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 Abstract 
 
In today’s business, company mergers and acquisitions are a common way of growing one’s 
business. To utilize the full potential from the acquisition, the companies’ assets ways of 
working should be standardized or harmonized. In construction industry, one of the key-
operations in project delivering is procurement. Thus, the harmonization need of 
procurement processes in construction company M&A is evident. This thesis was written 
to fill the gap in existing literature and research about procurement process harmonization. 
 
From the literature review, we were able to identify several features of company M&A and 
integration, business processes, construction procurement and process harmonization, 
that must be considered while executing procurement process harmonization. According 
to the existing literature, features, such as people involvement, depth of current state 
analysis, importance of communications and simplicity in process modelling were found to 
be crucial for the successfulness in procurement process harmonization. Furthermore, the 
characteristics of construction procurement processes were reviewed in order to present 
the common ways of working in the industry. In accordance to the findings from literature, 
a theoretical framework for procurement process harmonization was formed. This 
framework served as a hypothetical framework for the case study conducted in this thesis. 
 
In the case study, the procurement process harmonization was executed in the target 
company regarding the theoretical framework. The case study observes the harmonization 
execution in detail to reveal possible strengths and weaknesses from the theoretical 
framework. Furthermore, a questionnaire study was conducted to justify the workshop-
method as the most important phase in the harmonization process. As a result of the case 
study, an improved framework for procurement process harmonization was formed. The 
case study enhanced the roles of people involvement (workshops), communications and 
current state analysis in the framework. Furthermore, the importance of cross-functional 
cooperation (production, cost estimation etc.), harmonization method selection and 
interface-examination between the processes was discovered in the case study. As a result, 
a final framework for procurement process harmonization in the merger of construction 
companies was formed. 
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 Tiivistelmä 
 
Nykypäivänä yritysostot ovat yleistyvä tapa kasvattaa omaa yritystä ja skaalata sen 
liiketoimintaa. Maksimoidakseen yritysostosta saatavan hyödyn, tulee yritysten olemassa 
olevat toimintatavat yhtenäistää esimerkiksi johdettavuuden vuoksi. Rakennusalalla 
hankintatoimi on tärkeä osa projektin toimitusta ja hallintaa, jonka prosessit tulee 
yhdistymisen jälkeen harmonisoida. Erityisesti hankintaprosessien harmonisointia 
käsittelevää kirjallisuutta ja tutkimusta ei juurikaan ole olemassa, joten tämä diplomityö 
tuottaa täysin uutta tutkimustietoa aiheesta. 
 
Kirjallisuuskatsauksen perusteella voitiin tunnistaa hankintaprosessien harmonisoinnin 
kannalta tärkeitä asioita niin yritysostoista, yritysintegraatiosta, liiketoimintaprosesseista, 
rakennusalan hankintatoimesta kuin prosessien harmonisoinnistakin. Kirjallisuuden 
perusteella etenkin ihmisten osallistaminen, syvällinen nykytilan kuvaus, viestintä ja 
yksiselitteinen prosessimallintaminen nousivat esiin tärkeinä asioina harmonisoinnin 
onnistumisen kannalta. Tämän lisäksi kirjallisuuden avulla saatiin kuvattua rakennusalan 
hankintatoimen erityispiirteitä, jotka lähtökohtaisesti näkyvät alan yritysten 
hankintaprosesseissa. Kirjallisuuskatsauksen perusteella muodostettiin teoreettinen 
viitekehys ja hankintaprosessien harmonisoinnista. Tätä viitekehystä voitiin testata ja 
kehittää diplomityön tapaustutkimusosassa. 
 
Tapaustutkimuksessa hankintaprosessien harmonisointi toteutettiin teoreettisen 
viitekehyksen avulla kohdeyrityksessä. Tutkimuksessa havainnoitiin harmonisoinnin 
toteutusta hyvin tarkalla tasolla, jotta mahdolliset vahvuudet ja kehitystarpeet voitiin 
tunnistaa empirian avulla. Tämän lisäksi harmonisoinnin osana toimineista työpajoista 
järjestettiin palautekysely, jotta kyseisen metodin toimivuutta voitiin tarkastella myös 
osallistettavien henkilöiden näkökulmasta. Tapaustutkimuksen lopputuloksena 
muodostettiin paranneltu viitekehys ja malli hankintaprosessien harmonisoinnista 
rakennusliikkeiden yhdistymisessä, ja siinä suositeltavista metodeista. Tapaustutkimuksen 
perusteella voitiin todeta erityisesti osallistamisen, viestinnän ja nykytilan kuvauksen, 
jotka sisältyivät jo teoreettiseen viitekehykseen, olevan tärkeitä komponentteja 
viitekehyksessä. Lisäksi viitekehykseen voitiin nostaa tapaustutkimuksessa havaittuja 
komponentteja, kuten toimintojen välinen yhteistyö (tuotanto, kustannuslaskenta jne.), 
harmonisointimenetelmän valinta, sekä prosessien rajapintojen tarkastelu. 
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Peltokorpi, who’s guidance has been extremely helpful in order to form the harmonization project into a form of research. Overall, this thesis was written with quite an individual effort, but to result in a form and content required from a research, 
Antti’s help has been very valuable.  Espoo 30.10.2018  
Hannu Surakka 
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1 Introduction 
1.1 Background for the research 
 In modern day business, company acquisitions are a radical, but still not an unusual 
way, of enhancing one’s market value and providing assets for growth. The radicality mainly depends on the economical situations of both companies involved, acquisition type and the significance of the company acquired on its market (size of the market share). The background for company acquisition is always strategical, and the reasons for acquiring a company can vary from increasing the market share to obtaining new innovations and in some cases, new business areas. (Erkkilä, 2001. p. 21-22) The more different the business areas of involved companies, the more complicated it is to 
harmonize the operating models and processes to serve the new company’s business. However, this is the case if the company acquired is to be merged completely into the acquiring company. If the company acquired is left to operate separately from the parent company, complete harmonization may not be needed (Katramo, 2013. p. 445).  In Finnish construction industry, major company mergers and acquisitions have not taken place in the near past. Thus, the merger of YIT Ltd and Lemminkäinen Ltd is a unique case in Finnish construction industry. The merger of these large and traditional Finnish construction companies was published in July 2017, and the merger was confirmed by authorities in January 2018. This has begun the integration project to form 
the “new” YIT by merging Lemminkäinen into YIT’s operations and assets by absorption. The integration project includes fitting the old processes and systems together to provide operations platform for the new company.   A part of this process is harmonizing several business processes to serve the new 
company’s operations with the best efficiency and clarity as possible. In construction business, procurement processes play a major role in operations, as the industry relies more and more on outsourcing the actual construction work. Thus, harmonization of these processes is an essential task to conduct in merger. However, proper 
documentation about procurement process harmonization doesn’t exist in the literature.  
1.2 Goals and scope 
 
This master’s thesis researches the harmonization of procurement processes in the merger situation of two large construction companies. In this thesis, a framework for procurement process harmonization is formed through a literature review and a case study. Within this framework, harmonized procurement processes are formed for the merged company.   The goal of the literature review is to create a solid basis for the case study by presenting all the needed topics considering process harmonization in company integration. The research question for literature review is: Why is process harmonization in integration important, and how can it be executed?   
The case study’s goal is to implement the knowledge about process harmonization into the case company context and to evaluate the methods presented in the literature. Furthermore, the case study will analyze the feasibility of the theory presented in literature, and if necessary, propose changes to the theoretical framework for process 
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harmonization. The research question for the case study is: How does the theoretical framework apply for procurement process harmonization in a construction company, and how it should be modified to apply even better?  The basic assumption is that the two companies have quite similar existing procurement processes, but the new company needs a harmonized description of procurement 
processes, that should be formed and developed from the old companies’ existing processes. The main principle is to examine if there are any differences, overlaps and/or shortcomings in and between the old companies’ procurement processes. Furthermore, the procurement processes are also considered according to different project delivery models, such as project management- or general contract -models. The result is a harmonized process description, that gives the company’s procurement unit a guide to follow in procurement actions. The absolute goal is to describe the processes as much with a common process description as possible, and to separate project delivery model -
specialties with their own “modules” in the description.  In this thesis, the scope of analysis is on project level procurements, thus leaving other procurements, such as frame agreement formation, indirect procurement and product category management, outside the scope. In company integration, the priority is to harmonize the vital operational processes in the first stage. When considering a construction company, project procurement can be seen as the priority in procurement operations.  
1.3 Research methods 
 The research methods used in this thesis are literature review and case study research. The literature review creates a solid background and examines the existing processes and frameworks for process harmonization. Furthermore, general theory of business processes and company integration is presented. Based on the literature review, a theoretical framework about the harmonization of procurement processes is developed. It is notable, that literature about process harmonization in mergers and acquisitions, especially procurement process harmonization, does not exist largely. Thus, synthesis of the literature and empirical part of this thesis will cover this gap in earlier research.  The case study examines the procurement process harmonization in the target company, following and developing the framework formed based on the literature review. A case study is selected as a research method, as the research question is constructed around 
the question “how?” (Yin, 1994. p. 7). Furthermore, a case study investigates the research problem in its real-life context (Yin, 1994. p. 13), which allows the investigator to make observations of the situation and to propose improvements for the existing theories based on his own findings. The procurement process harmonization in the target company is executed by the author of this thesis, thus setting a requirement of complete objectivity from the author, when the harmonization process is discussed and analyzed. Yin (1994. p. 9) defines the case study to be the most advantageous, when the investigator doesn’t control the event, that is studied.   The study is conducted as a single qualitative case study, as the harmonization event is a single event in the merger of the target company. A single case study’s goal is to generalize theories analytically, rather than statistically (Yin, 1994. p. 10). Thus, a single case study is chosen to be the research method in this thesis, as the general 
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contractor merger is a very rare event in Finnish construction industry. In this single case study, the aim is to apply the theoretical framework into more specific utilization of harmonizing procurement processes in practice, and to analyze its feasibility. The case study can be defined as a constructive study, as it aims to provide completely new information and applicable framework for procurement process harmonization (Multimäki, 2003. p. 15).  The case study is conducted by applying the theoretical framework formed in the literature review and analyzing its feasibility as the harmonization proceeds, and afterwards. Data for the study is collected by describing the used harmonization methods and observing their execution objectively. Furthermore, the data is collected by participative observation, as the writer himself is executing the harmonization (Räsänen, 2013a. p. 14). Analysis of the theoretical framework is conducted by observing the harmonization process. Furthermore, the workshops arranged for the procurement engineers are evaluated by a structured questionnaire survey. In this survey, the 
workshops’ suitability for process development and harmonization, and possible impact on process implementation is surveyed.  The workshop-questionnaire survey is conducted to evaluate the workshop-method’s suitability for process harmonization and -development work. Thus, the questionnaire will help to analyze the role of the workshops in the theoretical framework formed from the literature review. While there is open feedback collected at the workshop events, the questionnaire will provide the participants an opportunity to evaluate the workshops anonymously.  A structured questionnaire -method is chosen, as it provides easily analyzable material for the researcher (Hiltunen. 2008) The questionnaire will consist of questions with pre-determined answers. However, few open feedback -questions are included to gather more specific information. The questionnaire is formed to be very compact and short to increase the answering rate. Furthermore, the questions must be unequivocal to achieve analyzable results. The benefits of structured questionnaire are its efficiency, good analyzability (especially quantitative) and the fact that the participants can answer at their own time. Possible downsides are misunderstanding the questions, low answering rate and the attitude of the participants. It is not beneficial, if the participants answer the questionnaire through very fast without deeper thinking. (Hiltunen. 2008)  The theoretical framework, results and documentation of the case study and the questionnaire interview study are utilized to form a framework for procurement process harmonization in a construction company. This framework will be the first of its kind, and thus it will serve as a benchmark for future research and development work of this topic.  
1.4 Structure of the thesis 
 The first part of this thesis consists of the literature review of the topic and features around it. The merger and integration (M&A) is presented in the first chapter of the literature review. In the next chapter, the concept “business process” is defined, and the general procurement processes of a construction company are presented. After we have presented the merger and integration, and procurement processes, the process harmonization will be examined. In further, the process harmonization theory will be 
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applied to procurement processes. This part of the thesis will provide the theoretical framework for harmonization of procurement processes.  After the literature review, the case study is presented, in which procurement process harmonization in the target company is conducted and documented. The harmonization process is described in detail to provide comprehensive information about the methods used in the case harmonization. The harmonization processes are presented in a somewhat chronological sequence as the harmonization work proceeds. After the harmonization process description, the process used is analyzed and the questionnaire interview study is executed. With the results from literature review and case study, including the questionnaire interview study, the final framework for construction procurement process harmonization is formed and validated. In the end of this thesis, the whole research project is discussed and analyzed and concluded, and future research topics are discussed  
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2 Literature review and theoretical background 
 This chapter includes a literature review of the procurement process harmonization in a company merger -situation. The first subchapter (2.1) concentrates on the mergers and acquisitions and integration related -processes. The second subchapter (2.2) reviews the procurement in construction business by first defining a business process and then presenting traditional procurement processes of a construction company. The third subchapter (2.3) reviews the process harmonization -theory and existing frameworks, and literature about (procurement) process harmonization is presented. The last subchapter (2.4) establishes the writer’s conclusions of the literature review and forms the theoretical framework to provide basis for the empirical case study in chapter 3.  The literature review creates a theoretical background for the case study conducted in this thesis. It is important to first understand the context of the process harmonization (M&A and company integration). The procurement processes are set up by a brief definition of a business process, and how to model the processes in a business company. This is important, as the harmonized processes must be implemented into the company by process models and descriptions. The process -standpoint also helps to understand that also procurement actions always have a certain trigger (input, need) and an end product (output). Also, existing frameworks for process harmonization is examined to provide tools and benchmarks to the procurement process harmonization conducted in this thesis. 
2.1 Merger and integration of companies 
 In this chapter, the merger and integration of companies in a case of company acquisition is reviewed through literature. It is essential to know the basis and goals of integration in M&A to understand the importance of process harmonization and why it should always be a part of it. This chapter presents the basic knowledge about M&A, synergies, acquisition strategies, integration process and resistance of change.  
2.1.1 Background for merger and acquisition (M&A) 
 A company acquisition is always a strategic procedure from the buyer’s point of view. 
From the seller’s view, the decision of selling can evolve from many reasons, such as weak economic situation of the company, will of retirement, or changing to a new line of business with a newly founded company. The buyer’s most important reason for acquisition is growth of the company (Hooke. 2015. p. 17). Other significant reasons listed by Katramo et al. (2013. p. 19) and Hooke (2015. p. 16) are enhancing the market share, decreasing the amount of competition and adding value for the company. This additional value can be gained through assets such as knowledge, technical expertise, production capacity and property (Katramo et al. 2013. p. 19; Hooke. 2015. p. 18). Also, significant synergy advantages, and for example, patents and work processes can be gained through M&A (Hwang, 2004. p. 2). The importance of synergy aspect is also emphasized by Gaughan (2011. p. 125). Furthermore, M&A can be utilized to increase the product range without significant product development process (Hooke. 2015. p. 20).  
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As a generator of growth, M&A is an option to organic and internal growth through 
developing the company’s own business and investing in it. The question between the two options is usually time related; can the organic growth be gained in appropriate time-period, or not? If the growth is estimated to be too slow through organic growth, and the markets are changing or scaling more rapidly than the company can manage, M&A can be the only option to respond to the market situation. (Katramo et al. 2013. p. 24-25; Gaughan, 2011. p. 125-126) For example, seeking internal growth in markets with relatively low demand may cause oversupply, which can be harmful for the company (Katramo et al. 2013. p. 37). However, the M&A option includes more risks and uncertainties, but in many cases, it remains as the only option to respond to the 
markets’ evolvement (Gaughan, 2011. p. 125).  In addition to growth in the local markets, that the company is already operating, it can seek for growth in other regions (Gaughan, 2011. p. 126). Acquiring a local operator from the new market location can be a faster and a preferable way of expanding, rather than establishing a new agency and recruiting new personnel or relocating old employees to the new location. This principle also applies with expanding into new market areas at the same location (a new line of business).  Increasing the market share of the company is gained through M&A usually by eliminating competitors by acquisition, increasing the production capacity of the existing company, expanding to a new market location or expanding to a new line of business (diversification). Diversification means expanding to a line of business, that 
differ from all of the company’s earlier business areas (Strategy Train, 2009; Gaughan, 2011. p. 146). Through acquisition, a company gains access to other company’s assets, processes, knowledge and customer basis. By combining the company’s operations, the company can improve its profitability and create savings by eliminating overlaps. (Hooke. 2015. p. 17) Combining the operations usually increases the sizes of business units, which should not be seen as a value itself. The major driver for increasing the unit size should always be the increase of competitiveness. Other financial drivers for growth are access to new finance markets and listing intentions, which might have requirements for the company size. (Katramo et al. 2013. p. 31-32)   With increase in the company size through M&A, the company’s value is usually increased. This additional value can occur from larger production capacity (mass production), larger market share, economic efficiency, decreased amounts of intermediary operators and decrease of overlaps. Value can also be added through diversification, which can increase communication between the business units. In diversification, both acquiring and acquired companies benefit from each other. The acquiring company gains resources and growth to its business, but also new aspects to its core business. The company acquired operates as a business unit, and gains knowledge from the acquiring company to possibly increase the profitability. (Katramo et al. 2013. p. 31)  
2.1.2 Synergies 
 Along with the actual growth and assets gaining, companies seek for synergy benefits through M&A. The basic definition for the word synergy is that the two companies’ outcome is bigger when they are merged than when they are operating separately. This can mean, for example, providing more value to the customers when acting together 
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rather than separately. This kind of synergy benefit can be achieved in M&A actions, or just by merging business units inside the company. (Katramo et al. 2013. p. 34) In literature, the principle of synergy is usually demonstrated with an equation 2+2=5, which represents the greater outcome of the combination than the two independent operators could provide separately (Katramo et al. 2013. p. 34; Gaughan, 2011. p. 132). Synergy is not only the improvement of the product or value for the customer, but it can 
also apply to the whole company’s net value (Gaughan, 2011. p. 132). To create actual 
synergies, the two companies’ have to match with their operations and resources, 

otherwise they can’t complete and support each other in order to add value (Katramo et al. 2013. p. 34).  Gaughan (2011. p. 133) divides synergies roughly in two categories: operational and financial synergy. Operational synergy consists mainly of the increased revenue and cost reductions. The revenue can be increased for example with cross marketing of the 
merger companies’ products or otherwise utilizing each companies’ core business areas 

to enhance the other’s business and vice versa.  The cost reductions again can be achieved through, for example, mass production and thus, decreased per-unit costs. Financial synergy is presented as the lowered cost of capital by merging the companies (Gaughan, 2011. p. 133-135).   Furthermore, Katramo et al. (2013, p. 34-36) divides synergy into four categories: collusive, division of capabilities, sales and financial synergy. If fitted into the framework by Gaughan (2011, p. 133), the first three synergies can be seen as operational synergies, and the last category goes one to one into the framework.   The collusive synergy comes from the scaling of the company in the case of M&A. It can mean exploiting the bigger market share in prizing of the product or exploiting the buying volume in the procurement. Collusive synergy also enhances the production and management of the company, when resources can be combined and shared to eliminate overlaps and excessive costs. (Katramo et al. 2013. p. 34-35)   The synergy from division of capabilities is synergy, where two companies combine their expertise to create solutions with higher profit margins than previous solutions. This can also mean combining different processes, such as management processes, to create more efficient ones for the merged company. To exploit this synergy, knowledge management should be emphasized. (Katramo et al. 2013. p. 35-36)  The sales synergy is achieved through the control of product flow from unit to another. In vertical acquisition, this means dropping the third wheel, usually a distributor, off. Sales synergy can be utilized, when the products have common distribution channels, sales organizations or storage spaces. The most common benefits in sales synergy are decreased storage costs, faster product development and increased utilization rate of capacity. In addition, the enhancement of company assets by sales synergy can provide better entrance to the markets. (Katramo et al. 2013. p. 36) According to Hooke (2015. p. 17), the synergy of revenue increasement is usually more difficult to predict than synergy of cost reduction.  Financial synergies usually occur from increased company size and thus, more economical financing. The merger also may provide taxation benefits. (Katramo et al. 2013. p. 36) However, according to Kim (2011. p. 27), financial synergy benefits are doubtful with financing, because the investors are seeking diversification also by 
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themselves; not only by investing in companies, that have diversified their operations. This aspect was also discovered by Hooke (2015. p. 18).  Furthermore, Kim (2011. p. 27) presents another synergy type, managerial synergy. In managerial synergy, the benefits are achieved by replacing the incompetent managers from the company acquired. Thus, the company acquired will become more efficient. It is also stated, that the companies performing poorly become acquisition targets than well performing companies, because the managerial synergies can be applied to enhance the company’s profitability (Kim, 2011. p. 27). The managerial synergy can be seen as a subdivision from the division of capabilities. In this case, the management team and processes are divided or replaced.  In addition to positive synergies, M&A can cause also negative synergies for the merged company. Erkkilä (2001. p. 35) presents negative synergies, such as reducing sales volumes, exceeding integration costs, loss of supply contracts and delivery delays. In some cases, the negative synergies may also occur as non-achieved goals, which may cause uncertainty and excessive pressure. With these circumstances, key resources can be lost, and incorrect decision can be made. Thus, integration process can be disrupted. (Erkkilä, 2001. p. 35)  
2.1.3 Acquisition strategies 
 According to Katramo et al (2013. p. 26-28) and Hauser (2015. p. 8-9), company acquisitions can be divided into four strategies: horizontal, vertical, concentric and conglomerate models. This categorization is defined by the strategic approach and the model depends on the market positions of the companies in M&A -situation. The goals vary between the strategies from enhancing the market share to balancing the risks and profitability. (Katramo et al. 2013. p. 26)  In horizontal acquisition, the two companies are operating in the same business and market. The companies must also operate on the same level of business, or the acquisition would be determined as vertical acquisition. (Katramo et al. 2013. p. 26; Hauser. 2015. p. 8-9) For example, M&A of two main contractors operating in the same construction market is horizontal M&A. The basic goal for this kind of acquisition is increasing the market share and eliminating a competitor from the market. This decreases the amount of companies acting in the market. (Katramo et al. 2013. p. 26; Hooke. 2015. p. 18; Hauser. 2015. p. 9) It is also the only way of increasing the market share, if scaling own business would result in oversupply in the market (Katramo et al. 2013. p. 37). The benefits of horizontal acquisition are efficiency and synergies through scaling of business and operations. As disadvantages, Katramo et al. (2013. p. 26) and Hooke (2015. p. 18) list cartels or oligopolies and price-agreements.   Vertical acquisition strategy differentiates from the horizontal by involving two companies in the same business, but on two different levels of the supply chain. In vertical acquisition, two different strategies are possible. In the first strategy, upwards acquiring, the company buys out a business that operates above it in the supply chain. Thus, the company acquiring gains more marketing and distribution channels. The second strategy, downwards acquiring, is considered when the acquiring company buys out a business, that operates beneath it in the supply chain, for example, a distributor. Thus, the acquiring company eliminates an intermediary business from its operations. 
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(Hooke. 2015. p. 19; Katramo et al. p. 27; Hauser. 2015. p. 9) Both vertical strategies of company acquisitions help the acquiring company to enhance the distribution of its products, to manage its marketing and to reduce the costs consisting of these factors. The vertical strategy also helps to control the customer interface, when excessive operators are reduced. (Katramo et al. 2013. p. 27)  In concentric acquisition, the two companies are operating in different business areas, but their support operations, such as R&D or marketing and distribution are very similar. The conglomerate strategy is a more radical version of concentric, as the two companies may not have anything in common, as the business areas and support operations can be completely different. In conglomerate strategy, the goal can be to expand the market area or product line, but usually the ultimate strategy is to diversify business risk and gaining more market share. It is also notable, that the potential of integration failure and risks are higher when acquiring from another and unfamiliar business area. (Katramo et al. 2013. p. 28; Hauser. 2015. p. 9)  
2.1.4 Integration process in M&A  
 In mergers and acquisitions, the term integration means combining the buying company and the seller, or their business units together (Erkkilä, 2001. p. 82). Thus, the two companies will be merged as a one company, or two business units be merged as a one operating unit. Integration processes can vary between the acquisitions by its type, and the integration can apply to the whole business, or to a particular part of it. The scale of the integration depends on the acquisition strategy. If the buying company has planned to merge the selling company entirely, the integration will apply to every business unit of the companies. If the buyer will leave the seller to operate separately, the integration will be of a lighter scale. Integration process can be divided into two stages, planning and execution. (Erkkilä, 2001. p. 82-83, 89) Furthermore, according to Hauser (2015. p. 8), the integration need is high in mergers and acquisitions.  The planning phase should begin at the same time with the acquisition planning (McGrath. 2011. p. 51), and it is the foundation for a successful M&A. If the planning is left undone, the acquiring company will have a large amount of business to handle. Furthermore, several things require decisions and actions immediately after the M&A has been confirmed, which can appear impossible to handle without proper planning beforehand. Usually, all the fast decision making can’t be planned properly, but careful preparation still provides a basis to make uncertain decisions more rationally. (Erkkilä, 2001. p. 85) The preparation and planning should be established from the company management, and the management board should continue the integration management after the acquisition has been confirmed to achieve a successful integration (Katramo et al. 2013. p. 444). Furthermore, Hauser (2015. p. 10) divides the integration planning into two stages: pre-closing integration planning, and actual integration planning. By these means, the integration planning should start before the closing of the M&A transaction, but the operative plan for integration is formed after the closing.  The preferable time to start the integration planning is at the same time as the acquisition phase starts. Usually, this is not the case in big company acquisitions, and the integration planning is executed in the next 100 days from the day one. (Erkkilä, 2001. p. 86) This 100 days is stated to be the time that people in the organization can handle the uncertain situation. In these 100 days, the company management should be 
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able to create trust among the employees to believe and work for the integration to be successful. If this time period is not exploited, the danger is that key resources leave the company and the trust among the employees may decrease significantly. Thus, certain speed of decision making is the key to success and indenting the personnel. (Erkkilä, 2001. p. 144-145)   
In fact, the 100 days’ period is not proven to be an actual measurement of integration success, as it turns out to be a period set to indicate the approximate time period, where 
changes made in the merged company do have a positive impact in the company’s future. Thus, it can be stated to be more of convenience, rather than substance. (Angwin, 2004. p. 27) Furthermore, Erkkilä (2001. p. 84) states, that the 100 days usually is spent planning the actual integration execution rather than executing it, when considering bigger acquisitions. Actually, in big acquisitions, slower integration strategy may appear more beneficial than fast integration strategy, as it gives the 
companies more time to learn from each other’s operations and assets (Hauser. 2015. p. 27).  In integration, the key issue is the change. This change must be managed properly, or the integration goals are harder to be achieved, or they might not be achieved at all. In big company acquisitions, integration team is an essential organ, but a relatively small part of the whole company personnel, which means that the majority of the company personnel is left out from planning and executing the acquisition. After the 100 days’ period, the personnel can be involved into the integration execution. With the 100 days’ period included, the whole integration phase usually lasts for 12-18 months. (Erkkilä, 2001. p. 180)   
Proper change management’s principle is to execute the selected strategy and to 

