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1 INTRODUCTION

1.1 Background

The world of business has changed considerably in the past twenty years. Many 

markets previously available only for domestic players have opened up, and 

companies used to protected markets now face increasing global competition. The 

digitalization of media and the increasing pace in the marketplace further increase 

the pressure felt by managers who have to make their companies more agile and 

competitive.

In the heart of a company’s competitiveness lie the strategy and structure of the 

company. While functional and multidivisional structures were adequate fifty years 

ago and a strategy of vertical integration was successful, a modem company needs a 

more detailed understanding of the value it is creating for its customers in order to 

differentiate itself and provide exceptional value in its offerings. Instead of 

perfecting functional silos, companies increasingly look at the whole value-creating 

process within the company. This approach, often termed as business process 

management, avoids sub-optimizing and results in an increasing customer focus.

Information systems are often a major driving force behind changes occurring in the 

market. The instant availability of information and the increasing processing power 

available to analyze it have a tremendous potential to create competitive advantage. 

Enterprise resource planning, supply chain management, and customer relationship 

management are examples of areas where information systems have revolutionized 

the way companies operate. The structure of a company’s information systems has 

become as essential as its organizational chart or its product portfolio. The concept of 

enterprise architecture encompasses the overall architecture of the company, its 

business processes, information systems, and infrastructure. The primary use of 

enterprise architecture has been to align the company’s information systems with its 

strategy.
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The business processes of a company provide a holistic view to its operations, and 

the enterprise architecture of the company describes how its information systems are 

linked to its strategy. Companies are already combining these two approaches, and 

there are complete tools to model business processes and manage the whole 

enterprise architecture. Unfortunately, the link between business process 

management and enterprise architecture in the research literature is very weak. 

Business process management is discussed in many management journals, while the 

concept of enterprise architecture mostly interests academics of the information 

systems community. The aim of this study is to strengthen the link between the two, 

hopefully benefiting both streams of literature. The study also attempts to evaluate 

how these two approaches may contribute to the overall competitiveness of a 

company.

1.2 Research Problem

The study seeks an answer to the following research problem:

How can the case company improve its competitiveness?

To keep the scope of the study at a manageable level, it is necessary to define certain 

focus areas. Therefore, three sub-questions are considered:

a) What are the strategic challenges the case company is facing and how can 

they be solved?

b) How can business process management help solve them?

c) What should the role of enterprise architecture be in the case company?

In this study, the following definitions of the terms are used:

• Business process management is a systemic, structured approach to analyze, 

improve, control, and manage processes with the aim of improving the 

quality of products and services (Elzinga et al. 1995)
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• Enterprise architecture is the collection of business, applications, data, and 

technology architectures, and is meant to align the information systems with 

business needs (adapted from TOGAF 2003)

1.3 Research Objectives

The main objective of this study is to understand how enterprise architecture and 

business process management can improve the competitiveness of the case company. 

The detailed objectives are the following:

• To review literature on common strategic challenges faced by privatized and 

publicly owned companies

• To review literature on strategic alignment, business process management, 

and enterprise architecture

• To construct a model that connects business process management and 

enterprise architecture in a strategic context

• To introduce the case company, its strategic situation, and the current state of 

its business process management and enterprise architecture

• To recognize the strategic challenges faced by the case company, and to 

direct the development of business process management and enterprise 

architecture in the case company

• To give recommendations to the case company based on its current situation 

and the results of the literature study. The recommendations are to focus on 

concrete development steps that strengthen the strategic role of both business 

process management and enterprise architecture in the case company.

The findings of a single case study cannot be generalized; the objective of this study 

is to provide a single deep qualitative analysis to the relationship between company 

performance, business process management, and enterprise architecture. By focusing 

on a single case company, the analysis is not limited to common factors between 

different case companies, and thus all aspects can be explored in detail. The results
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of this study could enable the construction of a multiple case study or even a 

quantitative study.

1.4 Scope of Study

As demonstrated by the research questions and objectives, this study aims at 

improving the case company competitiveness, and to clarify the role of business 

process management and enterprise architecture in this context. Therefore, literature 

bridging the gap between strategic alignment, business process management, and 

enterprise architecture is preferred to exhaustive summaries of each individual 

stream of literature.

A strategic viewpoint is adopted, leaving the literature focusing solely on 

information systems out of the scope of this study. For example, many papers 

consider business process management only as a set of structured sentences of a 

business process modeling language, executed with the assistance of dedicated 

software. Similarly, in several papers dealing with enterprise architecture, the term 

“enterprise” translates to “all information systems” instead of “the whole company”. 

By excluding such papers, the term business process management is brought closer 

to the terms process-based management and management by processes. The study 

also concentrates on the business side of enterprise architecture.

For the benefit of the case company, this study will take the viewpoint of large, 

established companies with over 10 000 employees. The inherent complexity of such 

companies means that issues surrounding communication and the lines of 

responsibility are much more important than they would be from the viewpoint of 

smaller organizations.

The complexity of the case company also means that either the depth or breadth of 

the analysis needs to be limited. To ensure that the full strategic situation of the case 

company can be assessed, some depth has been sacrificed. If the study had taken a 

narrower viewpoint, the roles of business process management and enterprise 

architecture in the case company would have been hard to define.

The strategic viewpoint taken in the literature review is also used in the case study. 

Instead of trying to solve all the operational issues of each business process, the

Master’s thesis Joonas Pihlajamaa

Page 4



Master’s thesis Joonas Pihlajamaa

study attempts to discover the underlying challenges in the current structures and 

policies of the case company. In short, the structures of business process 

management and enterprise architecture are considered more thoroughly than their 

actual contents.

Finally, the focus of this study is on the internal environment of the case company. 

This is in line with the research question, which concentrates on the alignment of the 

strategy and structure of the company, which although affected by the external 

environment, are both internal to the company.

1.5 Research Methods

The study begins with a literature review. Research on publicly owned and privatized 

companies is discussed to understand the challenges faced by companies in a similar 

situation as the case company. Research streams on strategic alignment, business 

process management, and enterprise architecture are then discussed to understand the 

strategic role of business process management and enterprise architecture. This 

literature is synthesized to produce a map of concepts showing the overlap of, and 

the interconnections between these three streams of literature.

The theoretical part is followed by an empirical part, which comes in the form of a 

case study. The current strategic situation of the case company is presented. The 

challenges regarding business process management and the expectations set for 

enterprise architecture are also discussed. Finally, a simple pilot model of enterprise 

architecture is constructed to evaluate the usefulness of such architecture and to 

provide a more concrete basis for recommendations.

Finally, recommendations for the case company are given based on the findings of 

the empirical part and the theoretical considerations. This could be referred to as the 

constructive part of the study, and its aim is to provide an answer to the fundamental 

research question and its sub-questions.

1.6 Structure of Study

The structure of the study is presented in Figure 1. In the first chapter, the 

background, research problem, objectives, and scope are presented. Chapter 2
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introduces the literature relevant to this study. Chapter 3 synthesizes the different 

streams of literature reviewed. Chapter 4 presents the case study and describes the 

current situation in the case company. Chapter 5 provides a synthesis of the case. In 

Chapter 6, recommendations to the case company are given based on the synthesis. 

Research implications are given in Chapter 7. Chapter 8 concludes the study.

Figure 1. Structure of study
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2 LITERATURE REVIEW

2.1 Strategic Issues in Publicly Owned and Privatized 

Companies

The literature review begins by looking at the common challenges faced by state- 

owned enterprises and privatized companies. The purpose of this is to better 

understand the strategic context of the case company, also owned by the state. 

Because the government has given the case company a considerable amount of 

economic and managerial freedom, it faces a similar situation as many privatized 

companies, which is why this stream of literature is also considered.

Public ownership in enterprises has been widely discussed in the literature. Most of 

this discussion is related to privatization, and the associated increase in company 

performance. According to Ramamurti (2000), the word privatization can be used in 

two senses. The narrow definition of privatization is any action that transfers some 

ownership or control of state-owned enterprises to the private sector. In the broad 

sense, any action that decreases government intervention in the economy can be 

viewed as privatization (Ramamurti 2000).

It is widely believed that privatization increases company performance. However, 

empirical findings do not always support this fact (see, for example, Parker and 

Hartley 1991). A meta-review of 153 privatization studies showed that 104 were in 

favor of performance increases, 14 against and 35 neutral (Villalonga 2000). Cuervo 

and Villalonga have tried to explain this variation in performance effects of 

privatization (2000). They point out two common theories that support the positive 

impact of privatization on firm performance. The agency theory argues that public 

companies typically have less external controls based on managers (agents), such as 

managerial participation in ownership, reward systems, and a board of directors. As a 

result, managers of public companies consider less the interests of the organization 

and its owners, maximizing instead their own utility. On the other hand, the public 

choice theory argues that politicians, who have the ultimate control in state-owned
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enterprises, tend to make decisions that will gain them votes or satisfy strong interest 

groups, such as trade unions. Based on review on privatization literature, Cuervo and 

Villalonga make the following propositions that could explain the performance 

differences in privatized corporations:

• Privatization leads to greater performance increase when the privatized 

firm’s top management team is replaced

• The top management team is more likely to be replaced when the new owners 

are outsiders, when political interference is low, when top managers have not 

been replaced prior to privatization, and when capital markets have an 

effective control role

• Privatization prompts the firm to make incentive schemes and control 

mechanisms more outcome and marked-based

• The privatized firm’s goals and incentive schemes lead to a greater 

performance increase when there is an intermediate level of ownership 

concentration and no large shareholder domination and when boards 

effectively perform their control role

• Privatization prompts a firm to engage in scope-enhancing corporate 

strategies and in more innovative and less focused business strategies, to 

adopt a more decentralized organization structure and a greater customer 

orientation

These five propositions also provide insight into the possible reasons for poor 

performance in state-owned enterprises. Could similar performance increases be 

gained without privatization? With enough autonomy, it is possible for a state-owned 

enterprise to implement many of the changes suggested by these propositions. An 

earlier study by Sexty (1980) concentrated on the autonomy of state-owned 

enterprises in Canada. Five factors were recognized to increase autonomy: (1) 

creation of strong corporate identity; (2) shared ownership with private investors; (3) 

debt financing on private markets; (4) regulation under state tribunals; and (5) 

development of strong boards of directors. An empirical survey of 110 Greek
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corporations suggested, that the intensity of government control was: (1) positively 

related to dependence on the state for resources, to enterprise size, and to political 

visibility; and (2) negatively related to the performance of an enterprise, 

internationalization of its operations, and demand unpredictability (Lioukas et al. 

1993). Lioukas et al. also suggest that a dichotomy of public and privately owned 

enterprises may be too simplistic - as noted by Sueyoshi (1998) in his analysis of 

privatization of Nippon Telegraph and Telephone; a state-owned corporation can 

sometimes function like privately owned one, but also the opposite may happen, 

especially in highly regulated markets. While the autonomy may increase the 

business orientation of a state-owned enterprise, the political aspects cannot be fully 

eliminated, unavoidably taking some of the top executives’ time (Zif 1981).

The transformation from a government controlled corporation into a privatized or 

autonomous state-owned enterprise is not abrupt, but occurs in small increments. 

Thorough understanding of the transformation is necessary to appreciate the strategic 

challenges that these enterprises need to face. Johnson et al. provide an excellent 

summary of the micro processes of institutional change in the context of privatization 

(Johnson et al. 2000). They argue that in addition to viewing the economic and 

organizational structures and their change, the changes in the behavior of individual 

actors like public sector managers are equally important to understanding the 

phenomenon. After privatization, the behavioral scripts of the managers come under 

pressure and through experimentation the public sector templates are slowly 

deinstitutionalized, and replaced with private sector templates. It is important to 

notice that the speed of behavioral change varies between managers. This can also 

explain why replacement of the top management team has been noted to improve the 

performance of privatized firms, as the firm will adopt market-based behavioral 

scripts faster.

Villalonga provides an important insight into the broad concept of privatization. He 

argues that the change of ownership is an inadequate definition for privatization, 

because “privatization is by definition change” (original emphasis, Villalonga 2000). 

When viewed critically, most of the research on privatization seems to support the 

view that the actual performance increase comes from the adoption of more efficient 

managerial controls, increasing productivity, etc. It suggests that privatization in
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itself may not be the key issue in increasing the competitiveness of state-owned 

enterprises, but rather the adoption of a more efficient structure. Due to more intense 

competition, the private sector produces structures that are often superior to those 

found in companies where political control and heavy regulation affect the structural 

choices, i.e. lead to traditional public sector structures.

If private sector practices tend to be more efficient than those in the public sector are, 

there must be some forces at work that prohibit public enterprises from adopting 

better practices. The agency theory and public choice view explain many of these 

distortions. Government control usually differs greatly from that experienced in free 

markets, which places constraints on the public enterprises and prohibits them from 

certain types of action. An illustration in Figure 2 shows an environment typical for 

government-owned businesses. Apart from competitors, customers, and financial 

markets, most of the stakeholders listed in the figure can be expected to have a much 

greater impact on the operation of government-owned businesses than they do with 

private companies. This can lead to the deterioration of the customer focus and 

competitiveness.

General and company-specific government policy and direction
аиими«маиа1111и1^щри^м—i

Public opinion 

Trade associations 

Other governments —► 

Regulatory agencies —►

Financial markets

Other government 
owned corporations

Competitors

Customers

Figure 2. Environment for government owned business corporations (adapted from Sexty 1980)

In addition, businesses that are tightly integrated with the government may suffer 

from heavy bureaucracy, commonly associated with government institutions. 

