, for example céyeability Maturity Model
(CMM), usually lack business orientation. Indeecdeiekens et al. (2004) argues that
“although CMM prescribes different types of pro@ssand the application of metrics
in process improvement, it lacks well-defined imgnment goals at a business level”.
CMM approach only resides on operational leveljaes not derive processes from
the strategic level towards to the operational @ssdevels.

On the other hand, efforts for goal-oriented precesprovement approaches have
been investigated by Trienekens et al. (2004). Andppears that the approach
designed by Neiger & Churilov (2003) is powerful identifying and decomposing
different types of organization objectives; respety fundamental objectives,
process objectives and functional objectives. Nibedess, “a direct link of business
goals with business processes is not elaboratetrn@kens et al., 2004). The same
author has identified two well-known approacheskosiness improvement; namely
Six-Sigma and the balanced scorecard (BSC) fromafaand Norton. Six-sigma is a
powerful tool mainly used in manufacturing indussrithat focus on customer
satisfaction. And BSC defines four business goasnans, namely: financial,
customers, internal business process, and leardng growth. The other
characteristic of BSC is the measurement systerluded in the approach. That
measurement system “prescribes the usage of pmeedejuantitative metrics for the
four goals domains”. Thus business improvement aggugires provide a path for
organizational enhancement “starting from busingisategy, predefined types of
business goals and predefined types of metrics.dadewy the link with operational
process is missing” (Trienekens et al., 2004).

Based on those evidences, we can conclude thaategt oriented approach that
explicitly link business strategy with businessgass is still a gap in the research
area. The problem has been studied by Trienekeak €004) in the case study at
“Thales Naval the Netherland” (TNNL); but alternati approaches need to be
investigated and defined.

3.6 Closing remarks

Business processes represent the bridge which dimgegy and IT/IS, in the context
of business and IT alignment. Thus organisationsdnt align their business
processes with their strategy. Besides, the siafggcess orientation helps to stay
competitive in a turbulent environment. With wedlfthed and aligned business
processes the company will gain the following adages: (1) a shorter time-to-
market, (2) lower cost advantage, (3) high quadiyduct, and (4) improved customer
satisfaction.
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Strategy is about creating fit among company'sviiets. The success of a strategy
depends on doing many things well - not just a fewd integrating among them
(Porter, 1996). A competitive strategy for a compenabout being different from its
rivals. It means either doing the same thing bedtedoing things different from the
competitors (Porter, 1985). In other to keep thénwo strategic developments will be
used in this work: value chain and BSC. Value chaia system of interdependent
activities, which are connected by linkages in ortdeimprove the overall value for
the customer (Porter, 1985). BSC is a performanmeagement system which ensures
that there is a consistency among financial, custpprocess, and internal & growth
perspectives.

Business process refers to the set of internaliies performed to serve a customer
(Jacobson, 1995). A business process cuts acreshtion departments to combine
departmental activities into a single flow of wofKeri & Carol, 2009). Despite
several efforts, there is no approved method oragmh to link business processes to
strategy. However BPM and business and IT alignniiggrtature identify several
factors for successful alignment. Those are (1at&ny, (2) Business process, (3)
Management, (4) People or human factors, (5) Osgdional culture, (6)
Organisational structure, (7) Information technglogand (8) Performance
measurement. The following section will deeply explour approach based on those
alignment factors as well value chain and BSC.
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4 The approach for aligning strategy with
business processes

The approach that has been developed in this tiedased on the challenges in
BPM, BPR, BPI and business and IT alignment. Is #&ction, we will explain each
aspect that need to be addressed for aligningegiratnd business processes, namely
strategy, processes, people, management, IT, eagamal culture, organisational
structure, and performance measurement. We wilsiden the criticality and the role
of each factor in alignment. We will also explaimetrelationships among these
aspects since alignment consists of creating anbala

Strategy
Performance
Measurement
People
Skills, behaviour, culture,
jobs
Quantitative and Management
qualitative - » Business Processes in value chain e
measures, Systems, values, Organ|sat|0na|
Measures on commitment, support structure
process, people,
Statea vl ] 1 Teams, coordination
mechanisms, formal and
Y Yy informal structure
Information
- Technolo
Organisational culture oy
IT infrastructure

Figure 11: Strategy and Business Process alignmedel

Basically, the framework (figure 11) is organised@lows:

» Strategy is the basis for business process alignment. idhment aspects
shall be viewed under the scope of strategy. Styapeovides with goals and
needs that help in process selection; most impiytastrategy harmonizes
trade-offs among activities in the value chain amdves performance
measurement.

* Business processeare the crystal which links together people, manaent,
IT, organisational culture, and organisational dtue. They provides
requirement for an effective and efficient IT/IS.

* Management Support and commitment is critical for BPM succé3sanges
in business processes may require revision on neamagt systems, styles and
values.
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* Peopleor human factors are very important since they make the processes
work. People have assets like knowledge, skillss jdehaviour, and culture
that are needed to improve process efficiency. éa®achange may infer
people re-skilling and competence development.

» Organisational culture is the trickiest aspect because it is implicit &iag to
be formed over time through continual reinforcemer@ulture of
experimentation is the most successful one in tbatext of process
improvement.

» Organisational structure refers to the organization, functional or horizint
In the context of process improvement, teams, dmation mechanisms,
formal and informal structure may need revision.

* Information technology is process enabler. In fact IT shall support the
execution of business processes. IT may also lethpnking the intersection
between activities. The critical aspects here &iféective IT infrastructure,
Adequate IT investment and sourcing decision, High& function
competency, Proper IS integration

» Performance measurementis important to evaluate the fit between all
alignment factors. Performance measures shouldiduk to strategy: the
balanced scorecard — measures on strategy, precasdepeople. Processes
must be measured for factors such as time, costslugtivity, quality, and
capital

4.1 Strategy direction, choice and linkage

We have argued in the previous
chapter that Strategy is the anchor for
alignment. Strategy provides direction,
is the base for choice in the processes
and determines how activities are
linked to create value to the customer.

Strategy formulation is the first step
towards strategic alignment of business
= ————— | processes. Many scholars argue that
. . _ strategy should be used to select the
Figure 12: Strategy and Business Process alignment . . .

model - strategy focus processes the organisation  will
improve (Kettinger & Teng, 1998;
Garvin, 1995). Thus strategy is the basis for medemprovement. Garvin (1995)
argues that “You can’t redesign processes unlesskypow what you are trying to
do”. You should “review strategic direction by long at the competition, then figure
out how to organize to achieve the new goals”.

Strategy does not only ground process selectioafegly also aims to select the
activities in the value chain that the organisatwili concentrate on, either core
processes, support processes, management processesvorked processes. Porter
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(1985) refers to strategy as creating linkages éetwbusiness activities. As we
earlier discussed, a company’s value chain is &egy®f interdependent activities,
which are connected by linkages in order to improe overall value for the
customer. The activities in the company’s valueirchehould be tailored for the
organisational strategy so that the company willamba competitive advantage
(Porter, 1985). Strategy should also support th&nitlen of relation with the
subcontractors as the value system includes theplisupvalue chains, the
organisation’s value chain, and the value chairte®ttustomers (Porter, 1985).

Cheng & Chiu (2008) advocate that process selestimuld have a significant impact
on customer satisfaction, delight and financiafgrenance. The process goals should
be tied to business process objectives. Garvin§jL88ongly stresses that strategy
should drive performance measurement. In this lighe balanced scorecard
developed by Kaplan & Norton (1996) provides a dopvn approach for aligning
performance measures. The approach starts witkegyrgfinancial and customer
goals), links that to processes and then peopkrnileg and growth). The links
between goals and measures in the different peargpeensure that strategy is
successfully implemented.

Strategy supports selecting which parts of the nmss processes need to be
automated, in which activities IT could have thesmimportant value, and how the
organisation structure should evolve, to what ext@eanagement system, values,
should be improved to fit business processes.

4.2 Business Process

Business processes must reflect
firm's strategy, in order to be
= effective. In our approach Processes
are the crystal; they link together the
others aspects of alignment, namely
people, management, organisational
culture, organisational structure, and
Information Technology. Business
Processes ensure that people are
- — | working together to meet company’s
Figure 13 : Strategy and Business Process alignment goals (Garvm, 1995)' The magic of
model - business process focus processes, as we have already
mentioned, is that they are reliable,
repeatable, and in control (Garvin, 1995). Theyo gisovide requirement for an
effective and efficient IT/IS.

In order to keep alignment with strategy, busingsxesses should integrate many
features. Many scholars advocate that well-defipeatesses should be customer-
focused (Porter, 1985; Cheng & Chiu, 2008). Theeefrocess redesign must have a
direct impact on customer value and cost (Cheng B&iuC 2008). Process
measurement is also an important aspect. Basicpllycesses should have
“measurement and feedback controls close the pa@hthich the activities are
performed” (Cheng & Chiu, 2008).
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4.3 People

People or human factors are important

“ in business processes, since they
i} J— perform the activities in the processes.

e People have various assets that are
' needs in order to improve process
efficiency and effectiveness. Those are
knowledge, skills, jobs, behaviour, and
culture. Moreover a successful process-
oriented manager argues that people
possess loyalty, commitment to
"'customers and understanding of firm'’s
culture. And those aspects are
fundamental and valuable when an
organisation shifts to new processes (Garvin, 1998 successful manager argues
“We want to keep our employees when we shift to peacesses. They come with
assets like loyalty, commitment to customers, andeuwstanding of our culture and
our mission” (Garvin, 1995).

Figure 14: Strategy and Business Process alignme
model - People focus

The shift to new processes may infer job redebnitiThus people may need re-
skilling, training, etc (Garvin, 1995). In shortqme development is important for
alignment. But people could be resistant to changebhe way they were used to
work.