implement it to the company’s everyday business. In cultural level, it is also about maintaining or creating trust and professional management. Usually, the management of change is learned by experience, which means that integration can be improved through several executed integrations. (Katramo et al. 2013. p. 484) Thus, companies in M&A -situation tend to hire outside consultants to help in the merger or start to grow with smaller acquisitions first (Katramo et al. 2013. p. 451, 498; Erkkilä, 2001. p. 96; Hooke. 2015. p. 200). Using consultants from outside of the company can give the integration team experience from other industries’ integration methods. Furthermore, the consultants have an objective point of view to the integration, as they are not attached to the company anyhow. As risks of outsourcing, the lack of learning and experience gaining in the company organization, if the consultant is given too much responsibility of the integration, is acknowledged. (Erkkilä, 2001. p. 96-97)  During the acquisition, personnel have to manage with the uncertainty. This uncertainty usually occurs due to the absence of the mid-level managers, that participate the integration teams and thus, are not around to support their employees and giving answers to questions about the integration. (Erkkilä, 2001. p. 181) This emphasizes the importance of communications (McGrath. 2011. p. 51), when information about the integration and changes must be transmitted to the personnel of merged companies. This communicating must be especially precise and clear to prevent any false rumors spreading in the company. At the same time, the quantity of communications must be rather high to maintain trust among the personnel. If this trust is lost by the company management, gaining the trust back will require 3-5 times more communications than at the first time. Thus, informing the personnel about very generalities and other things, 
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that the integration team finds self-evident for themselves, will help maintaining the trust by giving the personnel constantly information about the integration progress. When the integration has advanced, the information can be more direct to different target audiences. (Erkkilä, 2001. p. 107) Furthermore, the communications’ goal is to 

establish a positive attitude in the merged companies’ personnel. It is also the very first contact to the other company’s personnel in the M&A. (Erkkilä, 2001. p. 109)  
2.1.5 Resistance of change in integration  
 According to Katramo et al. (2013. p. 451), majority of company acquisitions are evaluated to be unsuccessful. The percentage of failed M&A’s is 50-75 %, depending on the source of the information and their definition of successful M&A and integration. In general, an unsuccessful M&A means, that the goals set for the acquisition are not 
achieved in the defined time period, or they aren’t achieved at all. (Katramo et al. 2013. p. 451) If the integration time is exceeded, the integration costs also increase (Erkkilä, 2001. p. 37). Therefore, the acquisition may actually not be a failure, but it can be considered as an unsuccessful one. Katramo et al. (2013. p. 451) actually state, that surprisingly large amount of acquisitions does succeed, when considering the coarse frequency and difficultness of company integration. (Katramo et al. 2013. p. 451)  To avoid the problems in M&A, the M&A- and integration processes must be planned and resourced properly. In addition, the processes must be monitored and reported appropriately. Also, communications play a major role in the success. The lack of communication and information cause uncertainty among the employees, which can endanger the integration success. (Katramo et al. 2013. p. 68) This lack of information can be a driver to enhance the resistance of change in integration.   According to Palmer (2003. p. 16), resistance of change occurs, because “People tend not to want to deviate from behaviors that work for them”. To avoid this resistance, the reason for change must be clarified. Furthermore, Palmer (2003. p. 16-17) states that 
people usually don’t resist the change itself as much as being changed. This means, that 

the employees shouldn’t be forced to change, but with proper management and communications, they should be given an opportunity and tools to change. In other words, they should be motivated to change themselves. The reserved atmosphere and resistance should be able to convert into positive atmosphere and building the company together (Erkkilä, 2001. p. 188). Erkkilä (2001. p. 188) mentions the amount of resistance to be dependent of the person’s motivation, earlier experiences of change and 

one’s professional capabilities. Furthermore, the resistance may occur from the cultural differences in the companies. For example, culture of managing the personnel may vary, which can enhance the resistance of change. (Hooke. 2015. p. 67)  However, the resistance of change is useful for the integration process. If the resistance is missing completely, it might establish false thoughts in the management board, that the employees are well adapted to the changes. This, however, is not always the case. In open management culture, the resistance is wanted to reveal to detect the true opinions of the personnel in the organization. Resistance also means questioning, that helps the management to evaluate their operations and gives them other points of view for the integration. Still, the resistance isn’t a good thing for the integration process, if there occurs an excessive amount of it. This can be prevented with discussion, education and proper communication with the personnel. (Erkkilä, 2001. p. 189) 
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2.2 Construction procurement processes 
 In this chapter, the procurement processes of a construction company are reviewed from the literature. First, the concept of business process and principles of process modeling and descriptions are presented. After introduction to processes, characteristics of construction procurement and details of procurement processes are reviewed. The basic principles of industrial procurement do apply to construction business, but this chapter also presents the special characteristics of construction procurement. Furthermore, the main focus is set to the construction project procurement (direct procurement for a project).  
2.2.1 A business process 
 The term process can be defined in several ways and models, but the basic principle remains the same in every definition. The definition can vary between different business areas, and process types. In general, a process has an input to work with, task or tasks to do the work, an operator resources to conduct the work and an output expose the work done. Next, we introduce a few (more comprehensive) definitions for process and business process.  Becker et al (2003. p. 4) defines a process as a “completely closed, timely and logical sequence of activities which are required to work on a process-oriented business object”. As a clarification to the previous definition, Becker et al (2003. p. 4) define a business process to be conducted in a business environment with a direction of business objectives of a company. Business processes are the core of a process-oriented company, where processes deal with the execution of tasks and coordination of them. The coordination basically means that the process includes information about what to do, when to do, how to do and with what to do it. Becker et al (2003. p. 4) also refer to Michael Porter, who has presented the corporate activity categorization to primary activities and supporting activities. In the same way, business processes can be categorized to core processes and supporting processes. A core process is a process that 
relate directly to the company’s products and thus, directly contributing to the value 

creation of the company. On the contrary to core processes, supporting processes’ activities support the core processes and enable their execution. From the customer’s 

point of view, they don’t create value, but from the company point of view, they are vital. Thus, they should not be neglected, but given at least as much attention as core processes. Another definition for supporting processes is enabling processes. (Becker et al. 2003. p. 5)  Krogstie (2016. p. 1) gives a definition for a business process as following: “A business process is a collection of related tasks that produce a specific service or product to address one or more goals for a particular actor or set of actors with the optimal use of resources.”. All activities in organizations contain processes, either explicit or implicit, and they are the core of any private or public-sector organizations’ activities. According to Krogstie (2016. p. 1), all the tasks included into a business process are important. The most remarkable notice about a process by Krogstie (2016. p.1) is that a process is not a value itself, but it is to help to achieve the goals set to the organization. Figure 1 presents the basic structure of a business process (after Krogstie (2016. p. 2, figure 1)).  
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 Figure 1, Business process after Krogstie (2016. p. 2, figure 1)  In Figure 1, we can see an illustration (or model, as presented in the next chapter) about the process working. The business process consists of one or several consequent tasks. These tasks are carried out by resources (human, computer etc.). By the resources, the tasks and thus, the process, produces a service or product. That product must fulfill the goal set for the product, or the process is not successful. The goal has been made to serve the organization. Thus, as Krogstie (2016. p. 1) states, a business process is to help the organization to achieve its goals.  Furthermore, Glykas (2013. p. 1) defines the business process almost identically with 
Krogstie (2016): “A process is a collection of related, structured tasks that produce a specific service or product to address a certain goal for a particular actor or set of actors.” The difference comes from the word “structured”, which means that the tasks are not only related to each other, but their order must be optimal. Furthermore, the process must be optimal by its performance, meaning that there shouldn’t be any excessive tasks included.  Dumas (2013. p. 5) has so far, the most exhaustive definition for a business process:   “(…) a collection of inter-related events, activities and decision points that involve a number of actors and objects, and that collectively lead to an outcome that is of value to at least one customer.”  
In Dumas’ (2013. p. 5) definition, he uses terms “event”, “activity” and “decision point” 

instead of “tasks”. A task is defined to be a simple activity, that mostly is a single unit of work. If there exist several working steps, term activity is used. (Dumas. 2013. p. 4-5) However, a process can be more precisely modeled, if it consists of simple tasks rather than more complex activities. A new concept, that Dumas (2013. p. 4) introduces, is decision point. These decision points are located into a process, if there is a 
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possibility of choosing, how to continue executing the process tasks. For example, if a process includes a decision point of validity inspection, the process usually has different tasks following, depending on the inspection results. If the product passes, the next task can be utilizing it, whereas product failure usually leads to a reclamation process. (Dumas. 2013. p. 4) These decision points are in general, more precise tasks. For convenience, only the term task is used in this thesis, excluding the term activity from the process models whether the task consists of several steps or not.  Leaning on these four definitions of a business process, we have defined the basis for the procurement process review in chapter 2.2.4. To fulfill the previous definitions for a business process, a process usually has an input, that launches the process execution. The product or value presented by Becker et al., Krogstie, Glykas and Dumas presents the output (or outcome) of the process. In procurement processes, there usually exists both features, as the procurement process is triggered by a certain input. This input can be for example, a need of a certain construction material for the project.  
2.2.2 Business process model and description 
 An important aspect of business process management (BPM) is modeling and describing the processes. A simple and illustrative model helps to understand the process and its parts, whereas a process description provides a textual clarification of all the details in the process. It also helps to educate people to execute a certain process. These are especially important features, when working with complex and multidimensional processes, that have a lot of decision points and thus, a lot of different task and output possibilities. The understanding of a process also enables the development of processes. Without process model, the process is very hard or even impossible to analyze, redesign or automatize. (Dumas. 2013. p. 63) In some cases, process modeling enables the simulation of the process before it has been implemented to the organization (Glykas, 2013. p. 3) In process harmonization, the new, harmonized, processes must be implemented to the company operations. Without proper modeling, 
the implementation is difficult, as the organization personnel can’t understand the new process execution.  Before complete business process modeling, the processes should be identified to prioritize them. A company usually has an endless amount of processes, and modeling, managing and analyzing them all in the same level of detail is not efficient, or even possible. After prioritization, the processes identified to be important (key processes) are to model with detail and afterwards, managed and maintained with care. These key processes should be of strategic importance for the company. (Dumas. 2013. p. 33) In a construction company, procurement is an essential process area, and thus it must be modeled with precision.  A basic type of process model is a one-dimensional line of related tasks. In a process, the tasks are usually of certain order, making it impossible to change places between tasks. Every task usually originates from the previous task and leads to the following task. In one-dimensional, simple process, there is no OR-operators, that would need a branch in the process model chart. (Dumas, 2013. p. 63-65) In Figure 2, we can see a simple one-dimensional process model presented above (figure after Dumas, 2013. p. 64, figure 3.1). 
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 Figure 2, Simple business process model after Dumas (2013. p. 64, figure 3.1)  In some cases, a process includes tasks that are alternatives to each other. For example, a decision point of evaluating a product can have to alternative following tasks: utilizing the product or reclamation. This kind of decision point will thus have a branch in the process model. The tasks following the branch are mutually exclusive by eliminating the other task, when the other is selected. However, sometimes the decision point is not to select one of the following tasks, but to launch two separate but parallel tasks, that both have to be performed. These tasks might be performed by different business units in a company, thus forcing the process model to be branched to enable the parallel task execution. In this case, the two tasks are concurrent. (Dumas, 2013. p. 67) In Figure 3, we can see a process model with a decision point that causes a branch into the model. The decision point can be defined as OR-operator or AND-operator. (figure after Dumas, 2013. p. 70, figure 3.5)  

 Figure 3, Business process model with an OR/AND -branch after Dumas (2013. p. 70, figure 3.5)  When naming the different components in a process model, the expression should be kept simple and clear to avoid misunderstanding and too heavy models. The tasks, inputs, outputs and other features should not include more than five words. This will keep the expressions clear and precise. It also controls the size of the icons in the model. 
Inputs and outputs are usually considered as a product or “thing”, thus they should be named as a noun. In fact, the names inputs and outputs can include other word types, but the starting word should always be a noun. For example, an output of a process can 
be named “invoice received”. When considering the names of tasks in a process model, they are always doing of something. This means that they should be named with a verb in its basic form, or the name should start with one. Thus, a task in a process model 
could be “receive an invoice”. (Dumas, 2013. p. 65) These simple instructions keep the process model clear and understandable to everyone interpreting it.   In addition to models, business process descriptions are an important feature of clarifying and implementing the processes. A process description is a textual walkthrough of the process and its tasks and products. A good description also includes extensions, that present different scenarios in the process. One of these scenarios is usually the main success scenario, and others are alternatives for the main scenario. Thus, the process description will guide the process performer through the usual case 
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and provides guidelines for the known alternative cases and outcomes. (Ottensooser et al, 2012. p. 3)  The optimal way of utilizing process descriptions and models is to implement them together into the organization. As the process models are to communicate the processes as efficiently as possible, the process description should support the models by providing more comprehensive and detailed information and guidance about the process (Becker et al. 2003. p. 43) Furthermore, Ottensooser et al. (2012. p. 11) recognized that people in general understand the processes better by textual descriptions. In addition, the same research shows that the best understanding of a process is gained through reading the textual description first, and then familiarizing with the model. Whereas this sequence was observed beneficial, familiarizing with the models and then reading the 
description didn’t provide the same beneficial results. (Ottensooser et al. 2012. p. 11)  
2.2.3 Introduction to construction procurement 
 This chapter introduces the basic principles of construction procurement. As the topic of this thesis is limited, the procurement is only reviewed from the main contractor -point of view. A more comprehensive review of the actual procurement processes and their sub-processes is presented in the next chapter (2.2.4).  In literature, procurement and purchasing are used very similarly. However, in some cases, purchasing is understood to be a part of procurement as the transactional function in the end of the procurement process. (Münch. 2015. p. 42) In this thesis, these terms are used mostly with the same definition. The term purchasing can be understood as a transactional project-specific procurement action, and procurement to be a broader concept including all the possible actions considering construction procurement.  The term procurement stands for managing the outsourced resources of the organization. In construction, this means defining and purchasing needed materials, work and services for the project or company. (Kolhonen et al. 1997. p. 5) Procurement has a significant role in the construction project delivering, as very few construction companies employ construction workers any more. Furthermore, up to 80% of the project costs occur from procurements (Kolhonen et al. 1997. p. 17). This behavior has its benefits for the main contractors, and smaller, usually specialized, contractors (subcontractors). The main contractor avoids the training and retaining responsibilities, but also decreases the risk of laying the workers off in case of economic depression. At the same time, subcontractors can employ highly skilled workers to perform their core expertise project-by-project and invoice the main contractors from these services. This specialization of smaller contractors creates a lot of different possibilities for the main contractors to tender parts of their projects in the subcontractor markets. In addition to different areas of specialization, subcontractors also provide complete solutions to cover the needs of main contractors, as they can purchase several work entities from a single subcontractor. (Morledge & Smith. 2013. p. 2) Furthermore, specialized contractors are able to carry the risk of a certain work phase as they have the profession of performing the work. One of the benefits of outsourcing and subcontracting is allocating the risk. (Morledge & Smith. 2013. p. 25) However, subcontractors take the risks into account, when estimating the contract price for quotation.  
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The classification of different procurement types presented above (material, work, service) is the simplest way of classifying the procurement entities. A material purchase mostly consists of construction materials, and the amount of work is very minor compared to materials. Whereas work is directly performed to the building itself, services are supporting actions to enhance the construction performance, such as logistic services, consulting, designing or guarding. Work purchase, that includes also the materials, is usually defined as a subcontract. The procurement of these entities doesn’t differ majorly from each other, but the entities itself are different, and thus cause some specialties for the procurement process. For example, general contract terms and conditions vary between different entity types in Finnish construction industry. (Junnonen & Kankainen. 2012. p. 7-12)  As Sollish & Semanik (2012. p. 16) establish, procurement can be executed by two methods, negotiation or competitive bidding. In negotiation procurement, the contract is formed through negotiations, where both parties develop the bargain with their objectives. Competitive bidding is the traditional way of procuring in contracting, where invitations to tender are sent to potential suppliers, and the quotations are compared to each other. After comparison, the best alternative is chosen. (Sollish & Semanik. 2012. p. 16)  A more common definition for outsourced work is subcontract. The content of a subcontract can vary from pure work to a more complete solution of work and materials, including designing, assembling, fasteners, logistics etc. In a work-only subcontract, the materials are purchased from another supplier to provide them to the subcontractor. A subcontract requires usually a lot of surveillance from the customer (main contractor) with the quality, schedule, flawlessness and logistics. Even if these are included into the subcontract, the main contractor usually oversees them to secure the project progress. The terms and conditions for subcontracts in Finland are called General conditions for building contracts (YSE 1998), which serve as a frame for construction contracts and subcontracts. However, YSE 1998 can be overrun, if it is clearly written into the contract document. (Junnonen & Kankainen. 2012. p. 7-8, 22) A slightly different version of procuring work is procuring services, which includes no work directly for the building, but to support the construction. These types of services can be for example designing, logistics or different consultant services. The service contract type can be either direct contract or rental contract. The difference between the previous two is that direct contract includes the supervision, whereas the rental contract 
doesn’t. Thus, the supervision is left to be the main contractor’s responsibility. (Junnonen & Kankainen. 2012. p. 12)  Procuring materials differs from a traditional subcontract in the amount of work. In material delivery, the amount of work is very minimal compared to the subcontract. Work in material deliveries may be for example, assembling the furniture. Usually, 
material deliveries don’t include any work at the construction site. Materials can be either construction materials (wall elements, slabs etc.), or ready products (windows, furniture, etc.). In material deliveries, the requirements usually consider quality, time of delivery and logistics. (Junnonen & Kankainen. 2012. p. 7) The general conditions for material deliveries in Finland are called General procurement and delivery terms for construction products (RYHT 2000), which serve as the same as YSE 1998 for subcontracts.  
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A single procurement for a construction project proceeds roughly as presented in Figure 4 (after Junnonen & Kankainen. 2012. p. 9, 11). This simplified procurement process 
model doesn’t consider other features of procurement operations, such as planning the 
procurement. The simplified model shows the flowchart of one procurement entity’s operations from the preparation of request for quotation (RFQ) to hand over of the subcontract or material delivery. The procurement processes including the ones presented in Figure 4 are reviewed in the next chapter.  In a construction project -procurement, the major variable is the design plan responsibility. If the designers have a contractual relationship only with the owner of the project, the general contractor is left with very little options of procurement variabilities, as the materials and even products are pre-determined. On the other hand, if the designing is on the general contractor’s responsibility, the solution options can be tendered with more variability, allowing the contractor to seek for the best solution regarding to costs and quality. (Kolhonen et al. 1997. p. 28-30)  The request for quotation is prepared and sent to receive quotations for the wanted procurement entity. To receive proper quotations that can be compared to each other and to the budget, the RFQ must include all the necessary information and attachments. (Junnonen & Kankainen. 2012. p. 54; McGuinness. 2007. p. 1) After preparing the RFQ, the suppliers that are invited to the tendering are selected. When the quotations arrive, they must be compared to the given budget and to each other in order to select the suppliers with best quotations to contract negotiations. When the negotiations are over, the best supplier is selected to deliver the subcontract or material delivery. This supplier is awarded with a project-specific contract, if not agreed elsewise. (Junnonen & Kankainen. 2012. p. 58-64)  Figure 4 also illustrates the assumed responsibilities of each procurement action. As 
seen from the figure, most of the actions are the procurement’s responsibility, but to enhance and assist the procurement, work site is usually involved in some parts of the procurement process. 
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 Figure 4, Simplified procurement process after Junnonen & Kankainen (2012. p. 9, 11, figures 3 & 5)  In addition to project-specific contracts, construction companies tend to establish and maintain partnerships with their suppliers. In smaller scale, partnerships can be established also for a single project only, but usually the partnerships and agreements are made with a longer term (frame agreements or partnerships). The basis for long-term agreements can be good experiences from earlier projects and synergic benefits. (Junnonen & Kankainen. 2012. p. 17-18) Furthermore, the characteristics of a certain project usually has an impact on the utilization level of frame agreements and partnering. While the projects with ready design plans tend to have very little possibilities to seek alternative solutions and thus, utilizing partnerships, the projects that include designing in the main contract allow the utilization of partnerships and design collaboration with suppliers. (Kolhonen et al. 1997. p. 19)  The long-term partnerships usually evolve. After cross-project agreements, the next step is to agree a frame agreement, that secure the price level and usually, capacity for the contractor. Furthermore, partnering and strategic partnerships are even more evolved versions of frame agreements, as the companies seek for new and better solutions 
together to improve both parties’ efficiency and competitiveness. In all of these partnering methods, frame terms for a contract are agreed, and this contract can be used to purchase products or services to several projects with less time and paperwork. However, capacity reservation, schedule and other specific details must be defined based on the project. (Junnonen & Kankainen. 2012. p. 18-23)  Frame agreement need can be defined with the framework by Peter Kraljic (1983. p. 3), where the suppliers (and items) are divided into four categories: noncritical, leverage, 
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bottleneck and strategic suppliers. As the strategic items usually vary between projects, frame agreements tend not to give their full potential. Thus, partnering may be more beneficial to utilize with strategic suppliers, rather than frame agreements. The bottleneck and leverage items tend to be the most beneficial to be purchased with frame agreements, that are binding by the price, volume or both. The noncritical items are not the most critical, but for example with hardware stores, a certain discount percentage can be agreed. 
2.2.4 Procurement processes in a construction company 
 In this chapter, the procurement processes of a construction company are presented in a more detailed way. Common inputs, outputs, tasks and decision points are defined for each process, and the processes are modeled according to basic process models established in chapter 2.2.2. The processes are described to be suitable for both subcontracts and material deliveries. The processes are presented in a somewhat chronological order starting from the frame agreement -process, procurement planning and procurement preparation and ending to the contract agreement and feedback -processes. Procurement meetings (company internal meetings) are not considered in an own section in the literature review. However, they are part of the harmonization in the case study -part.  The order of process description being first, and process model following the description is defined regarding to the research results of Ottensooser et al. (2012), who has found that this particular order is the most effective to illustrate the process content for the reader.  Frame agreement  The input for frame agreement -process is usually a need for partnership in order to gain 
competitiveness and efficiency to one’s business. The competitiveness is gained through additional value created for the customer by combining resources with the partnering company or supplier. Another way of gaining competitiveness is to negotiate 
economical prices for products that have a big volume in the construction company’s production. Frame agreements are mainly used to enhance the procurement of these volume products, such as hardware store -products or hollow core -slabs. (Junnonen & Kankainen. 2012. p. 16-18) Products and services, that need deeper partnerships, or project-based partnerships, than a frame agreement, are for example, HVAC -systems or steel structures. (Kolhonen et al. 1997. p. 20)  The process starts with defining the products or services, that are considered to be 
strategical and of a great volume in company’s operations. However, the process can also start by defining a supplier, that is seen to be beneficial to partner with. This can be the case, if several successful projects have been delivered with the same supplier successfully and efficiently. After finding the potential partners, they are negotiated to agree the terms and production capacity for the possible agreement. The process is very similar to a common contract negotiation -process, which is presented further in this chapter. After the negotiations with one or more potential supplier have been conducted, the best suitable supplier is awarded with a frame agreement. The contract terms can vary by their content and comprehensiveness, and usually frame agreements tend to become more precise as the partnership proceeds. An important feature is that every 
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term that differs from YSE 1998, must be separately mentioned in the contract paper. (Junnonen & Kankainen. 2012. p. 18-22)   After the frame agreement has been signed, the agreement should be informed company wide, so that the organization can utilize it. When performing project-specific procurement, frame agreements can and should be utilized. The project-specific contract formation is lighter than in traditional contract negotiating, as the general terms have already been agreed. The project-specific terms must be agreed, and capacity has to be reserved. After that, the products or services can be ordered with a simple purchase order, that refers to the frame agreement. (Junnonen & Kankainen. 2012. p. 23)  The frame agreement -utilization is basically a part of project procurement -process, as the actual output of the frame agreement process is the frame agreement itself. The responsibility of frame agreements is usually on the procurement manager or product category -responsible person.  Figure 5 shows the identified simple process model for frame agreement process (after Junnonen & Kankainen. 2012. p. 21, figure 9)  