Another common public sector challenge is related to internationalization. A study 

by Mazzolini (1980) showed that government-controlled enterprises concentrate on 

national activities, and rarely scan the international market - most 

internationalization strategies in the study materialized because of political decisions
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or external stimuli instead of internal and non-political stimuli. Processes are tailored 

towards domestic operations, and are often inappropriate for international operations. 

Applying these processes to international operations may negatively affect the 

performance of these operations.

2.2 Strategy, Structure and Strategic Alignment

One of the pioneers of strategic alignment literature is Alfred D. Chandler Jr., who in 

his 1962 book Strategy and Structure investigated the relationship between the 

structure of the firm and the strategy it pursued. Through four detailed case studies 

and a more cursory treatment of other companies of that time, Chandler was able to 

illustrate how the functional structure that had been dominant in corporations of the 
early 20th century gave way to the multidivisional enterprise in meeting the 

challenges of business expansion. While much has changed in the past fifty years, 

Chandler’s basic tenets are still viable. He shows that over time, a firm’s strategy 

defines its structure. Strategy is seen as the plan for allocating resources to meet 

future demand. Structure is the design to meet current demand. Furthermore, the case 

studies conducted by Chandler showed that structures that were not aligned with 

strategy caused major problems for the companies.

Following Chandler’s groundbreaking work, a large body of literature followed, 

studying the links between strategy and structure. Miller (1986) provides a good 

synthesis on the subject. He argues that much of the prior literature had a one

dimensional view on the subject, focusing mainly on diversification and 

divisionalization. Miller then attempts to relate more sophisticated theories of 

strategy with contemporary views of structure. Instead of focusing on one-to-one 

relationships, Miller identifies several configurations of strategy and structure that 

commonly appear together. Within strategy, Miller considers four dimensions: 

differentiation, focus, cost leadership, and asset parsimony.

By dividing focus into business and corporate focus and concluding that 

differentiation goes hand in hand with asset parsimony whereas asset intensity is 

associated with cost leadership, Miller is able to identify five successful 

configurations of strategy, as illustrated in Table 1. Conglomerates follow a wide 

range of business level strategies with low corporate level focus. Cost leaders have a
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moderate to low business focus but high asset intensity, whereas niche marketers, 

innovators and marketers all have differentiated products and low asset intensity, the 

only separating factor being business focus, which is higher for niche marketers.

Table 1. Five successful configurations of strategy (Miller 1986)

BUSINESS FOCUS~~'~~-~--__^

DIFFERENTIATION and 
ASSET PARSIMONY

COST LEADERSHIP and 
ASSET INTENSITY

High Niche marketers

Moderate to low Innovators,
Marketers

Cost leaders

CORPORATE LEVEL 
FOCUS
Low

Conglomerates

3 a 
£§§ 

О r c/3
CZ2

While Miller has more dimensions in his considerations, his study is still at best a 

generalization. Literature on strategic alignment discusses the topic on a more 

detailed level. The writings of Henderson and Venkatraman (1999) on the subject of 

leveraging information technology in transforming organizations come much closer 

to the subject of this study. They argue that information technology should gain a 

strategic role in the organization instead of fulfilling only a supporting role. In the 

terms of Chandler and others, they propose that information technology should 

become one component of structure.

Henderson and Venkatraman (1999) recognize four fundamental areas of strategy: 

business strategy, organization structure and processes, information technology 

strategy, and information technology infrastructure and processes, each with three 

major components that are detailed in Figure 3. They argue that a failure to realize 

the potential of information technology in the external context of the company, i.e. 

the market, has led to poor performance of information technology investments.
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Figure 3. Strategie alignment model (Henderson and Venkatraman 1999)

Much like Chandler, Henderson and Venkatraman (1999) identify two components 

that determine the success of the company. The strategic fit means that the company 

position in the competitive arena needs to be linked with an administrative structure 

that supports the implementation of the strategy, both on a business and information 

technology level. Functional integration means that when integrating information 

technology with strategy, both internal and external domains need to be aligned with 

their business counterparts. These two types of alignment are shown in Figure 3 on 

the horizontal and vertical axes.

After defining their strategic alignment model, Henderson and Venkatraman apply it 

to show four dominant perspectives for strategic alignment. These are illustrated as 

paths in the model, originating either from business strategy or from information 

technology strategy, and aligning the other quadrants either in a clockwise or
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counter-clockwise order. Each alignment model has its own characteristics, and is 

suitable for different situations. These models are listed in Table 2.

Table 2. Strategic alignment logic and characteristics (Henderson and Venkatraman 1999)

Alignment logic Perspective Characteristics

Business
strategy

Organiza
tional infra

structure

IS infra-

Strategy • Business strategy has been articulated and 
execution is the driver of both organizational design

choices and the design of IS infrastructure
• Most common and widely understood 

perspective
• Management as strategy formulator
• Information systems manager as strategy 

implementer - role to support the chosen 
business strategy

Technology e Implementing the chosen business strategy 
transfer- through appropriate information
mation technology strategy and the articulated

information systems infrastructure and 
processes

• Not constrained through current 
organization design

• Role of executive management is to 
provide technology vision

• Role of the information systems manager

Business .
strategy L

Organiza
tional infra- J 

.structure

IT strategy ,

Competitive
potential

• Exploitation of emerging information 
technology capabilities to impact new 
products and services, influence the key 
attributes of strategy and develop new 
forms of relationships

• Adaptation of business strategy via 
emerging information technology 
capabilities

• Top management as business visionary
• Information systems manager as a catalyst

IT strategy ,

Service level • Focuses on how to build a world-class 
information systems service organization

• Requires an understanding of the external 
dimensions of information technology 
strategy with corresponding internal 
design of the information systems

Organiza- ^ IS infra- x infrastructure and processes
tional infra- Г 

N structure V
structure • Role of business strategy is indirect and 

viewed as providing the direction to 
stimulate customer demand
Top management as prioritizer 
Information systems manager take the role 
of executive leadership

Henderson and Venkatraman conclude by demanding more external orientation to 

information technology usage. They also support a more active role of information 

technology management and argue that it can do more than just support the 

organizational infrastructure. Similar recommendations for more strategic planning
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of information systems have also been made by others (for example, Lederer and 

Salmela 1996; Chan 2000). Poor understanding of the enabling strategic choices 

binding business strategy and information technology undermines the performance of 

information systems. Thorough consideration of all four comers of the strategic 

alignment model and the different paths for alignment would likely improve this 

situation.

How beneficial is the alignment between strategy and structure? Many empirical 

studies have been conducted on the topic. For example, Rodrigues et al. (2004) have 

confirmed the relationship between strategy, structure, processes, and performance. 

They also provide an overview on the major milestones in the strategic alignment 

thinking. This overview, as summarized by Rodrigues et al., is shown in Table 3. On 

a similar vein, studies have suggested that measuring performance of individual 

business processes may actually yield better results than aggregate performance 

measures (Ray et al. 2004).

Table 3. Literature focusing on strategy, structure, processes and performance (Rodrigues et al. 

2004)

Key Authors__________Topic/Summary of Research_______________________________________
STRATEGY-STRUCTURE RELATIONSHIP

Chandler (1962) • Reported on the history of the evolution of large US firms from 1850-
1950

• Studied four companies in depth (GM, du Pont, Standard Oil, Sears)
• Determined that a strategy of product diversification strongly 

corresponded with deployment of divisional organizational structure
• Several other researchers replicated Chandler’s work, particularly looking

at the strategy-structure relationship in other domestic environments in 
Europe_____________________________________________________________

STRATEGY-STRUCTURE-PERFORMANCE (SSP) RELATIONSHIP

• Researched large multidivisional corporations (M-forms)
• Hypothesized that M-forms would outperform functionally structured 

firms as product differentiation increases

• First to demonstrate a relationship between strategy-structure and 
performance. Researched performance of 200+ Fortune 500 companies 
over a 20-year period (1949-1969)

• Defined nine firm strategy-structure forms; determined that firms showed 
the strongest performance when they combined a strategy of 
diversification into related areas with a product-division structure. These 
firms outperformed firms diversifying into unrelated fields, as well as 
those that were vertically integrated and had limited ability to diversify

Williamson (1970, 
1975)

Rumelt (1974)
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OTHER ELEMENTS AFFECCTING THE SSP RELATIONSHIP 
Galbraith and • Several organizational design factors should be considered when
Nathanson (1978) implementing strategy, including structure, processes, rewards and people

• Financial performance is enhanced through the achievement of 
congruence among all organization design factors

• Researched US, Canadian, and Australian firms looking at strategy, 
structure, and environmental conditions

• Determined that industry structure influences strategy and strategy can 
influence environment, causing a firm to gravitate toward customers with 
particular preferences, and inviting retaliation in kind from competitors

• Causal relationship between strategy and structure flows in both 
directions, interacting in an iterative, dynamic process: strategy defines 
particular niches of the environment; on the other hand the environment, 
through customer needs and competitors’ challenges, requires a firm to 
strategically adapt

• Argue that traditional views of strategy-structure-performance are too 
simplistic. Executives often pursue multiple strategies simultaneously

• Other influences include the environment (economic and competitive), 
technology, leadership, work force

Utilizing information technology in business processes can play a crucial role in a 

company’s success, as it may introduce significant productivity gains (see, for 

example, Lee 2004). Lee (2004) also suggests that many successful cases indicate 

that business processes should be considered when making an information 

technology investment. He goes on to propose a four-phase methodology to 

information technology evaluation to facilitate this thinking: Strategic analysis, 

business process redesign, information technology configuration, and performance 

evaluation. Especially, the information flow in business processes may be automated 

using information systems, which thus support the new processes. Recognition of 

information artifacts and important events in the business processes provides 

important requirements for information systems. In summary, evaluating an 

information technology investment through a business process perspective provides 

important insights into the potential performance and quality contributions of the 

investment.

2.3 Business Process Management

A process can be defined as “a sequence of events that describe how things change 

over time” (one of the definitions given by Van de Ven 1992). Business processes 

are involved with business goals of the company, which usually entail producing 

value for the customers and using the revenue generated from this activity to benefit 

company stakeholders, such as owners and employees. The components of a typical

Miller (1987)

Dalton et al. (1980) 
Galunic and 
Eisenhardt (1994)
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business process are captured well by the following definition: “A business process 

is the set of logically connected activities and the resources required to achieve the 

process results” (translated from Laamanen 2001a). The main benefits achieved from 

process thinking are an improved customer experience, understanding of different 

roles, and the process of value creation, and the development of operations based on 

corporate goals and customer needs (Laamanen 2001a).

Elzinga et al. (1995) define business process management as “a systematic, 

structured approach to analyze, improve, control, and manage processes with the aim 

of improving the quality of products and services”. In this context, the concept of a 

process is not only limited to physical production of the product or service, but 

includes also the product design, marketing, maintenance, and strategy processes 

within the enterprise. The quality improvement philosophy originates from total 

quality management (TQM) thinking, but the wanted outcome of business process 

management may just as well be more efficient or flexible processes. Activities, such 

as process simplification, improvement, and reengineering, can all be considered a 

part of business process management (Elzinga et al. 1995).

Process
Improvement

Selection

Implementation

Benchmarking

Preparation Process 
Selection k

Process
Description

Process
Quantification

Continuous Improvement Cycle

Figure 4. Business process management method (Elzinga et al. 1995)

The general method of business process management is shown in Figure 4. A 

continuous improvement cycle drives business process development in the company. 

Selected processes are described and their performance is measured and selected 

improvements implemented. In addition to internal measures, the processes are 

benchmarked against other companies to find the best practices and assess the state 

of the processes. This method is close to the one described by Laamanen (2001b),
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where the initial recognition of key processes is followed by process description, 

organizing operations according to processes, and continuous. The development 

steps are well captured in Figure 5.

Benchmarking
World-class

Creativity
Innovative

Analysis
Pre-emptive

Measuring
Reactive

Modeling
Repeative

Chaos

Figure 5. Development and maturing of processes (translated from Laamanen 2001b)

As multiple functions usually contribute to a process, there is potential to diminish 

the effect of “functional silos” in an organization, bringing the focus on improving 

quality as perceived by the organization as a whole.

Process improvement implies change. How then are business processes shaped? 

Kettinger and Grover have reviewed much of the early literature on business process 

change in their 1995 article. They recognize that business process change can be 

radical, incremental, continuous, or contingent on organizational constraints. They 

define business process change management as “a strategy-driven organizational 

initiative to improve and (re)design business processes to achieve competitive 

advantage in performance through changes in the relationships between 

management, information, technology, and organizational structure” (Kettinger and 

Grover 1995). The concept of aligning the relationships of the four elements in the 

definition is similar to the concepts of strategic alignment and enterprise architecture, 

discussed in chapters 2.2 and 2.4. As a synthesis of the literature review, Kettinger 

and Grover propose a theoretical framework for business process change 

management, shown in Figure 6.
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Change Environment

Cultural Readiness

Knowledge CapacityStrategic
InitiativesLearning Capacity

IT Leveragability

k Relationship Balancing

Business Process Change Management

Management U- - - ► Change Management

Change Outcomes

Improved Quality of Work 
Life

Improved Process

Customer Success

Measurable Performance Gains

Figure 6. Theoretical framework for business process change management (Kettinger and 

Grover 1995)

The success when re-engineering business processes depends largely on the 

receptivity of the organization and its people. Marjanovic (2000) lists some of the 

strategies that should be implemented to reduce the resistance to change:

• Employees' attitudes towards reengineering should be identified and reasons 

for resistance assessed

• The threatening nature of business process re-engineering should be 

recognized

• Employees should understand the need for change
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• Employee participation in the reengineering process is crucial

• Communications should be improved on all organizational levels

2.4 Enterprise Architecture

The need for aligning business strategies and an organization’s information 

technology has been recognized for some time (Boynton, Zmud & Jacobs 1994), and 

it has been identified as critical by managers (Brancheau, Janz & Wethere 1996). To 

understand the potential of enterprise architecture to help with this issue, one only 

needs to consider some basic definitions of enterprise architecture, which commonly 

position it as a way to align the information systems with business needs. In this 

study, the scope of enterprise architecture is best captured in the component 

architectures supported by The Open Group Architecture Framework, a standards

based framework for creating enterprise architectures (TOGAF 2003). These 

components are shown in Table 4.