The focus on people leads to the notion of orgéinisal learning and knowledge
management (Armistead et al., 1999) since peogdhar primary agents in creation
of knowledge. They have detailed knowledge and bgptrience of strengths and
weaknesses of the current processes. People areknibwledge holders and
knowledge management supports service strategy

4.4 Management commitment and support

Management support and commitment

is the degree to which management at
all organisational levels sponsor the
: business process project (Stelzer &

Mellis, 1999). In fact the shift to a
process orientation requires changes in
the way the organisation is managed
(Harrington, 1991). Kettinger & Teng
(1998) argue that management systems,
styles, values and measurements should

Figure 15:Strategy and Business Process alignment SUPP‘)” the ',m,pr,O\_’eme”t of process
model — Management focus efficiency (minimizing the resource

needed) and effectiveness (producing
the desire resulis).
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Effective business process implementation requiopsmanagement’'s support and
commitment (Harrington, 1991). The management shstibngly get involved in the
business process project. Diaz & Sligo (1997) stfesnior management sponsorship
proved critical to the success of the process ingrent efforts. This means not only
taking an active interest to the success of thege®improvement initiatives, but also
providing funding and time to do work, and rewaglthose who contributed”. They
should lead and inspire the teams to leveragea$eurces available in the company.
Top management should have strong leadership tilbtemable to diagnose and
influence organisational culture (Kettinger & Grovel995), in order to break
resistance and status quo.

Many scholars strongly advocate {he need to ¢reé@ance between functional and
cross-functional teams. Indeed, well-managed basin@ocesses have a process
owner - someone who is held accountable for howl wed processes perform
(Harrington, 1991; Garvin, 1995). Process managémeguires more soft skills and
communication skills (Garvin, 1995) than bureaucratanagement.

4.5 Organisational Culture

Shifting from a functional orientation
to a process orientation is a difficult
cultural change (Harrington, 1991).
Culture includes both organisational
culture and individual culture. Each
company has a culture; a set of rules,
values, that people share. Culture is a
soft skill, difficult to change, implicit,

in the head of people; it is sometimes

== —— | not written in a company’s manual.
Figure 16: Strategy and Business Process alignment And since people are an important
model - organisational culture focus aspect for BPM success, the attention

towards culture becomes critical.
Armistead et al. (1999) provide some examples gawoisational cultureshe “H-P
Way” from Hewlett Packard or the “Plan Do” from Bsh Telecom.

Garvin (1995) in a Roundtable with some managersngly states that “changes in
the process implicitly change company's culture amehaviour patterns”. For

instance, by adopting a process-oriented organisatPepsi had to shift from an

‘action-oriented’ organisation with “take-the-hilfjet-it-done, can-do” mentality, to

another way of working. Of course, this alignmehpcesses with culture is tricky.

Successful process oriented companies’ manageug déingt “changes in culture are
what make the shift to processes so difficult. Thag't be mandated; instead, they
have to be formed over time through continual @cément” (Garvin, 1995).

To be successful in a long-term period, approacBR& should fit the culture of

organization. Both management and people perforrtiiegcore business operations
shall contribute to this aspect of alignment.
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Culture brings barriers that can be broken by seaf networks of individuals which

break rigidity of attitudes and behaviours (Armasteet al., 1999). Finally, the culture
of experimentation is an essential part of a sigfaeprocess-oriented organisation.
Thus all participants should be prepared to copb mistakes and errors during the
process (Armistead et al., 1999).

4.6 IT/IS support

The information technology is
pervading business processes, thus
enabling process efficiency and

e - effectiveness. The innovation in IT
is that the new technology holds
information, fastens communication,
provides new ways on making
business (Porter, 1985) and helps
rethinking how and where processes
intersect (Garvin, 1995). As such IT
Figure 17: Strategy and Business Process alignmetéim has a support _functlon TOI’ busmes_s
- ITNS focus processes. IT is a crucial aspect in
alignment between business
processes and strategy because IT
supports the execution of business operations. I$b @rovides alternatives in
redesigning processes. Some of the most successfopanies in implementing
business process projects argue that “Technologyy falrced us to think about how
and where our processes intersect. Alignment adoosnesses is critical for us
because our goal is to exploit the efficienciesaidtralized information management
while we decentralize service delivery” (Garvin9%9. The adoption of IT requires
significant modifications to current business piad (Ices & Learmonth, 1984).

The role of IT in the alignment of strategy withsiness processes is discussed by Al-
Mashari & Zairi (1999).

* Alignment of IT infrastructure and BPR strategies

IT infrastructure strategy should be aligned bussnerocess strategy. To
achieve that alignment, top management should set strategy formulator
who provides commitment for the whole process ngmeswhile the IS
manage should be responsible for designing andeimgting the IS strategy
(Henderson & Venkatraman, 1993). The strategy desxrthe role of IT in
leveraging changes to the underlying business psaseand infrastructures
(Al-Mashari & Zairi, 1999).

* Building effective IT infrastructure
A successful process implementation requires e¥iediT infrastructure. IT
infrastructure is made of physical and intellectassets, shared services and
the linkages between the components (Al-Mashari &iZ1999). "The IT
infrastructure and business processes are intandepe in the way that
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deciding the information requirements for the newsibess processes
determines the IT infrastructure constituents, andrecognition of IT
capabilities provides alternatives for businescgsses” (Al-Mashari & Zairi,
1999).

Adequate IT investment and sourcing decisions

Although IT supports processes, not all IT investteewill provide a
competitive advantage to the company. Thus IT itmeests must be selective
and customer-oriented. In this light, McLaughlin @&t advocate that IT
investments must be judged not simply by cost sd potential for “adding
value” to the customers.

A sourcing decision is about making the balanceveen internal and external
sourcing -Make-or-Buy paradigm. The most effective sourcing strategy
consists of insourcing the most-critical IT compatise while outsourcing
common assets (Al-Mashari & Zairi, 1999).

Increasing IT function competency

Getting an effective IT function in the organisatibas proven to be critical
for business process initiatives. The IT functiczeds to be designed in a
structure that focuses on quality, value creatiaomd adelivery. Most
importantly, the organisation should develop aredffe IT management
architecture for BPM (Al-Mashari & Zairi, 1999).

Proper information system integration

Processes cross the organisational units. Thus aadainformation from
information systems in different business unitschieebe integrated, and this
is vital for BPM implementation (Al-Mashari & Zajri999). IS integration for
business processes can be defined as the "extartith various information
systems are formally linked for the purpose of slgacomplete, consistent,
accurate, and timely information among businessguges”.

4.7 Organisational structure

An organisational structure that

provides mechanisms for
accountability and ownership of
strategy formulation is critical for

People

successful alignment (Broadbent &
B Proc lue cha %
V—

Weil, 1993; Henderson &
Venkatraman, 1993; Luftman,
Papp & Brier, 1999). In addition,
| ~ an adequate organisational
= - || structure stresses the need to revise

Organisational
structure

Figure 18: Strategy and Business Process alignmedéin

teams, co-ordination mechanisms,

organisational structu focus
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formal and informal structure that will support theprovement of processes
(Kettinger & Teng, 1998). Indeed, Business Processgatives create new processes
which define jobs and responsibilities across tkistieg organizational functions
(Davenport & Short, 1990). Hence an organizatiostalicture, which determines
“how BPR teams are going to look, how human resssiere integrated, and how the
new jobs and responsibilities are going to be fdized” (Al-Mashari & Zairi, 1999)

is needed to sustain the fit between strategy amckps architecture.

A process-based organisation crosses the boundafri@snctions or departments.
Hence, job and labour integration (case workethé&most appropriate approach of
human resources design that supports the procssstbaganisational structure rather
than a function-based one (Davenport & Nohria, 19%Immer, 1990). Furthermore,
a formal and clear definition of jobs and respottisis is required (Talwar, 1993)
because BPM results in a major structural changthenway people work in the
organization.

Cross-functional teams are critical component afceasful alignment of Business
Processes with strategy. They are critical for snpmnting Business Process
Management project (Al-Mashari & Zairi, 1999) besauinkages need to be kept
among activities in several functions.

4.8 Continuous improvement through performance
measurement

Henderson & Venkatraman (1993)
argue that strategic alignment is
dynamic and “not an event but a
process of continuous adaptation and
change”. Indeed, internal and
environmental factors can alter both
strategy and processes. In this light
alignment of business processes with

\ ) strategy need to be maintained over
= b — | time. And this is achieved and
Figure 19: Strategy and Business Process alignmentevaﬂuated through continuous

model - performance measurement focus improvement. The best way to evaluate

the success of alignment between
strategy and business processes is by measurifggrpance at different levels of the
organization, and for all alignment factors, namelyategy, processes, people,
Information technology, management, etc.

Armistead et al. (1999) distinguish corporate messuevel from operational or
process measures level. They advocate that Stradbguld drive performance
measurement and management; corporate level targetmeasures should act to
drive the subset of processes. The measures néedlittked to customer satisfaction
and value with productivity, return on assets aa#teholder value. Besides, Kettinger
& Teng (1998) divide performance measurement irdalitative and quantitative
measures. They believe that both individual anthteatisfaction measures should be
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analysed as well as the communications flows betwebs, activities and sub-
processes.