 Figure 5, Frame agreement -process after Junnonen & Kankainen (2012. p. 21, figure 9)  Procurement planning in projects  The procurement planning can be divided into three separate stages. The first stage of planning occurs at the development phase of the project, where cost estimation for internal investment board or project bidding is made. Procurement planning in this stage is part of the production planning of the project. The second stage is the actual procurement planning for the project. This stage occurs, when the project is awarded with a start permission from internal board, or the contractor is awarded with a project contract based on the tendering phase bid. The third phase is the planning of a single 
procurement entity. (Junnonen & Kankainen. 2012. p. 24) This phase isn’t considered in this context, as it is a part of request for quotation -process (RFQ), which is presented later.  In the project development phase, the procurement planning starts with determining the procurement split. This part of the procurement planning is steered by the procurement policy and strategy of the company as well as the production plan formed for the project. In contracting, the RFQ-materials received from the customer steer the procurement planning, too. Furthermore, the procurement split acts as a basis for the actual procurement plan in the production phase. The project tendering is conducted based on the identified parts of the project, that can be procured at once. These parts are called procurement entities, and they form the procurement split for the project, as the 
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critical procurement entities are determined. From these entities, preliminary quotations are requested from potential suppliers. (Junnonen & Kankainen. 2012. p. 25-27)  If the project delivery method includes designing responsibilities for the contractor, or 
the project is company’s own production, the architects and structural/mechanical engineers are also involved. The design plan entities are defined regarding to the procurement split. The design planning should also be made with the potential suppliers, that have great expertise on the work phase or product. (Junnonen & Kankainen. 2012. p. 28)  The procurement plan for project production is formed from the procurement split at the beginning of the project. The other inputs for the procurement plan are, for example, target budget, project schedule, contract program, delivery time information, supplier database information, procurement strategy and frame agreement information. The designing schedule is usually formed regarding to the procurement plan, as the design 
plan needs for RFQ’s are marked as deadlines into the procurement plan. (Junnonen & Kankainen. 2012. p. 29; Ratu S-1229. 2011. p. 13) Procurement planning is usually started at the starting meeting of project procurement. However, urgent procurement entities are usually procured before the procurement plan is formed.  In the procurement plan, one procurement entity should represent a package, that has a clear scope and that can be bought at once from a single supplier. In some cases, these entities can be combined to achieve benefits through, for example, volume. The procurement plan should act as a guiding tool to the procurement engineer by giving the schedule and target budget for each procurement entity. Each procurement entity should have the responsible person for the procurement named, which helps to organize the project procurement operations. (Junnonen & Kankainen. 2012. p. 30-34; Toikkanen et al. 1996. p. 9)  A procurement schedule included in the procurement plan is based on the project production schedule. With given starting weeks for each work stage (procurement entity), the procurement actions are scheduled with deadlines in the procurement plan. (Ratu S-1229. 2011. p. 13) Critical purchases are those with long delivery times and high costs. These critical purchases should be pointed out in the procurement plan. The schedule should be properly thought through, as some entities may need more quote estimation -time than others. Especially, if design planning is included into the procurement entities. With material purchases, the schedule must be paced to optimize the material inventory at the site. A good buffer for material inventory is two weeks. However, this time can vary between the work stages (for example concrete elements etc. are delivered just in time). (Junnonen & Kankainen. 2012. p. 34-39)  As the project delivery starts, the procurement plan should be mainly complete. However, the plan is usually updated throughout the project. For example, additional work may occur during the project thus causing a need of updating the procurement plan. During the project, the procurement plan is executed by the input information filled into it. Furthermore, the plan serves as a tool for monitoring the project procurement. The plan is filled with the procurement actuals, such as contract prices and dates of procurement actions. Thus, the procurement engineer and for example, construction manager, can monitor the procurement proceeding and development of project costs. The actual costs are compared to the budget given for each procurement entity. (Junnonen & Kankainen. 2012. p. 41-43; Toikkanen et al. 1996. p. 9-14) 
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 The procurement plan formation -process is presented in Figure 6. The maintenance and monitoring of the plan is an iterative process, that continues to the point where the last procurement for the project is completed.   

 Figure 6, Procurement plan -process  Request for quotation  The RFQ-process can be roughly divided into two main phases: preparing the RFQ and RFQ-materials and selecting the potential suppliers to send the RFQ to. After the RFQ has been sent to the suppliers, the negotiation-process starts.  Sollish & Semanik (2012. p. 62) define RFQ as a request for quotation for price and delivery. Other variables are, in this case, already determined. In this thesis, however, the RFQ-term is used to cover all the solicitation methods for convenience. The solicitation method can vary depending on the characteristics of the procurement entity (product or service), but in general, the same principle works in every case. Also, same methods can be used for several types of entities. (Sollish & Semanik. 2012. p. 61)  The RFQ-process input comes from the procurement plan, where entity information and schedule are presented. The first phase is to gather all relevant information about the entity to understand, what is to be procured. The frames for the procurement come from the target budget from cost estimation, or procurement plan, if the estimation is filled into it. (Benton & McHenry. 2010. p. 80-81) To gather information about the entity, the responsible site supervisor should be consulted. Thus, the procurement engineer can define the boundaries and more accurate schedules for the entity. An important task is also to check that the related design plans are up-to-date to receive useful quotations. Otherwise, the quotations will have a lot of variability and uncertainty, thus being incomparable to each other or to the target budget. (Junnonen & Kankainen. 2012. p. 47-54; Toikkanen et al. 1996. p. 20-24)  All the relevant information relating to the entity must be included into the RFQ-materials (Benton & McHenry. 2010. p. 81). The main contractor is not allowed to withhold anything, that could affect the contract. Especially, if anything is uncertain at the time of tendering, it should be pointed out in the RFQ materials (design plans or such). The RFQ letter should include the following information: customer and the contact person, information about the objective project, content of the entity, requirements for the quotation price, quotation deadline, validity time for the quotation and a list of attachments. Also, if anything regarding to the entity differs from the 
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general terms and conditions for contracts, it should be clearly apprised in the RFQ letter and materials. (Junnonen & Kankainen. 2012. p. 54; Benton & McHenry. 2010. p. 83-85) If necessary, even the standard contract template can be added to RFQ as an attachment (Sollish & Semanik. 2012. p. 64).  
In Finland, the Act on the Contractor’s Obligations and Liability when Work is Contracted Out is legislated to prevent grey economy (Contractor’s Obligations and Liability. 2015). A good option is to require the needed documents within the quotation with a notification in the RFQ letter.  After the RFQ materials have been prepared, the suppliers for bidding are selected (Benton & McHenry. 2010. p. 82). The RFQ must be sent to an appropriate number of suppliers to achieve a fair bidding competition. The number of suppliers can vary depending on the contract scale etc. However, the suppliers that have been found to be reliable and that are known, should be preferred. In case of a new supplier, background, references and compliances should be checked before sending the RFQ. Information about new suppliers can be found from the Internet and for example, from competency databases. (Junnonen & Kankainen. 2012. p. 58-59; Toikkanen et al. 1996. p. 25-26) Other places to source for suppliers can be for example different search engines, industrial guides, trade shows and colleagues (Sollish & Semanik. 2012. p. 38). However, in project procurement, new suppliers are seldom sourced for bidding competition.   Junnonen & Kankainen (2012. p. 58) list factors, such as ability to deliver, technical capability, production capacity, economical features and operation policies to be evaluated, when potential suppliers are sourced.  When the RFQ materials are ready and the potential suppliers are listed, the RFQ can be sent to selected suppliers. A good manner is to inquire the williness and capabilities to bid by calling the supplier directly. (Benton & McHenry. 2010. p. 86; Junnonen & Kankainen 2012. p. 59; Toikkanen et al. 1996. p. 26) Thus, the supplier will also be contacted in a more personal manner that with the RFQ letter alone. Often, this improves the quotation frequency among the suppliers.  Furthermore, the RFQ-process can be utilized in the project tendering -phase, when the potential prime contractor requests quotations to support the formation of its own tender for the project (McGuinness. 2007. p. 7).  Figure 7 shows the flowline of traditional RFQ-process. The process has variations depending on the contract type and scale, but the variations are not discussed in this review.  

 Figure 7, RFQ-process  
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Negotiations  Once the quotations are received from the suppliers, they must be compared to the RFQ letter terms. Any unnecessary aberrations should be corrected by contacting the supplier. When all the quotations are equalized, they can be compared to each other and to the target budget. The comparison is executed with a comparison template, where all the quotations can be opened to the same sheet with the target budget. Thus, a comprehensive overview from the bidding is achieved. Possible alternative solutions should be considered, if such quotations have been received. (Junnonen & Kankainen. 2012. p. 59) However, the quotation comparison should not be executed only by the price, as the other factors, such as quality, capacity or schedule may have an effect on the contract (Sollish & Semanik. 2012. p. 69-70; Toikkanen et al. 1996. p. 27).   Based on the comparison, the negotiated suppliers are selected. The usual number of negotiated suppliers vary between 1 and 3. Naturally, the suppliers are from the top end of the comparison results. (Junnonen & Kankainen. 2012. p. 61)  The negotiation process is the most critical process of project procurement, as the contractual terms and conditions are agreed with the supplier. After the contract has been signed, the changing will need the permission of both the customer and the supplier. To determine and define all the necessary terms in contract negotiations and negotiation process requires professionality from the procurer. (Sollish & Semanik. 2012. p. 69) Particularly, the differences between work stages and procurement entities require a wide range of knowledge. However, utilizing the responsible site supervisors in the negotiations provide helpful backup for these situations.  Outside the actual negotiation table, several evaluation methods can be utilized to examine the supplier’s capabilities of delivering the contract. Sollish & Semanik (2012. p. 69-77) list the following features as possible evaluating criteria: responsiveness, operational capacity, technical capability, financial analysis, measures of liquidity, measures of profitability, productivity, services, quality management processes and customers & reputation. To be able to evaluate all the previous, cross-functional team should be utilized. The best results according to Sollish & Semanik (2012. p. 70) are achieved through several separate evaluations that form a consensus opinion, when combined. However, conducting all of the previous evaluations results in a very heavy process. Thus, the evaluation level should be optimized regarding to the contract scale and criticality.  According to Junnonen & Kankainen (2012. p. 61), “The goal of the contract negotiation is to ensure the best possible outcome for every party regarding to the contract price and content.” (writer’s own translation). In the negotiations, relevant terms and conditions and other information about the contract are clarified and agreed. (Benton & McHenry. 2010. p. 95; Junnonen & Kankainen. 2012. p. 61) The negotiations should always be documented in written to prevent any misunderstandings (Junnonen & Kankainen 2012. p. 61) The negotiation memo is attached to the possible contract paper (Junnonen & Kankainen. 2012. p. 67; Toikkanen et al. 1996. p. 28).  After the negotiation round, the best supplier is selected to execute the entity. The supplier should be informed as soon as possible. Furthermore, the other supplier, that 
weren’t awarded with a contract, should be informed, too. A contract agreement is signed with the selected supplier. (Junnonen & Kankainen. 2012. p. 63; Benton & 
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McHenry. 2010. p. 95) Furthermore, the supplier can be selected not only by the price, but also other things, such as quality, can be evaluated and scored to enhance the supplier selection (Toikkanen et al. 1996. p. 28-29).  The negotiation-process is shown in Figure 8. In this process, an OR-operator could be modeled between the negotiation and supplier selection -tasks. This so, because in case of failed negotiations, the next supplier is to be negotiated. However, usually the negotiations are arranged with several suppliers, and the selection is done after the whole negotiation round.  

 Figure 8, Negotiation-process  Contract agreement  In general, a contract agreement is formed when a quotation is received and accepted. However, it is usually determined that the agreement is binding after the contract paper has been signed. An oral agreement is legally as binding as written one, but in terms of convenience, the agreement should always be done in written. (Junnonen & Kankainen. 2012. p. 64; Benton & McHenry. 2010. p. 42) This helps, for example, if the contractual terms are argued during the contract execution.  
A procurement based on a frame agreement usually doesn’t need a comprehensive contract paper formed for a certain project, as the general terms are defined in the frame agreement paper. However, a written order should be used to inform the need of supplies. In urgent situations, oral order can be used, too. (Toikkanen et al. 1996. p. 30-33; Ratu S-1229. 2011. p. 13)  If not conducted earlier in the procurement process, the supplier compliances must be checked before the contract agreement is done. These compliances include for example, 
Contractor’s Obligations and Liability, working permissions of foreign workforce, 
Finnish representative if the company doesn’t have offices in Finland and requiring pictorial ID-cards for workers. (Junnonen & Kankainen. 2012. p. 65)  According to Junnonen & Kankainen (2012. p. 67), the contract paper should include the following information and attachments:   Contract paper  - General information about the contract - Relevant features from YSE 1998 - Features, that differ from YSE 1998   Commercial documents 
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 - Contract schedule - Responsibilities of both parties - Instalment plan - Unit price catalogue - Work safety documents - Negotiation memo - YSE 1998 - RFQ - Contract program - Contract boundaries - Quotation - Quantities - Unit prices for alteration works  Technical documents  - Design plans for contract - General quality requirements and work specifications - Work specific quality requirements and specifications  The features presented above may appear in different order depending on the contract type and scope. However, if not else agreed, the order above is the general order of validity decreed by YSE 1998. (RT 16-10660 en. 1999. p. 6. §13) In material deliveries, the general order is slightly different, as the general conditions are decreed by RYHT 2000 (RT 17-10721 en. 2000. p. 1).  The contract agreement -process is presented in Figure 9. In the process model, it is assumed that all the terms and conditions are defined in the negotiation process. If something has been neglected, it should be defined at least in the contract paper before signature to prevent any misunderstandings.  

 Figure 9, Contract agreement -process              
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2.3 Harmonization of procurement processes 
 This chapter introduces the existing theory and frameworks for process harmonization. As said in the introduction, literature about procurement process harmonization doesn’t exist in a very large scale. Thus, the process harmonization is presented in a very general level. After the business process harmonization theory has been presented, this theory is applied to procurement processes presented in the previous chapter. Since there is not much literature about procurement process harmonization, the application is mainly conducted by the writer of this thesis. Any existing literature and framework will be considered.  
2.3.1 What is harmonization? 
 In literature, concepts of harmonization and standardization are usually mixed to stand for unification of something. However, when considering standardization, it means that the objects to be standardized are unified completely. This means, that there will not be any differences between the two objects after standardization. When considering processes, this would mean that after standardization, the company would have only one standardized process existing. In some cases, the standardization can be beneficial, if there is unnecessary variation between the processes in a company. (Romero et al. 2012. p. 4)  Compared to standardization, harmonization means that the harmonized objects can still have some level of difference in them. Romero et al. (2012. p. 4) give harmonization of processes the following definition:   

“(…) the elimination of differences and inconsistencies in their activities, inputs, outputs or owners among processes that share the same goal in order to make 
them uniform or mutually compatible.”  Thus, the objects (processes) to be harmonized must share the same goal, but the processes to achieve this goal may be different. In other words, harmonization unifies the way of achieving this goal, but it allows the differences needed in the processes to keep it executable in the company. For example, different business units may have their own characteristics in the process, but the core process is usually harmonized (or even standardized) to be as similar between the units as possible.  Furthermore, Richen & Steinhorst (2005. p. 1) state that harmonization sets bounds to the process variation while pointing out the differences in them. Harmonization is to optimize the number of standards for a process between too many, and too few (Richen & Steinhorst. 2005. p. 3).  According to Weidlich et al. (2011. p. 1), processes tend to have variation between business units, as the processes are usually formed somewhat independently in different units. To uniform these, process variance should be managed. However, some variance usually is needed to run different business units optimally. The management of this variance can be defined as harmonization. (Weidlich et al. 2011. p. 1) 
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2.3.2 Harmonization of business processes - frameworks 
 Business process harmonization plays a major role in company integration in M&A. To achieve efficient cooperation and common principles, the business processes must be harmonized and implemented in every part of the company. Harmonizing the 
company’s processes will improve the company’s efficiency, decrease its operating costs, increase the internal control and enable the IT-systems unification. (Romero et al. 2012. p. 3)  
In two large companies’ integration, there should be functional business processes existing in both. Inevitably, when forming the new company in integration, processes of both companies involved should be analyzed. Especially in equal mergers, where the two companies are approximately of same size and operating in the same market, the integration team should consider the two companies as equal. This means, that despite the fact that the acquiring company has paid to gain the ownership of the other and thus, to gain the authority, the companies should be treated equally in formation of the new 
company’s processes. Therefore, the personnel of the acquired company will be motivated and engaged to the formation of the new common company. (Erkkilä, 2001. p. 105-106)   The importance of cooperation and harmonizing is also identified by Schönreiter (2016. p. 3), who defines it as the key element of company integration. Furthermore, the harmonization is especially needed in symbiosis and absorption types of integration. (Schönreiter. 2016. p. 3)  To achieve a written business process description for the new company helps to engage the personnel from both the acquiring and acquired companies to the new business processes. If both of the companies have existing process descriptions, the formation of new process descriptions is easier. However, if the descriptions are missing from one or both companies, the formation of process descriptions will require a lot of work. (Katramo et al. 2013. p. 447) If documentation of business processes is missing, harmonization of processes becomes harder as the information about existing processes must be gathered elsewise (for example by interviewing the personnel).  In addition to harmonizing the processes between the already existing ones, process harmonizing in integration is also a good change of redesigning or reengineering the processes. The harmonization can be seen as a type of redesigning, which opens up a change to improve the processes while the processes are redesigned anyhow. (Schönreiter. 2016. p. 4) Whereas redesigning stands for optimizing and developing the existing processes, reengineering starts from the scratch to recreate the processes (Schönreiter. 2016. p. 6).  A usual failure in process redesigning and harmonization is to execute the harmonization with IT as a driver. The major role of information systems (IS) in a company is to provide a platform in which to execute the business processes. Thus, the information systems should be formed after the processes have been formed. However, in many cases, the harmonization is executed with the IT as a lead. These cases tend to fail more often. One reason for the failure is that the IT-harmonization and standardization does reduce the IT-costs. However, this reduction is usually achieved in expense of process performance. Thus, the IT-harmonization and standardization should 
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always be a following process for process harmonization, as the IT-systems are existing to support the processes. (Richen & Steinhorst. 2005. p. 4-5)  Dumas (2013. p. 35) identifies the impact of process scale to redesigning, and thus, harmonizing. The harmonized processes should be somewhat of a similar scale and modelled with a certain accuracy to be harmonizable. This also applies to the harmonized process, which must be modelled and described with appropriate accuracy to keep it manageable. (Dumas. 2013. p. 35-36) The accuracy of the models also helps to implement the harmonized processes in the company. However, the right level of accuracy can be hard to determine, as some parts of the process may include variance depending on the business unit and the person executing it.   Before the harmonization methods are presented, two important terms are presented: as-is and to-be analysis and modeling. As-is stands for analyzing and modeling the present situation in the company. It is beneficial, for example, if new employees are hired to execute the integration. With as-is analysis, they can be educated to the company’s present processes and systems. As-is analysis also helps the current employees to understand the present processes and analyze their feasibility. The as-is model can also serve as a reference-model for the new process model (to-be), enabling the checking that the new model includes all the needed tasks and processes. (Becker et al. 2003. p. 107-108) Whereas the as-is model represents the current state, to-be model presents the espoused process in the future. (Krogstie. 2016. p. 28) In literature, to-be model is understood as the official process model in the company future. In the context of this thesis, to-be model represents the harmonized processes.  To execute the actual business process harmonization, Schönreiter (2016. p. 6-8) presents several approaches to start with. The approach-models are formed by other authors, and the authors are mentioned after every approach, if known and mentioned in 
Schönreiter’s paper (2016). The approaches are presented briefly in this chapter, and their suitability for the procurement process harmonization conducted in this thesis is discussed briefly further in chapter 2.3.3.  The radical approach, business process reengineering (BPR), optimizes the processes top-down. This means, that the processes are developed again entirely from scratch. Thus, this approach is harmful, if the companies have processes and descriptions in high level of maturity, as it destroys them. However, if the companies do not have these kinds of processes existing, the BPR-approach might be the best alternative to form them. The starting point of BPR is to analyze the core-reason for the process existence. Thereafter, the process is formed to serve this reason and to produce needed output or product. (Schönreiter. 2016. p. 6) Schönreiter (2016. p. 6) presents the proceeding of BPR-method as following:  1. Why is something done? 2. What needs to be done for? 3. Clarification of strategic specifications and target framework 4. Elimination of old processes and structures 5. Distinguish process and new design of today’s sight 6. Consideration of BPR principals 7. Radical new designed process (to-be concept and implementation plan) 8. Vernier adjustment and stabilization 