Table 4. Four architectures within enterprise architecture (adapted from TOGAF 2003)

Architecture Description
Business (or business 
process) architecture

Defines the business strategy, governance, organization, and key business 
processes.

Applications
architecture

Provides a blueprint for the individual application systems to be deployed, 
their interactions, and their relationships to the core business processes of 
the organization.

Data architecture Describes the structure of an organization's logical and physical data assets 
and data management resources. The term information architecture is also 
sometimes used.

Technology Describes the software infrastructure intended to support the deployment of
architecture core, mission-critical applications. This type of software is sometimes

referred to as "middleware”.

Another architectural framework that comes close to the TOGAF is the four-domain 

architecture introduced by Iyer and Gottlieb (2004). It consists of four layers, namely 

the business process, organization, information and infrastructure layers. Iyer and 

Gottlieb define enterprise architecture as follows:

The decomposition of the enterprise into manageable parts, the definition of 

those parts, and the orchestration of interaction among those parts constitutes 

the enterprise architecture.
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The TOGAF view emphasizes the technological aspect of enterprise architectures, 

but it should be noted that the term “enterprise architecture” has generally two uses: 

It is used either to describe a process-centric or an information technology-centric 

architecture (Hermon 2004). In this study, the enterprise architecture is considered as 

a holistic concept encompassing both of these meanings, although we adopt a 

business-oriented approach.

A paper by Philip Veasey considers the use of enterprise architectures in managing 

strategic change (2001). It brings out important aspects of the possible uses of 

enterprise architecture from the strategy perspective. One of the most important 

issues in using enterprise architecture to drive change is the involvement of all 

stakeholders in its creation - if the model is kept up to date by a single entity, 

changes to the architecture are resisted, while the participation of key people needed 

to make the change is lessened. Those parties in the enterprise that benefit most from 

the enterprise architecture should be actively involved in maintaining it, and the level 

of detail in enterprise architecture where it has a smaller impact can be lower.

An article by Burton and Pennotti discusses a so-called enterprise map that can be 

used to describe the high level business processes of a company and their 

interrelations (2004). Burton and Pennotti acknowledge the power of functional 

structure in building different skills, but note that a process-based view gives better 

insight on how business performance may be increased. Burton and Pennotti argue 

that process linkages are often overlooked and the whole system of interlinked 

processes is inadequately managed. In order to understand this process architecture, 

they propose that an enterprise level map of business processes be created, where the 

interconnections between the most important processes and the external interfaces to 

suppliers and customers are shown. It is suggested that the amount of processes in 

the map should be kept low (4-6), and the feedback loops between core processes 

should be included. The process of building such a map would be similar to that of 

describing a single process, only on a higher level of abstraction. Based on two case 

studies, the authors argue that because the enterprise map describes the functioning 

of the whole enterprise, it is an ideal management tool for strategy implementation. 

Enterprise mapping also functions as an efficient communication and strategy tool.
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An important viewpoint is that integration happening only on a vertical level of 

hierarchies and organizations may not be enough to bring the full benefit from 

information systems (Peterson 2004). This means that the process perspective and 

horizontal integration should also be considered in the lower layers of enterprise 

architecture. It is not enough to make sure that an accounting system supports the 

steps of an accounting process, but also the applications related to interconnected 

processes should be considered: procurement, invoicing, etc. This viewpoint 

provides a necessary link between the between business processes and information 

systems. The relationships between business structures and processes, as well as 

those between applications, data and technology are much more apparent.

By making the business processes visible, the integration possibilities of information 

systems are realized better, a tendency discovered also in earlier studies (e.g. Beretta 

2002). Business processes also play an important role when selecting information 

systems. Peterson (2004) argues that business people should have more power in 

choosing the information systems that support higher-level business-specific 

applications such as enterprise resource planning. Meanwhile, the information 

technology function would retain most of the control in building large-scale 

infrastructure and selecting basic applications (Peterson 2004).

Most of the enterprise architecture literature seems to concentrate on cases where 

country borders do not affect the structural choices made by the company. Madapusi 

and D’Souza (2005) are among the few authors considering enterprise architecture in 

an international context with their analysis on information systems alignment and 

international strategies. They list numerous cases where companies have not aligned 

the implementation of the enterprise resource planning systems with their 

international strategy, which has caused delays or even failures to implement these 

information systems. Based on different types of enterprise resource planning system 

configuration and international strategies, they develop a framework for matching 

these two. These results suggest that considering international strategies when 

planning information systems should receive adequate attention, as adoption of new 

systems will likely encounter difficulties if the two are not aligned.
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2.5 The Zachman Framework for Enterprise Architecture

The origins of enterprise architecture lie in information systems research. The most 

influential framework introduced in this stream of literature is the information 

systems architecture framework originally proposed by Zachman (1987), commonly 

also referred to as the Zachman framework. Since its conception, research has 

suggested numerous improvements to the framework, well summarized in an article 

by Sowa and Zachman (1992). This chapter introduces the Zachman framework, 

simultaneously providing a good overview on the general structure of enterprise 

architecture frameworks. The strengths of the framework lie in its simple structure, 

which is still powerful enough to express the essential concepts of more recent and 

broader architecture frameworks such as TOGAF (Then Open Group 2003) and 

GERAM (see Noran 2004).

The Zachman framework is most commonly represented as a two-dimensional 

matrix. The rows in the matrix represent different perspectives to information 

systems architecture. These include the perspectives of a planner, owner, designed, 

builder, and subcontractor. The perspectives, constraints, and related models are 

shown in Table 5.

Table 5. Rows of Zachman framework

Framework Row Perspective___________ Constraint Model
1 Planner Financial/extemal Scope
2 Owner Usage/policy Enterprise model
3 Designer Structure/operation System model
4 Builder Technology Technology model
5 Subcontractor Implementation Out-of-context models

The columns of the framework represent different abstractions or different ways to 

describe the real world. This division into columns is done to restrict the complexity 

of the models within a single framework cell. The original framework proposed three 

such abstractions: data, function, and network. Further development has brought 

three additional columns to the model: people, time, and motivation. Together these 

six columns of the extended framework are commonly referred as the What, How, 

Where, Who, When and Why columns.

Each cell in the Zachman framework contains a relevant model for a given 

perspective and a given type of abstraction. Each row is self-contained, as it gives a
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complete picture of the information system from one perspective. However, upper 

rows constrain the models in lower rows, and each row can be thought of as adding a 

layer of detail on top of the layers above it. Each row describes a unique perspective, 

and the model in each cell is also unique. This framework with examples of the 

contents of each cell is shown in Table 6.

Sowa and Zachman also note that if a repository containing the different models of 

the framework and their linkages could be developed, it would offer many 

possibilities for managing change within an organization. This is because the effects 

of a change in one model could easily be traced to other models, and the impacts 

would be better understood. This is what is actually already happening in many 

organizations that are employing enterprise architecture modeling tools that are 

starting to become available to manage change within the organization.

Table 6. Extended information systems architecture (Sowa and Zachman 1992)

What How Where Who When Why
(data) (function) (network) (people) (time) (moti

vation)
Planner List of List of List of List of List of List of
(scope) things 

important 
to the 
business

processes
the
business
performs

locations in 
which the 
business 
operates

organizations 
and agents 
important to 
the business

events 
significant 
to the 
business

business 
goals and 
strategy

Owner
(enterprise
model)

Entity-
relationship
diagram

Process
flow
diagram

Logistics
network

Organization
chart

Master
schedule

Business
plan

Designer
(system
model)

Data model Data flow 
diagram

Distributed
system
architecture

Human
interface
architecture

Processing
structure

Knowledge
architecture

Builder
(technology
model)

Data design Structure
chart

System
architecture

Human-
technology
-interface

Control
structure

Knowledge
design

Subcontractor
(components)

Data
definition

Program Network
architecture

Security
architecture

Timing
definition

Knowledge
definition

description
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3 SYNTHESIS OF THE LITERATURE REVIEW

3.1 Strategic Themes in Public and Privatized Enterprises

The literature review showed that most of the research done on the differences of 

public and private enterprises focuses on the concept of privatization and associated 

changes, instead of the differences of these two groups of companies. However, this 

is not a serious issue, as many of the changes occurring in privatized enterprises can 

be expected to present challenges for companies that remain under public 

supervision, providing at least preliminary suggestions of the differences. What 

strategic themes can then be identified from the literature that one could expect to 

find in public and privatized corporations?

The need for more external controls on managers is predicted by the agency theory. 

External controls include participation in ownership, other reward systems, and a 

board of directors. The public choice view in turn suggests that the political nature of 

decision-making in all government-owned corporations may put a lot pressure on 

increasing the customer focus. Pressure to replace the top management team 

increases in order to remove any political appointments, and capital markets gain a 

stronger voice in the company’s decision-making process. The need for scope

enhancing corporate strategies is stronger, possibly leading to less focused business 

strategies. Decentralization of organizational structures can be seen as a result of this 

change. Departure from government control may also require strengthening the 

corporate image.

The whole process is gradual and the deinstitutionalization happens slowly, 

especially if much of the former management remains with the company. The 

intensity of competition is also likely affect the speed of this change. The decreasing 

role of public opinion, trade associations, governmental parties, and regulatory 

agencies frees managers’ time. The time to scan the competitive landscape, interact 

with capital markets, and listen to customers thus increases. The processes for these 

interactions, however, may not be sufficiently developed, as they have never been
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critical. Lack of prior experience is likely put its mark on the first international 

efforts done by such companies.

The strategic challenges suggested by the literature are collected to Figure 7. We will 

return to these issues after the case study.

• Need for more external controls on managers
• Increasing customer focus
• Replacing the top management team
• Stronger role of financial markets
• Need for scope-enhancing strategies
• Decentralization of organizational structure
• Strengthening of the corporate image
• Decreasing the role of public opinion, trade associations, governmental parties and regulatory 

agencies
• Scanning the competitive landscape
• Building competencies for international expansion______________________________________________

Figure 7. Strategic challenges for public and privatized companies

3.2 Understanding the Relationship between Strategic
Alignment, Business Process Management and Enterprise 

Architecture

The purpose of this chapter is to synthesize the different streams of literature 

introduced in chapters 2.2-2.5. This is achieved through recognizing important 

concepts and characteristics of the literature reviewed, and their interrelationships. 

The focus of this synthesis will be on the solutions offered in the literature for 

various strategic problems. Once the concepts and their relationships have been 

identified, we can construct a graphical representation that shows these elements as a 

network topology. Such a conceptual map will then provide an overview on the tools 

offered by the literature reviewed to address strategic problems. The understanding 

gained from the interrelationships of these concepts also helps to answer the research 

question of this study, once the case company’s situation is synthesized in Chapter 5.

Chapter 2.2 dealt with strategy, structure, and strategic alignment in general. It first 

discussed the strong relationship between strategy and structure, most importantly 

organizational structure. More recent literature has recognized common 

configurations of strategy and structure, as well as explicating the performance 

derived from alignment of strategy and structure, as well as the contribution of
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processes in this equation. Contemporary writings on strategic alignment also stress 

the importance of technology and information systems. Information systems 

infrastructure and information technology strategy enhance the organizational 

structure and business strategy to provide this alignment. Administrative structure is 

an important component of organizational structure, whereas in information systems 

this structure is commonly referred to as architecture. The conceptual map directly 

related to strategy, structure, and strategic alignment is shown in Figure 8.

Configurations! Performance! Administrative struct!

,Organizational structure]

Strategic alignment!

Strategy JS infrastructureitructure.

IT strategy IS architecture!formation system!

Technolog]

Figure 8. Strategy, structure and strategic alignment solution map

Business process management, discussed in Chapter 2.3, introduces a set of 

important concepts, centered on processes, and their inputs and outputs. Because any 

number of functions may contribute to a single process, the approach is cross- 

functional. Processes have well-defined targets, making process-based management 

results-oriented. Customer focus is also commonly linked to process management. 

Process management is closely linked to quality management initiatives, which are 

characterized by continuous improvement as well as reengineering. Through 

processes, companies may introduce improved performance measures to drive 

business process development. Benchmarking is used to compare internal processes 

against best practice. For successful implementation of processes, process 

relationships with information systems, organizational structure, roles, and 

management systems need to be aligned. The proposed solution map that is directly 

related to business process management is shown in Figure 9.
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Organizational structure I Information systems I Technology

Management system L 

Customer focus ]

Pmcflssifis I Quality management |

Reengineering I Continuous improvement I

Results-oriented jh, Performance measures . Benchmarking |

Figure 9. Business process management solution map

Enterprise architecture is introduced in Chapter 2.4 and this information is 

augmented by the introduction of the Zachman framework in Chapter 2.5. Enterprise 

architecture aims to help align business strategy including international strategy and 

organization’s information systems. It is usually divided into four sub-architectures: 

business, applications, data, and technology architecture. The most important aspect 

of enterprise architecture is the integration of the different parts of the architecture. 