Several factors need to be considered in perforsmaneasurement. Indeed, new
Business Processes must be measured for factdnsasutme, costs, productivity,
quality and capital, then compared to the procesmsreplaced (Guha & Kettinger,
1993; Armistead et al., 1999). Furthermore, IT afdrmation are important assets
which ensure the creation of a competitive valuearnoorganisation (Al-Mashari &
Zairi, 1999). Thus, IT infrastructure effectiveness business processes needs to be
adequately measured. Most importantly performane&asures should be tied to
strategy. And the Balanced Scorecard is the bgatoaph that aligns measures on
process level to strategic goals (Norton & Kapla®96). In that approach, strategic
vision drives strategic goals on four dimensiohsistperformance measures. In the
BSC, strategic objectives are defined in four pecsiges, which also serve as ground
for performance measurement of long-term and dleoms objectives. Measures are
linked in a cause-effect relation. The four persipes are financial, customer,
internal business processes and learning and gromihs the balanced scorecard
measures performance for all alignment factors, atarstrategy, processes, people,
Information technology and management.

Finally, the measurement of processes efficiency neguire improvement in the
processes. Thus performance measurement is thedyfoucontinuous improvement
and quality improvement (Guha & Kettinger, 1993).

4.9 Closing remarks

This chapter has highlighted the importance anditiks between business processes
and strategy alignment factors. For aligning statand business processes, ones
needs to address aspects in the areas of straemgsses, people, management, IT,
organisational culture, organisational structurel performance measurement.

This framework is so far theoretically groundedeTiext chapter will provide more
insight of the alignment factors in practice. Oacus will be on small and Medium
Enterprises located in Jonkdping. The case studtieducted here are based upon the
defined alignment aspects. We can assume that igunypothesis is that all those
aspects need to be addressed. And the empirigdatiah will aim at estimating what
are the most important, are they all always adddksand why are some of them more
important than others.
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5 Empirical findings

This chapter presents four case studies which geotrie reader with a practical view
of business processes and strategy alignment insSVIe units of analysis are from
different industry, namely banking, service andeotproducts. This chapter portrays
for each case a general background which aimsetgept the company, its market and
customers. Then the efforts in process improveraentescribed. The importance of
business processes and business strategy is bdefbussed. And finally, the
importance of alignment factors is argued.

5.1 ARKITEKTKOPIA AB

Interviewee: One of the owners of the business unit

5.1.1 Background

ARKITEKTKOPIA AB is a franchise of the group ARKITKETKOPIA. The group
was founded in 1951 and has its head office in btolon. 35 franchises exist in
different Swedish counties, including Jonko6ping.

ARKITEKTKOPIA AB was created in 1989 by the two ogrs. The main customers
were architects. The company was printing buildiingwings for its customer. The
market has changed and is now richer. The custospas from public and private
organisations to private persons. Those customexsJankdping commune, Big
companies like Elmia, Huksvana, Fares, Advertisoognpanies, Schools, private
persons, etc. Building drawings now represent 3@%he products, while coloured
drawings represent 70%.

With the emergence of information technology, ARERTKOPIA AB has widely
introduced digital technology in its business peses around 10 to 15 years ago.
Nowadays data is pervading the business in a watyitlbbecomes impossible not to
cope with it. The owner estimates data as particigan 98% of business activities.
The digital technology is pervading the value ch&iom the suppliers to the
customers. In this light, ARKITEKTKOPIA AB receivesommands by emails;
customers can also order from the company websiteCustomer Relationship
Management System helps to share information atheutustomers among the 35
franchises in Sweden. ARKITEKTKOPIA AB is intensiyaising phone application,
SMS, emails marketing to reach new customer andréide its services. As result of
the use of the digital technology, ARKITEKTKOPIA AlRas reduced its workforce,
from 12 to 5 employees.

5.1.2 Business Process management Project in ARKITE  KTKOPIA AB

Although it is not completely clear when a projesining to manage business
operations in a better way has been launched, wanatice that ARKITEKTKOPIA

AB has been continuously using information techggléo transform the way the
activities are performed in the organisation. Mangdusiness activities in a better
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way is more an ongoing process than a static ewndeainformation technology is
now very important to ARKITEKTKOPIA AB; there is rabst no use of paper,
manual routines are now obsolete. Meeting the oustoneeds is a credo for
ARKITEKTKOPIA AB; the owner argues “We follow whahe customer wants; we
listen to our customers”. The first central infotroa system was launched in 1985,
following the new behaviour of customers. It iswenportant to ARKITEKTKOPIA

AB to keep the fit between strategy and businesxqgsses. By doing so they
improved customer satisfaction, “customers can ge step further”. It has been
possible to exploit the market of coloured drawbegause business processes work
in a way that makes it easy to follow customer seed

Alignment between strategy and business processesreducing costs in
ARKITEKTKOPIA AB. However the return on IT investmeis not good. In fact the
IT industry is innovating every day, technologyeislving too fast (facebook, iphone
apps, etc.). The introduction of new IT solutioredks the life-cycle of previous
technologies. Thus a solution becomes obsoleteuh the return on the investment
is not good enough. Profits have then not incredsechuse of recurrent investments.
Besides, the turnover is higher but total costsaége growing.

The alignment of business process with strategyaes the delivery time to
customer. An order can be processed the day themsas sends the request, when
before it could be done the day after. Howevemadtkes customers hard to please.
Young people for example order online and just atilr to know if they can get the
product the day after.

The quality is higher than before. Quality includegh quality of service and product
qguality. The printing quality has been improvedhwihe use of good machinery. By
speeding up the delivery time and continuously matg customer needs to business
processes, it has resulted to a higher servicd. |&uaally IT effectively supports
business operations from order creation, througbdymtion and delivery to the
customers.

5.1.3 Business process and Business Strategy

ARKITEKTKOPIA AB has well defined and documentedsimess processes. It is
important to note that for each order, a persomrsponsible for handling the whole
process up to the delivery to the customer. Byelistg to the customer,
ARKITEKTKOPIA AB finally adopted the process vievaince the organisation is
very small, it is hard to completely talk of prosesientation.

ARKITEKTKOPIA AB has a local strategy. The compangfines a 5 year strategy
that can be changed each year depending of theoenwent. For example, because of
the 2008 financial crisis, some changes have beagr dn the strategy and the goals
of the year. Strategy defines goals on customerfimadhcial perspectives. Strategy
serves as “guideline” and help ARKITEKTKOPIA AB iselecting and aligning
business processes.
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5.1.4 Alignment factors

In ARKITEKTKOPIA AB, the most important alignmentadtors are people,
information technology and management. People arg vnportant because people
face the customer every day. They need to have gootbetence, and to know
according to the organisational rules and practic®BKITEKTKOPIA AB is
successful in addressing human factors, mostlyusecéhe company is small. It is
easy to share the information within a group okbge.

As we have already said IT is really important tde t organisation.
ARKITEKTKOPIA AB has an effective IT infrastructuréhat supports business
operations. But at the scope of the local unitresking IT investment and sourcing
decisions remains challenging. IT is then viewedaasource of costs, despite its
undeniable importance in business processes.

In other to get efficiency and effectiveness inibess processes, it is very important
to share information among staff. Management masilysists of explaining “why”
and “how” things need to be done. Measuring peréotoe in the customer
perspective is crucial for ARKITEKTKOPIA AB. The glity of product is the most
important criterion which is measured. One of tlners argues “quality is more
important than quantity”. Some customers are red#lynanding of the best quality
while others do not make any differences betweeark'dyrey” and “black” for
example.

ARKITEKTKOPIA AB culture consists of “try and seehat the customer say”. The
company really has a culture of experimentationeyl'are not afraid to try new
things. They learn from internet about innovationtéchnology. For instance they
have been to buy a new colour machine in Swedee.clilture is also in delivering
the right product with the right quality and thght time.

5.2 Intersport Jonkoping-AREA

Interviewee: Human Resource Manager

5.2.1 Background

Intersport Jonkoping-AREA is an entrepreneurial pany created in 1988, part of
the group Intersport. Intersport has divided itsibess into three different parts which
are private customers, clubs and companies. Thiadsssunit has seven stores with
80 employees, 2 in Jonkoping, 2 in Linkdping, Maotala, 1 in Vimmerby, and 1 in
Eksj0. The seven stores represent a turnover ofn3ln SEK. The store in A6
centre, Jonkoping, is the subject of our empiricelestigation. We will call it
Intersport JOnkoping-A6.

Intersport Jonkoping-A6 has 50 employees; it isltiggest store of the business unit.
It was created in 1999. The owner is located irkdpimg. Intersport Jonkoping-A6

has a local vision or strategy adapted to its ntarkewever the Headquarter in
Gothenburg provides the local store with markesngport. The information system
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is not modern and the Headquarter has planneditecihea new one in October 2010.
The human resource manager is part of the leadimgpgand completely involved in
strategy formulation.

5.2.2 Business Process management Project in Inters  port Jonkdping-
AREA

Although the information system is quite old andt mategrated to all business
activities, IT is very important to the organisati®y integrating a completely new
system, the attention is to higher efficiency and effectiess in business operations.

Intersport Jonkdping-AREA had one store at its ttoea The organisation was mostly
focused on warehouse functions and the sales wraighlighted. While growing
the need to create a balance in the organisatginatture and highlight the role of
sales personnel appeared. Thus, around 2004, aofftmnisation structure was
adopted. The rationale was to get an organisatiamhich the support roles serve the
sales roles and then the customer. The customeitdshe more than satisfied; they
should experience a “Waouh feeling” when they |eavihe store. The ambition is for
the customer to have a positive experience, witth mounselling and sales. The
challenge is now to keep a horizontal structureewibping with flexibility, speed,
closeness to customers. Intersport Jonkdping-AREA liocal owned company, thus
the knowledge of the market, the capability to eadlexibility and the closeness to
the customer are aspects that provide a competdtheantage. The shift to a
horizontal structure, has also affected the managémystem. From 2009, two
groups, namely the leading group and the operagimyip, have been created to
discuss and evaluate both strategy and businefspance.