33  
 The BPR-method presented above was originally defined by Roland Jochem and Dennis Geers (Jochem, R & Geers, D. 2010. Prozessgestaltung mit Business Process Reengineering. 2010): Prozessmanagement-Strategien, Methoden, Umsetzung. 1: 77-99.).  Especially for management systems -integration, Schönreiter (2016. p. 6) introduces a system-oriented approach. This harmonization is conducted as follows:  1. Integration of the documentation in a common manual and otherwise separated process, 2. unification of the main processes, objectives and resources, 3. “All-in-one-system” as a universal system for all sub-systems – complemented by the development of a common audit system.  (Schönreiter. 2016. p. 7)  In this approach, the steps are quite of a broad concept, but it shows clearly the order of executing different integration and unification objects. The approach originates from 
Karapetrovič (Karapetrovic, S. 2002. Strategies for the integration of management systems (MS) and standards. The TQM Magazine, 14(1), 61-67.).  Another approach is a business process analysis model, that is to increase the efficiency and effectiveness of business processes. The model consists of two stages, macro-analysis and micro analysis. The macro-analysis defines the to-be standards and specifies at the business processes with the highest influence on the selected objectives 
(usually KPI’s). The micro-analysis is process simulation with as-is process review and to-be process-designing. (Han et al. 2009. p. 7083 (4)) Technically, this approach consists of several substages, but they can be categorized into two main stages.  Furthermore, Schönreiter (2016. p. 9) presents two opinions from process harmonization experts, that are presented below:   Expert 1  1. As-is analysis, 2. Development of strategy (strategic objectives, strategic potentials, definition of KPIs), 3. Strategic action plan, measurable picture of intended market position, 4. Definition of structural organization and process-oriented organization (structure, organization chart, business processes, process map), 5. Start with operational implementation.  Expert 2  1. Definition of cramp processes for certification (coverage of minimum norm requirements), 2. Integration of common quality culture (regulations, dynamic, 

reporting, …), 
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3. Definition of responsibilities and interfaces (work groups existing of quality management and single departments), 4. as-is record of processes with swimlane diagram, 5. Step-by-step unification of processes with room for individual processes, 6. Unification of IT-systems, e.g. ERP system, common documentation database, 7. Implementation, 8. Verification by internal audits.  (Schönreiter. 2016. p. 9)  Proven from the approaches presented in previous, a framework and process harmonization model can be formed. Schönreiter (2016) divides the harmonization process into four main phases: analysis phase, conception phase, realization phase and verification phase. The first two phases are concentrated in the analysis of the old processes and harmonizing them. The last two phases concentrate in process implementation and evaluation.  The analysis phase is an important part of business process harmonization, as it provides information about the previous processes and their modeling. In analysis phase, the most important tools are the as-is models of companies’ old processes. Thus, a proper understanding of old processes can be achieved to harmonize and develop them. In analysis phase, the micro-analysis of single processes is in an essential role, enabling for example, the maturity analysis of the processes. (Schönreiter. 2016. p. 11) This means as-is modeling the old processes and comparing them between the merged companies. Thus, an understanding of the situation and starting state is gained. As presented in chapter 2.2.2, process descriptions are also in essential role in as-is analysis, as they deepen the understanding of the processes and process models. Process models seldom are illustrated in the same accuracy level as the descriptions are made.  After the analysis phase, conception phase begins. In the conception phase, most of process harmonization, optimization and redesigning is executed. This phase also includes the unification of IT-systems, if it is included into the integration. The conception phase leans on the strategy of the new company after the merger. Thus, the company strategy should be determined and published to provide a guideline for the process work. The processes are formed to execute the company business according to 

the company’s strategy. (Schönreiter. 2016. p. 11-12) Thus, the company strategy will also define the process harmonization needs. If the strategy is very similar to the acquiring company’s previous one, the processes may be harmonized with a strong 

reference from the acquiring company’s processes.  At least in the conception phase, evaluation of the actual harmonization level -need should be conducted. The harmonization need depends on the level of differentiation in the processes, efficiency of the processes and standards. For example, if the process difference is high and the efficiency is significant, the processes should be harmonized or even standardized. On the other hand, two quite congruent and of low significance processes can be harmonized with as little effort as possible. (Schönreiter. 2016. p. 12) As tools, for example one by Zellner & Laumann (2013), can be used to analyze the actual need and recommended effort of standardization. These kinds of tools might be 
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useful also in case of harmonization, but to support the decision rather than making them.  To implement the harmonized processes formed in the conception phase, realization phase is needed. Some approach methods don’t take the implementation phase into account, as the actual process harmonization is conducted in the conception phase. However, when considering the process harmonization in a merged company, the process implementation is a vital piece of the process work. The new processes are somewhat useless, if they are not run properly in the company. Process implementation can be executed in three ways. The first way is the step-by-step implementation, where new processes are introduced for one business etc. at the time. In this way, the implementation will take a lot of time depending on the size of the company, but it does reduce the complexity of the implementation. The second way is to introduce the processes directly to the whole company. This way the implementation is quicker, but the failure rate of implementation is a lot higher. The third way is to run a pilot-implementation, where the new processes are launched in a single project or business unit. Thus, the possible errors and shortages can be detected before the company-wide implementation. However, the pilot-operated launch is time consuming. (Schönreiter. 2016. p. 13) Furthermore, Becker et al. (2003. p. 211) divides the step-by-step implementation into two several areas: regionally scheduled- and functionally scheduled implementation. The regionally scheduled approach implements the processes in individual regions either one-by-one, or with overlapping. An international company, for example, may implement the new processes with one country at the time. The functionally scheduled approach again implements the processes function-by-function. For example, the implementation may be started from company procurement, and afterwards continued into cost estimation, production and sales. (Becker et al. 2003. p. 211)  The last phase of the process harmonization is the verification phase. As the new processes have been implemented into the company and business has been run with the new processes, the successfulness should be evaluated. To verify the process 
harmonization success, different KPI’s and process maturity analysis can be used. The results from the new processes are compared to the old results from the analysis phase (from old processes), and the improvement of these measures indicates the successfulness. (Schönreiter. 2016. p. 14)  In Figure 10 (after Schönreiter. 2016. p. 14, figure 2), the general framework for process harmonization is illustrated with a process model. The first two phases are recognized to be the actual core of the process harmonization, and the last two phases as the process implementation.  

 Figure 10, General process harmonization -framework (after Schönreiter. 2016. p. 14, figure 2) 
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 The process harmonization framework for case study is formed through the general framework by Schönreiter (2016. p. 14, figure 2). However, the framework is formed with more precision to suit better for harmonization of procurement process. This framework is presented in chapter 2.4.  
2.3.3 Harmonization of procurement processes 
 The main principles of construction procurement, that were presented in chapter 2.2.4, are usually somewhat similar between construction companies. Overall, the 
procurement processes don’t vary a lot between different industries. Construction industry mainly differentiates with the type of procurement entities. Whereas other industrial companies usually procure materials and parts for their own manufacturing, construction companies also procure significant amounts of work for its projects.   In Finland, laws and regulations, such as Public Procurement Act (Laki julkisista hankinnoista ja käyttöoikeussopimuksista) and Contractor’s Obligations and Liability, steer also the procurement operations of construction companies. Thus, the procurement processes are mostly adapted to these regulations. However, differences can still exist between the processes, that are somehow restricted by these regulations. For example, the responsibility of compliance checking may differ between the companies. As represented in figure 1 in this thesis, a process does utilize resources, and the resource in procurement process is usually the procurement engineer. However, some parts of the 
process may be on someone else’s responsibility. If these responsibilities do differ between the merged companies, they should be harmonized to avoid misunderstandings, especially in processes partially regulated by the law.  Another possibility for differences are the quality management systems in merged companies. Quality management may influence the procurement processes by applying 
tasks into the process to meet the quality requirements. For example, company’s internal quality requirements may be attached to the contract paper, or supplier compliances can be checked in different parts of the procurement processes.  In addition to differences in tasks of a process, the tasks can be identical between the merged companies, but their timing or sequence may differ. These differences may occur from the differences in quality management system, if for example, supplier compliance -checking is required in different parts of the processes. In process harmonization, the timing and sequence of process-tasks should be checked and unified, if needed. However, if the tasks with sequence differences are not critical, local variation can be accepted.  These differences in procurement processes should be identified with as-is analysis. In such standardized operation as procurement, every difference in a process should be investigated. Through this investigation, a to-be process can be formed. However, if small differences in tasks occur, it should be remembered, that changing any task or task sequence in a process may influence the whole process. Thus, the whole process should be investigated if any differences, even in one task, is found.  
When harmonizing an important process for the company’s business, as procurement is for a construction company, an extensive amount of people should be involved. As the 
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procurement is done in several levels in the company (project, cross-project, business unit, company-wide etc.) and from several points of view (housing projects, infrastructure projects, frame agreements, services, IT-systems, energy etc.), the process harmonization should involve people from all of these perspectives. Otherwise, the harmonized processes will not serve all the stakeholders. Furthermore, the harmonization will not be complete, and all the benefits will not be achieved.  Furthermore, the number of different stakeholders in construction company requires strict evaluation of harmonization level of the processes. In a very general level, the procurement is executed with a similar process between different stakeholders. However, when considering the actions more precisely, the stakeholders will need some variation in their processes to be able to execute the processes optimally. Thus, the harmonization level should not be set too high at the beginning, or part of the harmonization work will be unnecessary. However, unnecessary differences between the processes should be eliminated.  
2.4 Summary of the literature review and formation of theoretical framework 
 Business process harmonization is inevitably an essential part of integration in company M&A. The scale of harmonization depends on the integration type. If the acquired company is absorbed into the acquiring company, harmonization need is of very high level. On the other hand, if the acquired company is left to operate as a separate unit in the parent company, harmonization in processes might not be conducted. However, documentation and process manuals may be harmonized to match with the parent company.  Resistance of change may occur in M&A. In process harmonization, the resistance can be established in both companies. In acquiring company, personnel may resist the need of change occurring from a company that is acquired to be a part of the parent company. Vice versa, the personnel in acquired company may resist the change in a larger scale (company infrastructure, company name etc.). One part of this resistance may occur from the change of processes and their execution. To avoid the unwanted resistance, the communication and cooperation with the employees is of major importance. Thus, as much employees as possible should be involved in the process harmonization process. With this involvement, employees get their hands on the new processes before the actual implementation, and they are informed in-time about the harmonization and integration work.  As the situation in this thesis is the merger of two general contractors, and the acquisition type is defined as horizontal, somewhat equal harmonization situation can be determined. Both companies in the merger have a significant background in construction business, and thus, they have very developed procurement processes existing. This requires a comprehensive familiarizing with both companies’ processes and thus, equal consideration of their feasibility and capability for development to be 
the new, merged company’s procurement processes. Furthermore, the involvement of personnel from both company backgrounds is advisable.  The concept of business process is vital to understand before starting the harmonization. Without proper understanding, different parts of the process, such as inputs, outputs or 
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roles may be neglected in the harmonization. This understanding should also be transferred to the employees involved in the harmonization process to gain full benefits from the involvement. Without proper understanding of the process concept, employees may start the discussion about IT-related problems etc. rather than processes.   Furthermore, a proper modeling of the processes is essential, as the tasks in a process are usually related to each other by different means. Process modeling also helps the employee involvement during the harmonization, as it enhances their process-thinking instead of concentrating on the IT- or legal issues. In addition, the sequence of the tasks is usually of importance, and it can be a major part of the harmonization. Process descriptions and -models play a major role in as-is and to-be modeling of processes.  One way of utilizing this involvement is to arrange workshops, where employees can share their vision of current processes, and how they could be improved and developed. Furthermore, the employees can be asked to form their opinion of an optimal procurement process. This way, the procurement management can analyze the existing processes and utilize the vision of the employees. The outcome from this analysis is regulated by certain laws and conditions, but the more informal processes can be developed to match the actual procurement engineer vision better.  While the early involvement of employees enhances the implementation of the processes, it might also speed up the whole integration process. As the employees are constantly in touch with the process harmonization and redesigning, they will be informed about the changes in real time. Thus, the process content after the harmonization will not come as a total surprise, causing a need of major changes in the operations. This change may require a lot of time, extending the total integration time.   Construction procurement in Finland is somewhat unified process across the industry. However, differences may occur in processes not regulated by the laws or general terms and conditions (e.g. YSE 1998). Furthermore, the roles and sequences inside the processes may vary between the companies. Thus, in M&A of construction companies, process harmonization process is an essential procedure, that must be executed in an appropriate scale. The harmonization level may vary depending on the findings in as-is analysis. However, the process documentation and -models should be updated to serve the company personnel and management after the integration.   In literature, synergy-benefits and process harmonization are rarely associated together. In large companies M&A, the main synergies come from company size and volume increases, but as stated in chapter 2.1.2, the divided capabilities and resources create synergies, too. However, cost reductions are reported to occur from process harmonization as well as operational efficiency and better manageability.  From the IT-systems point of view, the process harmonization can be somewhat complex. Usually, when two large companies are merged, both of them have existing IT-systems, that should be optimized to the company’s operations. A big challenge is to decide, whether the new company after merger will continue with either of the existing systems, or is new system acquired to support the operations. The easiest way might be to implement the acquiring company’s IT-systems to the new merged company. Thus, 
the need of education is optimized. However, usage of the other company’s systems should always be considered.   
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While the IT-system integration should not be done in advance to the process harmonization, the IT-issue will influence the process work. If the to-be systems are known already at the time when process harmonization is started, the processes can be slightly steered to fit right into the systems. However, the IT-systems should not be considered as boundary for the process work and development. The IT-systems should be redesigned after the process harmonization to support the process execution at its best, if needed. Furthermore, the procurement processes should be harmonized concurrently with other construction and support processes to enable a fluent cooperation in construction operations. This can be achieved, for example, with control meetings, where different harmonization teams share their progress and results with each other. Furthermore, good principles and methods in harmonization can be shared and developed further.   The implementation of harmonized processes is modeled to start after the to-be modeling and descriptions. When harmonizing critical processes, such as procurement processes, the first steps of implementation should be involved into the harmonization itself. For example, involving procurement personnel into the harmonization process, the process implementation can be considered as started, when the actual procurement engineers are participating in development of the processes. Thus, the personnel will be familiar with the new processes, rather than receiving a set of new processes all at once to work with. With pilot-projects, the new processes can also be tested and evaluated among the personnel.  Regarding to this literature review, a theoretical framework for procurement process harmonization in the case study is formed. The framework utilizes the findings from every topic in this review, emphasizing the impact of early involvement of the procurement personnel. The workshops are arranged during steps 3 and 4, but the impact of employee involvement can be seen in a much broader time frame. However, the final approval for the harmonized processes comes from the procurement management. This framework serves as an initial framework for the procurement process harmonization conducted and analyzed in the case study. In the end of the case study, the final framework proposal is formed regarding to the analysis results from the process harmonization -observing and interview study. The framework is presented in Figure 11. This framework will be referred as the theoretical framework in the case study.  
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 Figure 11, Theoretical framework for procurement process harmonization  In the theoretical framework, the harmonization process proceeds with a somewhat traditional setup. The existing processes are first surveyed and analyzed. Next, the current processes are compiled to create a combination of identified tasks in both 
company’s processes. This combination of tasks is the basis for the harmonization actions. The combined tasks are evaluated to decide, whether the task is necessary and relevant or not for the process. By listing all the identified tasks from the existing process descriptions, the either-or selection of tasks can be avoided. Thus, more space for proper process harmonization and process development is left. The evaluation and redesigning -processes are strongly related to the workshops utilized in the case study. After the evaluation and redesigning of processes, the first draft of harmonized procurement processes is formed. The material achieved from the workshops are considered, when the formation is executed. The first draft of the processes is then presented to the procurement managers for evaluation and commenting. After the validation, proposed changes and adjustments are done, and the final edition of the procurement processes is formed. These process description and models are formulated 
to fit into the company’s management system (MS), and possibly to be published in the company as a handbook for procurement operations.  After the process formation, the implementation is conducted to apply the processes into 
the company’s operations. Transferring the process description into the management systems can be seen as a starting point for this phase. The implementation will not be examined by observations and experiences in the case study for time related issues. As the new processes are evaluated before the implementation, they still must be validated in action. Auditing the processes and their execution is an essential part of process development, as the auditors achieve real-life examples and opinions of the processes. Furthermore, process auditing is also a part of analysis and conception phases, when existing processes and their feasibility is surveyed. Examining audition reports will provide essential information for the process harmonization.  
The framework presented in figure 11 can be defined as a “hypothetical” framework, that is tested in the case study. The testing is conducted by analyzing the harmonization 
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process during and after the execution. Another way is to analyze the end-product and its feasibility for the company. Thus, the final determination of the successfulness requires auditing the harmonized processes, that is not possible to conduct in this case study for time related issues. However, the framework is evaluated in every other method. Furthermore, the framework is evaluated by interviewing professionals, that have conducted (procurement-) process harmonization before. Their opinions, experiences and examples are compared to the theoretical framework, and possible improvements are discussed and proposed.                                        
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3 Procurement process harmonization – a case study 
3.1 Introduction to the case study and study methods 
 The case study conducted in this thesis considers the merger of two large Finnish construction companies, YIT and Lemminkäinen. This merger has started a big integration project, that aims to combine the assets, systems and processes of both companies into one operative business company. Procurement processes are one essential part of the integration. The goal of the procurement process harmonization is to have one the processes of both former companies analyzed and combined in the best possible outcome. The result, a harmonized process description, will serve the 
company’s procurement operations as a foundation in both project- and corporate-level. Furthermore, different project delivery -models are taken into account in harmonized process formation.   
To justify the procurement process harmonization project, features, such as YIT’s 

strategy, did arise. As the company’s strategy is to develop urban areas with a clear vision (YIT. 2018), it is essential, that the processes between different business units are 
as similar as possible. To execute effective urban area development, “hybrid projects”, 

including construction in every business unit’s core area (housing, business premises and infrastructure) is needed. Managing these kinds of projects require common processes.   The project delivery -models haven’t been modeled before from the procurement -point of view in either company in the merger. Thus, the project delivery -model consideration will also form completely new processes. In this case study, the project level is considered, leaving the corporate-level to be harmonized separately. As stated in the introduction of this thesis, the project-level is the most critical one of the procurement processes in construction business.  In this case study, the aspect of documentation and analysis is on the harmonization process itself. In the literature review, a theoretical framework for process harmonization were established. This case study will utilize the steps of this theoretical framework, and possibly propose some variation to it. Furthermore, this case study will present some exact methods to execute the harmonization process steps, and thus we will form a specified framework for procurement process harmonization in a construction company. The feasibility of this framework will be evaluated based on the observations of the theoretical framework -execution, end-result successfulness and results from the interview study.  During the harmonization process, the workshop-attendants are interviewed with a questionnaire, where opinions about the workshop-method is gathered. The questionnaire is a structured survey, that will map the usefulness, relevance and method validity from the attendant -point of view. The workshop attendants are procurement professionals, and mainly procurement engineers from both company backgrounds.  The case study is documented as the procurement harmonization proceeds. All the procedures executed in the harmonization process are documented and described in detail to enable proper analysis of the methods afterwards. Thus, also the framework can be formed in detail to enable efficient process harmonization for future utilization. Furthermore, all the relevant tools and documents established in the harmonization 
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process are reviewed. Every harmonization step is first validated briefly, and then described as executed in the harmonization process in the target company. After method description, the execution is briefly analyzed and discussed, and the results are presented and discussed briefly.  Documentation of this case study is conducted by an author, who has been working in construction procurement for a year. The main point of the case study is to be able to examine the processes completely objectively. The process harmonization and case study documentation are both conducted by the author, which requires ability to 
examine one’s own work critically. To enhance this critical examining, the questionnaire interview study is conducted to gather opinions from the personnel involved into the harmonization work. However, experience from construction procurement enables the basic understanding of the processes under harmonization and 
the importance of them for a construction company’s operations. Necessary knowledge about company M&A, integration and process modeling was gained through the literature review.  The theoretical framework for the procurement process harmonization executed in this case study is formed through the key elements of company integration and business process harmonization identified in the literature review. From figure 10 we can obtain the main stages of the harmonization process. The focus will be on the first two stages, as they are the stages of process formation. The last two stages are to implement and evaluate the processes, and those stages will not be presented in such detailed level as the first two. However, they are discussed and described, too.   Analysis of the theoretical framework is an essential part of this case study, as we will form a framework for process harmonization in a situation, that has been researched very little. Thus, the theoretical framework basically acts as a hypothesis to be tested in this study. The analysis, harmonization results and the questionnaire-interview study will either validate or reject this hypothesis. The reasons in both cases are analyzed at the end of this case study.  The theoretical framework for procurement process harmonization in the target company is presented in Figure 11. In this figure, the harmonization steps are put in a chronological sequence from top to bottom. Furthermore, different phases of the harmonization process are illustrated with dashed rectangles. As seen from the figure, the workshops are linked to several steps in the harmonization process. Thus, we can determine the workshops to be a key element of this harmonization process. The workshop-method is presented further in this case study with justification of the process-phase issue.  
3.2 Analysis phase 
 The first phase of the process harmonization process is the analysis phase. It provides information about the current state in both companies included in the merger. The current state analysis reveals details and differences in the process models and descriptions and thus, contents of processes, that are in the main scope in process harmonization. In our theoretical framework, the analysis phase includes two parts: current state analysis (as-is) and compilation of current processes. Current state analysis concentrates in surveying the existing processes and defining, what can be 
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found and from where. Compilation of current processes gathers the process tasks into one sheet, enabling to evaluate all the identified tasks in existing processes in conception phase.  Current state analysis (as-is)  The as-is analysis is conducted by surveying the process descriptions and models from the management systems of the merged companies. With as-is analysis, the improvement-needs and shortcomings in processes can be defined. Furthermore, the scope of the as-is analysis should be determined to optimize the amount of work budgeted into the analysis. (Becker et al. 2003. p. 107) In a construction company, procurement can be defined as a critical process for the business. Thus, the as-is analysis should be conducted in a detailed level.  Several benefits of as-is analysis and modeling of processes have been identified. As-is modeling, as previously stated, identifies shortcomings and improvement points of existing processes. It provides a brief perception of the current state for the integration team, including those people, who have never been in touch with the considered processes, if that is the situation. Thus, people from different backgrounds can be involved into the integration team to form new processes for the company. It also provides a checklist for the integration team to ensure that all the relevant processes have been considered. Furthermore, it acts as a benchmark for the harmonized process; the harmonized process should be an improvement compared to the existing one. (Becker et al. 2003. p. 107-108)  As-is analysis and modeling has also its downsides. It may limit the creativity of the integration by setting nonexistent constraints. Furthermore, a high-quality as-is model has its risks to be applied in the to-be model without proper discussion of its feasibility. The as-is modeling and analysis, especially if conducted precisely, does require a big amount of work depending on the process characteristics. (Becker et al. 2003. p. 108) Procurement processes are somewhat of straightforward type, which makes the as-is analysis slightly easier. However, the processes can be described and modeled very differently, which increases the amount of work in as-is analysis. The downsides listed in this chapter are considered in the workshops presented further in this case study.  In the case study, as-is analysis was started by gathering relevant materials from the 
merged companies’ management systems. The aim is to gather every process description or model necessary to enable the formation of current state description. However, properly designed sheets for current state descriptions and modeling enables updating them, if process information is found and gathered afterwards. Still, the as-is modeling should be conducted at once to optimize the amount of work needed to form the current state description. In the case study, the process materials were not received all at once, as the different management systems require access rights and usernames. Furthermore, it was discovered that the company acquired had basically two management systems in operation for each business unit.  The as-is modeling was conducted in two “rounds”, as the first round was more of a general examination of the process materials. Furthermore, as the as-is modeling started, 
there wasn’t access to every management system, thus disabling a complete as-is analysis in the first place. In the first round, the materials were examined with a more general scope of what can be found and from where. The first current state description 
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and comparison between the companies in the merger was a simple sheet of process 
nominations. Both companies’ materials were inspected to examine, if they share the same process nominations in their materials. The results were documented to a comparison table, where each process nomination was marked to be clearly existent in the materials, partially existent in the materials or missing from the materials. The result partially existent means, that the process nomination can be mentioned or named, but there is not any proper information easily found about it. At the same time with the comparison, the materials were cited to enable further detection of the process nominations, as the as-is analysis is conducted in a deeper level of actual process content comparison. An example of a process nomination comparison in the table is presented in figure 12. 