This can be seen as happening between different abstractions of the enterprise 

architecture - data, function, network, people, timing, and motivation - as well as 

between different perspectives - planner scope, enterprise model, system model, 

technology model, and even the out-of-context implementation model. Each 

consecutive perspective adds new constraints to the models, adding detail on each 

level. Similarly, the abstractions build on each other, providing a more complete 

picture of the architecture. Through this integration of the perspectives and 

abstractions, change management becomes easier as well as communication to 

stakeholders. Great care should be put into managing process linkages in the 

architecture. Process map is a commonly used term for a diagram showing these 

relationships between processes, and it acts as a powerful tool for strategy 

implementation. With process management, cross-functionalism is an important 

aspect of enterprise architecture. Perhaps the most critical integration point in the 

enterprise architecture is between the processes and information systems. This is 

especially important when considering information systems that need to support 

multiple processes in the process map. The division of information systems into
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business-specific applications and basic applications helps in defining the 

responsibilities of business management and information technology management. 

The solution map directly related to enterprise architecture is shown in Figure 10.

Planner scope Motivation

Enterprise model Timing

System model Perspectives Abstractions

Technology model Network
Integration

Implementation model Function

Information systems
Enterprise architecture 1__Strategy I

IT management
Sub-architectures I International strategy

Business management

Business I Applications j Data j Technology |
Change management

Communication to stakeholders

Cross-functionalism Process map Processes

Figure 10. Enterprise architecture solution map

Based on the solution maps in the three major areas of literature reviewed, we may 

now construct a complete solution map. This solution map is shown in Figure 11. 

The following adjustments have been made to the models:

• Due to space reasons, different perspectives, abstractions, and sub

architectures of enterprise architecture are not shown in the final map

• Instead of connecting information technology strategy and information 

systems directly, they now go through strategic alignment

• Technology and information systems are similarly linked through strategic 

alignment
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• Enterprise architecture and information systems architecture have been 

combined

• Enterprise architecture is portrayed as a strategic alignment of information 

systems, which in turn is seen as a part of company structure

• Information systems infrastructure is seen as a part of information systems

• Process map is inserted between structure and processes, and enterprise 

architecture is connected to it via information systems and processes

• Processes and technology are now aligned via strategic alignment instead of 

being connected directly

The synthesized model shows that the three streams of literature have a lot of 

common ground. Organizational structure, processes, and information systems are 

common elements in all three streams, and the concepts of strategic alignment and 

enterprise architecture support each other. Indeed, it could be said that enterprise 

architecture extends the notion of strategic alignment in information systems to a 

more detailed level. These implications are further discussed in Chapter 7.
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4 CASE STUDY

4.1 Presentation of the Case Study

The aim of this case study is to provide an in-depth analysis of the case company, 

and consists of three parts. The first part introduces the case company, its 

management structure and organization, relevant history, and the strategy currently 

pursued by the company. It builds upon public data such as annual reports and 

company presentations, as well as on internal strategy documents and discussions 

with people working in corporate development. Based on this description, strategic 

challenges of the company are identified.

The second part discusses the current state of business process management and 

enterprise architecture. It gives a good view on their current role in the organization 

and provides background for formulating the more detailed recommendations on 

these topics. The data for this part was collected through a process simulation session 

and semi-structured interviews. This information also proved helpful in other parts of 

the case study. The simulation session was a full-day event with 16 participants from 

the case company, including members of the executive board, and was facilitated by 

outside researchers from Helsinki University of Technology. The session consisted 

of discussing the roles and general issues related to process-based management in the 

company, and a walkthrough of an actual process case, which was used in 

discovering the current process management problem areas. The details of the 

simulation event are displayed in Appendix I. The semi-structured interviews were 

held with 17 of the key business process management people in the case company. In 

all the interviews, the topics concentrated on the person’s role in business process 

management, and the information needs and problems associated with the role. 

Depending on the person’s role, one of three question sets was used. The interviews 

conducted and the questions used are listed in Appendix II.

The third part sets out to construct a pilot model for an enterprise architecture. A top- 

level view of one of the business groups is given, which helps to evaluate the future
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viability of enterprise architecture as a tool for improving strategic alignment in the 

case company. It draws on internal documentation, as well as open interviews with 

people working with the product portfolio development in the business group.

4.2 Presentation of the Case Company

4.2.1 Company Structure

The case company in this study is a large Finnish firm operating in messaging, 

logistics, and information logistics. In the past, the company has been a government 

bureau, but now operates as a public corporation. Although owned by the state, it is 

considerably free from government intervention, so its situation is more similar to 

privatized companies than traditional state-owned enterprises. The messaging 

business is still partially regulated, but the other two business groups compete in free 

markets. During the last decade, the business has grown considerably through 

acquisitions, and the company now has international operations in both logistics and 

information logistics businesses. Company turnover in 2004 was approximately 1.2 

billion euros.

Figure 12. Case company organizational structure

The company is divided by its operational areas into three business groups, with 

common Sales and Marketing function and Group Management. The business groups 

are responsible for turnover and profit, and handle the necessary product
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development, whereas the Production Services unit handles the actual production of 

domestic logistics and messaging services, which employs over 70 % of the 

company’s personnel. The organizational chart shown in Figure 12 illustrates this 

divisional structure. Although there is a centralized sales and marketing function, 

each business group typically also has its own sales teams responsible for tailored 

customer solutions. The business group shares from total turnover are shown in 

Figure 13.

в Messaging 

■ Logistics

□ Information 
Logistics

□ Other

Figure 13. Business group shares from total turnover

4.2.2 Changes in Business Environment

The traditional messaging business is the strongest one in the company. The 

profitability of the business group is good, and the group has always been the main 

source of revenue for the firm. Unfortunately, the volumes in this sector are expected 

to shrink in the future with the digitalization of the markets, which means that the 

company’s main source of revenue can be expected to decline unless alternate 

sources of income are found. Figure 14 shows the estimated development in the 

amount of electronic and paper invoices between 1991-2004 (actual) and 2005-2010 

(estimate).
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Figure 14. Millions of sent invoices in Finland as a function of time 1991-2010 (estimate)

To ensure competitiveness in the future, the case company has to anticipate the 

decline in its traditional messaging business. Because the fall in physical messaging 

occurs mainly due to a rise in electronic communications, the information logistics 

business complements the company business portfolio. Supply chain integration and 

the growth of outsourced warehousing services also fuel the growth in the logistics 

business. Messaging turnover has generally grown in pace with the domestic 

economy, whereas logistics and information logistics have experienced growth that is 

much more radical. For example, during the second quarter of 2005, Messaging 

turnover grew 2.1 %, while Information Logistics experienced 9.3 % growth and 

Logistics 9.8 %.

While the messaging business has almost a natural monopoly due to historical 

reasons, the other two business groups are operating in much more competitive 

environments. Both business groups also operate in international markets, and face 

international competition even in domestic markets. Intensified price competition is 

stated as a reason for decreasing margins (profits have stayed still while turnover has 

increased) for both two business groups in the second quarterly report of 2005.
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4.2.3 Current Company Strategy

The company and the business environment it operates in have now been introduced. 

Next, we review the currently pursued company strategy, which enables us to assess 

it and pinpoint any strategic challenges arising from possible misalignments of the 

current strategy and structure.

The mission of the company is to provide solutions for reaching people. The vision is 

to be the leading provider of intelligent logistics solutions by 2010 within selected 

market areas. This means full-service packages that integrate both physical logistics 

as well as information transfer. It will also mean a shift from a product-based focus 

into more customer-oriented, need-based offerings.

The focused strategy of the company is profitable growth, translating to 4-5 % net 

turnover growth per annum. Because of the strong financial position, expansion 

through acquisitions is also possible. In addition to the intelligent and integrated 

solutions already mentioned in the vision, the two key points in achieving this 

strategy will be in continuous improvement of profitability, and expansion at 

domestic and international markets.

Key changes recognized by the company in its business landscape closely reflect its 

strategic choices. Internationalization will cause the need to serve customers in 

multiple countries, and opening borders increase competition in the markets. Only 

streamlined operations may ensure competitiveness in the future. Additionally, the 

electronic communications will make it likely that the information logistics business 

will cannibalize the existing messaging business, making digitization perhaps the 

most important environmental trend.

4.2.4 Company Culture

“The current problem is that if someone chooses not to cooperate in the change, you 

have no way of forcing them to do it” - senior manager in the company (free 

translation)

In an ideal world, the structural adjustments necessitated by company strategy would 

be immediate. However, every organization has some friction and resistance to
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change. The case company has a long history, and considerable portion of the 

employees have been with the company for a very long time, many for decades. This 

means that their established ways of working are hard to change, and the fast pace of 

development puts a lot of pressure on the organization. The relatively small amount 

of change agents mentioned before makes the situation even more challenging.

Functional thinking still has a strong foothold, and specialization into one area often 

causes difficulties when communicating with other parts of the organization. Another 

consequence of specialization is that recognizing the effects of change in other units 

and cross-functional bottlenecks is hard. While institutional thinking has almost 

subsided, the divisional mindset is still very strong, slowing down the adoption of 

any kind of matrix organization. Some of these barriers are built into the current 

organizational structure, a good example being product development, which is 

carried out separately in the three business groups.

Much of the responsibility for driving change falls on the shoulders of a few key 

people. There are people who are involved in almost everything and become too 

busy to actually become familiar with the subjects at hand and take responsibility. 

Much of the business development effort is also done in projects, and the fact that 

development project portfolios are not yet managed on the corporate level causes 

additional strain on already scarce business development resources.

4.2.5 Integration Challenges

“While the decision to adopt a uniform brand [in information logistics] has been 

made, people in the subsidiary still use their old company name. Even in 

communications with customers. ” - Subsidiary employee on a sales training session 

(free translation)

Another factor affecting the pace of strategic alignment is the size and complexity of 

the organization. Herein lies another challenge: much of the recent growth in 

logistics and information logistics has been through business acquisitions. Table 7 

shows the development in the amount of subsidiaries in the past five years. Due to 

some mergers between subsidiaries, their total amount has slightly decreased, but 

still represent major leap from 2000. By the third quarter of 2005, five more
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acquisitions have been made. It is not unlikely that this trend will continue in the 

future, which means that this expansion of organizational scope needs to be built into 

any plans for the future. The integration of current and future subsidiaries presents a 

huge challenge to the case company.

Table 7. Amount of subsidiaries in business groups

Messaging Logistics Information
Logistics

Total

Subsidiaries in 2004 3 7 17 34
Subsidiaries in 2003 4 9 17 37
Subsidiaries in 2002 N/A N/A N/A 38
Subsidiaries in 2001 N/A N/A N/A 32
Subsidiaries in 2000 N/A N/A N/A 20

The three business groups also have strong synergies, but these have not been fully 

utilized. Many functions that could be common to all three groups are done in each 

group separately, which causes additional strain in coordinating activities. Realizing 

the operating synergies between the businesses is recognized as one of the critical 

success factors for the company. This requires a top-level view on the business, and a 

process-based approach has been suggested to tackle this issue.

Adopting a common technological infrastructure is another topic that has largely 

surfaced due to the implementation of an enterprise resource planning system. With a 

growing amount of subsidiaries and increasing international presence, even the task 

of managing master data of customers and products becomes challenging without 

clear information systems architecture. The large amount of business-specific 

applications and their integration with new systems also poses a continuous 

challenge to management. This issue is discussed in more detail in Chapter 4.3.7.

4.3 Current Situation in Business Process Management

4.3.1 History of Business Process Management in the Case 

Company

The company has a long tradition in process-based management, as illustrated by the 

timeline in Figure 15. An initial move towards this was a total quality management 

project initiated in 1990, followed by first the steps in process management in 1993. 

In the two years that ensued, about 150 employees were trained to model company
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processes. The next big leap in process thinking came with the enterprise resource 

planning system implementation project in 2000, which was accompanied by a 

renewal of the company process map (a map which represents the major business 

processes identified in the company, and their relationships). The process map was 

again revised in 2003, and finally in 2004 when the current form was adopted.

Employee training on 
process modeling

Total quality management 
initiative

1990 1995

ERP implementation, 
revised process map

Process map 2

Process map 3

:: r~ i T—f-
2000 2004

Figure 15. Case company milestones in business process management

The underlying objective has been that process-based management would shift the 

viewpoint from the traditional functional thinking into a more customer-oriented 

direction. It would also greatly help cooperation between the different business 

groups and functions by defining their interrelationships and interfaces. A further 

objective has been to reduce unnecessary variations in work practices by introducing 

corporate-wide processes. With the enterprise resource planning system 

implementation and consolidation of the company’s information systems, the 

processes have also come to play a key role in aligning the information systems 

development with business goals.

While process thinking has come a long way in the company, many problems still 

exist in its company wide adoption. The decision-making structure and roles are still 

not clear to the people involved, and the integration of information systems to 

processes is not always well understood. It has been suggested, that a corporate-wide 

enterprise architecture would solve many of these problems. Some initial steps 

towards this have already been taken, but the exact form of such an architecture is 

not completely clear.