It is very important to Intersport JOnkoping-ARE® sustain a fit between strategy
and business processes because it ensures ddsstservice quality to the customer.
The customer orientation is a key concept and $ptat Jonkoping-AREA usually
gets feedback about what customers think of theicer Some professionals also
evaluate the quality of service via “mystery shoygpi

The alignment between business process and strédegygoal that has not been
completely achieved by the unit. With a customeus) Intersport J6nkoping-AREA

has improved customer orientation, increased grofgéduced the delivery time of
products and improved the quality of service. Hogvea reduction in total costs has
not been achieved. IT investment and support arémmoved. In fact investing in a

modern enterprise system is quite expensive forbim@ness unit. In addition, the
group is working on a project to acquire an integgtanformation system. Finally the

big hint in alignment is the lack of good infornmati system to support all business
activities.

5.2.3 Business process and Business Strategy

Intersport JOonkoping-AREA lacks formalised strategirocess, especially in the
leading group. Documentation about the link andosuipamong roles in organisation
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is defined, but processes are not kept up to dNdetheoretical approach is used to
analyse the processes; analysis is performed somgmon sense”.

Intersport Jonkoping-AREA has a formulated businssategy that is customer
focused. Strategy has the basis for changes innéssi operations and the
organisational structure. Strategy is also custeimarsed. The vision is “to be the
markets best store, both for customers and emptdyee

One of the recurrent problems in family owned bessis the strategic focus. Long
term strategy is hardly formulated and sometimexigions fall between chairs”. The
organisation is successful at the operational I&welthere is a need for rigour and
direction at the strategic level.

5.2.4 Alignment factors

Regarding the factors that are important to crasigmment between processes and
strategy, the human resource manager thinks thet nmmgortant are people,
management, information technology and organisatioaulture. Performance
measurement and organisational structure arergssriant.

Human factor are very important because they getjab done; involvement and
communication between employees is crucial. Pedes sales personnel, are the
one facing the customers, they then need to havelkdge of the organisation itself.
They may deliver the best service and most imptytekeep trust. That is what
provides a competitive advantage. It is difficutt be completely successful in
addressing human factors because “people are ngtgmmmable”. Therefore it is a
continuous work to satisfy people and customers.

Information technology is important because it belp get better quality in customer
service. IT is accurate, thus provides accuratéisstd and ease administrative
operations. IT may also help to direct costs inettdn way. In fact, as the actual
information system is not modern, accounting andssadministration are performed
manually. There is a huge amount of time lost.regert Jonkoping-AREA is not
successful in addressing IT aspects mainly beciausquires headquarters’ decision
and approval.

Performance measurement is almost not a realitgrdport Jonkoping-AREA lacks
IT support and channels to measure performancesopl@ and processes. There are
no structured measures although they are importégte are team measures, a sales
personnel is not evaluated upon his sales rate.t '8haost important is the team
performance.

Intersport Jonkoping-AREA is a small structure. Q@aumication between
management and operational levels is then easyafdament commitment motivates
and encourages people in their day-to-day actsvitiehis comes to be a critical
success factor of the efficiency and effectivenadsusiness processes. Management
struggles to keep values in the reality through tmge and interpersonal
communication.
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Organisational structure facilitates the improvetnen business processes. In the
pursuit of their goal to be more customer-drivemeisport Jonkoping-AREA has

created a new job “Visual Marchandiser” whose isl® be the interface between the
Human Resources support and the sales personnel.

5.3 Handelsbanken Jonkoping

Interviewee: Private business Manager

5.3.1 Background

Handelsbanken is an international group foundelBiriL, and its first branch office in
the Swedish industry was established in 1874 esliedn the finance field. The
primary goal of the group is to “have better yield its own capital”. Besides,
Handelsbanken works to achieve higher profitabilihan the average of its
competitors. And therefore, the group focus on iomioiusly improving customers’
satisfaction and lowering costs. Handelsbankenhaashigher profitability than its
competitors over the past 38 years.

Handelsbanken has a decentralised organisatiorreTieea head office at the top;
each region has a regional bank; and finally tlaeoeind 600 offices all over Sweden.
The head office and regional banks do not havedaeyt relation with the customers.
The bank office strongly focuses on corporate policulture and an effective
financial system. Each bank office is responsilde ifs own capital, profits and

customers. And it means the individual products aever in the pin of

Handelsbanken. Handelsbanken Jonkdping is theeothat is the subject of our
work.

5.3.2 Business Process management Project in Handel sbanken
Jonkoping

The banking industry is an information dependerstesy. Information flow is vital
for bank survival. Therefore Information technologg very important to
Handelsbanken Jonk6ping. In fact IT provides thekbaith easier means to serve the
customer, enables statistics, etc. Since Handdtsbbadonkoping has a low costs
strategy, the efficiency and effectiveness in bessnprocesses are very important.
Thus they have lower loan loss ratio than their petitors. The overall strategy of the
organization, especially in the finance industsyta always be one step further than
its rivals.

In the pursuit of their low costs strategy and idev to gain efficiency in the business
operations, Handelsbanken has launched a demetatiah project 3 years ago.
Basically the idea is avoid the use of paper irariting operations. The analysis
performed by the bank shows that the use of eleictréles to send and share
information will make the system less complex. Thanager we have interview is
part of the project that is launched on a naticeale.

53



Empirical findings

Aligning business processes with strategy is venpdrtant to Handelsbanken
Jonkoping and is also a state that the bank stugmglreach through continuous
improvement of both business processes and theogupp IT infrastructure. This

alignment process has provides Handelsbanken Jingképth all BPM advantages.

Handelsbanken Jonkoping has improved customersfaetion, reduced costs. IT
investment and support roles are highlighted. I§ueacy and speed in information
processing enhances service quality and profits.

5.3.3 Business process and Business Strategy

It is crucial for a bank to structure and formalis®rking procedures. Thus

Handelsbanken J6nk6ping follows rules establishetthé head office, which are both
internal and external. Structures and financingesws for examples are built at the
national level (head office). At the local scal® timeoretical approach is used to
analyse business processes.

Handelsbanken J6nkoping has a well formulated egjyatas discussed earlier. The
office has not voted a budget for 40 years now.exéeless a business plan is created
every year in the scope of the office. And basedhenlocal business plan, every
employee builds its individual business plan witbfgls and income goals.

5.3.4 Alignment factors

Based on our interview and the aspects, which eegled to address the alignment,
Handelsbanken J6nkdping founds the role of pedpleperformance measurement
and organizational culture as most important fact@rganizational structure and
management factors are neutral.

In the context of process improvement, people arg important to Handelsbanken
JOonkdping, especially aspects like communicatiah iamolvement. But it takes time
to communicate and get people involvement. Thusdesbanken Jonkoping is
successful because of the values that are sharemhgaremployees. In fact
Handelsbanken Jonkoping has developed a groumvigibat matters most is not the
performance of one individual, rather the groupfqremance. To illustrate that
characteristic, no individual reward system is ugsedhe organisation. The other
culture feature is the willing to have a close angtful relation with the customer.
The private manager says: “we do not try to sedl liighest costly product to the
customer; we sell a product that is more suitalde them”. With that trust

Handelsbanken Jonk&ping secures the loyalty @lissomers.

Handelsbanken Jonkoping is a very small businegswith 50 employees. Thus
Managers are supportive to the employees and comataninformally. The high
management commitment in day-to-day activities @ensas a success factor for
process effectiveness.

The use of information technology facilitates thee@ution of business operations.

But to be successful in addressing IT factors, l#stzhnken Jonkdping always seeks
to get employees involved in both requirementsyamaland implementation of new
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IT solutions. Handelsbanken makes use of a “soéiveex a service” strategy for IT
investments. The head office invests in a new §tesy for all the offices. The head
office then charges each office according to thenlmers of employees using the
distributed system.

The changes in business processes and informaggiens usually require people
training and education. Handelsbanken J6nkopingstsvin developing employees’
competences. Handelsbanken Jonk6ping has a manatgieram of 4 managers, each
one responsible of one market segment. Teamdsarerm@ss functional.

5.4 FLINTAB AB

Interviewee: CEO

5.4.1 Background

Flintab AB is a company established in 1981 aftemagement from Lindells &

Stathmos had quit. The company is now owned byeimployees, who become
associates after a qualification process. FlintBoig\specialized in weighing systems
for industrial applications. The applications aoe food, logistic, luggage handling,
checking, traffic enforcement, chemical produat, et

One important feature in Flintab AB is they haveeinal core competences in
Information Engineering. This means they are ablddvelop and maintain business
applications. It becomes less costly to Flintab #&Bimprove their IT/IS but the
employees tend to forget the costs, profits aneliat revenues.

5.4.2 Business Process management Project in Flinta b AB

It is almost impossible to dissociate the histofywosiness process projects and the
evolution of the use of IT in the company. Thankst$ strong niche competences in
engineering, Flintab AB has been a precursor irugeeof information technology. IT
IS a support asset that enables business procéssastance an engineer can receive
an order on his handheld computer and handle aktuiThe order is automatically
sent from the ERP to the engineer's PDA with afbimation required to handle
(duration, resources, problem description, etcl).id very mature and integrated,
workforce, product development, financial are alegrated in the same system.

For a long time product development has been custalnven (company as an

organisation), but now it is becoming user-drivamdiyidual user of the product)

because the users have more knowledge about thérements of the product.

Achieving efficiency and effectiveness in businpsscesses is an ongoing project in
Flintab AB. The company is continuously workingineprove business performance.
But the market is quite immature; this could berretsve in the future.