 Figure 12, Comparison table of process nominations in management system -materials  Figure 12 illustrates the actual sheet prepared for the process comparison. The management system (or a certain part of it) is listed in the upper left part in the table. Each MS has its box in the central area of the table, where the process nomination existence is indicated. A green “OK” presents existence, a yellow “OK” presents partial 
existence, and a red “!” presents that the nomination is missing from the materials. The process nominations are listed in the top-row of the table. The nominations are processes, such as “sending the RFQ” or “check supplier compliances”. Underneath the existence indicators are the notification boxes, where notes can be written to explain the situation. This is especially important in case of partial existence. The six last rows in the table contain the actual location of the inspected document in the MS. If possible, a link to the document is added.  The table provides a brief overview of the process description contents. It also provides a good visual presentation of the situation, that can be used for justifying the process harmonization need. In the table, several yellow and red indicators was found, meaning that the processes do have variation between the merged companies. However, the processes in practice may not differ very much, but the process descriptions and models do differ. Thus, process, and process description, harmonization is needed. In fact, 28 red indicators, and 31 yellow indicators were found in the first round as-is analysis. The overall amount of process nominations compared was 34, which means that with 6 different MS-sources, overall 204 comparison boxes were filled. This leads to a percentage of ~13,7 % in red indicators and ~15,2 % in yellow indicators in the overall 
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sampling. Furthermore, the share of non-green indicators, that indicate the harmonization need, is ~28,9 % in the overall sampling. However, the actual differences that have a non-green indicator may not be very critical, but the harmonization need of procurement processes is evident. Some of the differences may also come from the variation in process documentation, which enhances also the need of process description harmonization with unequivocal documentation. The percentage of non-green indicators should not be taken as a concrete measure of harmonization need, but it can be used to support the decision of harmonizing and to plan the harmonization work input.  In the first round -analysis, it was discovered that any detailed information about process delivery -models and their impacts on the procurement processes doesn’t exist in the descriptions. Kolhonen et al. (1997. p. 41) state, that the general contractor can always influence the procurement processes regardless to the delivery -model. However, the experiences from practice show that collaborative models add several communication steps with the project owner to the procurement processes (Martin. 2010. p. 49). Furthermore, in several models, such as consturction management -model, the owner always has the last word in every procurement (RT 10-11223. 2016. p. 2). Despite of the previous information, the process description of either company in the 
merger aren’t considering the specialties of different project delivery -models.  The first version of the process comparison table was presented in the kick-off event of procurement integration in merger. In the kick-off, the harmonization need was identified, and the procurement process harmonization of this case study was initiated to practice. In the same kick-off event, other aspects, such as procurement plan -sheets were compared, indicating the need of procurement documentation harmonization. Other documentation to be harmonized are RFQ-templates, negotiation templates and contract agreement -templates.  Another aspect noticed from the first round of as-is analysis was the fact that both companies in merger have quite different documentation of processes between their business units. As mentioned earlier, some of the non-green indicators may occur from the documentation differences, as the process nominations can’t be found from the same place. Thus, we can determine the harmonization need also inside the merged companies, as their internal business units have differences, too. Furthermore, as shown in Figure 12, there are five sources of process description and models, that are somewhat different to each other. Thus, the actual harmonization need is not only between the two companies, but also between their business units, increasing the initial amount of process entities from two (two companies) to five (five business units). However, different business units do need some variation between their processes depending on the project characteristics they deliver. For example, infrastructure construction does need some variation compared to housing construction. This is the key factor in the case study, as the processes can’t be completely standardized, they must be harmonized in a certain level to allow business unit -specific variation.  The second round of as-is analysis was initiated, when all the process-materials were examined briefly in to the process nomination comparison. The second round consists of deeper as-is analysis. In this analysis, the processes are opened to understand the actual content of both companies’ procurement processes. The processes were all opened to one document, thus enabling easier comparison to each other. In this analysis, the comparison was conducted only between the companies, not between business units. The main reason for this is, that the procurement processes will be harmonized to create 
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a common top-level procurement process for the merged company. Different business units will have their own differences in the subprocesses, but the top-level is defined to be almost identical between the business units. The deeper analysis on the topic-level is based on the common project delivering -model, that was formed for the new company after merger. The model was named as the Common Gate-model, as the project proceeds through several checkpoints, gates, where project organization must ensure that all the necessary actions are taken to proceed. This model also sets the time frames for procurement processes, as the model of project delivering is divided into phases, such as project development, production planning and production. The top-level of the project procurement processes was fitted into the Gate-model to set frames for the harmonized procurement processes and their descriptions. Furthermore, the top-level was defined for own based production and contracting, as they slightly differ in procurement operations during a project.  The top-level procurement processes were identified by placing the common processes for every business unit into the Gate-model. The term “process” in the Gate-model is slightly inaccurate, as the processes are more of topics for the actual processes. In the Gate-model, topics, such as procurement plan and negotiations were used. Time openings for each topic were determined to illustrate the procurement operation -timeline in a construction project. The topics were divided into four major categories: planning, meetings, operations and feedback. Each of these categories has its own horizontal line in the Gate-model to represent the flow of procurement operations. The topics in categories were defined as follows:  Planning: productization and prefabrication, procurement (& design-) packages and procurement plan.  Meetings: kick-off meeting for project procurement and procurement meetings.  Operations: strategic procurement pre-solutions including letters of intent and partnerships and procurement (supplier listing, RFQ, negotiating, contract)  Feedback: constant process including supplier evaluation, reclamations and guarantee-time feedback.  This division into categories is the basis for the current state analysis. Thus, the second round of as-is analysis was conducted with a structure presented above. All the existing process information was collected regarding to the topics, over the fact that the existing processes were not structured to match the Common Gate-model. Thus, the old processes are restructured to fit into the model. One aspect of the procurement process harmonization is to develop the processes to fit optimally into the new Gate-model.  In the as-is process description, existing processes were opened to the same sheet to enable proper comparison and understanding of the current state. Furthermore, the sources of the materials were also listed into the description to enable the back-checking of the process information. The source list would also reveal, if relevant documents have not been inspected in the as-is analysis.   
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The as-is analysis was overall conducted in a very detailed level. Thus, the processes were inspected properly, and the current state was understood comprehensively. As expected, the procurement processes are very similar between companies in 
construction industry. The companies in the case study’s merger are not differing from this presumption. However, the as-is analysis did reveal the variety of different process documentation and levels of detail in the process descriptions and models. As stated before, the actual harmonization need is not only between the two companies, but 
between the companies’ business units. This increases the process entities from two to five. Before the merger, both companies’ business units had their own process descriptions and models for procurement processes. A major goal of the integration process is to harmonize the construction operations throughout the merged company. Thus, common processes are harmonized to a certain level to serve the new company more efficiently.  To optimize the efficiency of the as-is modeling, the process-materials should be gathered and compared all at once. In the case study, process-materials from different sources were achieved separately in 1-2 months -period, which made the analysis-process somewhat intermittent and iterative. However, the current state was defined in a given time frame, despite the inefficient inspection of process-materials.  In general, the problems that occurred during the as-is analysis didn’t establish from the theoretical framework, as they were more of a result from poor communication. The first task to do in the as-is analysis should be contacting the personnel responsible of the processes in both companies. However, this usually may be a difficult task, as different processes can be owned by several people. Furthermore, to gain contact information of process owners from a foreign company does require a lot of work. Thus, the work of gathering the relevant materials should be conducted first, before starting the actual as-is analysis. A separate notification to the process harmonization -framework could be marked to ensure that the requirements for proper as-is analysis are completed.  Compilation of current processes  From the existing processes, that were opened in the as-is analysis, all the relevant sub-processes, or tasks, were identified to create a “selection” of process proposals for the new, harmonized procurement processes. This phase basically combines the procurement processes of both companies, forming one big process that contains all the 
relevant tasks identified from both companies’ existing processes. In the as-is analysis, the processes are described separately in both sources, but to create a common 
“selection” of potential tasks for new processes, the combination of existing processes and tasks was formed. The compilation principle is illustrated in Figure 13.  

 Figure 13, Compilation of processes -principle  This compilation will provide the initial information for the harmonization work; especially for the workshops. All the identified processes and tasks are evaluated and discussed to identify features, that should be either maintained, developed, redesigned 
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or eliminated. However, some of the processes are regulated by law, thus being impossible to eliminate, or significantly redesigned.  The compilation is a direct output from the as-is analysis, but due to its significance for the process harmonization and the workshops, it was described in its own chapter. To improve the impact of identifying the existing tasks, new task proposals can be added into the compilation by the analyst. These proposals can be evaluated as well in the workshops. However, the proposed tasks should be marked somehow to clarify, that 
they don’t originate from the existing process descriptions. Despite the fact, that the processes are harmonized and redesigned anyway, leaving the proposals unmarked may result in confusion.   It is notable, that in some cases, the identified tasks -compilation can be formed to serve as the as-is model and basis for the analysis. With relatively small and simple processes that can be found from a one simple source, opening the process and then identifying the tasks is not always necessary and efficient. However, the situation in the case study was more complicated (more processes and several sources), so the analysis phase contained the process opening analysis as well.  In procurement process harmonization, the compilation was found to be an excellent way of briefly presenting the existing processes for the integration team, rather than reviewing the whole as-is analysis sheet. Thus, the compilation of current processes to enhance the as-is analysis should be maintained in the procurement process harmonization -framework. This procedure could be included to the as-is analysis process, but to emphasize its usefulness, it is modeled to be a separate process in the framework.  Observations and discussion of analysis phase  The whole as-is analysis was conducted in a very precise level of detail, thus leading to a comprehensive perception of the existing processes. To achieve this level of detail, a large amount of documentation and process models were inspected. The fact, that every business unit in both pre-merged companies have their own procurement process descriptions and models, led to examination of altogether five different process description compositions. However, the processes themselves didn’t differ that much from each other, but the variation of documentation style and level was found to be very high. Thus, the need of harmonization in documentation is at least as evident as in processes. Approximately 56 documents (descriptions) and process models were inspected in the analysis phase from three different management systems and one handbook prepared for system development.  One notable finding from the as-is analysis was that there are technically no descriptions of process variation in different project delivery -models existing. All the materials considering, for example, project management contracting, are completely project specific. Thus, the need of process description for each project delivery -method is evident.  In as-is analysis, several tools, such as the comparison table and process description sheet were excellent ways of illustrating and assimilating the processes not only for the person conducting the harmonization, but for the whole process harmonization in integration -team. Marking the sources into the tools was found to be useful, as the 
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process contents can be examined easily later, too. Some challenges were found, as the process description were examined regarding to the new project management model (Common Gate-model). This so, because the old processes are not designed directly according to this model. Thus, the process contents for each upper-level entity had to be gathered from several documents. However, the procurement processes proceed in a very chronological sequence, making it rather easy to understand the boundaries of each subprocess.  While compiling the processes, the main point was to gather all the identified tasks into processes neglecting the origin of each task (YIT or Lemminkäinen). The main point is 
not to segregate the tasks to “YIT-tasks” and “Lemminkäinen-tasks”, but to gather all the relevant and identified tasks that form the existing processes. Thus, we can obtain the overall view of the existing process contents. Furthermore, the output for the conception phase is one listing of process tasks, rather than two separate YIT- and Lemminkäinen-lists. The segregation between “old” companies is not relevant anymore in this phase of the process harmonization. In following conception phase, the point of view basically turns from company-level to business unit- and project delivery -model level. The harmonization is conducted between the business units and project models, with the materials based on both company’s united compilation of processes.  The biggest challenge in the as-is analysis was to gain access to all procurement process -related materials simultaneously. The analysis would have been much more efficient, if the materials were achieved at once. Now the analysis was conducted in a slightly longer period, as the access to several process locations (management systems) were not permitted at once. Furthermore, the process locations should be investigated in the first place to avoid unnecessary stoppages in the analysis work, as new process descriptions are found. To survey these locations, responsible personnel for procurement processes and their descriptions in every company involved in the merger should be contacted. As said before in this case study, this procedure is not always an easy task, as the personnel come from an unfamiliar company organization.  Furthermore, utilization of old process auditing -materials should be involved into the analysis phase, as it gives actual results of process efficiency and the rate of obeying the modeled processes. From auditing results, the processes or tasks that the procurement 
personnel don’t find relevant, could be seen as a constant “missing” -mark. This kind of material could be used to analyze the current state. However, the auditing materials 
were not utilized in the case study’s process harmonization, as there were not any materials existing from procurement auditing. With a brief researching, it was discovered that internal auditing of procurement processes has not occurred in recent 
years, meaning that there isn’t actually any useful material existing to support the harmonization work. If auditing materials are available, they should be utilized in the harmonization process inevitably.  What was also notable in the analysis phase is, that the decision of harmonizing by redesigning or reengineering must be done at the analysis phase after the as-is analysis. After the processes of both companies had been modeled to their current state, the decision of harmonization type must be done. In this case study, the harmonization by redesigning was basically selected as an assumption, as the procurement processes were known to be on a certain level in companies of this size. However, if considering 
smaller construction companies’ merger, the current state of modeled procurement processes might be very different. Thus, the decision of harmonization type must be 
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added to modify the harmonization framework to a more generic state for the construction industry. From the theoretical framework, this aspect is missing. 
3.3 Conception phase 
 The conception phase is in a central role in process harmonization, as the new harmonized processes are actually formed during this phase. The conception phase is an iterative phase, as the harmonized processes are formed through several steps of formation and validation. Process implementation can’t start until the processes are validated throughout, and any possible faults and conflicts are detected and eliminated. The conception phase requires thorough execution of the analysis phase. Otherwise, the conception phase is started from scratch, neglecting the existing processes of companies in merger. This procedure can be defined as process reengineering, which however, is a recognized method for process harmonization. However, when considering two largest general contractors in Finland, the maturity of procurement processes can be assumed to be on a certain level of evolution and detail. Thus, the need of proper as-is analysis is 
needed to identify the best practices from each company’s processes.  A big part of this phase are the workshops, that impact on several steps in conception phase. The workshops are arranged temporally in evaluation of current processes and redesigning of current processes. Thus, the workshops are mainly discussed during these process-phases. However, their impact on process formation and implementation are also discussed further on.  A brief introduction to the workshops  The workshops are arranged to gather opinions and knowledge from the procurement personnel during the process harmonization. In the workshops, procurement personnel will form their visions of optimal procurement processes from given input to given output. Thus, we are able to gather valuable information from the “field”, where procurement operations are mainly executed. Furthermore, the workshops provide information about the differences in procurement processes occurring from the differences in business units and project delivery -models. However, the goal is to achieve as convergent processes between the units and models, as possible. By limiting only the input and output, the procurement engineers are basically given free hands to form their ideal processes. These processes are later used to form the new harmonized procurement processes. Thus, the harmonization process includes also process development, rather than concentrating only on pure selection of best practices from both companies in merger. This working method in the workshops is called “from the 

scratch” -method in this case study.  The workshops were divided into different topics according to the project delivery models. The topics of each workshop can be seen from Table 1.  Table 1. Workshop-events’ topics Workshop 1 - Own based housing-construction - Own based B2B-construction Workshop 2 - Single prime contracting - Construction management -contracting Workshop 3 - Design-Build contracting - Lifecycle management -contracting (or 
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public-private partnerships PPP) - Integrated project delivery (IPD)  Furthermore, the workshops begin the implementation of new processes, as the procurement personnel, who actually operate with the processes, are involved into the harmonization work. The workshops are also a good event to inform procurement personnel about the integration work and process harmonization and -development. As found in the literature review, communication is of major importance in successful integration work. Furthermore, the new harmonized processes will reflect the actual operative unit, as the procurement engineers have been involved in formation of the new processes.  A workshop must be properly planned and first of all, time frame for the workshop in the harmonization process must be right. Furthermore, the workshop-schedule must be planned to serve the harmonization process properly. To lighten a single workshop event and to limit the topics to be discussed about in one event, the workshops should be organized to last half a workday, maximum. (www.palveluntuotteistaminen.fi) Thus, the workshops in this case study were arranged in three events. Every event concentrated on different project delivery -models, as it turned out to be the best way of organizing the workshops and dividing the load. Furthermore, the project delivery -models and their differences regarding to procurement actions were to be surveyed, which enhances this division of topics into several events.  In the workshops, procurement personnel were asked to form their own vision of an optimal procurement process from scratch in groups of four to five person. The processes were taken directly from the Common Gate -model, which represents the common top-level of the project procurement. The groups were formed so, that each group consist only from members that work in a same business unit (Housing, Business premises or Infrastructure services). Thus, we were able to survey the needed variation 

between the business units’ procurement processes. The examples of actual findings are discussed in redesigning of current processes -section. Furthermore, the workshops were arranged to concentrate on different project delivery -models per event. Thus, we were able to collect information about model-specific variation in procurement processes from workshop to another. These findings are also discussed in redesigning of current processes -section.  
The processes were formed “from the scratch”, as it was an aim to achieve honest opinions about the optimal procurement processes. According to Becker et al. (2003. p. 
108), “The collection of data of the current status, i.e., as-is modeling, might limit the creativity of the participant employees. The danger of thinking in constraints is significant.” This statement is discussed further in the discussion and observations of this phase.  In addition to forming the own visions of optimal processes, the procurement personnel were introduced to the current state models of the given process topics. Thus, we were able to briefly analyze them and to discuss the feasibility of current processes for the merged company. This procedure is mainly executed to support the evaluation of current processes, that is presented in the next subchapter.  Furthermore, the workshops are an essential part of communication between the integration team and operative personnel. In the workshops, background for process 
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harmonization was presented, and the need of harmonization was justified. This 
enhances the personnel’s commitment to the process development work, and even more importantly, reduces the possible resistance of change in the implementation phase. It is essential to involve the personnel to the process work, as they will be able to make a difference truly by participating. The resistance of change would be extremely harmful in the implementation phase, as the new processes are put into practice. To summarize the workshops, they enhance the communication, that was identified as a core activity in a successful integration process, explain the reasons of process harmonization, explain how the harmonization is executed, prevent the unwanted resistance of change, enable 
the personnel’s ability to influence the new processes and provide essential material for the process harmonization executor to work with.  Overall of 35 participants were recorded into the workshops, and the number of workshops arranged was three (15.8.2018, 22.8.2018, 30.8.2018). The exact distribution of personnel in every workshop was 13, 11 and 11 respectively. However, some of the people attending the workshops did participate in more than one workshop. Thus, the actual amount of different people attending the workshops was 26. The slightly bigger participation in the first workshop was due to the project delivery -model, that was own based production (building development). In the other two workshops, that concentrated on contracting, the housing-segment was not represented with several participants. A questionnaire about the workshops is sent to every participant, and the questionnaire survey is presented and opened in its own chapter in this case study. The questionnaire surveys the workshops’ suitability for process development work, possible impact on the process implementation and general opinions about the workshops as a method. The results from the questionnaire show, if the workshops are maintained at a major role in the harmonization process, or should their role be somehow reduced, if the questionnaire results reveal shortages and inefficiencies in the method. However, the results against the workshop-methods can be utilized to improve the workshop events, if the workshop concept is seen to be functional.  It was estimated, that overall around 100 people are working in procurement operations in Finland, which means that the sampling for the workshops and thus, the representation, is approximately 25 percent, which can be estimated as a good sampling for process development work in a big construction company. However, this estimation 
doesn’t take other countries into account.  Evaluation of current processes  The main output from the analysis phase is a comprehensive description of the current processes. In evaluation of the processes, the current processes are considered one-by-one to determine their feasibility for the new procurement processes. The evaluation is included into the conception phase, as the analysis phase considers only the current situation, without taking the future state into account. Thus, the analysis phase will not consider the processes from the after merger -point of view.  A rough evaluation based on the current state description was conducted with the procurement managers of each business unit (Housing, Business premises and Infra-services). Thus, a coarse conception of processes that are clearly functional, outdated or 
otherwise infeasible for the new company’s procurement processes, was achieved. With this conception, the final material for the actual evaluation round, supported with the 
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workshops, was prepared. However, the main purpose of the workshops was to survey 
the procurement personnel’s conception of an optimal procurement process.  The main goal of the evaluation procedure is to determine the processes and subprocesses, that are feasible for the new procurement processes as they currently are. Technically, all the basic processes and subprocesses can be left somewhat untouched to the new procurement processes, as they obey the common procurement actions 
described in the literature review. Furthermore, the processes regulated by the law can’t be reengineered dramatically. Processes, such as Contractor’s Obligations and Liability -check can’t be eliminated from the new processes. However, the subprocess of liability check can be optimized regarding to its timing and responsible person. Also, eliminating double checking and other inefficiencies from the process is to be executed.  The evaluation is also important regarding to the different project delivery -models. Existing processes and their suitability for different models are to be evaluated, whether they apply to different models, or do they need redesigning for some models. The optimal situation would be as similar processes for each model as possible. However, features, such as involvement of the customer and developer in the procurement, requires some variation in the procurement processes. To gain opinions and information about this variation, experienced procurement engineers are involved into the workshops to share the knowledge from different project delivery -models.  In the workshops, visions of optimal procurement processes were collected from the procurement personnel. To utilize these visions, the formed processes gathered from the workshops are compared to the current state description. Thus, it is possible to identify subprocesses and tasks, that do occur in both workshop-processes and current state 
descriptions, and to identify those that don’t. This is the key factor in determining, whether the existing procurement processes are valid or not among the operative personnel.  In the workshops, two major findings were done regarding to the existing procurement processes and their suitability. The first finding was, that there doesn’t exist any project model -specific process information for procurement actions. However, this aspect was noted also before the workshops were arranged, but to realize the actual differences between different models, the workshops were needed. For example, project management -contracting, and its requirements for procurement processes, are not described or modeled at all. Thus, the workshops provided valuable information from experienced procurement personnel, how the procurement processes in different project delivery -models do differ from each other. The finding was that any significant differences don’t exist. However, the more the customer is involved into the project (cooperative models), the more is the customer communication and involvement visible in the procurement processes. This aspect was determined to be missing from the existing processes.  The second finding was technically opposite to the first. The procurement processes, 
that were formed in the workshops by different business units, didn’t differ from each other that much. However, the core of the procurement processes in construction business was assumed to be somewhat similar, but the need of several procurement process descriptions could be questioned after the workshops. The assumption was, that between Housing, and Business premises/Infrastructure services, the difference should be slightly bigger, than between Business premises and Infrastructure services. After the 
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workshops, this assumption was enhanced. However, the similarities between the business units were bigger than expected, which means that the harmonization possibility is on a high level. The outcome of this finding is, that the existing three different process descriptions from one company, and two descriptions from the other, can be questioned. The new, merged, company should be able to operate better and more efficiently with one top-level description, that does take into account the slight differences between different business units, and rather be separating process specialties between different project delivery -models. However, the need of several process descriptions needed to model the procurement processes in different project models can be eliminated by establishing model-specific processes and tasks into the harmonized process description. Thus, the core of the procurement processes and the needed specialties could be checked up from the same location.  A valuable method in addition to the workshops in evaluating process would be the examination of existing procurement auditing materials. As established in the analysis phase -chapter, any auditing material could not be gathered in this harmonization work, 
as it didn’t exist in needed scale. However, the auditing materials would have been a valuable source of process evaluation, as they would indicate the obey rate of the current processes. Similarly, as the optimal processes formed in the workshops, the auditing materials would reveal the processes that are not working for the procurement personnel. However, the auditing materials would not reveal all the inefficient processes, as the procurement personnel may operate strictly as the process is modeled, even if the process is not the most efficient one from their point of view. Thus, only the most flagrant process inefficiencies could be detected from the auditing materials.  Redesigning of current processes  As the procurement operations are very similar throughout the construction business, no dramatical changes are made to the content of the processes. Thus, the concept of redesigning, rather than reengineering, is relevant. In reengineering, the process 
development is started “from scratch”, requiring a big amount of work to form the 