Furthermore, using processes to communicate common ways of working has 

somewhat mitigated the production-orientation commonly associated with process- 

based management. Because of this, many of the core business processes are only
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defined on a very general level, whereas some support processes are described in 

intimate detail. This has also meant that measuring processes and a culture of 

continuous improvement has not yet taken a strong foothold in the company.

4.3.2 Existing Process Management Structure

Fourteen corporate level business processes have been recognized in the case 

company. Some of these, such as the strategy process, are same for the whole 

company. Other processes, including service fulfillment (which describes the actual 

production of company’s services and products), have business group-specific 

variations. The processes are structured into the form of a process map, which is 

divided into four baskets - management, development, core and support processes. 

The case company process map is shown in Figure 16 and its different processes 

described in Table 8.

Management processes
Plan corporate 

strategy & structures
Manage performance

Development processes
Manage program 

portfolio
Manage projects

Core processes
Manage 
order-to- 
casli cycle

Manage

fu llillnicnt

Product
lifecycle
mgnit

Activity
ingnit

Account i Manage
mgnit I partner

ships

Support processes
Manage Manage Perform Manage
human information financial procurement

resources technoloev transactions

Figure 16. Process map of the case company and the four process baskets
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Table 8. Descriptions of processes in case company process map

Process name Description
Plan corporate strategy & 
structures

Corporate strategy process.

Manage performance Annual planning process, its associated reviews, and cascading 
down the strategic objectives into concrete unit-level plans.

Manage program portfolio Project (and program) portfolio management model, in which 
development projects are prioritized and selected for execution.
Still under formulation.

Manage projects Project management model.
Manage order-to-cash cycle Order receiving, gathering invoicing information and invoicing. A 

shorter form “order-to-cash” is commonly used. Actual production 
is described by the service fulfillment process.

Manage service fulfillment Actual production process. This and the order-to-cash processes 
currently have business group specific variants. A shorter form 
“service fulfillment” is commonly used.

Product lifecycle management Processes of managing product portfolio, developing new ones, 
monitoring current products and retiring products.

Activity management Marketing processes, currently concentrated around planning of 
marketing activities.

Account management Sales processes, currently concentrated around planning customer 
accounts.

Manage partnerships Process for managing partnerships. Still under formulation.
Manage human resources Supporting human resources processes.
Manage information technology Supporting processes for information technology management.

Under revision.
Perform financial transactions Supporting finance processes.
Manage procurement Supporting procurement process.

Two roles are essential in the management of each process. The process owner has 

the main responsibility for securing the corporate benefits of the process, setting 

objectives, and monitoring their fulfillment. The process owner is a member of the 

corporate board or has an equivalent background, and is responsible for reporting the 

status of his/her process to the corporate board. The process owner also provides 

necessary support for the process manager, who is responsible for the actual 

implementation of the process. The main goal for process manager is to maximize 

the efficiency of the process in the corporation within the given objectives. This is 

done through keeping process descriptions up to date, developing the processes, and 

communicating the process requirements to interfacing processes and supporting 

information systems and other solutions. Process manager also arranges necessary 

training for people working in the process, and implements the suitable metrics to 

measure the process.
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Business layer
Business

Owner

Process
Process layer

Owner &

Manager

Solution layerConcept

Owner

Infrastructure
layerOwner

Figure 17. Roles and their knowledge requirements

Three other roles complement those of process owner and manager. The business 

owner, also a member of the corporate board, is responsible for the company 

business process management as a whole, monitoring and coordinating the overall 

process development. The same term is also sometimes used for business managers 

in general, meaning people who have line responsibility over the business described 

by the process. The concept owner is responsible for a single concept supporting one 

or more processes, usually through information systems. Concepts usually refer to 

information systems and data that support a certain process, for example customer 

relationship management (and the related customer data) or finance (and the related 

accounts and other data). The concept owner acts as a coordinator between the 

processes and the technological infrastructure, which in turn is the responsibility of 

infra owners. The business structures, processes, concepts, and infrastructure can be 

thought of as four layers, where each layer has persons responsible for development 

of that layer, who must understand and communicate with the adjacent layers to 

achieve their objective. This concept is illustrated in Figure 17. Due to historical 

reasons, the term “solution layer” is used instead of “concept layer”.
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This four-layer structure and the associated roles also comprise the company’s 

current view of its enterprise architecture. The initial kick-off for the company’s 
enterprise architecture was conducted November 2nd 2004. It was decided that the 

next step would be collecting the necessary documentation from the different layers, 

including process descriptions and available documents on different concepts and the 

associated information systems. After that, they would be combined into a present- 

state as-is model of the enterprise architecture, enabling the design of a to-be model, 

which could then be used to coordinate the development of processes and supporting 

information systems. It was also deemed necessary to have a supporting tool for the 

modeling of the enterprise architecture. Such modeling software was evaluated 

during spring 2005, and consequently the final buying decision was made in May. 

Some of the material, mainly processes, collected for enterprise architecture has 

already been modeled using this software, but on other areas the development has 

been slower.

The current understanding of the concept of enterprise architecture in the case 

company is vague at best - different people have different perceptions of its contents. 

To summarize the situation, the objectives for the enterprise architecture are clear: 

To help the development of all four layers, establish a stronger link between them 

and overall company strategy, and act as a communication tool between different 

parts of the organization. However, the steps necessary to attain these objectives are 

less clear. The following chapters illustrate the most pressing problem areas that 

surround the implementation of business process management in the case company, 

and enterprise architecture, which is still under formulation.

4.3.3 Process Management Roles

“Process managers don’t have predefined rights. You have to take them by doing the 

right things. ” - A process manager on the issue of roles (free translation)

The company has a long history as a functional organization. Line managers have the 

final responsibility of results, as well as the resources of the company at their 

disposal. Current formulation of process roles state that process managers, aided by 

process owners, identify, describe, and develop the processes, which are then 

approved and implemented in the functions. However, monitoring that work is done

Page 43



Master’s thesis Joonas Pihlajamaa

according to processes, and the consequences of not following the process are not 

defined. In practice, the development objectives set by the processes are only 

supported as long as the objectives of business groups or functions are not 

compromised. While this helps rejecting processes that are not useful, it also means 

that processes never have guaranteed impact on the way work is carried out. Still, the 

ultimate responsibility on the process lies with the owner, but the possibilities to 

affect the functions are in many cases limited to lobbying. While the process owner 

has limited resources and no budget of his own, he is still held responsible if 

something goes wrong in the process. It is clear that cooperation of process people 

and line managers - the business owners of actual work - needs to be addressed.

Adding to the challenges of organizing people’s work to follow processes is that 

none of the process roles described in the previous chapter are full-time. Instead, 

process owners and managers usually have a related functional role. This limits 

process thinking in three ways. First, these people have limited time to spend on 

process issues. The process managers are so busy that arranging a common time to 

discuss process management needs to be done months in advance. Second, there is a 

conflict of interest between the line responsibility and process role, which amplifies 

the effects discussed in the previous paragraph. Third, a more subtle effect is the 

narrowing of perspective. A good example is that from the five operational core 

processes, only product lifecycle management can be said to be truly cross-functional 

- the others only involve interfaces to other processes and units. Also many of the 

support processes follow organizational borders, although in many cases this is more 

understandable.

Most of the process owners and managers had some difficulties in understanding 

their role. Some felt that the division of work between the process owner and the 

manager was not clear, and at some points the responsibilities were overlapping. 

Each owner-manager pair had developed their own way of working together, some of 

which seemed to work better than others. In one case, the last meeting of the process 

owner and manager had been almost eight months ago. The need for clearer 

corporate-wide role definitions that would address these problems was evident. The 

current role descriptions in the company focus on general responsibilities, leaving all
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details in the hands of the process managers and owners. This largely explains the 

variance and uncertainty expressed by the people working in these roles.

Establishing better cooperation between process managers and concept owners was 

another need that surfaced in the discussions. So far, each concept owner has had 

his/her own way of working with process managers, but a common way of doing 

cooperation is in the works. Without adequate communication, systems cannot be 

aligned with the processes. Some of the processes have no concept owners to support 

them, while other concepts are related to a multitude of processes, sometimes with 

only vague understanding of the relationship between the process and the concept. 

As one of the interviewed concept owners put it, the concepts need to be put in 

“business terms” so both business and process people can understand them.

AH additional problem is that many concepts, for example customer relationship 

management, contain clear system-imposed processes, which are not recognized as 

official company processes, although they are already followed by people who use 

the concept. Process managers have been reluctant to accept these processes within 

their scope of responsibility. It could be said that while there is an agreement on the 

top-level processes in the company (i.e. the company process map), process 

managers and concept owners have differing opinions on the contents of these top- 

level processes. The reluctance of process managers to add new sub processes may 

partly be because they simply do not have the time to coordinate any more 

development, even if it is within the scope of their current responsibilities.

4.3.4 Process Organization

“It is not clear who has the authority to decide what. At worst, the same decisions 

need to be done over and over again in different forums” - One simulation session 

attendee on decision-making

The conflict of line and process objectives was already discussed in the previous 

chapter. In addition to the shift from functional thinking to a more process-based 

mindset, the development work in the company is increasingly being carried out in 

projects. This introduces a third factor to the equation, and has lead to a situation 

where important business development decisions go through three forums. First, any
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development suggestions are discussed in the steering group of the project. After 

this, the managers and owners of the processes involved (if they are consulted) 

approve the recommendations. Finally, the managers of business groups and/or 

functions with the power to implement changes need to be persuaded. Multiple 

rounds of approval are often needed, because it is not clear who has the final say in 

conflict situations. It is evident that this consumes a great deal of development and 

management resources, as well as slows down change.

While making business decisions is a challenge, process decision-making has 

problems of its own. The decision has been made to handle process decisions with 

the current management structure instead of creating a “process board” or a similar 

entity. However, process issues are not routinely handled in current decision-making 

forums, nor are they integrated into the current management processes or planning 

cycles. Instead, process issues are handled more on an ad hoc basis when they 

surface, so they will not consume management time if it is not necessary. 

Unfortunately, this also means that the progress of processes is not monitored in any 

orderly manner. It is likely that ad hoc follow-up on processes is one of the reasons 

for their slow development. Indeed, an article that was published ten years ago in the 

internal company magazine discussed the state of process management in the 

company - with almost identical issues that the company process management faces 

today.

Many of the process managers in the simulation session expressed the desire to 

arrange regular meetings among process people. This would be a welcome change to 

the infrequent and informal communication currently practiced to coordinate 

development. It would make the people more aware of the state and progress of other 

processes, and better enable coordinating process development. A common roadmap 

and objectives would ensure that all parts are moving towards the same direction 

without interfering with each other.

In addition to managerial level problems, there are operational issues as well. The 

fourteen processes in the company process map may represent the high-level 

processes well, but many fail to encompass the necessary level of detail to be 

relevant to the majority of company employees. The key processes here are the
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service fulfillment and order-to-cash processes. These two highly interlinked 

processes make out the bulk of daily operations within the company, and are also the 

most visible to customers. Messaging and logistics production alone employs 75 per 

cent of company personnel. These processes would benefit most from process 

approach. Each business group has its own service fulfillment process, usually with a 

large amount of subsidiary or product-specific variations. For example, in the 

information logistics business group, almost every subsidiary has its own production 

processes to produce almost identical services. Some of these processes are manual 

and error-prone, so adopting a standardized process could offer huge benefits.

It should be noted that the question of which processes should be standardized across 

subsidiaries and in what order is still largely open. This decision is especially critical 

for foreign subsidiaries, which have not yet been significantly involved in the process 

development. An additional complication to this is the size difference between 

subsidiaries. For example, the human resources process has been developed for the 

needs of domestic business that employs over ten thousand employees. It is likely 

that such a process is too heavy for small international subsidiaries that may have a 

little over a hundred employees.

4.3.5 Process Linkages

The issue of understanding the interconnections between different processes surfaced 

during the simulation session, as well as in many of the interviews with process 

managers. The major problem stemming from current poor understanding of these 

process linkages is that processes in the company process map do not form a 

complete picture of how the company operates. This makes it hard to rely on the 

processes, because they do not describe the communication that is actually needed to 

make the processes work.

A good example of this is the service fulfillment process for the messaging and 

logistics business groups’ common services. The current process descriptions are not 

linked in any way to the order-to-cash process, which is responsible for invoicing the 

customers of the service fulfillment. Neither is it shown how production planning is 

related to actually producing the service, nor does it include any reference to 

supporting processes. This means that in its current form, the service fulfillment
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processes descriptions cannot be used to discuss the complete structure of the 

production, as linkages to other related processes are missing.

One likely reason for the partial understanding of process linkages is the scattered 

process documentation. No central repository has been available for processes, which 

has lead to situations where related processes are not discovered until the 

development has been carried out. An additional hindrance is that no process 

description looks exactly the same. A quick survey of the process material gathered 

for documenting the company enterprise architecture revealed over thirty different 

types of process descriptions.

If the processes could be brought into a central repository and their form unified, the 

task of identifying process linkages would become much easier. Until the chain of 

processes is properly understood, customer orientation is hard to achieve (consider 

the example of service fulfillment process without any links to receiving orders or 

billing the customers!). Similarly, none of the processes operate in a vacuum - 

planning and support are essential parts of operations. Without these linkages, the 

exact relationships of planning and support processes to the core business cannot be 

clearly understood. For example, in addition to the procurement process itself, its use 

in other parts of the process map should also be documented.