Flintab AB has launched several projects to maintts position of leader of the
market. The goal has mostly been to achieve higlegformance in the business
operations, to reduce costs, to leverage the uséeabnology in support of the
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transportation system, the reporting system, theeldpment and the sales systems.
One of the current projects is to launch a web-dasporting system for aftermarket
services. Flintab AB ensure guarantee for its petslii they are damaged. The idea is
to gather data and be able to characterize the reoatrent damages for example.
This will be possible with the participation of tbaestomers. Guarantee costs may be
reduced for Flintab and its customers since thdynesi pay a break warrantee if the
product is almost not likely to be broken. FlintAlB has launched a project to
optimize transport in the transportation industfrey will be able to keep owner
profile, to evaluate easily and to improve theioWhedge in the domain.

An Enterprise system has been acquired by the coynpa 2001, to support and
manage in a better the business operations. Thensyficiently supports production
and planning. But it lacks customer relation manag® aspect. Thus the idea is to
add that functionality in the system by buying sieevice since only 10 persons in the
company will be using the system.

It is very important to Flintab AB to maintain adigament between business
processes and strategy. This mostly achieved byirtegration of all business
applications into the same system. For exampleqtiaity system is integrated into
the ERP system. The guarantee costs managemeamsysli be integrated as well.
There is a strong focus in converging all the bessnapplications and the CRM
system. Sales and development processes are teigrad the processes are quite
cross-functional.

The alignment of business processes with strategly is an ongoing process in
Flintab, especially process performance improvemdrtius some benefits of
alignment are not yet achieved. By from our intewwiFlintab has improved customer
satisfaction, increased profits by 113% in Helpdésk example. The quality of
service has been enhanced with a better respanse(HDA), introduction of scan,
the FIFO system in warehouse management. The adighhas proven to increase the
return on IT investment. However this result is maist accountable to the decision
making process in the organisation. Because emgsogevn the company, any IT
investment must be support by the ROI expecteds Bmunvestment which addresses
an effective problem is approved by the employdérally the alignment has
improved the use of IT in support of business pgees. Thus further development
will be to introduce a CRM system and provide a SAgapability to the customers.
On the other hand the reduction of total costsoisyet achieved and is planned as a
future target. Besides, the reduction of time torke here the best aftermarket
service, will be achieved later on with the us€&M.

5.4.3 Business process and Business Strategy

Basically Flintab AB trees major activities, protion, after sales or maintenance,
and scales verification. The production processludes all activities from

requirement specification to sales. Flintab AB hesll defined and documented
business processes. Flintab is providing high teldgical solutions to its customers
and is accredited by the government for periodvegification of scales. Thus each
activity performed in the process needs to be decued in terms of report, but the

56



Empirical findings

way of performing the activity as well. That docurtaion is integrated in the
Enterprise system.

So far no approach is used for analysing businessepses. But the CEO intends to
apply BSC later on as a tool for strategic managemiéde rationale is BSC is simple
and can be modify with a high frequency. The tsalso flexible and may be used to
align different activities in the organisation. Theganisation has never been silo
oriented. Thanks to its small size and the higff sampetence, team work has also
been across development, sales or service.

Business strategy is well formulated in FlintabclEgear a business plan is created to
guide the organisational activities and specifyifess goals. With regard to the
business plan, improvements on business processedone (example in the BPM
project section). Strategy provides Flintab with goals and requirements for process
improvement.

5.4.4 Alignment factors

People or “human factors” is the most important d@ncky alignment aspect in
Flintab. As already mentioned employees own thepaomg; any decision need to be
approved by them. People are sometimes unwillinghtimge because the culture has
always beenif you do a good job, no one says you anythiRgople were used to
stick to what they think is the best way of doifidhus they become resistant to
change; the actual turnaround (around 38% in yearl) be an opportunity to
introduce some changes with new people.

Information technology is not an aspect to addnesshe future for sustaining
alignment between business processes and straiegguse Flintabdlready have
what they ne€do perform business activities in an efficientywadhus that aspect is
neutral. However BPM projects histories have prothet IT has been an enabler in
the company. Flintab is successful in addressingatfors. Sourcing decisions are
strategy-driven; the use of SAAS model for CRM.cmpetency has been increased
with the introduction of ERP system, for example.

Performance measurement is important in order tectiehe parts of the processes
that need to be speed up for example. They shaukbhnected to management and
help to improve customer service, strategy (therantae strategy), and profits. The
most important performance measure is the finameesdsure.

Management is important to Flintab, especially sooship. To get things done, it is
important to communicate with people. Managemewinsprship is a warrantee of
success in changes.

Organisational structure is not important becatrgedompany is small. In fact the
organisation has always had a cross-functionatitre. Besides, everyone can do
anything in the company. The inconvenient is thatreiquires more efforts on

sponsorship and commitment from the managementreTil®ea need to make a
balance between employees’ expectations and tloenmpetences. Some strategic

57



Empirical findings

choices need to be made sometimes, “a person egghexperience in a domain could
be assigned to a task when a more competent pisravailable”.

It is important to pay attention to organisatiooalture, as described in the people
factor. To deal with the cultural aspect, it is on@ant to show to people that they can
do better. For instance with several measuresansportation, stock management
(FIFO), purchasing (avoidance of bargain), procuweir(assessment of real value),
Flintab has made around 1 million SEK economy. Tibat victory that encourages
people to accept experimenting new things.

5.5 Closing remarks

This chapter has described business process maaagpnojects in four companies,
namely ARKITEKTKOPIA AB, Intersport JOonkdping-AREA Handelsbanken
Jonkoping and Flintab AB. A brief overview of th&atsis of business processes as
well as strategy has been presented. Finally th& mgportant alignment factors have
been discussed.

Based on the four case studies and the theoretpgabach developed in chapter 4,

the next chapter analyses and discusses key poibissiness processes and strategy
alignment in SMEs.
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6 Discussion and analysis

In this chapter, we discuss and analyze the fadtorthe approach developed in
chapter 4. We first discuss how SMEs manage to kédggtween business process
and strategy over time. Then we present the mopbitant as well as the less
important alignment factors.

6.1 The nature of business process and strategy
alignment in SMEs

The alignment of business processes with stratefgrs to the extent to which
business processes are supporting the organisatrategy. Venkatraman (1993)
argues that “alignment of business and IT is aggs@nd not an event”. Similarly, in
the four case studies previously presented, it agpé¢hat process and strategy
alignment is not a one-time endeavour; it is ratheprocess of continuous and
incremental match of the execution of day-to-dayvdes to strategy. For instance,
Flintab AB is continuously improving its transpdita system, the sales system with
the introduction of a CRM tool and the procuremamicess with a real assessment of
storage value. Handelsbanken Jonkoping, despstantegrated system and an
execution of business processes that serve bustressgy, has launched a project to
speed up the financial operations and achieve higieformance. Intersport
Jonkoping-AREA is introducing new features in thanagement process to provide
the best service to the customers.

There is rarely a process improvement project targeall activities in the value
chain. Most of BPM initiatives focus on one partloé business processes, there is no
radical change as advocated tough. As describeitbusiness process management
project” of each case, SMEs undertake small pr@gadtthey continuously improved
their way of working. The efficiency in sales isr £xample, the focus of the ongoing
project in Flintab. Handelsbanken Jonkodping impsotree efficiency in the financing
function only.

The alignment of business processes with strateggmetimes technology-driven. IT
opportunities enforce managers to rethink the vy toperate and their relations to
their customers. For example ARKITEKTKOPIA contimsty introduces new
technologic channels, like iphone applications &amkbook applications, to market
their products. The introduction of those new clesmalters some parts of business
processes since there is a need for technologygratien and organisational
integration through reorganisation of business ggees. Handelsbanken Jonkdping,
by digitalising financing operations, is as wellpraving its business processes. Thus
the technology potential perspective in SAM is magtice guiding processes and
strategy alignment.

_:>~2> Business processe{

Figure 20 : IT in strategy and business procedsgsaent
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6.2 The importance of aligning business processes with
business strategy in SMEs

So far companies believe in the fit between theacpss and strategy. They believe
that to have better profits they should care almkiage between processes and
strategy. It is very important to SMEs to align imess processes with strategy
because “the whole value chain should work in ti@esway” (ARKITEKTKOPIA
AB). Besides, aligning business processes withiegjyahelps Flintab AB to integrate
activities and most importantly integrate the whaléormation system. Business
processes support guarantee cost strategy in IFlildBa Furthermore, SMEs think
aligning business processes with strategy improwestomer satisfaction, higher
product quality with a better response time in taln and delivery time in
ARKITEKTKOPIA AB. It also increases profits in ol

However, alignment benefits are not always the saneach company, but the main
alignment enabler is an effective information sgst®&lost companies claim having a
change in their processes is essential to integhaie old information system to
modern one thorough enterprise systems as SAP, &®P, and CRM. It is
interesting to know that companies detect theimnsaiortage on the implementing of
CRM, since it is costly and time consuming.

6.2.1 Business Process in SMEs

SMEs care about their processes, but as they ARKITEPKOPIA, Intersport
Jonkoping-Erea) their activities and their plans always in their mind. They don’t
have tough challenges in writing or documentingcesithey well know how they
should organize, measure, and perform their presess

SMEs usually have a process-oriented structure (AERKOPIA, Intersport
Jonkoping-Erea, Flintab AB). Functions are not tdtesd and the execution of
business operations is performed with a strong oon team work. Business
processes are well-defined and up-to-date. But Sores they lack formalization
because coordination is simple in SMEs.

As earlier mentioned process improvement is perdorron small scale processes
within a function rather than large processes (fsampplier to customers). However
SMEs do not use theoretical approaches like Capaifaturity Model (CMM),
balanced scorecard or six sigma for analysing ammtaving their business processes.
Generally they prefer using heuristics based om gxperience.