processes. Furthermore, in the case of two construction company’s merger, the procurement processes are assumed to be on a somewhat developed level, thus making it unnecessary to abandon the existing processes completely. However, the existing processes must be considered critically to avoid settling completely with the existing processes. Now that the situation is a company merger, the process redesigning is a must do -operation, as both company’s procurement processes must be harmonized. At the same time, delicate process development can be made to form processes, that serve the merged company even better than the combination of existing processes.  The most important reference and input for the process redesigning comes from the workshops. The procurement processes formed in the workshops are compared to the compiled processes formed in the analysis phase. The main point is not to fill the compiled processes with tasks established in the workshops. The workshop materials are rather used to give points of view for the redesigning. For example, if a certain task is existing in the compiled processes, but the processes formed in the workshops are all neglecting this task, it is evident, that this certain task needs to be evaluated and afterwards, redesigned. With redesigning, in this case we mean either eliminating, re-timing, highlighting or otherwise changing the content of the task. Also, the documentation of the process (model and/or description) must support the actual task and its wanted execution. If the task is identified as an important part of the process, it 
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must be notable from the process description. Furthermore, the time-related redesigning is also conducted in the forming of the harmonized processes, especially if the task itself is not changed. However, the decision making of this change in time slot can be made in either one of the harmonization phases.  An actual example of process evaluation and redesigning could be the contract negotiation process, where procurement engineers are, according to the process descriptions, guided to get an approval for the negotiation agenda and content from the construction manager. This was unanimously identified as an unnecessary task, which increases the amount of work for the procurement engineer, and it consumes time in the negotiation process. However, sending out a pre-filled negotiation template to the potential supplier and other negotiations parties was identified to be time saving task. This task, however, was not part of the existing process descriptions. By redesigning the 
negotiation process according to these tasks doesn’t change the process itself dramatically, but the efficiency of the process can be determined to be of much higher with this relatively little change. The amount of time spent in unnecessary approvals is saved, and the negotiation situation itself is lightened, as the pre-filled memo as an agenda is sent out beforehand. Furthermore, these kinds of redesign-needs were identified in several processes.  The example presented previously might not be an actual problem in the old companies, 
as it might be only from a single business unit’s process description. However, the evaluated process is formed from all the available process description, thus revealing all the tasks existing in even a single process description. Thus, it might not change the operations in more than one business unit, but the inefficient process could now be eliminated company-wide. Vice versa, if any necessary process content is identified from a single process description, in the workshop it can be identified to be of importance regarding to every business unit and thus, to the common process description. Without the compiled processes, these kinds of features might not arise at all.  Forming the harmonized processes (to-be)  After the consideration of process redesigning, the first draft of the harmonized procurement processes can be formed. In this phase, the tasks are gathered into the processes considering all the changes identified in the previous phase. Furthermore, the differences between the business units (reduced to the absolute minimum) and project delivery models are considered. The future form of the processes was to model and describe them project delivery model -specific rather than separating the business units. Furthermore, the goal is to achieve as common procurement processes as possible to work with, and to model the specialties between different project delivery models. This means, that the common parts of the procurement processes are basically standardized, and the rest of the processes that do differ in different project types, are allowed to be different for best possible efficiency. Thus, the procurement processes are not standardized completely, but harmonized to a certain that is set by the project delivery model differences. These kinds of differences typically relate to customer communications and involvement of designing into the subcontracts. The process structure is presented in Figure 14.  
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 Figure 14, Process structure -illustration  As seen in Figure 14, the procurement processes are formed to consist of the standard part of the process, and the project delivery model -specific tasks are added to it as needed. For example, in design build -projects, the procurement engineer will operate the procurement by the standard process, however considering the additives from the model-specific part of the process. It was estimated after the workshop-events, that in procurement, the average of 80 percent of the process content can be defined to be convergent between the business units and between project delivery models. Thus, the possibility of procurement process harmonization is evident, and the harmonization can be seen as very beneficial. However, it should be acknowledged, that the percentage is not based on any actual calculations, as it is basically estimated by the eye.  
With the “modular” process model described in previous, the need of several process descriptions and models can be eliminated. All process information can be found from the same place. Furthermore, unnecessary variation in process content is eliminated. This is one of the key elements in Lean construction, that aims to increase the flow of construction processes (www.lci.fi a). One way of this increasement is to unify the processes as much as needed (www.lci.fi a).   The harmonized processes are formed iteratively with the procurement managers from each business unit. The importance of cooperation is evident to ensure that every business unit is committed to the new unified process. Thus, the formation is conducted around the same table rather than communicating through emails and other routes. This decreases the amount of unnecessary work and messaging. After the first meeting, the improvements identified in the meeting were fixed, and the process description was stylized to serve the structure presented in Figure 14. In the second meeting, the stylized processes were introduced to the procurement managers, and final improvements for the validation version of the processes were made. Also, the synchronization of the procurement processes to the Common Gate model of project management was checked. It is essential, that the procurement processes follow the common requirements for project management in the company.  Process description and -instructions should be as compact and explicit as possible to maximize the utilization rate of the management system. Too heavy and prosaic descriptions decrease the utilization of the management system and its process descriptions. (www.lci.fi b) Thus, the harmonized processes are formed with a clear and precise layout. The goal was to model one subprocess, for example, an RFQ-process, into one Microsoft PowerPoint -slide with clear instructions no longer than two sentences. Furthermore, the roles, output documents (if relevant) and the goal of the 
process should be defined as well. The process’ “location”, or time-frame, in the Common Gate model, is also pointed out in the same slide. Thus, the goal of the process, the process steps (tasks), needed or produced documents, time-frame and the 
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roles can be found from the exact same place. The utilized template for process descriptions is presented in Attachment 1.  In this part of the procurement process harmonization, the interfaces to other processes, such as production management, cost estimation and construction site management should be checked and described. However, the other processes were not harmonized in the same schedule as the procurement, which left the interface checking to be made further on. Technically, this will not cause any issues, as the project procurement is quite independent process entity in construction project delivery. However, interfaces do exist, and they are especially important to inspect and harmonize between the other processes. In this case study, the interface-examination was not conducted due to different schedules of the different functions’ process harmonization. However, the importance of interface-examination is identified.  Validation of harmonized processes  The first draft of the harmonized procurement processes, that had been formed with the procurement managers of each business unit, and thus approved by them, was sent to the workshop-participants for evaluation and comments. Technically, the processes are formed with the support of the workshop-materials, which means that improvements and corrections should not arise in a large scale. However, the validation round is conducted to gain full approval from the representatives of the operative field. Still, some comments and additions concerning more complex project delivery models, such as IPD-projects, may arise. In addition to evaluating the process content, the layout and presentation of the process descriptions is also to be evaluated, as it is of significance, when following the process instructions, and for example, educating the processes to a new procurement engineer.  The comments were asked through email, by sending out the formed process description -material. The participants were given seven workdays of time to familiarize with the processes and to comment them. The comments were also gathered by email directly from the participants. While the workshop questionnaire was a structured one, the comments are gathered in an open word- format, which allows the personnel to truly express their opinions. Especially, comments about the project delivery model -specialties were asked, as their consideration might have been quite shallow in some cases (chapter 3.7.2, question 10). The rate of received comments was not expected to be very high, as the procurement processes have not been changed that much. Furthermore, if the procurement personnel are satisfied with the commenting version of the processes, we were not expecting any kind of response about it. Only constructive commenting was actually expected.  As expected, very little comments were received concerning the harmonized processes. Overall four of the workshop participants, excluding the procurement managers, did comment the processes. However, the comments were received from very experienced procurement engineers, which may represent the fact, that the processes have not changed in a scale that everyone could notice the major differences. From business premises -unit, the comments were considering the construction management -contracting, and its specialties in project procurement. In total, two procurement engineers from the business premises -unit did comment the processes, and both considered only the construction management -contracting. First of all, the construction management -contracting was hoped to be described in a more detailed way in the 
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procurement processes. However, the goal of this procurement process description is to achieve a description, which serves for every construction management -project. This project delivery model involves usually some variation occurring from the project owner, which means that all the special characteristics of this model can’t be described in detail. However, a generic overview of construction management -project procurement is formed into the procurement process description.  The other comments concerning the construction management -contracting were mainly about the interaction and transparency in contractor-owner axis. Features, such as procurement specific meetings with the project owner and reporting the procurement actuals with the procurement plan -sheet were commented to be essential in construction management -contracting. These features were actually clarified in the procurement process description, that was sent for commenting. However, the presentation of these specialties and their recognizability from the process description was to be evaluated again, as they were identified as an essential part of the procurement processes in construction management -contracting.  From the comments concerning the contracting (and especially project management -contracting), it can be defined that the more complex project delivery -models and their specialties are hoped to be described and modeled in precision. However, the uniqueness of these projects sets some limitations for the precision level, as the project specific features may vary between the projects. The goal is to decide a certain level for these project delivery -models, that will serve as a standard for YIT’s operations. Thus, YIT would have a certain level of actions, that are always conducted regardless to the 
project owner’s requirements for YIT. However, the project owner’s requirements and expectations are always fulfilled to deliver the project with efficiency and transparency.  From the housing-unit, two comments were also received. In these comments, the geographical variation in processes was also visible, as the first comment was about the necessity of the kick-off meeting for project procurement, as it has not been a standard operation in every local unit. One aspect, that was discovered in the procurement process harmonization work, was that the kick-off meeting has significant benefits for the project procurement and organizing it. Thus, the kick-off meeting was included in the common process description, but the scope of the meeting is allowed to vary depending on the project and the business unit.  Moreover, the frame agreement -formation and supplier reclamation processes were identified to be missing from the procurement process description. It is evident, that these processes are essential for construction procurement. However, the frame agreement -formation process is actually not a project procurement -process, as it is more of a supporting process to execute in construction procurement. In project procurement, the outputs of this process are exploited, as subcontracts are agreed in terms of these frame agreements. Thus, the frame agreement -formation will be harmonized and described, but in the next step, as the supportive processes, such as frame agreements, supplier auditing and reclamation policies are harmonized. Furthermore, the reclamation- and other feedback processes are missing from the project procurement processes. However, they are part of the project procurement processes, but they must be harmonized and formed in a tight cooperation with the cost estimation and production processes. Thus, this part (feedback) of the processes is harmonized in the next step of process harmonization, as the other functions’ process harmonization work is executed slightly after the procurement. 
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 In addition to the constructive commenting of the procurement processes, the overall harmonization work and the output of it was praised. The precision of the process description and the clear layout was seen to be achieved excellently. Furthermore, the division of processes with clear scopes and interfaces was identified to be working well.  Final formation of harmonized processes  With the comments received and analyzed, the final version of the harmonized 
procurement processes was formed. A “final version” can be seen as a slightly misleading concept, as the processes may be affected by the other functions of project management and -delivery, when the interfaces between these processes and the procurement are properly examined. Furthermore, the process descriptions will develop, as they are implemented and maintained in the future, by the principles of continuous improvement. However, the reference to the final version of the harmonized processes is to the processes, that are to be implemented into the new management system and into use.  In fact, very little changes were made to the process descriptions in this part of the harmonization. Based on the comments received from the workshop-participants, the transparency aspect of the processes, especially in construction management -contracting, was checked and enhanced. For example, for procurement plan formation, a notification was added to remind the procurement personnel, that the procurement plan also serves as a reporting tool for the owner about the procurement costs. Formerly, the procurement plan has majorly been just a tool for the procurement engineer and the production organization.  In this part of the harmonization, we were also able conduct a light interface checking with the cost estimation processes, as their harmonization process had proceeded to a level, where interfaces could be identified. The checking was mainly conducted by examining the processes, and defining, whether they need inputs from the other function. For example, preliminary RFQ’s in the cost estimation phase is a process of cost estimation, not procurement. However, in that part of the cost estimation process, a reference to the procurement processes, and especially to RFQ-process, is needed. This, and other relevant interfaces were thus examined and identified. Furthermore, the interfaces were already identified in a good rate, which required merely any changes to the formed processes. A similar interface examination must be conducted with the other functions as well, when they proceed to a level that allows the examination.  In addition, the procurement processes were reorganized from the starting point of four categories (planning, meetings, operations, feedback) to three categories (managing the project procurement, procurement operations, feedback). The biggest difference is, that the planning and meetings are included into one category; managing the project procurement. Thus, the categorization of processes was also harmonized between the functions, as there will be equivalent categories in, for example, cost estimation.  As the process harmonization was conducted only in Finland at this part of the merger, the processes were described in Finnish. However, the processes were also translated into English for the other countries organizations. The process descriptions are sent to 
YIT’s organizations in Baltics and Scandinavia to identify possibilities of international process harmonization. However, it is notable, that the procurement processes may be 
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affected by the local laws and requirements in a different scale in different countries. Thus, the harmonization level and process should be evaluated comprehensively before 
starting the harmonization of different countries’ procurement processes.  The agreement for the final version of the processes came from the procurement managers of each business unit (housing, business premises and infrastructures) from the proposal of the procurement process harmonization -executor.  Observations and discussion of conception phase  The conception phase is an essential part of the procurement process harmonization, as the harmonized processes were actually formed during this phase. The successfulness of this phase depends a lot on the previous analysis phase. However, process harmonization can be conducted without the analysis phase, if the chosen harmonization method is reengineering the processes from scratch. In this case study, the procurement processes of each company in the merger were determined to be on a certain development level, that promotes the utilization of them in the conception phase. Thus, the procurement process harmonization is basically challenging the existing processes with material provided by the workshop-method.  The workshops played a major role in the conception phase, as they are the platform to involve the procurement personnel into the process harmonization -work. The workshops provided material to challenge the existing processes with, which locates them temporally into the evaluation and redesigning -phases of the conception phase. In 
the workshops, the “from the scratch” -method was executed during almost every process nomination. However, some exceptions were made on testing purpose. An alternative method of showing the participants immediately the existing process compilation of the process nomination, instead of forming the process first from scratch, 
didn’t provide as much opinions, variation and discussion about the process as the 

“from the scratch” -method. This was a very notable observation in the workshops, which supported the selected method significantly. Furthermore, the “from the scratch” -method was evaluated as a very good, illustrative and clear method among the participants, based on the informal feedback received right after the workshop-working had ended. Also, the clear division of procurement processes into categories, in order to structure the workshops and the whole harmonization work appropriately, received good feedback in the events. This division is presented in the current state analysis (as-is) -section in this case study.  To form procurement processes, that are suitable for every business unit in the company, the cooperation between the procurement managers and the process harmonization executor is essential. The process formation was conducted from the redesigned process proposal in three separate events, where procurement managers and the executor formed the common processes in tight cooperation. Compared to forming the processes by communicating through email and phone calls, which would consume time and work a lot, the intensive cooperation events were seen as an essential part of efficient process formation. The process descriptions were formed to be validated in three events, that took 4 hours, 2 hours and 1 hour, respectively. In between these events, the process description was transcribed to be workable in the next event. After transcription after the last event, the process description was ready for validation.  
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Furthermore, the source of the cooperation has been coming from the business units 
themselves, rather than requiring an “outside facilitator”, that takes the leading role in arranging the events and common working. Utilizing a facilitator from outside the business unit -organizations might lead to a situation, where everyone feel that the processes are forced to fit in the same form, rather than truly working together and identifying the similarities of the processes. Furthermore, the orientation of working must be identifying the commonalities rather than the differences. In that way, the common spirit is enhanced from the very beginning, when the similarities, and especially the amount of them, can be notified by the business units. In other functions, some reluctance for process harmonization work was identified in the beginning, as the harmonization work was led by an outside facilitator.  At this part of the harmonization, the ability of devolving into one common process description was confirmed, as the three business units were able to determine a unified content into it. All the necessary specialties between the project delivery models are modeled to the processes, which enables efficient operating regardless to the project delivery model, or the business unit delivering it. Furthermore, the ways of working are not restricted too much, which gives some space for personal variation in the processes. 
However, processes must be performed to serve the company’s strategy and code of conduct regardless to the executor. Furthermore, the existing laws and requirements must be followed.  As it has been evident in every part of the procurement process harmonization, tight cooperation between the business units is the number one factor in successful harmonization. Even if the processes would not be very harmonizable, the cooperation enables the detection of this fact in less time than communicating through emails and such. Thus, the other functions did adopt the workshop method in harmonization, as it brings the people involved in the harmonization project around the same table. This way, it is possible to discuss about the current state and the future, whether the processes can be harmonized, and in which level. Furthermore, agreeing the next working steps and tasks is easier, and the responsibilities can be agreed unanimously.  A notable lacking in the theoretical framework was identified, as the interfaces between the different functions are not considered in it. In construction, the cooperation between procurement, cost estimation and production is very tight, meaning that the processes should fit to each other in a very high level. This should be visible in the harmonization framework as a process step. As noted, the right place for the interface-examination would be after the first draft of the processes is ready. However, the interfaces were examined in this case study in the final formation of the harmonized processes, and mainly with the cost estimation. However, the interface-examination will be conducted properly, but it will not be presented in this study for time related issues.  Probably the most significant observation was the fact, that the procurement processes share a significant part of the process content. In the forming the harmonized processes -phase, an estimation of 80 percent of common content in the processes was presented. Furthermore, the “variational modules” of the processes were formed from project delivery -model specific tasks instead of forming a business unit -specific separation. This has been the key discovery of the process harmonization work, as it has been recognized in other functions, too.  
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The challenge of this phase was to be able to form the processes in a level of detail, that serves the project delivery -models the best and provides the instructions needed to execute procurement in these projects. However, it was discovered from the feedback received from the processes, that the project delivery -model specialties should be described in a more detailed level. As it is known, the complex project delivery -models do differ from each other depending on the owner and his requirements for the project deliverer. To find a certain level of detail, that serves all these projects, is a difficult task, and the result may not serve all the procurement personnel at its best. However, this fact must be accepted in the common procurement processes, but the need of project delivery -model specific “handbooks” for the whole project delivery should be examined. A more precise definition of procurement specialties in the different projects could be included into these handbooks. 
3.4 Realization phase 
 Implementation of the processes  In this chapter, the implementation of the procurement processes is presented, however, not including actual observations and experiences of the phase. This so, because the implementation is conducted at the time this study has been concluded. However, this chapter will describe the chosen implementation method for the procurement processes and point out features, that should be considered in the implementation phase. The same method is actually utilized to every project management -process in the company integration and process harmonization. As well as the implementation, the verification phase is also presented in the same way as it will not be conducted within this case study. Furthermore, these topics are identified as future research topics to conclude the actual successfulness of the process harmonization and implementation of the processes.  The selected method for procurement implementation was the introduction of processes to the whole company at once. However, this implementation concerns only Finland in the first place, which means, that internationally, if the processes are also implemented abroad, the implementation can be defined also as a step-by-step implementation. Of 
course, the nationwide implementation is more or less “big bang” -implementation in every country. Furthermore, the harmonized processes are only implemented with starting projects, which means that the ongoing projects will deliver with the old processes. Thus, the implementation method is eventually a mix of the reviewed methods. The selection of this method was not done by the author of this thesis, as it 
was an alignment from the company’s integration management team.  According to the results of the questionnaire sent to the workshop-participants, the workshops were seen as an enhancing feature in the procurement process implementation (Chapter 3.6.2, question 3). Thus, the coverage of the workshops reaching also the process implementation can be defined to be an appropriate feature in the framework. Furthermore, the workshops did fulfill their goal implementation-wise.  The process harmonization project is to be concluded by the end of the year 2018, to enable the starting construction projects to be delivered with the new, harmonized processes. This enlightens the implementation, as the ongoing projects are not forced to change their processes in the middle of the project. Thus, the resistance of change should also be mostly avoided, as no one needs to change their ways of working in the middle of a project. Furthermore, in procurement, the processes are not changed very 
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dramatically after all in the harmonization, which will enhance the implementation for its part.  The implementation is majorly conducted with a new management system, where the new harmonized processes are published. As the new projects starting after 2018 will utilize this management system, the projects will be steered by the new processes as well. Thus, the process implementation will be inevitable, as the projects can only utilize the new management system, and not lean on the old system and processes. However, this kind of forces implementation will not be a successful one without proper communicating and education, before the actual implementation starts. Nevertheless, this communicating and education has been started at the conception phase by the workshops. The procurement personnel were not introduced to the new processes in the workshops, but they are aware of the upcoming implementation, and they were able to be involved in the process development work.  It is of importance, that the harmonized processes are described and modeled in a way, that supports the implementation at its best. This means, that the management system must be very practical and clear to enhance the implementation. Furthermore, the practicality of the management system will support the whole project management, as it is the main tool of it. Thus, process-wise, the importance of the validation and final formation of the processes is vital at the conception phase, as the processes to be implemented are commented by the procurement personnel and then, formed to be run to the new management system.  Possible problems during the implementation may occur from the inconveniences of the management system, inconveniences in the processes, lack of communication in the implementation phase and the general resistance of change. Thus, the features identified earlier (education and communication) play a major role in the implementation phase. The personnel executing the harmonized processes must be provided all the support and information they need. Otherwise, the projects delivered with the new processes have a major possibility to fail. Furthermore, it must be clear for everyone in the project, that the project is delivered with the new processes. If this part of the communication is lacking, the result is a big confusion at the project, as several varieties of the processes are tried to be executed simultaneously.  To enhance the communications and education aspect in process implementation, the workshop-concept could be utilized in some level. As the processes have been formed in this point, the actual working method in the workshops can be neglected. However, as the results of the workshop questionnaire show (presented in chapter 3.7), the workshops did serve as a good communicating channel for the process harmonization. In these educational events, the harmonized procurement processes can be discussed and reviewed, and the actual changes compared to the old ones can be pointed out. Furthermore, the whole management system could be presented briefly and different locations of process descriptions, -models and other essential materials could be shown. All the educational activities should start before the actual implementation starts, as the first projects utilizing the new processes and systems may start very early in the next year (2019).  
Thus, the actual implementation strategy is not directly the “big-bang” -strategy, as the processes are implemented once, but only to the newly-starting projects. The amount of people and projects, that have to work with the new processes from the very beginning 