Even more important than the internal process interfaces is the customer interface, 

which should be defined in the process. The case company has placed high hopes in 

increasing customer orientation through business process management, but 

customers and their needs are still not adequately considered in the processes. A 

good example is a recent project undertaken in the company to make some of its 

services easier for customers to access. Once the current process was modeled, it 

became clear that making a delivery contract with the case company usually required 

two phone conversations with the customer, and papers were sent between the parties 

multiple times. It became apparent that the delivery time could be reduced 

significantly through process redesign. Far too little of the process manager’s time is 

spent on these types of development projects. One likely reason is that only service 

fulfillment, order-to-cash, account management and activity management have direct

Page 48



Master’s thesis Joonas Pihlajamaa

customer interfaces, and their process managers have only limited time to spare on 

working with these issues.

4.3.6 Process Measures

“We do not yet know what exactly we should measure. Any experiences and best 

practices from other process managers would certainly be helpful” - One of the 

interviewed process managers

Process measures are used to pinpoint problem areas in the current processes, and to 

quantify process improvement. Actual data from process throughput and costs help 

to justify developments and provide more transparency to the process. In the case of 

outsourced processes or processes involving customers or suppliers, measuring 

becomes even more important.

Some process measures have been adopted in the company, but in most processes the 

measures are still in their infancy. Many of the managers interviewed were not yet 

sure whether function or process measures should be used. Most still felt that the 

measures are an effective way to communicate strategy to processes and concepts - 

reporting is done based on the needs of strategy, and reported measures should 

become the basis for process development, which then becomes the basis for concept 

and infrastructure development. However, implementation of measures was seen as 

challenging - all possible measures cannot be adopted, and when choosing the 

measures, functions tend to favor measures that are important to them instead of 

those that benefit the whole process. Many process managers were at a loss with 

selecting proper measures, and they hoped that processes that already had measures 

in place could provide recommendations on the types of measures that had worked.

The scope of the measures was a major issue in the discussions. Some expressed 

concerns that too narrow measures may lead to sub optimal results. For example, the 

preventive health care costs may improve the measures of human resource processes, 

such as the amount of sick leave, but have a negative impact on simple financial 

measures of the business groups. Others supported this view by stating that the 

measures should focus on the business as a whole. The traditional way has been to 

measure the performance of different functions, so it will be a challenge to integrate
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these measures to support the whole process. Some suggested partitioning process 

measures into smaller ones that can be attached to individual functions. Whether 

quantitative or qualitative measures should be preferred was still open.

The company has recently developed a tree model detailing value creation at the 

company, with branches such as costs, revenues, and assets. The current plan is to 

attach the individual performance measures into this value driver tree, which would 

give a better picture of how the performance of individual processes contributes to 

the company value creation as a whole. In addition, the development of each process 

followed using a combined maturity and implementation stage measure, and auditing 

is done in the company to evaluate the process status. However, process-specific 

measures and their continuous follow up to locate development areas are still largely 

missing.

4.3.7 Information Systems

“When a system is changed, no one knows exactly how it will affect operations” - 

One of the concept owners interviewed

The aim of information systems in the company is to lower costs and increase 

efficiency by providing support to business processes. Most important systems have 

been assigned to concepts, and concept owners are responsible for their development, 

acting as a link between the processes and infrastructure owners.

The way the different roles in company enterprise architecture model are defined, 

business requirements should shape the processes, which in turn communicate needs 

to concept owners, who cooperate with technical people to develop solutions to 

support the processes. In practice, however, processes are sometimes bypassed. In 

many cases managers already have a solution in mind, instead of communicating the 

business needs and leaving the system selection to concept owners and technical 

people.

The importance of adequate communication was stressed in all interviews with the 

concept owners. Concept owners need to share information about the ongoing 

development projects, so changes affecting other concepts can be better anticipated
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and scheduled so that they will not interfere with each other. These changes also 

need to be communicated to process people to arrange necessary training and inform 

the people working in the process. Frequent communication between concept owners 

is needed to provide seamless support for the processes. One of the concept owners 

also pointed out that the meetings should be formal enough to get more things done. 

Similarly, plans on process development need to be well known in order to respond 

to any changes.

Direct contact with the process owners and managers and the participation in steering 

groups was the preferred communication channel among concept owners. The big 

picture on process development is important, but individual projects also need to be 

known. This area has posed challenges to the concept owners. Currently, no 

centralized project portfolio exists. The different business groups have lists of 

ongoing projects, but even these are sometimes severely outdated. This makes it very 

hard to follow all the development that may be related to the concepts. It should be 

noted that process managers face a similar problem.

The cooperation with processes and concepts has so far differed from one concept to 

another, but work is under way to create a unified development process for concepts. 

The frequency of meetings between process and concept owners should also be 

increased - many felt that instead of annual reviews, quarterly meetings would 

provide a more continuous dialog between all the participants.

To better understand how corporate enterprise architecture could help information 

systems development, concept owners were also asked what information is needed 

for successful management of concepts. When analyzing the answers, five topics 

could be clearly identified: Functionality offered by the concept, the data (especially 

master data) involved, and the linkages between processes, information systems, and 

infrastructure. The detailed issues collected under these topics are summarized in 

Table 9.

The term legacy software used in the table is a general term used for old applications 

in the company, some of which have been used for over a decade. Many of these 

legacy systems are so obscure that only a handful of people or external suppliers 

know their inner workings. At the same time, many of the systems are crucial parts
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of current production processes. Changing these legacy systems is often very hard, 

which means that processes can only be altered at great expense. This shows that 

while an information system may greatly support a process, it also introduces a 

component of rigidity into the system. The need to appoint concept owners to take 

responsibility for developing these legacy systems surfaced in the simulation session. 

Traditionally the systems have been developed and maintained by individual 

functions, so even taking responsibility of these systems may prove challenging.

Table 9. Collected challenges in concept management

Topic Needs____________________________________________________________________
Functionality e To communicate what views or reports are available for the system for different 

types of users
• To communicate how the concept is intended to be used
• To communicate the schedule of concept development
• To communicate new functionality available in the systems
• To communicate how the concept responds to the needs of the business
• To gather detailed information about the functionality of involved information 

systems
_______________ »To translate the technical concepts into business language_______________________
Data e To manage and maintain data

To determine what steps are needed to change data, and what effects does it have 
(e.g. how a new profit center is created, and what systems need to be updated 
afterwards)
To define the parties that need to be notified when certain piece of data is updated 
To investigate how outsourced data can be managed
To automate the distribution of master data changes to keep all systems updated 
To know what information sources are used in a system 
To model the data so that its structure can be communicated further 
To understand which processes maintain master data
To ensure the functionality of information systems in case of master data changes 
To understand what master data is involved in a concept_________________________
To manage concept lifecycle so that processes are supported 
To link the information system manuals with the processes using them 
To synchronize changes with processes using common development roadmaps 
To find process segments that have overlapping systems support, or no support at 
all
To evaluate how retiring a system affects the processes 
To understand the events taking place in the system in course of a process 
To understand the effect of legacy systems into current processes_________________

Information «To map all legacy systems used
system • To view the relationships between the systems
linkages • To decide what corporate-wide information systems will be used, and to manage

this transition
• To know who is responsible for a given system
• Interfacing with external systems has to be flexible in order to serve customers well
• To have a high level architecture map of the systems - details are less important
• To develop the modem systems together with the legacy system maintained 
»To know what projects are underway that are related to a given information system

Process
linkages
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Infrastructure «То understand the links between information systems and the infrastructure 
linkages • To define requirements to infrastructure based on the needs of the systems, perhaps

even performance measures
• To understand the technical roadmap of infrastructure development
• To manage the infrastructure service level agreements

4.3.8 Expectations for Enterprise Architecture

We have now gone through the issues, challenges, and problems associated with the 

current state of business process management in the case company. Before 

continuing with a synthesis of this problem space and analysis on how enterprise 

architecture is able solve these issues, a look on the expectations for enterprise 

architecture is in order.

Most of the people interviewed felt that enterprise architecture would help in 

providing a high-level view into the whole chaos of processes, concepts, information 

systems and business structures. Many explicitly stated that introducing too many 

details would negatively affect the whole. By keeping the scope focused enough, the 

architecture would stay maintainable and could really be used as a management tool. 

One of the interviewees crystallized this aspiration especially well, describing 

enterprise architecture as an X-ray of the organization, where the skeleton is clearly 

visible, and any fractures can be easily diagnosed. Enterprise architecture would help 

to recognize unnecessary overlaps between systems, processes, and process variants 

that have no actual use.

People expect enterprise architecture to improve process models, especially on the 

linkages of different processes. Especially for annual processes such as the strategy 

process and many other planning processes, people felt that a time-based view would 

offer better insight on how the processes are intertwined. Linking processes with 

information systems and business structures would serve as a powerful management 

tool, and increase the awareness of possible impacts when changes are introduced in 

processes, information systems, organization, product portfolio, customer base, or 

company strategy.

People also hoped that enterprise architecture would help to solve many of the 

problems already discussed, by helping to develop process and concept development 

roadmaps, clarifying process and concept linkages, and improving understanding on
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the flow of data. Most importantly, many felt that enterprise architecture could in its 

part help clarify the decision-making and management models in the company. 

People also wished that the objectives and uses of enterprise architecture would be 

communicated better - why is it important, how is it used, and how it affects work.

4.4 Pilot Model for Enterprise Architecture

4.4.1 Motivation for the Pilot Model

The preceding chapters have discussed the general strategic situation of the 

company, shed light on the more operational situation of process management in the 

company, and discussed some of the expectations for enterprise architecture. 

However, it is hard to evaluate the usefulness of such architecture without providing 

any example its possible contents.

To help this evaluation, a simple pilot model of an enterprise model was constructed 

using information gathered from the Information Logistics business group. By 

concentrating on a single business group, the complexity of the model could be kept 

at manageable level. Following the scope set for the whole study, the model 

concentrates on business-level structures, whereas information system details have 

received less attention - this part of enterprise architecture is already widely explored 

in existing literature. Furthermore, the model concentrates on parts that are closest to 

the customer - the offered products, sales and production processes, and the related 

information systems. These limitations kept the amount of data that needed to be 

gathered within the scope of this study, while still offering good basis for analysis.

The model was constructed using available documentation of the current business 

group structure, and four additional interviews within the business group. The people 

interviewed, their background and focus of the interviews are outlined in Table 10.

Table 10. Additional persons interviewed for pilot model of enterprise architecture

Person Background Interview purpose
interviewed
Development Works on business development tasks To clarify the current state of process 
manager related to whole business group management within the business group,

production. and the current processes used within the
business group subsidiaries.
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Sales & Has the sales and marketing To understand the customer structure,
Marketing responsibility within the business group, sales and marketing organizations, and
manager their relation to the product portfolio and
______________________________________________________ service fulfillment processes.____________
Controller Has been responsible for creation of To understand the product portfolio and

new, modular product structure that is its relation to business group organization
_______________ being adopted in the business group._____ and processes.__________________________
Development Is responsible for product lifecycle To understand the product-related
manager management (PLM) process within the processes in the company,

business group.

The pilot model is organized into three parts. The first part will highlight the basic 

business structures behind the business group: the organizational structure, the 

product portfolio, the customer base, and their relationships. These adequately cover 

the basic principles of business: who sells, what is sold, and to whom. The second 

part explores the relevant business processes in the context of sales and actual 

production, i.e. the order-to-cash and service fulfillment processes of the business 

group. The focus will be on textual descriptions, and illustrations are used as 

necessary. Finally, the third part of the pilot model details the so-called “Solution 

layer” in the case company terminology. It combines the information and application 

system layers found in most enterprise architectures, so we discuss both of these 

issues side-by-side.

4.4.2 Business Structure

The business group has expanded through acquisitions, and is now organized so that 

there is one subsidiary in each of the operating countries (with the exception of 

Finland, where there are two). In addition to this, the business is divided into four 

business units, forming a matrix structure illustrated in Figure 18.
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Figure 18. Division of business group into countries and four business units

Historically, each country has had their own products that have differed somewhat 

from the ones sold in other countries. However, during the past year, efforts have 

been made to unify these separate product portfolios into one common portfolio. This 

will result in more unified offerings to customers. Termed solutions, the offerings 

based on combinations of five internal products, each of which may have different 

characteristics. This approach is currently being piloted in one country, and it is 

expected to expand into other countries. Table 11 shows the new product structure 

featuring solutions and internal products behind them.

Table 11. Illustration of product structure: solutions and internal products utilized

Solution 1 Solution 2 ... Solution N
Internal product A X X
Internal product В X X

Internal product Y X X
Internal product Z X X

There exists a rather clear mapping from internal products to business units, where 

the few items that are shared (for example, connections with customer systems are 

done in each business unit) can be divided based on annual volumes. The production 

organization is divided similarly, each country having production personnel for all 

internal products it uses in the solutions it sells.

However, the actual solutions sold to customers are not as directly related to the 

organizational structure, essentially leaving actual solutions sold to customers 

without a clear organizational owner. This is because they combine internal products
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provided by different business units. Adding to the fact is that product development 

ideas are currently handled first in business units and then on business group level, 

which means that no organization is directly developing the actual products sold to 

customers. A management account problem also emerges because of this, as any 

profitability figures are hard to derive from data that is based on internal products.

In modeling the customers an internal approach is taken, where the customer is 

viewed from the point of the case company and its sales organization. This view is 

also easier to relate to the aforementioned organizational and product structure. The 

customers are segmented by industry, which strongly correlates with the types of 

solutions they are likely to buy. The most important customers are handled as 

individual accounts, while smaller customers are handled in larger groups with no 

individual sales targets. Each subsidiary has its own sales organization, which 

essentially means that sales are mostly country-based. The first virtual international 

sales teams for cross-border customers have just been created, and currently their 

target group consists of fourteen international customers. The sales organization is 

illustrated in Figure 19.