6.2.2 Business Strategy in alignment

SMEs agree upon having well defined business glyateut “decisions sometimes
fall between chairs”. Strategy is the support ferfprmance measurement, unless
those measures are mostly on financial and custofoestomer satisfaction)
perspectives. In SMEs, strategy helps in seleaimd) aligning business processes. It
Is as well the basis for process improvement asribesl in the cases. For example,
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Flintab AB has improved his purchasing process leaof an operational cost
reduction strategy.

Moreover the companies believe in, selecting the Bision and process is going to
improve their quality and it has direct relationtlwcustomer satisfaction in Flintab
AB.

6.3 The most important alignment factors in SMEs

From the four case studies, it has been showntligatmost important alignment
factors are People, IT, Culture and Managements $&ction analyses each of these
factors against the theoretical framework.

6.3.1 Human Factor

We have argued in our theoretical approach thaplpeare important for process
effectiveness because they perform business aesivithey come with assets such as
jobs, skills, knowledge, behaviour, and culture ahhare needed to improve process
efficiency. Moreover, Garvin (1995) argues that gleohave assets like loyalty,
commitment to customers, and understanding of esganal culture and mission.

In all SMEs investigated, people are very importstvell. They come to be the most
important alignment factor. For instance, in thietab company, human factor are the
most important because Flintab’s employee own thapany and all the decision
should approved by them. In the Handelsbanken Jing¢ people are also
highlighted as most important because they usuale the best knowledge about
how things are done in the local office. Peopldhia Intersport are responsible to
deliver the best service to the customer. Intetspeeds to train its employees in
order for them to get better knowledge of the oizgtion. Actually, with the shift to
a new process-oriented organization, there wased te re-skill and train staff. In
ARKITEKTKOPIA people also are in the first level ohportance, because they are
facing the customer every day.

SMEs have a small workforce (McGregor, 2004). Tthese is no strong hierarchical
view; managers and operational employees communicddrmally and easily. In
ARKITEKTKOPIA AB as well as Handelsbanken, with tlwhanges in business
processes, people need to be educated so thakribaywhat and how to do things
(ARKITEKTKOPIA AB). Communication about company'sgs, “why” and “how”
things need to be done in another way, is cruaiallli SMEs investigated in order to
get people involvement.

Despite good communication, it is still tricky teal with people’s job and behaviour.
In fact the Human Resources Manager in Intersponkdping-EREA argues that
“People are not programmabile Thus brainstorming process improvement
alternatives helps to get global agreement and #veid resistance. In Flintab AB,
introducing new people help changes to becomeliéyreEhe CEO advocates mixing
between new people integrating the organization @ddpeople. However, this is a
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circumstance rather than a choice since thereb&ith substantial turnaround of 38%
in 3 years.

6.3.2 Information technology

We have argued in the theoretical approach thaef7ades business processes, thus
enables process efficiency and effectiveness. T@ogy provides means to redesign
business processes (Garvin, 1995). Al-Mashari &i44099) have depicted some
aspects to address in order to leverage IT forgrsfrategy and process alignment.
Those are aligning IT infrastructure and BPR sgwtebuilding an effective IT
infrastructure, defining IT investment and sourcimggcisions, increasing IT
competency, and getting proper information systeiegration.

In our study, IT is a process enabler. IT suppibrtsexecution of business operations;
thus it is located at the highest level of impoc&im the organization in order to align
process with strategy. Moreover different compariasge different role of IT/IS in
their organization. For instance in Handelsbanki#ioey the role of IT is to facilitate
the execution of business operations. In Intergp®ris important as well but the role
of IT is to improve the quality service. In ARKITHKOPIA AB, IT supports
business operations, with the use of new machicgsy(machine, printing machine),
the use of digital technology (emails) to commuteaaith customers.

SMEs seek for proper system integration. Flintab #d% customized its enterprise
system (ERP) by integrating its quality system. Thmpany also intends to integrate
the customer relationship management system itavtiole enterprise systems. The
CEO strongly believes that IS integration is a keryoperational effectiveness and
service level (quality of service and product gyyalimprovement.

Sourcing decisions are strategy-driven in Flintd® A SAAS model will be used for
CRM because few people are concerned with the eatufe. Handelsbanken makes
use of a “software as a service” strategy for Westments as well. The head office
invests in a new IT system for all the offices. Head office then charges each office
according to the numbers of employees using thelalised system.

Addressing IT competency is rare in SMEs becausthaif low budget; Intersport
Jonkoping-AREA for example illustrates this. In tfaSMEs usually have an
operational structure and no internal IT departmétawever, Flintab AB has that
internal competency and IT competency has beerased with the introduction of
ERP system.

All SMEs are not successful in addressing IT faktdfor instance, Intersport
Jonkoping-AREA is not successful in addressingdpezts mainly because it requires
headquarters’ decision and approval. Addressing infestment and sourcing

decisions is challenging to ARKITEKTKOPIA AB becautechnology is evolving so

fast. Some technologies become obsolete so quibklyit increases IT costs. IT is
then viewed as a source of costs despite its uabieniimportance in business
processes. Finally, to be successful in addresBinéactors, SMEs seeks to get
employees involved in both requirements.analysis mmplementation of new IT

solutions (Handelsbanken Jonkoping).
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6.3.3 Organizational Culture

The current literature posits than changes in @msE® implicitly alter company’s
culture and behavioural patterns (Garvin, 1995)t tBe implicit and tacit nature of
culture makes it difficult to cope with. Therefoorlture may hinder efforts for
aligning business processes with strategy. To oweec cultural barriers scholars
argue that approaches to BPM should fit as muclpassible the organisational
culture.

SMEs understand the importance of culture in difierways but with the same
meaning. Although values are hardly written doveytexist in the head of people.
In ARKITEKTKOPIA the credo is “try and see what thestomer says”. This way of
doing things could be assimilated to a culture xgfezgimentation. Thus it makes it
easy to adopt changes in processes and techndiloghe Handelsbanken office,
culture has an undeniable role. They always seeknfwove their relation with
customers and make them close to the organization.

In Flintab AB, the culture has always been “if yda a good job, no one bothers
you”. Therefore, in order to make people acceptngka, the CEO thinks it is
powerful to achieve small successful results. Thian excellent way to deal with
cultural barriers.

Culture is also a facilitator in process and styatalignment. Intersport J6nkoping-
AREA has developed a clear organisational cultuite weys words likeeamwork,
passion and respectEmployees have voted the values they think aee ntost
important to share and support the new processtation. This emphasis orieam
orientatiorf enables collaboration. However the challenge iem#& stay offensive
and creative since each improvement is in the ptheogroup.

Finally, culture is not only important when compsishift from functional
orientation to a process orientation, but it is @apon to keep process working in a
good way. Team orientation facilitates the executd business activities in SMEs
(Handelsbanken Jonkoping, Intersport Jonkoping-AREA

6.3.4 Management

Scholars advocate that management support and d¢ormanti is important for
successful alignment of business processes taegyrgHarrington, 1991). Process
management also requires soft skills and commuartakills (Garvin, 1995).

Our cases show that management is as also impdotasuiccessful alignment. SMEs
highly value soft skills, thus we can claim thagyhare “soft companies”. They tend
not to be bureaucratic, since management and opeshtemployees communicate
informally. For example the ARKITEKTKOPIA Compangleves in a management
that consists of describing why and how internapgbe should do their tasks. In the
Intersport, managers motivate people in their @/ so that they can work better.
Also managers communicate with operational staffindu meetings and through
interpersonal communication. In the Handelsbanksm ananagement commitment is
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a success factor for process effectiveness. In sorganizations like Flintab AB
sponsorship is the most important management agpget things done.

6.4 The factors with less importance in SMEs

6.4.1 Organizational structure

Scholars advocate that structure is critical foccegsful alignment because of
accountability and ownership of strategy (Henderd®93). By the literature review,

we determine structure is answering, “How BPR tearesgoing to look, how human

resources are integrated and how the new jobs espmbnsibilities are going to be
formalized” (Al-Mashari, 1999).

But based on our study, Structure is not as mugitant as literature focuses on. Of
course this is one factor that is essential tonalig process with strategy. But given
the size of organization and their processes idifferent from companies to
companies. For example, in the Flintab AB, Interspdnk6ping-AREA and
ARKITEKTKOPIA AB, the structure is not important ail. The rationale is that
company size is too small. In Handelsbanken theomtapce of structure is kind of
neutral because they are also in the area of SMiesefore in the SMESs, there is not
need to formally integrate the job and labour tgpsuts the process-based
organizational structure.

6.4.2 Performance measurement

Performance measurement is the way to measurecfalapeople, customers and
processes objectives. And all size of companiesildhalways think about their
finance since they should measure the amount of do@ high profit they have
earned. Scholars posit that the best way to evalliat success of alignment between
strategy and business process is done by perfoemaeasurement at different level
of organizations. They claim that business processt be measured for different
factors like cost, quality, time, productivity aodpital.

The empirical assessment shows that performancesurezaent is not used for
process improvement as mentioned in the literaflioetie and align measures with
strategy, the Balance Scorecard is the best apmrdad in the empirical study
companies do not state much on the Balance Scdrewathod as scholars advocate.
Only Flintab AB values the use of BSC because ginsple to update and it can be
modified with high frequency. It also helps to aliglifferent activities in the
organization.

Other companies like Handelsbanken, ARKITEKTKOPIAdf the importance of
performance measurement in the high level. For @@nm\RKITEKTKOPIA sees
the importance of performance measurement in thétgwside of product. Still there
is a company which claims that performance measeméns not as important as
scholars claimed; Intersport JOnkoping-AREA stdtest measures on processes is
almost not a reality. Finally, based on empiridaldy the performance measurement
IS not a lever for process improvement.
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7 Conclusion and recommendations

This chapter portrays a summary of the results doduring this thesis work. Then
generalizability and limitations of the results amiscussed. Finally some
recommendations for further research are given.