65  
of the new legal company (legal merger in 1.1.2019), is actually relatively small. As every new project will start with the new processes, the actual implementation strategy 
is more or less a combination of “big-bang” and scheduled implementation strategies. Furthermore, the scheduling is not based on either region or function, as it is purely scheduled by the launching of new projects. Thus, some iteration in the process implementation can be done, as the first projects will eventually serve as pilot projects. Gathering information and experiences from these projects is very essential. However, these projects are not referred as pilot projects in the company, which means that any privileges considering the project scope or the new processes and their execution affecting the project successfulness are not given.  In addition to supporting the personnel working by the new processes in a project, support is also needed among the project managers, that will manage projects delivered with several editions of processes. Thus, an important part of the process implementation is also to educate the project managers and corresponding people to the new processes, as they will have to manage several projects with several processes.  
3.5 Verification phase 
 Auditing the processes  As the harmonized processes are implemented and properly put to use in new projects, the processes must be verified and evaluated, whether they properly work or not. Furthermore, the utilization rate of the processes is to be monitored. Usually, the utilization rate mainly reflects the process suitability, as inefficient processes are not utilized, and alternative ways of working are sought. Thus, the process auditing also supports the constant improvement -principle, kaizen (Kuusisto. 2015).  To audit the processes, there should be defined features, that measure the process efficiency and the utilization rate. In procurement processes, the measures can be related to cost savings, time spent to procure an entity and the overall utilization rate of the tasks in procurement processes. However, when evaluating the suitability of the new, harmonized processes, the utilization rate of the processes is of essential. Furthermore, the utilization rate should be compared to the results gathered from the earlier process auditing (old processes). Thus, the actual improvement of the process suitability can be evaluated.  In utilization rate auditing, the measurements of the processes and their tasks are usually either on a scale of yes/no or, for example, a scale from 0 to 5 representing how precisely a certain task or process has been conducted by the book. Furthermore, the utilization rate should not be evaluated from every task of the process, as it is not relevant to measure from an RFQ-process the task send RFQ to the selected suppliers. However, measuring, for example, the rate of Contractor’s Obligations and Liability -checking and as important, but not granted, tasks, is extremely relevant.  In process auditing, the actual goal is not to judge the processes to be good or bad. The key factor of process auditing should be the evaluation of the need of development, and to survey the areas, that need it the most. The solution for a weak auditing result is not always to guide the procurement personnel to execute the processes better and with more precision. The actual solution is to analyze the reasons, that decrease the 
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utilization rate of a process. Thus, the process can be improved by redesigning, or if necessary, reengineering. In fact, this can also be defined from the name of the phase; auditing the processes. If the auditing target was the process executor and his or her execution rate on the process, the phase nomination should be something else. Now, the core is to audit the process itself, not the executor. However, the process-executor has a central role in the auditing event, as he or she should be able to justify, why the process has not been executed as described or modeled. These answers are essential, as the auditor analyses the development need of the process.  In the harmonization framework (theoretical), the verification phase can be defined to be the time period, where the harmonized processes are audited the first time to evaluate the suitability of them. However, the verification phase starts immediately after the process implementation, as the processes are put to use. Before the auditing, the procurement personnel should inform the development, if any inefficiencies or malfunctioning has occurred considering the processes. The auditing should serve as a concrete platform to evaluate the processes, but with the principle of continuous improvement, the processes should be evaluated and developed somewhat constantly. While the actual verification phase ends after the first auditions of the processes, the continuous improvement –phase starts at least from the verification phase’s ending point. This fact can (and should) be noted, but it is not necessarily an essential part of the harmonization framework. However, acknowledging it outside the harmonization framework is vital for the process maintenance and development.  
3.6 Participants’ feedback to the workshop-method 
 In addition to the open feedback gained in the workshop events, a structured questionnaire survey is conducted to gain further information about the suitability of the workshop-method. The goal of this questionnaire is to evaluate the successfulness of the workshop-method to evaluate the actual suitability of it to the process harmonization framework. The questionnaire is sent to all the participants of the workshops (26 people). In the questionnaire, the following aspects are surveyed (not in an order of importance):  1. The workshop events’ suitability and utilization as a communication channel in integration process and process harmonization 2. The workshop method’s suitability for process harmonization and implementation 3. The importance of personnel participation in process development work 4. The identification of both harmonization need and possibility in the integration process  Thus, the questionnaire is arranged to survey the overall atmosphere among the procurement personnel about the process harmonization. After the survey, we are able 
to analyze the procurement personnel’s views of the workshop method, successfulness of the communications in procurement process harmonization, the importance of the personnel involvement and the harmonization need of procurement processes. Furthermore, the resistance of change and its possibility in the implementation phase can be evaluated from the atmosphere of the answers. If the results are negative, the resistance of change may occur in some level. Furthermore, the results of the 
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questionnaire can be utilized to harmonization of other functions’ processes, such as cost estimation and production. Procurement has been in the first wave of the process harmonization, giving benchmarks for the other functions.   The questionnaire was structured to be very “light” and fast to answer to achieve a better answering rate. However, three open questions are placed at the end to gather open feedback from the personnel. These questions consider the factors that made the workshops especially functional or unfunctional from the procurement personnel point of view. The last section is for open feedback only. The precise questions are presented in the next subchapter. The questionnaire includes eight structured questions and three open questions. The first eight, structured questions are compulsory to answer to proceed in the questionnaire, but the last three, open questions are optional.  Due to the small scale of the questionnaire and the utilization of the results in the other functions, the answering time was determined to be three workdays. The answering time is relatively short, but thus we are able to collect valuable information for the other functions, that are under harmonization as well. Furthermore, the answers should be collected quite fast, as the participants still remember well the workshop content. The questionnaire was sent 12 days after the last workshop collectively to every participant.  The questionnaire is a standardized and structured survey, where participants will all receive an identical series of questions in the same sequence. The answers are thus predetermined to enhance both the answering process, and analyzation of the results. A single question can be answered only with one option. In the analysis, the background of the procurement engineer is neglected, which means that the analysis is conducted purely and simply by the answers themselves. The questionnaire is very concise and clear to increase the answering rate. (Hiltunen. 2008)  
3.6.1 Questions 
 The questions of the questionnaire are formed to gain results, that help to analyze the four main aspects of the survey. For each topic, some information was gathered from the open feedback right after the workshop events from discussion with the attendants, but to gather more data and especially specific results from the four main aspects, questionnaire survey is arranged. The questions are answered by choosing the best alternative from the pre-decided answers. The pre-decided answers are: completely disagree, partially disagree, do not know, partially agree, completely agree. Thus, the first eight questions are formed as a claim, in which the answerer will react choosing the best alternative. The last three questions are open questions, that are technically paragraphs to be filled.  The questions in their final sequence are presented in the following:  1. The workshop cleared my vision for the backgrounds and importance of the harmonization of procurement processes 2. The workshop served as a communication channel for the procurement personnel about the ongoing harmonization work and situation 3. I think the workshop was beneficial for the future process implementation 
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4. I experienced, that the workshop allowed me to genuinely impact on 

the YIT’s future way of working 5. The workshop and its methods were suitable for the harmonization work of procurement processes 6. Based on the workshop results, I believe, that it is possible for YIT to devolve from business unit -specific processes to common project delivery method -specific processes 7. I also learned new things from the current procurement processes in the workshop 8. Based on the workshop, I believe, that the division of procurement processes based on the business units has been unnecessary due to the similarities identified between them 9. Especially good in the workshop was… 10. What was completely missing from the workshop is… 11. Other comments about the workshop and the harmonization work in general  
3.6.2 Results and analysis 
 With a relatively short answering time (three workdays), a good answering rate was achieved. Total number of 21 participants out of 26 did answer the questionnaire in the given time. Thus, the answering rate of the questionnaire is approximately 81%. In the following, the results are opened with one question at the time, and the results of the question are analyzed right after the opening. At the end of this chapter, the questionnaire results are analyzed as a whole, and the linkage to the observations gained in the workshop events are created and discussed. The analysis continues on a more general level in the analysis of the theoretical framework in practice-chapter. The answers for open questions are presented in Attachment 2.  1. The workshop cleared my vision for the backgrounds and importance of the harmonization of procurement processes  Completely disagree: 0/21 Partially disagree: 0/21 Do not know: 2/21 Partially agree: 9/21 Completely agree: 10/21  According to the results, the workshops did manage to clarify the harmonization need of procurement processes. The background for procurement process harmonization is the company merger, but furthermore, the fact that the two companies in the merger have combined five different procurement process descriptions in three different management systems did arise the currency of the harmonization need among the procurement personnel. The introduction presentation, that included this motivation, took about 20-25 minutes at the beginning of every workshop, and the content of this presentation was the same throughout the workshops. According to the results of this question, the motivation presentation can be defined as a successful one. For example, referring to 
YIT’s strategy as a visionary urban developer, the need of common processes was justified. Carrying out projects, that require construction by every business unit will be more manageable, if the basic processes are the same in every unit. 
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 2. The workshop served as a communication channel for the procurement personnel about the ongoing harmonization work and situation  Completely disagree: 0/21 Partially disagree: 0/21 Do not know: 0/21 Partially agree: 8/21 Completely agree: 13/21  The workshop-events were clearly recognized as a good channel to communicate during the integration. In these events, the procurement personnel were informed about the process harmonization, as presented in the previous question, but they were also able to ask questions and comment the ongoing integration and harmonization projects. While there might be uncertainty about the channels for communicating in integration at their daily work, the workshop-events are a good forum to bring out one’s opinions and questions. All the questions might not be answered, especially if they are not exactly related to procurement, but they can be collected and transferred further to people, who have the answers.  According to the results, the workshop-events can be defined to have also communicational benefits in addition to the exact process harmonization work and personnel involvement into it. Furthermore, the participants did also identify this aspect.  3. I think the workshop was beneficial for the future process implementation  Completely disagree: 0/21 Partially disagree: 0/21 Do not know: 0/21 Partially agree: 13/21 Completely agree: 8/21  All the participants, that answered the questionnaire, did consider the workshops as beneficial for the process implementation. The workshops provided information about the integration and process harmonization, which for its part, may decrease the possible resistance of change in the implementation phase. Furthermore, the procurement engineer participated in the harmonization work by forming their ideal visions of procurement processes and essential aspects in them. Thus, they have an image of the processes that will be implemented in the future.  In addition, the workshops may have convinced the procurement personnel about the fact, that the basis (or core) of the procurement processes and operations is not changing. The idea of the harmonization and the workshops is not to reinvent the wheel, but to survey the possible development areas in the processes. Thus, the implementation among the personnel can be predicted to be somewhat efficient, at least for procurement processes.  4. I experienced, that the workshop allowed me to genuinely impact on the YIT’s future way of working  Completely disagree: 0/21 
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Partially disagree: 1/21 Do not know: 5/21 Partially agree: 7/21 Completely agree: 8/21  As visible from the answer distribution of the question, some uncertainty about the actual impact of the workshops on the future ways of working does exist. The majority of the questionnaire participants did experience, that they were able to impact on the future ways of working. However, five questionnaire participants were not able to fully identify the impact. Furthermore, one participant didn’t experience, that he or she was able to impact on the future.  There might be different reasons for the slight uncertainty. One reason could be, that the workshop events have not been linked enough to the integration work and the future 

state. However, the first two questions did measure the workshops’ utilization as a communication channel and a way of informing the personnel. The answers in these questions show, that the linkage should be somewhat strong.   Another reason could be the fact, that in the workshops, every process was formed in a 
group. Thus, there is a possibility, that a single individual may feel that he or she didn’t have enough say in the process formation, or they can’t recognize, if they actually had impacted on the processes. However, the processes were formed in groups to arise discussion also in the process formation stage of the workshops. Further analysis of the disagreements in the results are discussed at the end of this chapter, as the questionnaire is analyzed as a whole.  5. The workshop and its methods were suitable for the harmonization work of procurement processes  Completely disagree: 0/21 Partially disagree: 1/21 Do not know: 1/21 Partially agree: 10/21 Completely agree: 9/21  The workshops and their methods were majorly defined to be suitable for the process harmonization work. The findings from the literature do enhance this result, as the 
“from the scratch” -method can be supported with statement by Becker et al. (2003. p. 108), as the as-is analysis may restrict one’s creativity. Thus, the method can be defined to be suitable.  However, one answerer did partially disagree with the method. The reasons are discussed further, as the open questions are also opened. Some explanations may occur from the open word part for the disagreements in the questions.  6. Based on the workshop results, I believe, that it is possible for YIT to devolve from business unit -specific processes to common project delivery model -specific processes  Completely disagree: 0/21 Partially disagree: 2/21 
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Do not know: 1/21 Partially agree: 14/21 Completely agree: 4/21  According to this result, a clear majority of the workshop participants do believe, that the devolvement from business unit -specific procurement processes to project delivery model -specific processes is possible. During the workshops, as the formed processes were introduced by the working groups, similarities between the business units were evident. Thus, the procurement personnel may have had preconceptions about totally different procurement processes between the units, but in the workshops, this preconception was broken, at least in some level. The fact, that different business units tend to deliver projects with different delivery models may have an impact on the results of this question. Furthermore, this can be seen from the disagreement answers. However, it should be pointed out, that the procurement processes are mainly the same, whether the construction management -project is delivered by the business premises -unit or infrastructures-unit. The biggest differences are between the housing construction (own based production) and traditional contracting. However, the company has defined the own based housing construction as a project delivery model, which transfers the differences from business unit -related to project delivery model -related.  7. I also learned new things from the current procurement processes in the workshop  Completely disagree: 1/21 Partially disagree: 1/21 Do not know: 2/21 Partially agree: 13/21 Completely agree: 4/21  The baseline of the workshops was to involve experienced procurement personnel into harmonization work. However, few recently started procurement engineers were also invited to the events. The most experienced procurement personnel may be represented in the disagreement answers in this question. However, the involvement of experienced procurement personnel was expected to cause more disagreement in this question.  Furthermore, the answers in this question prove the concept of sharing the knowledge and best practices in the workshops. As the main goal of the harmonization is to harmonize the processes of the two companies in the merger, the workshops did serve as a channel to share the best practices of both companies. In addition, some of the workshop-participants had recent experience from other construction companies’ procurement operations, which enhanced this sharing concept even more. Based on the results, sharing of the best practices was achieved, as the majority of the participants did learn new things and aspects from the current procurement processes.  8. Based on the workshop, I believe, that the division of procurement processes based on the business units has been unnecessary due to the similarities identified between them  Completely disagree: 0/21 Partially disagree: 2/21 Do not know: 4/21 Partially agree: 12/21 
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Completely agree: 3/21  Answers to this question also indicate for somewhat strong agreement for the process harmonization need between the business units. However, six people out of 21 did not know or partially disagreed with this claim. The reasons for this might be the same as in question 6., as the business units tend to deliver their projects with different delivery models. The mixing between the delivery models and business units may have to be clarified, as it doesn’t make a difference, who (or which business unit) does the procurement. The actual difference comes from the specialties caused by the project delivery method, and especially the role of the project owner/developer.  While there is some uncertainty and disagreement in the answers, the majority did agree with the claim of unnecessary existence of process division between business units. This result serves the process harmonization and future implementation of the processes, as the procurement personnel do recognize the similarities in the existing processes and are willing to work with common processes.  9. Especially good in the workshop was…  According to the answers, the workshops and the working methods in them were considered as successful and appropriate for the process harmonization work. Furthermore, the workshop-events were evaluated to be well organized and managed, and the scope was well defined. The goal of the workshops was to organize a compact package of process work for half a workday to maintain the “flow” of the working. According to the feedback, this goal was achieved. Also, the interaction between personnel from different business units and the sharing of knowledge and practices was identified to be successful. One thing, that arises in several answers, was the discussion and conversation, as well as the activity of the participants, which was clearly notable in the events also. From time to time, the discussion had to be cut to keep up with the schedule. Thus, the process harmonization is arising discussion among the personnel, which is a good thing, as it indicates the interest into the topic.  10. What was completely missing from the workshop is that…  According to the feedback, the workshops could have been slightly longer to cover the processes more deeply. Especially, the case of project alliance would need more time to be discussed and described properly. However, the characteristics of integrated project delivery -methods tend to vary a lot depending on the project organization and their agreements. These characteristics can be described and modeled only in a very general level to the process descriptions, as the more precise details would not serve all the IPD-projects. The goal was to find a certain level of description, that would serve all the IPD-projects and that will describe the general specialties occurring in them. However, the feedback will be utilized, as the other processes (production, cost estimation etc.) are harmonized for project delivery models. More time may be needed to properly cover the IPD-project processes.  11. Other comments about the workshop and the harmonization work in general  According to the other comments, the workshops were evaluated to be a good thing among the procurement personnel in the integration project and process harmonization. The process harmonization was recognized to be a must-do operation, which especially 
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in this case of company merger, it is. However, the fear of standardizing the processes, and thus creating insufficient processes for some project delivery models, does exist in some level. What was also remarkable from the feedback was, that the major role of the company management was recognized. However, the utilization and commitment of the personnel is extremely important, too. Forming proper process descriptions and models was also identified to be useful, when educating new employees for procurement. At the moment, the process descriptions are very different, which may cause confusion in a new employee. Furthermore, the events were an exceptionally good platform to meet procurement personnel form other business units, which is at the core of knowledge creation and sharing the best practices.  Observations from the workshops and general analysis of the workshop-concept  In general, the workshops can be defined to be very successful in fulfilling the personnel involvement and arising good discussion about the future procurement processes and project delivery models -specialties in them. At the workshop-events, observations were made majorly by following the actual working at the event (flow of the work, schedule, amount of discussion, depth of the discussion, cooperation) and by gathering open feedback at the end of each event.   
At the workshops, the term “business process” had to be introduced and clarified to the participants in a very compact way. Thus, a simple illustration of a business process model was shown. The model consists of the input, output, process, tasks, role and the tool (IT-system). Thus, the essential parts of a process were presented. Furthermore, we wanted to emphasize the topic of the workshop events strictly to processes, tasks and roles. Usually, the discussion turns into a debate about the IT-system related problems and neglects the actual errors in the process. Thus, the number one rule was that IT-systems and documents, such as procurement plan -sheet, is neglected. The goal is to form a process, that will steer the IT-systems and documents to support the execution optimally. The process illustration is presented in Figure 15.  