Finland common sales team

Finnish
customer Finland 

BU 4 
sales

Finland
BU3
sales

Finland 
BU 1 
sales

Finland 
BU 2 
sales

Virtual
sales
teamSwedish

customer Sweden sales team

Germany sales team

Multinational
customer

Figure 19. Business group sales organization and its relation to customers

Several important questions surface when the sales organization is considered against 

the other structures already discussed. First is the inherent country orientation this 

brings about. The subsidiaries are organized by countries, and so are the sales
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organizations - what is the role of business units, and are sales resources divided 

among them? Is there need for separate business unit-specific sales teams in Finland 

- and if there is, should similar model be implemented in other countries? Unless 

sales operations are carefully communicated between different units, it may be hard 

to act as a single sales channel to the customers of the business unit. A whole other 

issue is the relationship between the common sales and marketing unit of the case 

company, which is discussed in Chapter 5.1.

4.4.3 Business Process View

As suggested by the use of term “solution” for company products and services, the 

sales function is consultative. The sales person discusses with the customer, asking 

open questions and trying to understand which parts of the customer process could be 

made more efficient with the help of available solutions. After discussion, a bid is 

sent to customer, which hopefully results in a contract. One significant characteristic 

separates the sales process from many other types of business. Because almost all the 

solutions are integrated into the customer’s processes and information systems, 

technical preparations are needed before the customer can actually start to use the 

solution (i.e. submit digital material for production). This means that the technical 

team usually needs to be consulted during the sales process.

After signing the contract, necessary integration between the information systems are 

usually implemented by technical teams. Due to most country subsidiaries being 

acquired companies, they have done this connection establishment process 

themselves. Synergies are currently being sought by combining the technical 

platform for this integration, but the country-specific teams will remain in the 

foreseeable future. Figure 20 illustrates the whole process on general level.

Bidding
Account
planning

Sales
discussions

Signing
contract

Building
integration

Technical
evaluation

Figure 20. Overview of the sales process, finishing with a production-ready setup
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Once the contract and setup phases have been completed, the customer may start to 

send data for the business group. Traditional orders are rarely used - instead, 

received information is a contractual basis for both payment and production. Initial 

information of the order is entered into sales system, and the information enters the 

so-called connections and conversion process. After this process, the converted data 

enters one or more of the production streams, which correspond to the internal 

products. Once the data is consumed by the production and converted into the 

solution desired by customer, actual production amounts are reported and entered 

into sales system, based on which the customer is billed. The whole order-to-cash 

and the related service fulfillment processes are shown in Figure 21.

Figure 21. From received data to invoicing - Order-to-cash and Service fulfillment processes

What are the interconnections between business structures and the processes? The 

sales organization and the production organization are naturally the parties carrying 

out the processes discussed above. As has been mentioned, country-specific sales and 

production units currently handle the whole process. This immediately raises one 

important question: which of these activities need to be done in a distributed manner, 

and which could be centralized without any perceivable change to the customer? It 

seems plausible that most, if not all, of the technical evaluation, integration, and data 

handling could be done by a single global unit instead of each country having their 

own teams. Even parts of account planning, order entry and invoicing could 

perceivably be handled centrally; although this is likely to add complications of its 

own (e.g. customer invoices would need to be printed in a distributed manner, and 

local sales teams know their accounts best). In addition, customer could conceivably 

do some of the tasks themselves if it could reduce the total cost, potentially 

benefiting both parties.
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Even bigger issue is the production. The nature of the business pursued by the 

business group is such, that flexible selection of production sites has the potential of 

generating huge savings, which could be shared between the customer and the 

business group. We will return to this issue in the next chapter, which discusses the 

information systems currently supporting the business processes and the planning 

methods available for production.

4.4.4 Supporting Solutions

Application system support for the sales process follows similar lines as 

organizational structure, i.e. country borders. Between the eight countries and nine 

subsidiaries, five different CRM systems are currently in use, each of them typically 

used in three countries at most. Similar variety can be found in sales and invoicing 

systems. This naturally has direct implications to customer information that is stored 

in these systems, which are not integrated to each other and therefore the data cannot 

be easily shared within the whole business group. One of the countries has no sales 

or CRM system at all, relying solely on two legacy invoicing systems.

In production, the application support is in much worse state. With the exception of 

one country, no production control systems are in place. Instead, the production 

relies on traditional pen-and-paper solutions (one country) or mixed set of production 

line specific legacy systems (one country). This essentially means that production is 

currently a black box in most countries, pre-processed customer data going in, and 

actual production volumes coming out. This also makes it complicated when 

customer inquires the status of an order, as in most cases this information does not 

exist anywhere except in the heads of production personnel.

A similar situation is faced by production planning. Because of the mixed state of 

production controlling systems, orderly production planning is very difficult. What 

makes efficient production planning even harder is the lack of reliable forecast 

information. Currently, the customers have no responsibility to provide any forecast 

on the volumes they will demand in the future. In many cases there are not even 

contractual limits for the volumes the customer can deliver. Effectively, this means 

that all production planning that can be done is based either on historical data or is
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done on ad hoc basis after the day’s production data has been received and 

converted.

Another issue stemming from the information systems support for production is the 

accuracy of the data available on internal products (which closely correspond to the 

different types of production done). The total volumes that are currently reported are 

not interesting in themselves. Rather, volumes of internal products with certain 

characteristics would be needed; much like an ice cream factory needs to know the 

consumption of individual flavors in addition to total volume of ice cream produced.

As a summary, the examination of the information systems supporting the business 

group operations revealed three major issues. First is the mixed state of sales systems 

currently in place. Efforts are already being made in the business group to adopt a 

common platform, which would also result in integrated and shared customer master 

data. Second is the lack of production control systems, which means that accurate 

information of the current state of customer orders is not available. Building such 

status-tracking mechanisms into the production and having a sales support team in 

place which could answer the customer’s question is currently being planned in order 

to rectify this situation. The third issue is the poor state of production planning. This 

problem has clearly been recognized, and is currently under consideration.
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5 CASE STUDY SYNTHESIS

5.1 Strategic Challenges of the Case Company

The case study began by introducing the company’s organizational structure, which 

seemed rather straightforward - three business groups with common production, 

sales, marketing, and management. However, when examined closer, many 

deviations from this structure became apparent. As put by one of the people 

interviewed, the common sales and marketing function concentrates mostly on 

messaging products and solely on domestic sales. Actually, only one product of the 

Information Logistics business group is directly sold by corporate sales, as other 

solutions offered by the business group are technically too complicated for the 

corporate sales channel. The logistics business group follows a similar pattern with 

its own solution sales. Similar pattern can be observed in production. Production 

services unit concentrates on messaging and logistics products, and even a part of the 

logistics business is outside its scope. The organizational model showing these 

differences is depicted in Figure 22. When compared to the simplified version shown 

on page 33 in Figure 12, it gives a much better picture of the challenges that lie 

ahead if synergies are sought between the business groups.
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Figure 22. Case company organizational structure with group-specific sales, marketing and 

production

The first obvious gap is the three different sales organizations. The rough difference 

between these is that the corporate sales concentrates on simple products, while the 

business group -specific sales organizations are needed to handle the more 

consultative sales needed by the solutions offered by these businesses. Furthermore, 

in information logistics, it is felt that the business group brand is more suitable for 

sales than the image associated with the corporate brand. From a customer point of 

view, it is likely that either a clearly separated sales channels or alternatively a fully 

integrated channel which could offer all products would be better than the current 

model, which is somewhere in between these two models.

The production services unit is one of the areas where synergies between messaging 

and logistics businesses are already actively pursued. However, synergies in other 

areas are more complementary, offering value to the customer like combined 

electronic and physical delivery of material, but not to the production organizations 

themselves. Similarly, international operations of the logistics business are beyond 

the scope of the common production services unit. It is not surprising that similar 

gaps exist in the product portfolios of the three business groups, closely mirroring 

those found in the sales and production organizations. A systemic view of the whole 

is shown in Figure 23.
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Figure 23. Customers, sales organizations, product portfolios and production as a system

A clear challenge emerges when the current way of organizing the sales, products, 

and production presents is contrasted against the case company strategy of offering 

service packages to customers that integrate both physical logistics as well as 

information transfer. Also, the aim of shifting from a production-based view into 

more customer need -based offering translates directly into moving the product 

portfolio development currently situated in the business groups nearer to production, 

which is closer to the customer interface. The current situation also closely reflects 

the rather loose interconnections that the information logistics business group 

currently has with the other two groups in terms of production - casting aside sales 

synergies. On top of this come the integration challenges discussed in the case, which 

show that the similar issues recognized on the business group level are also likely to 

be found within each of the business groups and their subsidiaries.

In addition to these structural challenges, several development areas were recognized 

in the internal environment of the company. In Chapter 3.1 we identified common 

strategic challenges that may face public and privatized companies. Based on the 

case study, we can now examine the possible presence of these issues in the case 

company. This side-by-side comparison is shown in Table 12.
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Table 12. Strategic challenges from literature present in case company

Strategic challenge Presence in the case company
Need for more external controls 
on managers

Incentive schemes have already been adopted in the company. No 
agency problems surfaced in the case study.

Increasing customer focus Recognized as one of the critical issues to be tackled in the 
company. Strong hopes have been placed on process management 
to solve this issue. There have been problems with the division of 
responsibilities and coordination in sales activities.

Replacing the top management 
team

Most of the members of the top management team already come 
from the private sector. From the executive board of 2004, seven 
had joined the company in year 2000 or later, seven before that. 
Average years within the company were 16.

Stronger role of financial 
markets

The financial situation of the company has been strong, and 
financial markets do not yet have a significant role (equity ratio
66%, gearing -36%).

Need for scope-enhancing 
strategies

The company has pursued heavy scope expansion, acquiring 
companies in the fields of logistics and information logistics. 
Inorganic growth in the future is also possible due to strong 
financial position.

Decentralization of 
organizational structure

Overlap in decision-making still exists, as described in the case 
study. Multiple layers of boards and steering groups are slowing 
down the pace of change.

Strengthening of the corporate 
image

Information logistics has adopted a separate brand to avoid some 
of the images associated with the corporate brand.

Decreasing role of public 
opinion, trade associations, 
governmental parties and 
regulatory agencies

Regulation in the messaging business has lessened and this trend 
is likely to continue with the recent EU legislation. No issues 
surrounding public opinion or trade associations surfaced during 
the case study. The case company is relatively free of 
governmental intervention.

Scanning the competitive 
landscape

According to statements of people working with business 
intelligence, identifying competitors and estimating market share 
remains a controversial topic in the information logistics business 
group. In the other two business groups, no such issues were 
encountered.

Building competencies for The company has undertaken heavy international expansion, now
international expansion operating in most of the countries surrounding the Baltic Sea. The

integration of the acquired international subsidiaries presents a 
huge challenge.

The analysis of the case company against the predictions of literature study provides 

additional insight that helps to understand the strategic situation of the case company. 

In the past years it has become relatively free of government intervention, enabling it 

to pursue of a more decentralized strategy and new markets. However, the strong 

foothold in the messaging business where it has a natural monopoly has meant that 

there has been little incentive for major changes in the governance structure of the 

company. Expanding the logistics and information logistics businesses could require 

a reshaping of the old sales and production units to correspond better to the demands 

of a new product portfolio. The expected decline in messaging volumes means that 

these changes would be best implemented while the company still has the financial 

leverage to perform these changes relatively painlessly. For this transformation, all
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possible means, including business process management and enterprise architecture, 

should be used. The major themes of customer focus, structural challenges, and 

international expansion are also repeated in the side-by-side comparison of the 

literature and case, giving confidence that we have succeeded in the recognition of 

major strategic challenges facing the case company.

5.2 Business Process Management in the Case Company

Literature suggests that business process management could promote at least two 

issues that are strategically important to the case company: customer orientation and 

more efficient operations. How has business process management succeeded in 

taking these roles? Process thinking has a long history in the organization, but the 

results so far have been mixed. Reasons for this can be identified by examining the 

case, and they are discussed next.

One reason is the role of process management within the organization. A good 

example of this was the statement that process managers do not have any predefined 

rights, but they are acquired by doing the right things. Both resources and the 

ultimate responsibility for making profit lie within the functional organization, i.e. 

business groups and their units. This has diminished the role of business process 

management into a mere development tool that is used to solve certain types of 

problems. This makes sense in a way, because without resources of its own, it is hard 

to hold processes responsible for the results. If the current process organization was 

to disappear overnight, a tool for business development would be lost but the 

company would continue its business as usual.

The use of process approach as a management tool has not yet taken a strong hold 

but its efficiency as a communications tool within the company cannot be denied. 

People who are responsible for the identified corporate processes usually have a 

thorough understanding of the people, information and applications involved in their 

process, and can therefore assess the impact of organizational changes and system 

upgrades to their process. The lack of process measures that are continuously 

monitored supports the notion that processes are in many cases more communication 

than management tools. If people’s adherence to working in accordance to processes
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is not enforced, they cannot be measured either. Without measures, continuous 

improvement of processes based on identified bottlenecks is also not possible.