7.1 Summary of the results

Strategic alignment is mainly discussed betweeninbas and Information
technology. However current research has increbsiaggued the importance of
business processes in alignment. The idea is lsssippcesses are the bridge to
adequately create a fit between IT and strategis fias motivated us to investigate
the alignment of business processes with strateggddition, there is no agreement
on how to address strategy and process alignmédnts Tany business processes
management projects have resulted into failure.allinsome studies have
investigated the success factors of process aatégir alignment in large companies,
but there is little research about the alignmeaiodiss in SMES.

The aim of this study was to come up with the fexfractitioners and researchers in
the field of Business Process Management (BPM) ldhpay attention to while
aligning business processes with business strate@MESs. In order to achieve that
aim, the first objective of this study has beestfio build an approach based on the
current literature on business and IT alignment,wadl as business processes
management. In addition further objective was t@stigate in SMEs the validity and
importance of the alignment factors. Thus the feitay research questions have been
formulated:

1. Why should organisations align business process#staategy?

2. What are the critical success factors and chalkengeBPM, BPI, BPR,
Business and IT alignment?

3. What aspects should (or need to) be addressecdeatecalignment between
business process and business strategy?

These research questions have shaped the studylifevature review to empirical
study and analysis. In this light the followingutts have been achieved.

7.1.1 The approach for aligning strategy with busin ~ ess process

Business processes management initiatives mugtdiegy-driven. They also lead to
a rethinking of the way companies operate bothrmatiéy and externally. Business
processes should be designed in a way that crgataes among the entire value
chain, from suppliers to customers. Thus our apgr@ggests that companies need
to address the following in order to create aligntiegetween strategy and business
processes: Strategy as the basis, Business pragdhe crystal that connect together
all alignment factors, People or human factors, &fgment support and
commitment, Organizational structure, Organizationeulture, an effective
Information Technology, and Performance measurement
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7.1.2 Business processes and strategy alignment fac  tors in SMEs

One of the difficulties in analyzing case studigghere is no mature method in the
literature. Analysis mostly requires thinking arategorizing. Thus during this thesis
we have put efforts to link our analysis to theotletical approach, we have tried to
map the alignment factors in the theoretical apghoaith the findings of the case
studies. Our final results can be summarized dsvsl

The alignment of business processes with strategerny important to SMEs because
it improves customer satisfaction, enhances produetlity with a better response
time or delivery time. It also increases profits omerall. Rather than an event,
strategic alignment is a continuous process of tautagpusiness strategy with the
improvement in business processes. Therefore the @ radical change is not a
reality.

In order to sustain alignment between businessegs®s and strategy, SMEs give
importance to factors such as IT, people, cultureé management. In fact business
processes are effectively supported by a good nmdtion system, which facilitates
the information flow, enables process automationrdase process efficiency. Thus
IT has a vital role in sustaining business processel strategy alignment.

Besides, people are very important because theye medcesses work. Culture is a
generally a barrier that can be broken throughessfal improvement. But it can also
be a facilitator to make people work as a team. Mahagement enables processes
by a good communication, especially informal comioation.

On contrary, because of their small number of eygds, SMEs do not give
importance to organisational structure. And perfamoe measurement is not an
important alignment factor to SMEs as well. Howenerasures are done on financial
and customer perspectives.

7.2 Generalization

As earlier mentioned, scholars have analyzed BPilfiives in large companies.
This thesis contributes to the current researcstristegic alignment by investigating
the success factors in SMEs. Because various inesistre subjects of the research,
the usability of the research to other SMEs is wetk Nevertheless, this
heterogeneity is also a limitation because thecatity of information flow in the
banking industry affects process maturity, whenetiling company can survive
without well defined processes. Thus the importasfcaignment may be different in
those industries.

As discussed in the method chapter, the method (sedtiple case studies) is
powerful to draw generalization, by replication.eTresults of this research can be
then analytically generalized to SMEs located imkdping. However, using
interview as a strategy for case study evidenckedadn has limited the analysis. It
has been impossible to gather in-depth evidencd@n” and “why” some alignment
factors are more important. Thus without an in-Hegtudy more investigation is
necessary.
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7.3 Limitations

This work has been performed in collaboration W&NIEs randomly selected in
Jonkoping. The interview has been done in retrdspecompanies’ involvement in

project to manage their business activities in éebevay. The topic of strategy and
business processes alignment is not well knownompanies. Thus it has been
difficult to translate the theoretical view to a m@ragmatic view.

Each interview lasted 1h since managers are géndrasy. Because of that time
limitation, an in-depth description as well as gs@ of the cases has not be possible
to achieve. Basically, it has not been possibigatiher enough motivations on “How”
or “Why” some aspects of the framework are moredrtant.

7.4 Recommendations for further studies

This study has mainly investigated the importantelmnment factors in SMEs.
Within the limited time in companies, it was notspible to examine the relations
between alignment factors. A further research cbelgerformed on that matter.

This study focuses only SMEs; it will be interegtim further research to investigate
the differences on the importance of alignmentdiscbetween large companies and
SMEs.

This research has validated some business procasdestrategy alignment factors

and their importance. However the interrelationsveen success factors and their
individual impact to successful alignment of bussmerocesses with strategy could be
issued in further research.

Case evidence has been collected through focusstibeterviews in order to
validate alignment factors. It will be interestimy further studies to analyse the
alignment factors by means of other data collectstrategies: open interview,
documents, archive records, direct observatiortjqyaant-observation, and physical
artifacts.
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9 Appendix

9.1 Appendix I: Questionnaire design

9.1.1 The method

A first draft of the questionnaire was developedobg of the authors. To achieve it,
techniques to develop questionnaire were revieweth fbooks, research papers,
articles and websites. Some questionnaire samplésidomain of business and IT
alignment were also used to guide and support tiwéces in the structure of the
guestionnaire.

Then a common review of the two authors was perornThat review has led to a
second version of the questionnaire. The currergime was sent to our supervisor
without a clear description of the framework. Therest here was first to get
academic feedback on the content, the formulatfaine questions and the structure
of the questionnaire. It appeared that having thestionnaire without a clear
definition of the framework was a kind of “blindst&

A discussion between the authors and the superlkisped to identify shortcomings
and revise the questionnaire. A description of fsamework was added as well as
open questions like “why” and “how” which help tetgadditional explanation.

9.1.2 The questionnaire content

The idea behind alignment is that business procasshelp organization achieve
efficiency and effectiveness (Grover & Otim, 2008uthors' expectation is to get
feedback in order to have a clear understandingamh alignment factor and its
importance in the organizations. Therefore, all tbéected data was arranged into
different sections as follows for the analysis ¢éonoore understandable.

1. The introduction section

The introduction section set the scene of our stddhwe aim is to provide general
information about the problem, the purpose of ttuel\§ and our expectations from
the respondent. The introduction also describedranrework to the respondent. The
figure below shows a brief view of the contentladttsection.
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Aim: The objective of this questionnaire is to collect information from different companies located in
Europe in order to evaluate the critical aspects that need to be addressed for aligning strategy with
business processes.

It will be appreciated if you answer to the best of your PERSONAL KNOWLEDGE and experience
rather than stating the company point of view.

We will be tremendously grateful for commenting why you select your answers.

Note:
1. Theinformation collected will be confidential
2. Youwill be provided the results of the study by June 15% 2010,

Aligning strategy with business processes

To stay competitive in today economy, companies need to align their Business processes with
strategy, and leverage information technology potential. However it remains challenging to succeed in
designing business processes in conformity with the needs or the objectives the company want to
achieve. Thus the approach we are assessing in this survey provides guidance for aligning business
processes with strategy.

Figure 21: Questionnaire - introduction section

2. General Information

The next section is the "general information” s@ttiThe questions in that section
aim to collect background information that will beed to categorize industries and
subsequent data analysis. An example of questisimaan below.

1. GeneralIntewieweeinformationl

Company :

Current title :

Email Address:

Location (Country):

Figure 22: Questionnaire - exemple of general métion question

3. Implementation a business process management pro  jects in the
organization

This part addresses general aspects such as girnategess management projects, IT.
The purpose is to evaluate if the organization hnladertaken a project for aligning
business processes with strategy. The attentiafsisgiven to the extent to what the
organisation cares about strategy, processes andTHE& involvement of the
respondent in BPM projects and strategy formulaiscedso taken into account.
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This section is determinant because the answetlsog®e questions are prerequisites
for the remaining parts. In fact, it will not betenesting to get answers from
companies that don’'t have any experience in processagement. Examples of
guestions are shown below:

6. Didyour organisation implementaprojectin orderto manage business operationsina betterway?

O Yes, whole business operations/ processes

O Yes, in some departments or functions in the organisation

- Please specify the departments:

O Mot at all

Please comment your answer to question &

7. Didyour company investin an enterprise system (ERP, SAP, etc)

O Yes, forwhole business operations/processes

O Yes, in some departments or functions in the organisation

- Please specify the departments:

C Mot at all

Please comment your answer to question 7

Figure 23: Questionnaire - example of questioniVBmplementation section

4. Business process

This section addresses the extent to which thentsgtion cares about business
processes. The need here is to capture how thaipagian keeps business process
up-to-date, how you identify their process, and hyow use your processes to higher
performance.