 Figure 15. Business process illustration presented in the workshops  This simple presentation was recognized to be an excellent way of introducing the business process concept to the procurement personnel, as it provides the essential information needed, but no deeper information, that could confuse the participants. For example, presenting the process illustration presented in Figure 1 would not present the 
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basic structure of a business process as simply as Figure 15. Furthermore, processmodel in Figure 15 can be defined as a slightly evolved model from Figure 2, thatneglects the role and tool. Furthermore, the process itself is not visible in Figure 2, as itis only modeled to be a continuum of tasks.
As also recognized from the feedback received from the questionnaire, the groupworking in the workshops proceeded very fluently after the introduction and an exampleprocess -formation. The group work results were very comparable to the existingprocesses, which provided valuable material to challenge the existing processes with. Amajor  reason  for  this  can  be  defined  to  be  the  clear  scope  of  the  processes  to  form,which  was  also  identified  from  the  questionnaire  feedback.  The  participants  had  clearinstruction about what process they are forming, what is the input to it, and what is theoutput of it. They also managed to consider the roles of the processes and tasks, wheresome business unit -specific differences could be detected.
From the good working spirit, it can be defined, that the interest into processdevelopment and process harmonization work was existing. Furthermore, thecomparison between the formed processes between different groups did arise a lot ofconversation and discussion about the processes, their similarities and differences.Usually, the processes were defined to be very similar to each other, and discussionabout the differences was mainly about how the processes could be unified to matcheach other. Also, process inefficiencies were somewhat the same between the businessunits.  For  example,  the  amount  of  paper  copies  of  contract  agreements  was  discussedand the  common will  was  to  decrease  it.  Furthermore,  storing  the  contract  agreementswas proposed to be fully digital in every business unit. In currently existing processes,the instructions are slightly different between the units.
At the end of each event, open feedback was received from the participants. Thecommon opinion was, that the harmonization work is a must-do project in this situation.Furthermore, it was stated that it must be executed now, that the company integration isstill undergoing. Afterwards the harmonization might be much more difficult. Movingtowards common ways of working was seen to be a good trend among the participants.However, the fact, that everything can’t and shouldn’t be unified to standard, waspointed out. This statement is true, and thus the procurement processes are harmonizedinto a certain level considering the project delivery models differences. Furthermore,some personal variety can be allowed to exist in the harmonized processes.
Fitting the different project delivery model consideration into three workshops was adifficult task, which generally succeeded well. Especially, with integrated projectdelivery -specific workshop, the schedule was maybe too tight, as the processes tend tohave differences compared to traditional contracting processes. This was also visiblefrom the questionnaire feedback, as the project alliance processes were not discussed ina depth, that some of the participants were hoping. However, a good vision of thegeneral specialties was achieved. Furthermore, the IPD-projects and their processes aredependent on the project organization, which complicates the modeling of theseprocesses in a very detailed level. Nevertheless, this feedback does serve the upcomingworkshops of other functions, as they can be prepared to reserve time for IPD-projectdiscussion with a larger scale. To enable more discussion, the IPD-projects could beseparated to have their own workshop. Thus, design-build- and PPP-projects would bediscussed in their own workshop without the IPD-projects.
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In questionnaire’s question 7., 17/21 participants answered that they had learned new things in some level about the existing procurement processes in addition to developing them. This supports the sharing of knowledge and best practices, and the aspect was also detected from the open feedback at the events. Furthermore, the workshop-method could be utilizable for educating the processes as well as developing them. Workshops are also a good channel to inform other procurement engineers, if someone has invented improvements to the ways of working. This aspect of common education and knowledge sharing should be utilized at the maintenance and continuous development of the processes.  As it was stated already in the literature review, involvement of the operative personnel is of essence in process development and harmonization. The workshop-participants were very pleased to be heard and involved into the process harmonization. According to the questionnaire, the workshops do have an impact on the process implementation after the actual harmonization work. This impact is very likely due to the fact, that after the workshops, the procurement personnel know about the integration and its impact on procurement operations and the harmonization need of them. Furthermore, as the procurement processes are implemented, the procurement engineers know, that they have taken part into the process work. Thus, they know, that the processes are not 
changed dramatically, but they are formed to serve the company’s strategy and the project delivery models better.  
3.7 The theoretical framework from the practical viewpoint 
 In this chapter, the theoretical framework is discussed and analyzed regarding to the 
case study’s observations about the framework execution. The workshop questionnaire is not included into this analysis, as it will be analyzed in its own chapter, and its impact on the final framework is discussed within the final framework formation.  As the theoretical framework for procurement process harmonization in the merger of construction companies was formed through the comprehensive literature review, considering the company integration in merger and acquisition, synergies, resistance of change, concept of a business process, construction procurement processes and the theory of process harmonization, the theoretical framework was expected to deliver suitable results from the beginning. The background and the history of both companies in the merger formed the framework to start with current state analysis, as it would be unnecessary to start the whole harmonization process from an empty sheet. However, the goal of the case study was to execute the harmonization by this theoretical framework, and through the observations made during the execution, suggest improvements and modifications into it. As the harmonization of procurement processes in construction industry is a very little researched topic, testing the framework with a case study is suggestable to conduct to reveal practical issues that may not be identified from the literature.  To begin with, the sequence and necessity of the four main phases is a generic approach to process development, and thus, also to harmonization. In case of a total reengineering of the processes, the analysis phase would be somewhat lighter, as the analysis would be relevant, but the process compilation, for example, would not be necessary. The analysis phase should not be deleted completely, as the current state must be analyzed in every case. However, in the case of developed companies with developed processes, 
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sharing the best practices requires opening the processes and comparing them comprehensively. Thus, the phases, including analysis phase, will be left to their places and scale.   In the case of total reengineering, the assessment of process demands needs to be conducted before the actual process reengineering and formation can start. As 
Schönreiter (2016. p. 6) presents, the reengineering should start by asking: “Why is something done?” and “What needs to be done for?”. This assessment defines the basic need for the processes, and what they should produce to fill that need. When considering methods for the assessment process, workshops could be utilized to involve also procurement personnel into the assessment of the process needs. If the procurement processes are on a very general level in the companies in merger, the need assessment should be conducted to illustrate the actual basics of construction procurement, and why it is important to perform efficiently.  However, the scale of each phase may need further research, as the implementation and verification phases are not researched and analyzed more deeply in this study for time related issues. There might be a need of modification and improvement in the accuracy of the two phases (adding more tasks into them) and in the scale of them.  In conception phase, the workshops were identified to be in a central role of the process development and harmonization work. Based on the open feedback in the events and the questionnaire, the workshops affect the harmonization process in a very wide scale, as the procurement personnel were learning from the existing processes, developing the new harmonized ones and generally informed about the future state of the company and the processes. This is visible in the theoretical framework, as the workshops cover areas in both the conception phase and the realization phase. However, the linkage of the workshops into the analysis phase is missing from the theoretical framework. This is mostly due to the location of the evaluation of the current processes -phase, that is in the conception phase. This was justified by referring to the fact, that the evaluation phase is 
strongly oriented to the future state, and it evaluated the processes’ suitability for the harmonized procurement processes. The analysis phase was seen to be only clarifying the current state of the processes.  According to the results of the case study and the feedback from the workshops, the workshops are kept in the final framework. However, the workshops’ content and scale should always be evaluated according to the topic and goal of each event. If complex project delivery -models are considered in the event, it sets some requirements for the workshop-event’s duration. On the other hand, the goal of the workshop should be clarified, if the aim is only to survey the most common similarities between the projects of the particular project delivery -model. However, this notification doesn’t affect on the actual framework, but it is good to notice while executing it.  Otherwise, the conception phase is missing the essential cross-checking between different functions in process harmonization in the theoretical framework. In the case study, this was briefly conducted in the final formation -phase, which however, is somewhat too late to be efficient. In a case of construction procurement processes (project procurement), the most relevant interfaces are with cost estimation, that especially in contracting, does cooperation with procurement in the cost estimation -part of the project, and production (production management, construction site management and managing a single work phase at site), that the procurement serves by providing 
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materials and subcontractors for the project. Although the interfaces are an important issue, the first draft of processes should still be formed without further cooperation between the functions. Combined to the workshops, the consideration of process interfaces might bring too many dimensions to manage at once in the harmonization process. The place for the interface examining should be after the formation of the first draft of the processes. This placing also prevents the interfaces to be a dominant driver in the process formation. Furthermore, the interfaces may not be recognized at all before the first draft of the harmonized processes. The different functions should support each other, rather than steer each other in the harmonization work. A possible method to utilize in the interface checking could be the workshop-method, where the formed processes are examined, and the interfaces identified and discussed.  The two phases before the validation of harmonized processes (redesigning of current processes and formation of harmonized processes) are placed separately into the theoretical framework. However, these phases could also be identified as two very overlapping phases, which supports the combination of these phases into one. As the current processes are redesigned (or reengineered), it simultaneously creates new process content for the harmonized entity. Furthermore, for a generic approach for the framework, the separation of these phases may appear somewhat confusing for people. In the case study, the redesigning phase presents the changes to be made into the processes and tasks, which is continued by the formation phase, where the changes are utilized. However, in terms of convenience, this procedure can be combined to enlighten the final framework. Thus, the redesigning phase would produce the first draft of the harmonized processes for the interface examination phase.  In the validation of harmonized processes -phase, the involvement of the procurement personnel was again in a key role. In the validation round, the personnel are able to comment on the formed processes, whether they match with the workshop-content and results or not. Furthermore, the personnel involvement again enhances the upcoming process implementation, as the processes to be validated are somewhat in a form, that will serve as the official procurement processes in the future. Based on the comments received in the case study, especially the more complex project delivery models are to be concentrated on in the process development work. A general opinion from the personnel was, that the construction management -contracting and IPD-projects are representing the majority of construction contracting in the future.   In addition to the commenting round from the personnel, the last word on the process agreement was on the procurement managers, who were introduced to the comments received from the field. Thus, the last step of the conception phase (formation of harmonized processes) is technically considering the comments and making possible changes to the processes according to them. Also, the layout and the language of the process descriptions is to be finalized.  Generally, preventing the uncertainty and the resistance of change among the procurement personnel was defined to be the central issue in the successfulness of the procurement process harmonization. The methods used to this prevention were noticed to be extremely suitable, as the methods used in the procurement process harmonization were also adopted into other process harmonization areas. The benefits of the personnel involvement focus especially on the communications-aspect, as the workshop events review the ongoing process development for the personnel. It also involves the personnel, which enhances the sensation of affection in the company’s ways of 
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working. Also, the fact, that the processes are formed to serve the actual operational field, not the managers, is one of the key aspects in the involvement. Furthermore, optimal processes, that the procurement engineers are happy to perform are also efficient to manage for the procurement managers. The major part of the processes being common between the project delivery models also enhances this manageability, and also serves better for process development in the future, when there is only one basic process to be updated, not several processes. Thus, the role of the workshops is to be highlighted in the final framework to represent the key role of them in the harmonization process.  An observation about the whole process harmonization work, that is not directly related to the theoretical framework, was the driver of the process harmonization. In procurement, the driver came from inside the function, without any need of outside motivation. This fact may have affected to the overall harmonization process and its execution, as the cooperation between the business units was due to working tightly together rather than working separately and occasionally checking the progress of others. However, the support from the integration team was always available, which provided the bigger picture, and linked the procurement process harmonization work into the company integration -process.   
3.8 Final framework for procurement process harmonization in the merger of construction companies 
 Based on the analysis conducted in the previous chapter, changes to the theoretical framework for procurement process harmonization were made. The core of the framework does remain the same, but especially the missing step of harmonization method decision causes some changes into the flow of the harmonization process. Thus, two alternative processes are presented to serve the procurement process harmonization in a more generic way. As presented, procurement processes may have several levels of development and detail in different companies, which can also cause a need of total reengineering of the processes in a case of company merger. However, in the case study, the situation was the merger of the largest Finnish construction companies, which for its part influenced on the decision of redesigning before the analysis phase was started. Nevertheless, if the processes in one of the companies had been revealed to be on a very undeveloped level, the case would have been different. Although, the case would have been more of leaning on the other company’s processes in the harmonization.  In addition to the harmonization method selection, the interface-examination was modeled into the final framework, as it is an essential part of procurement process harmonization. In construction business, procurement cooperates with several functions in the projects, which requires the cooperation of processes between the functions as well. From the theoretical framework, this aspect was defined to be missing completely. However, it did appear in the case study, and thus it is added into the final framework.  The input for the interface-examination comes from the redesigning or reengineering of the processes, which now in the final framework, also include the formation of the harmonized processes (first draft). A separate step for the formation is not needed based 
on the case study’s observations.   
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The implementation phase and the verification phase are not changed in the final framework, as the case study did not cover these parts of the harmonization framework. However, the examination of these parts is recognized as a future research topic to enable the finalization of the framework. In this study, the focus was put on the first two phases, that conduct the actual harmonization work, that provide the processes for implementation, usage and verification. The final framework for procurement process harmonization in the merger of construction companies is presented in Figure 16.  

 Figure 16. Final framework for procurement process harmonization in the merger of construction companies  In below are listed important features, that should be taken into account and emphasized in every harmonization process step conducted in the case study in this thesis. For notification, the process reengineering steps are not covered, as there is no empirical experience about the method provided in the case study.  Current state analysis (as-is):  - Access to all relevant materials is essential in the first place. - If possible, the as-is analysis can be conducted with time to first familiarize with the processes in a topic-level before starting to analyze the actual content. - Proper as-is modeling and analysis serves as a foundation for efficient and successful process harmonization work.  Decision of redesigning or reengineering:  - The as-is analysis defines the current state, which again defines the proposed harmonization method. 
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- If processes are on a certain level of development and detail in one or several companies in the merger, redesigning of the processes is proposed. - Otherwise, the process reengineering should be conducted to achieve efficient and up-to-date procurement processes, that are executable and manageable. - The level of harmonization should be also decided, depending on the goal of the harmonization (level of harmonization or standardization).  Compilation of current processes:  - The processes of the companies are combined to form a “base process” to evaluate and work with in the conception phase. - In process compilation, the best practices of every company will be involved and analyzed, as all the relevant and identified process content is notified in this procedure. - If the compilation is not formed in detail, the best practices may not be involved, and the result of the process harmonization may be insufficient.  Evaluation of current processes:  - The process compilation is evaluated by the harmonization team, with support of the results gained from the workshops. - The workshops provide visions of optimal procurement processes formed by the procurement engineers themselves. - In the evaluation, comparison between the optimal process -visions and the process compilation is in the central role. - In the workshops, the process compilations are also commented by the procurement engineers. - The focus of the evaluation must be on the wanted outcome of the harmonization (for example, as common processes as possible between different project delivery models).  Redesigning the current processes:  - The output is the first draft of harmonized processes. - When looking for process efficiency, the focus should be on the elimination aspect of unnecessary tasks. - Relevant tasks should also be added, if necessary. - The principle is to challenge the existing processes with the processes formed in the workshops. - The processes should be formed to be suitable for all the stakeholders in the harmonization (for example, business units). - The harmonization should not be forced, as the result would be an insufficient process for one or more stakeholders.  Interface-examination with related processes:  - The harmonized processes are compared between different functions, that are somehow related to each other. 
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- Especially the needed inputs and outputs for and from each other should be synchronized in order to enable the project delivery (for example, receiving the project schedule for the procurement plan from the production organization). - Also, the related roles in other processes should be examined (for 

example, procurement’s role in the cost estimation phase and -process in the cost estimation phase of a project). - Workshop-working with some adjustments should be utilized also in this step. Participants from every related function should be involved.  Validation of harmonized processes:  - The harmonized processes are validated with the procurement managers and the procurement personnel / workshop participants. - Validation is conducted to ensure the suitability of the processes and to detect possible errors. - In the validation round, the procurement personnel also have their first interaction with the actual harmonized processes. However, some changes may still occur after this step. - The last word is on the procurement managers and the possible process owner(s).  Final formation of harmonized processes (to-be):  - Based on the validation round and the comments received from the procurement managers and the procurement personnel, the final version of the processes is formed. - The output of this step is the current state of the processes to be implemented. - With the principles of continuous improvement, the processes are still developed and maintained further on.  General features about the workshops:  - The “from the scratch” -method was recognized as a suitable method for process development work. - The events serve also as a platform to communicate with the personnel about the integration process and the process harmonization. - Facilitating the workshops should be conducted with care to optimize the efficiency of the events. Furthermore, the clarity of the materials and instructions should be of a high level. - When considering complex project delivery models, sufficient amount of time should be reserved. For construction management -contracting and IPD-projects, four hours was defined to be slightly too little. - The workshops serve also as a platform for other process related work, such as the interface-examination. - Overall, the workshops enhance the cooperation between the business units, as the processes are discussed in the same table. This helps to identify the similarities between the ways of working, which for its part, enhances the harmonization and prevents the resistance of change. 
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4 Discussion 
 As the outcome of the case study in this thesis, the final framework for procurement process harmonization in construction industry is the first of its kind to be studied and published, at least based on the literature review. To enable the utilization and future research, the execution of the theoretical framework in the case study was recorded in a very detailed way.  Regarding to the case study, the key to success in process harmonization is the ability of involving people into the harmonization process and to communicate with them as well as with other process functions. By neglecting the communication, the harmonized processes may not be utilizable in the operational field, the implementation was more difficult, or the processes are not synchronized with the other functions. In the worst case, both of these scenarios may occur. In the case study, we recognized the methods of communication and involvement of people into the harmonization work. The 
workshop events’ functionality was fully recognized after the first events, as the open feedback revealed also the communicational and educational aspects of them. Furthermore, this fact was also noticed by the other functions, that utilized the workshop-method as well. With people involvement, the communications should always be tailored according to the audience. In the case study, the successfulness of the involvement was achieved through very simple examples and motivation.   In the final framework, the analysis phase is enhanced with the step of harmonization method -selection. The input for this step is the actual as-is analysis, which serves as the basis for the whole process harmonization work. The idea of the process harmonization should not be reinventing the wheel, especially in the case of companies with significant history and level of process development. The aim in the harmonization must be purely on the sharing of best practices, which can be achieved only by surveying the current state in both companies carefully.  By executing the case study, the harmonized procurement processes were achieved for the target company. The approximated rate of common content in the final processes was around 80%, which questions the need of several process descriptions in both of the companies before the actual merger. Thus, the final framework in its current form will serve as a benchmark for the future. However, research of the implementation- and verification phase is still needed. Furthermore, as this thesis being the first to be published about the construction procurement process harmonization, future research to challenge this framework should be conducted. However, the scale of the case study’s merger will point out the comprehensiveness of the framework, as the harmonization process will be of a lighter scale in smaller companies. Nevertheless, the maturity of the processes will also be a factor in defining the scale of the harmonization. Also, the target of the harmonization should be well defined, as it is an occasional feature, that depends on the scale of the companies.  
4.1 Research contributions 
 Based on the literature review, the framework for construction procurement process harmonization formed in this thesis is the first of its kind. While frameworks for business process harmonization and standardization in general can be found, the 
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construction procurement aspect has not been considered before. However, the principles of general business process harmonization do serve the construction procurement as well. Nevertheless, the optimal framework for procurement process harmonization could not be formed only based on the literature, as the empirical case study was needed to reveal the practical issues in the process harmonization.  
Most of the final framework’s process steps are selected into the framework regarding to the literature review. However, the features, that affect behind this framework and its steps were the actual key findings in the case study. Of course, the understanding to utilize the features, such as workshops, was based on the change management knowledge and the prevention of change resistance was gained through the literature review. Still, the significance of these features in construction business and merger of construction companies was not discovered.  Furthermore, there were features, that were revealed by the execution of the case study. The examination of process interfaces was a process step, that was completely missing from the theoretical framework, and thus, was not recognized before the formation of harmonized processes was started in the case study. The reason for this neglection may occur from the fact, that the theoretical framework was formed through a general overview of the process harmonization literature. Furthermore, the construction industry may have a character of relying more on the cooperation of different functions, than other industries. In fact, the interface issue could have been detected from the construction procurement -review. Nevertheless, the interfaces became an evident part of the final framework regarding to the case study.  The addition of harmonization method -selection into the final framework was conducted to utilize the framework for construction companies of different scale. While the case study was studying the harmonization in the merger of two of the largest Finnish construction companies, the harmonization method was easily selected before the actual harmonization process was started. However, especially in smaller companies, the situation might be very different. Thus, the case study technically showed, that the harmonization is not a standard process, as it should be tailored to fit in different occasions.   As the case study examined the process harmonization in a very methodological way, the aspect of scheduling and time-efficiency was neglected completely. However, the procurement process harmonization was started and conducted slightly separated from the other functions, technically as a pilot project, which especially in the last steps required some waiting. Thus, the actual efficiency of the harmonization work is almost impossible to evaluate. However, comparing the proceedings of the harmonization work to the other functions reveal, that utilizing at least one full-time executor does enhance the harmonization process dramatically, as there will be no time used to figure out, who will do the actual work. The case study conducted in this thesis lasted approximately six months, of which approximately two months were used to familiarizing with the integration, process and process harmonization theory. Thus, the 100 days period presented in the literature review can be defined to be technically achieved in the harmonization. However, this 100 days does not include the implementation in the case study.  
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4.2 Managerial implications 
 The key features of the procurement process harmonization framework and its execution are listed in chapter 3.8. The core of the execution is to select the right method for harmonization. Thus, the current state analysis is to be conducted properly in any possible case. With terms of construction, a building can’t be built without proper foundation.  To enable sufficient execution of the harmonization, enough resources should be reserved for the work. A full-time executor for the project should be appointed to facilitate the current state analysis, cooperation between business units and the workshops. Furthermore, previous knowledge about the processes is very useful for the executor. In the case study, the harmonization was conducted by the same person from the beginning to an end. A change in the core organization of the process harmonization may cause problems, as the amount of work for other people will increase, or new person has to be introduced to the harmonization process. However, outside the harmonization team, as much people as possible should be involved to gain opinions and comments on the work and results.  
With the case study’s method description presented in this thesis, the procurement process harmonization can be conducted without the help of outside consultants. However, the possible benefits of utilizing outside help are not discussed in this thesis. A strong suggestion would be, that the outside consultant had experience in construction procurement and/or had some background in one of the companies in the merger. Otherwise, the familiarizing in the commonalities and the processes may need an excessive amount of work. However, in smaller companies, the amount of work and familiarizing is somewhat smaller, which decrease the requirements for utilizing an outside consultant.  Moreover, the final framework can be utilized in other functions in construction industry as well. In the case study, other functions being harmonized besides the procurement, conducted the harmonization with a very similar process. For example, the cost estimation processes have very similar characteristics with procurement, being also a support function for the production. However, the results from those harmonization processes were not evaluated in this thesis.              
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5 Conclusions 
 As the result of this thesis, we were able to form a framework for procurement process harmonization in a merger of construction companies through a literature review, and a case study, where procurement process harmonization was conducted by the theoretical framework formed through the literature. From the literature, we defined important features to be included into the theoretical framework, such as communications, management of change, people involvement, current state analysis, and the importance of the early start of the implementation. The case study was executed by the means of the theoretical framework, and improvements for the theoretical framework were proposed to form the final framework for procurement process harmonization.  In the final framework presented in Figure 16, features, such as process interfaces between the functions and harmonization method -selection were arised. Furthermore, the communication aspect, change management and the proper current state analysis were confirmed to have a major impact on the successfulness of the harmonization. In 
addition, the methods for execution were introduced, such as the “from the scratch” -method to execute the workshops was introduced. The description of the method is presented in chapter 3.3.  As a conclusion, the harmonization of procurement processes in a merger of two construction companies can and should be conducted in a quite generic approach adopted from the general theory. However, the consideration of aspects presented in the case study of this thesis is very advisable for a sufficient result. A further finding is, that the procurement processes can be harmonized to a very high level of ~80% based on this study. Thus, the ability of procurement process harmonization in construction industry is evident. 
5.1 Limitations of the research 
 While this thesis covers the methodology and background of procurement process harmonization in a high level, some limitations of the research conducted can be pointed out. As it was stated earlier, the schedule of the execution was not evaluated based on the fact, that the procurement process harmonization was not conducted with a very precise schedule. The 100 days period could be identified to be possible in the harmonization without the implementation phase. However, the execution of procurement process harmonization against a stricter schedule couldn’t be discussed in 
precision, as this thesis doesn’t provide any empirical evidence for doing so. In this study, the overall harmonization time was six months, which can be defined to be a benchmark for the procurement process harmonization conducted with precision. To achieve good results in a shorter time period, the amount of full-time people in process harmonization should be increased.  Another clear limitation is the lack of empirical results in the implementation and verification phase. Thus, the harmonized processes and their optimal implementation were not tested in practice. However, based on the literature, possible ways of implementing the processes were presented. Furthermore, the implementation plan of 
the case study’s harmonization process was presented and discussed as well as the verification phase.  
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Furthermore, the process harmonization in the case study does not consider any interfaces between the processes and IT-systems. However, this was acknowledged in the study, as the processes are wanted to be steering the systems, not vice versa. Thus, the IT-systems will be selected to support the processes as optimally as possible. However, in some cases, significant investments in IT-systems may force the processes to be fitted in some features occurring in the systems.  Also, the interface-examination between the processes was presented very briefly, resulting in a proposal of the methodology for executing it. However, the results from 
the procurement’s workshops do enhance the utilization of the method also to interface-examination, with needed adjustments. 
5.2 Future research topics 
 The case study conducted in this thesis provides a comprehensive framework for the analysis and the conception phase of the harmonization process. However, the continuation to the implementation and verification phase is not supported with empiricism. Thus, an evident future research will be examining the last two phases of the framework with more precision and with experiences from practice. The plan for the process implementation is presented in the case study in this thesis, but the execution is not described due to time related issues. The future research should be a similar case study for the last phases of the framework. Furthermore, the limitations of the research defined in the previous chapter are to be left into future research. However, the IT-systems harmonization in company M&A is a very researched topic in the literature.  Furthermore, this thesis considered only the direct project-based procurement processes. However, construction companies have several other procurement operations, such as global sourcing, frame agreement formation, supplier management, supplier auditing etc. In a merger of construction companies, these processes must be harmonized as well. In this thesis, the focus was on the project procurement, as it is the most essential part of the procurement processes to keep the company operating efficiently. To harmonize the topics presented, further research is needed to evaluate the suitability of the harmonization framework.                   
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Goals and
definitions

•In this section, general information about the process is presented. For example, is it tightly related to some other process(es), or is it especially
important in some particular project delivery –model.

•Also, the main goals of the process are presented, such as a resulting document, listing or prerequisite for the next process.
•If needed, also the input for the process is presented. The inputs may originate from earlier processes, or from another function (cost estimation,

production etc.)

Actions
•In this section, the tasks of the process are presented in a chronological sequence. The accuracy of the description is on a level, that it can also serve

as an introduction material of procurement processes for a new procurement engineer.
•This section can also serve as a checklist to follow, while executing a process.
•Furthermore, the project delivery –model specific tasks are listed under their own subtitles. For example, construction management –contracting may

have its own subtitle, that lists the special tasks conducted in this particular process, when delivering a project with the model.

TOPIC OF THE PROCESS

Documents
In this section, the documents, that are needed
and produced are listed. Furthermore, the
documents listing may provide links to the actual
document templates.

Roles
In this section, the responsibilities and roles
in the process are presented. The main
responsibility is marked withbolded and
underlinedfont.

IT-systems
The IT-systems needed to execute
the process are presented in this
section. Furthermore, the systems
can be linked from here.

Measurements
The measurements to measure the
process and its execution are
presented in this section.
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THE PROJECT MANAGEMENT MODEL
Time frameof theprocess
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Attachment 2 (1/1)  
Attachment 2: Results from the open questions in 
participants’ feedback to the workshop-method 
 
9. Especially good in the workshop was…  

… discussion and meeting people from other business units. 
… clear and well limited preparation of the group work 
… clear introduction and very practical methods. For a freshly started procurement engineer, reviewing the procurement processes did clarify the procurement operations and enhanced the perception of the proceeding in the processes. 
… groups that were small enough and a clear timetable. 
… an appropriate amount of content in a short time. A sensible way of handling the process entities. 
… well prepared and managed! 
… interacting. 
… the group working and clarifying the other business units’ ways of working. 
… free conversation. 
… the methods. Different people from different business units were properly involved to work with the processes.  10. What was completely missing from the workshop is that…  
… the workshop was too short, as we were able to cover the core of the processes with a very narrow scope. For example, the specialties in project alliance were not covered deeply enough, and the problems in them were not tried to solve, which I was hoping. However, there might be other forums for that. 
… developing the procurement processes and the proposals for improving them. 
… some parts of the processes could have been discussed more deeply than the schedule allowed.  11. Other comments about the workshop and the harmonization work in general  
… Worth organizing. 
… The harmonization of processes is a good thing. 
… The successfulness of the harmonization is probably solved by the commitment / possible uncommitment of the upper management to the project. As an issue, the harmonization is very recommendable and profitable. 
… The wheel was not reinvented, but the conversation with other colleagues was constructive. 
… Thinking about new employees, the process descriptions may not be deep enough in every aspect. Thus, a named support person could be a good thing. 
… Good spirit and the common goal was clear. 
… Very precise descriptions are not favorable, as projects and contracts are different. 
… There was good “common spirit of happening” at the event despite the different backgrounds of people.  