5. Strategy
Here the attention is given to the extent to whsthategy is important in the

organisation. The purpose is to capture is therosgtion has a well-defined strategy
since strategy is usually the basis for procegmaient.
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6. Factors that promote alignment between strategy and business
processes

Several aspects need to be addressed to createnaht) between business processes
and strategy. Those are people, information tedyylmanagement, performance
measurement, organisational culture, and orgaoisalti structure. The following
questions aim to evaluate the importance of eactorfdor your organisation. The
first question in this section is general; speciwestions about each aspect will
follow. For each aspect the respondent is askethefaspect is important to his
organisation, and the extent to which his orgamsasucceeds in addressing that
factor. A comment section follows each questioe; ittea is to add details that may
extent the limits of the factors.

20. Inthe context of process improvement, how important do you think are information technology
factors such as Building an effective ITinfrastructure, Adequate ITinvestment and sourcing
decisions, Increasing IT function competency to your organisation?

O Not important at all O Not important O Neutral O Important O Very Important

Please comment your answer to question 20

21. How successfulis your company in dealing with Information technology factors in terms of Building
an effective ITinfrastructure, Adequate ITinvestment and sourcing decisions, Increasing IT function
competency, in order to improve process efficiency and effectiveness?

O Very unsuccessful O Unsuccessful O Meutral O Successful O Wery successful

Please comment your answer to question 21

Figure 24: Questionnaire - example of questionrdical factors
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9.2 Appendix 2: Questionnaire

TEKNISKA HOGSKOLAN

HOGSKOLAN | JONKOPING

Towards an approach for aligning Strategy with
Business Processes - Questionnaire

Aim: The objective of this questionnaire is to colledbrmationfrom different companies

located in Europe in order to evaluate the critacgdects that need to be addressed for alig
strategy with business processes.

It will be appreciated if you answer to the besyofir PERSONAL KNOWLEDGE and

experience rather than stating the company poiwieoy.
We will be tremendously grateful for commenting wlou select your answers.
Note:

1. The information collected will be confidential
2. You will be provided the results of the study bydu 8" 2010.

Aligning strategy with business processes

To stay competitive in today economy, companiesiniealign their Business process
with strategy, and leverage information technolpgyential. However it remains challengir
to succeed in designing business processes in rooityowith the needs or the objectives t

ning
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Brief overview of the framework

Different aspects need to be addressed in order to create alighment between strategy and

business processes, in other words to design processes that support organisation’s strategy.

Based on previous research in process management and IT alignment, the authors have

developed a generic framework. The aspects that are important in that framework are:

e Strategy direction, choice

e Business processes, to which all the other factors are connected

¢ People or human factors, which include people skills, behaviour, knowledge, jobs

¢ Management support, commitment, values, and system

e Organisational structure, with aspects like teams, co-ordination mechanisms

¢ Organisational culture

¢ Performance measurement that should addresses strategy, processes and people

Part 1: Background

The following questions aim to collect background information that will be used to
categorize industries and subsequent data analysis.

1. General Interviewee information

Company :

Current title :

Email Address:

Location (Country):

Part 2: Implementing a business process management

organisation

project in the

The purpose of this section is to evaluate if your organization has undertaken a project for
aligning business processes with strategy.

2. How important is Information Technology to your organisation’s operations/activities?

O Not important at all

O Not important

O Neutral

O Important

O Very important

3. How important is the efficiency and effectiveness in business processes to your

organisation?

O Not important at all

O Not important

O Neutral

O Important

O Very important

4. To what extent are you involved in business strategy development in your organization?
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O Very uninvolved O Uninvolved

O Neutral

O Involved

O Very involved

5. To what extent are you involved in business process strategy development in your

organisation?

O Very uninvolved O Uninvolved

O Neutral

O Involved

O Very involved

6. Did your organisation implement a project in order to manage business operations in a

better way?

O Yes, whole business operations/ processes

O Yes, in some departments or functions in the organisation

- Please specify the departments:

O Not at all

Please comment your answer to question 6

7. Did your company invest in an enterprise system (ERP, SAP, etc)

O Yes, for whole business operations/processes

O Yes, in some departments or functions in the organisation

- Please specify the departments:

O Not at all

Please comment your answer to question 7

8. How important do you think is the alighment of business processes with strategy to

your organisation?

O Not importantatall | O Not important

O Neutral

O Important

O Very Important

Please comment your answer to question 8
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9. Do you think alignment between strategy and business processes achieves the following

in your organisation?

Strongly
disagree

Disagree | Neutral

Strongly

Agree agree

Comment (Why or how)

Improved customer
satisfaction

Reduction in total cost

Better returnon IT
investment

Increased profits

Reduce the time-to-
market

Higher quality product

Improved use of IT to
support business
operations

Part 3: business process

This section addresses the extent to which your organisation cares about business processes.
The need here is to capture how your organization keeps business process up-to-date, how
you identify their process, and how you use your processes to higher performance.

10. Your organisation has well- defined, documented and up to date Business processes

O Strongly
disagree

O Disagree

O Neutral

O Agree

O Strongly agree

Please comment your answer to question 10

11. Your organisation has Business processes that are customer-focused and support

organisational strategy

O Strongly
disagree

O Disagree

O Neutral

O Agree

O Strongly agree

Please comment your answer to question 11
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12. What approach or model do you use for analyzing business processes in your
organization?

O Capability Maturity Model | O Balanced O Six Sigma Process | If other, please specify
(CMM) Scorecard Improvement :
projects

13. What and/or who in the organization was the driver for adopting process orientation?

Part 4: Business strategy

14. Your organisation has well- formulated strategy

O Strongly

disagree O Disagree O Neutral O Agree O Strongly agree

15. The organisational strategy helps selecting and linking your business
processes/operations

O Strongly

disagree O Disagree O Neutral O Agree O Strongly agree

Please comment your answer to question 15

16. Your organisational strategy was the basis for process improvement

O Strongly

disagree O Disagree O Neutral O Agree O Strongly agree

Please specify why

Part 5: Factors that promote alignment between stra  tegy and business
processes
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Several aspects need to be addressed to create alighment between business processes and
strategy. Those are people, information technology, management, performance
measurement, organisational culture, and organisational structure. The following questions
aim to evaluate the importance of each factor for your organisation. Question 15 is a
general; specific questions about each aspect will follow.

17. Which of the following factor has the most important impact on alignment in your
organization?

Very
important

Not important

at all Not important | Neutral Important

People

Information technology

Performance measurement

Management

Organizational Culture

Organisational structure

Please comment your answer to question 17

18. In the context of process improvement, how important do you think are human factors
such as communication, behaviour, competence development, resistance to change,
involvement, to your organisation?

O Not important at all | O Not important O Neutral O Important O Very Important

Please comment your answer to question 18

19. How successful is your company in addressing human factors in terms of
communication, behaviour, competence development, resistance to change,
involvement, in order to improve process efficiency and effectiveness?

O Very unsuccessful O Unsuccessful O Neutral O Successful O Very successful

Please comment your answer to question 19
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20.

In the context of process improvement, how important do you think are Information

technology factors such as Building an effective IT infrastructure, Adequate IT
investment and sourcing decisions, Increasing IT function competency to your

organisation?

O Not important at all

O Not important

O Neutral

O Important

O Very Important

Please comment your answer to question 20

21. How successful is your company in dealing with Information technology factors in
terms of Building an effective IT infrastructure, Adequate IT investment and sourcing
decisions, Increasing IT function competency, in order to improve process efficiency and

effectiveness?

O Very unsuccessful

O Unsuccessful

O Neutral

O Successful

O Very successful

Please comment your answer to question 21

22. In the context of process improvement, how important do you think are Performance
measurement factors such as strategic measures on different perspectives (customer,
financial, process, people), qualitative and quantitative measures, continuous

improvement through measures, to your organisation?

O Not important at all

O Not important

O Neutral

O Important

O Very Important

Please comment your answer to question 22

23. How successful is your company in addressing Performance measurement factors such

as strategic measures ondifferent perspectives (customer, financial, process, people),
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qualitative and quantitative measures, continuous improvement through measures, in
order to improve process efficiency and effectiveness?

O Very unsuccessful O Unsuccessful O Neutral O Successful O Very successful

Please comment your answer to question 23

24. In the context of process improvement, how important do you think are Management
factors like commitment, sponsorship, and management system and values
development, to your organisation?

O Not important at all | O Not important O Neutral O Important O Very Important

Please comment your answer to question 24

25. How successful is your company in addressing Management factors in terms of
commitment, sponsorship, management system and values development, in order to
improve process efficiency and effectiveness?

O Very unsuccessful O Unsuccessful O Neutral O Successful O Very successful

Please comment your answer to question 25

26. In the context of process improvement, how important do you think are Organizational
Culture factors like the shift to a culture of experimentation, to your organisation?

O Not important at all | O Not important O Neutral O Important O Very Important

Please comment your answer to question 26
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27. How successful is your company in addressing Organizational Culture factors like the
shift to a culture of experimentation, in order to improve process efficiency and
effectiveness?

O Very unsuccessful O Unsuccessful O Neutral O Successful O Very successful

Please comment your answer to question 27

28. In the context of process improvement, how important do you think are Organizational
Structure factors like definition of jobs and responsibilities, definition of cross functional
teams to your organisation?

O Not important at all | O Not important O Neutral O Important O Very Important

Please comment your answer to question 28

29. How successful is your company in addressing Organizational Structure factors in terms
of clear definition of jobs and responsibilities, definition of cross functional teams, in
order to improve process efficiency and effectiveness?

O Very unsuccessful O Unsuccessful O Neutral O Successful O Very successful

Please comment your answer to question 29
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Thank you for spending time and completing this questionnaire.

Please make any comments

Please return the questionnaire by e-mail, or by post to:

Farnaz.ansari@hotmail.com OR mariappoline@yahoo.fr
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