While each process manager generally has a good command of his own area of 

responsibility, many felt that the interfaces to other processes were not clearly 

defined. More frequent communication between people in process roles would likely 

somewhat alleviate this issue. This also relates to process coverage - actually using 

the processes to manage cross-functional work requires having at minimum a high 

level of understanding about all activities that take place in the organization. This 

was already illustrated in the pilot enterprise architecture model, which showed that 

the lack of well-defined production processes prevented the sales from responding to 

customer inquiries of order status. No single process can exist in a vacuum, and 

therefore it is important that in future processes should be considered more as closely 

related to business decisions. This in turn requires the full commitment of business 

managers to support process based management.

Process roles and the related responsibilities and authorities form the foundations of 

any process management system. The biggest problems within this area seemed to be 

the division of work between process owners and managers, and the necessary 

understanding between process managers and concept owners. The need for more 

collective meetings to discuss these things and a common development roadmap 

were the most concrete suggestions for tackling this issue are gathered. The lack of 

clear authorities seemed to be a problem to fulfill the responsibilities. Fixing this 

problem is a two-step process. The objectives for corporate business process 

management first need to be agreed upon, after which necessary rights need to be 

incorporated within the company management structure. People in process roles are 

also occupied with their functional roles, which makes it hard to arrange time for all 

the issues that would warrant their attention.

Finally, the information systems were discussed in relation to the current process 

management. Concept owners have a similar role in supervising development that 

affects their area of responsibility either indirectly or directly by being part of project 

steering groups. Five general challenge areas in information systems were identified:
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• Functionality: Communicating the current and future functionality offered by 

the solutions, and presenting it in a form that is suitable for process managers 

and business owners.

• Data: The sources of information and its flow between different systems. The 

responsibility for different information, especially master data, needs to be 

defined.

• Process linkages: Discovering unsupported process parts and removing 

functional overlap is a key challenge in process linkage management. 

Adequate communication with processes needs to be ensured, including a 

shared development roadmap, to manage the changes needed in processes 

when information systems are updated and vice versa.

• Information systems linkages: Holistic view on both legacy and modem 

systems is needed, as well as decision on corporate-wide applications.

• Infrastructure: The requirements of concepts need to be communicated to 

infrastmcture owners.

5.3 Enterprise Architecture in the Case Company

The case company’s strategic challenges discussed in Chapter 5.1 bear a striking 

resemblance to those encountered when constmcting the pilot model of enterprise 

architecture in Chapter 4.4. Furthermore, many of the business process management 

challenges discussed in the previous sections seem to link closely into the 

preliminary enterprise architecture expectations and the pilot model, which enables 

us to evaluate enterprise architecture from two sides:

• The tools that enterprise architecture offers in meeting the challenges faced 

by the case company

• The ways in which enterprise architecture may augment the view offered by 

business processes into the company stmcture
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Even the rudimentary mapping of the information logistics business group 

organization, customers and products revealed several challenges in the ways 

customers are currently handled and how solutions offered them are developed and 

produced. Similar results can be expected from the company-wide enterprise 

architecture model. However, the model will not offer solutions to these challenges 

per se; it can only be used in highlighting them and in presenting possible 

alternatives for the current state of affairs.

The most important insight offered by the business process view in the pilot model 

was the possibility of combining some of the work currently done in each country 

into one centralized location. Similar rationale could also be applied to processes 

producing the different products in the company’s product portfolio, essentially 

providing a way to explore the minimum necessary amount of process variations 

needed to produce different products and services offered to customers. In addition, 

this type of analysis is likely to show the actual synergies that are present in current 

production. Because processes encapsulate all the necessary information required to 

describe how inputs are converted into outputs, they provide an excellent tool for 

planning future operations.

The process linkages did not offer as valuable insights as one could have hoped in 

the pilot model - unless the ad hoc type of production planning can be considered as 

a result of missing links between customer processes and business group production. 

It is likely that more processes than just the sales and production processes would 

have been needed to demonstrate the value of understanding the interconnections 

between different business processes.

The handling of information systems in the pilot model revealed two major 

challenges in the current state of production. First was the concrete impact on the 

customer interface caused by the fragmented sales system landscape in the business 

group. Because different countries use different systems, customer master data is 

hard to maintain, and missing production control systems make it hard to answer 

customer inquiries about order status. The second challenge stemmed from both 

contractual grounds such as that the customer does not need to estimate order 

volumes beforehand, and missing information systems support in production, which
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makes planning production almost impossible. The case company’s enterprise 

architecture model would likely pinpoint similar problems with poorly integrated 

information systems and inadequately supported processes.

In addition to these concrete insights, the enterprise architecture model is a powerful 

communication tool in itself, and can be used for development work much like the 

processes have so far been employed in the case company. It should be noted 

however, that more traditional enterprise architecture research has already 

established the usefulness of enterprise architectures in managing the actual 

technological infrastructure within a company, an area that was omitted from the 

scope of the pilot model. The holistic view offered by the enterprise architecture may 

indeed be more valuable than any individual insights, because it forces the 

management to consider the impacts of changes on all layers of the architecture, 

instead of focusing on only one part of the whole.
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6 RECOMMENDATIONS TO CASE COMPANY

The case company strategic situation has now been examined and synthesized, as 

well as its current state of business process management, and the expectations and 

pilot model for enterprise architecture. Based on the issues discovered, several 

recommendations are given. These recommendations are similarly divided into three 

sections, which consecutively answer the three detailed research questions. The 

essential components of these recommendations are summarized also in Table 13.

Table 13. Recommendations to case company

Theme________________ Related recommendations________________________________________
Restructure the 1. Divide sales into domestic and international components, and
organization to align it decentralize the product portfolios and production more clearly into the 
better with strategy_______three business groups.________________________________________________

2. Integrate process management into project development model.
3. Introduce process considerations into annual planning cycle.
4. Reorganize the roles of business owner, process owner, and process 
manager, and appoint local process managers and concept owners.
5. Describe order-to-cash and service fulfillment processes in all business 
groups to link process management better with actual work.
6. Appoint process measures to all process map processes. Increase work
done on “low level process development” to gain actual benefits from the 
process management approach._______________________________________

Shape enterprise 7. Establish a central repository for organizational structures, key
architecture into a performance indicators, and product and customer portfolio to help
strategic management coordination of business, process, and concept development, 
tool 8. Establish a common method for process modeling and provide means to

access all existing process models.
9. Integrate the upkeep of solution and infrastructure layers with the 
existing information and communications technology organization.

A detailed project plan with specific timetables will also be compiled for the case 

company, as well as documentation representing the current understanding on the 

desired form of corporate enterprise architecture. Unfortunately this material is 

confidential and cannot be reproduced here.

6.1 Facing Strategic Challenges

Clarify the role of 
business process 
management in the 
company and secure 
adequate resources

Recommendation 1: Divide sales into domestic and international components, and 

decentralize the product portfolios and production more clearly into the three 

business groups.
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This study began with a question: How can the case company improve its 

competitiveness? By employing the strategic alignment view on increasing firm 

performance, the need to align company structures with the business strategies 

becomes a critical issue. Based on the case study and systemic analysis of company 

operations, certain misalignment with the current strategy and structure is visible. 

Either the strategy or structure of the case company needs adjustment to achieve 

optimal competitiveness. Figure 24 shows the thread running through the literature 

review, which illustrates this chain of thought.

Supporting tools: 
Business process management 

Enterprise architecture

Strategy

External
environment

Internal environment

Aligning structure 
with strategy

Performance / 
competitiveness

Figure 24. Relationship of strategy, structure, performance and alignment tools

The essential strategic challenge of the case company is that it has a centralized 

strategy of providing intelligent turnkey solutions to its customers, while its structure 

is a mix of centralization and decentralization. With current sales organization and 

production such a strategy is challenging to achieve. On the other hand, without 

separate sales organizations the coexistence of a strong domestic brand and aspiring 

international brand is hard to sustain. Neither do all products and services offered by 

the case company have strong synergies from customer or even production 

standpoint. What is needed is an organizational structure that would reduce the 

overlap between sales while still recognizing the important distinctions between 

simple product sales and more complicated solution sales. Such an arrangement is 

outlined in Figure 25.
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Customer 1 International 
customer В

Customer 2 International 
customer A

Intemational/solution salesDomestic/product sales

Inf. Logistics 
solution sales

Logistics 
solution sales

Messaging 
solution sales

Logistics 
product portfolio

Information Logistics 
product portfolio

Messaging 
product portfolio Overlap

Production Services Information Logistics 
production

Logistics
production

Figure 25. Proposed organization of sales, products and production

The proposed solution has many desired qualities. First, the clear division of sales 

into domestic sales and a separate sales channel used for international sales (and 

domestic sales of business groups with international reach) enables taking full 

advantage of the new brand which has no burden associated with the established 

corporate brand. Second, this brand could also be used for international logistics 

products as well, making it actually possible to deliver the product packages that 

combine physical and information logistics, as envisioned in the corporate strategy.

Dedicated solution sales teams from each business groups could be used to handle 

the specifics of the more complicated solutions, but coordination responsibility 

would always be on the two sales and marketing divisions. This would reduce 

overlap in customer contacts, while making it easier for domestic sales to forward 

sales leads to all solution teams. The close integration of solution sales and the actual 

portfolio would help in bringing the customer viewpoint nearer to the portfolio, while 

making the separate portfolios less visible to end customer. Production synergies 

between messaging and logistics could be taken advantage of, while allowing 

independent production of logistics and information logistics services which do not 

have as clear synergies.
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Restructuring the business group organizations may also be necessary to overcome 

managerial resistance to tighter integration - currently some of the acquired 

companies are still operating rather independently, using their old company name in 

internal and possibly even in external communications. While the old brand may 

have value to customers, it prohibits the development of common corporate identity. 

The independence of the subsidiaries needs to be reduced, or else the integration will 

be slow at best or nonexistent at worst. The proposed division would clarify the role 

of business group -specific sales and production units, which would help the 

integration within business groups.

Similarly, as long as there are products or services specific to a certain subsidiary, 

integration can only proceed up to certain point. Through specialized needs, there are 

reasons to have small sales teams in each subsidiary, as well as own product 

managers, support personnel, development teams, marketing projects, the old brand 

in certain contexts, and so on. Similarly, individual variations to common processes 

will be required, and exceptions need to be made with common information systems 

that do not support certain products. Adopting a common portfolio is a prerequisite 

for increasing integration between the subsidiaries. It needs to be recognized that not 

adopting common product and service portfolio will be a strategic choice that will 

almost certainly slow down integration.

In summary, the recommended changes are a mix of decentralization on the 

corporate level and centralization on individual business group level. These changes 

would allow the company to fully pursue its current strategy.

6.2 The Role of Business Process Management

Business process management is a tool for providing a cross-functional view on the 

company operations, helping it to gain customer focus, and coordinating the actions 

of different stakeholders and functions. Its usefulness cannot be denied, but the 

problem is to find a fitting role for it in the case company. The potential of business 

process management has already been recognized in the company, but so far 

numerous operational issues detailed in the case study have stood in the way of 

reaping the benefits associated with this approach. The co-existence of process and 

functional thinking adds confusion and hampers the credibility of process-based
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management. There already exists a significant momentum behind process-based 

management, and this commitment can be taken advantage of if the role of business 

process management is defined clearly and effectively. Five concrete steps are 

proposed to clarify this role.

6.2.1 Establishing Processes as a Development Tool

Recommendation 2: Integrate process management into project development model.

The already established role of process management in business development needs 

to be recognized. After all, the process management approach is all about continuous 

improvement. As things stand, much of current development work is done without 

any regard to processes, effectively rendering any process descriptions obsolete 

within a year or two after their completion. This needs not to be the case.

The company already carries out its development in projects, and has a project model 

and related templates, which guide the way these projects are carried out. It would be 

relatively straightforward to modify these templates to also require considering 

processes when doing any type of development work. Mandatory recognition of 

affected processes and communication with process owners would offer two benefits. 

First, the processes stay up to date with development. Secondly, processes that have 

not been considered before are discovered and can be integrated with the company 

process map. The company process map could then actually function as a tool to be 

used in analyzing the impact of development projects.

As will be seen in the enterprise architecture recommendations, the notion of doing 

business process impact analysis in projects could even be developed further to 

consider the impact on the whole enterprise architecture. This would provide a 

common framework for analyzing the impacts of development projects to the whole 

company, and also facilitate common language and help in prioritization of 

individual projects in company project portfolio.
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6.2.2 Integrating Processes into Management Systems

Recommendation 3: Introduce process considerations into annual planning cycle.

Integrating business process management into the company management structure is 

of utmost importance. It has been a deliberate decision to recycle existing decision

making forums for process work but without any changes to them, business 

management might as well not exist from the management point of view.

The most convenient location for this integration is actually the company’s annual 

planning cycle, which is described by the Manage performance -process. Setting 

annual targets for process development and approving the action plans for processes 

will give an adequate mandate to process owners and managers for actually carrying 

out their work without the continuous persuasion of different stakeholders. It will 

also help in clarifying the whole role of business process management as a strategic 

tool in the case company.

6.2.3 Clarifying the Process Roles

Recommendation 4: Reorganize the roles of business owner, process owner and 

process manager, and appoint local process managers and concept owners.

To improve both coordination and execution of business process management, the 

role definitions in the case company’s enterprise architecture need to be clarified. 

The division of responsibility is not clear enough, causing confusion in the people 

working in these roles. The best way to clarify this would be to define more accurate 

models to represent the work people do when working in processes. Based on the 

literature study and current role definitions, I propose that business owner should be 

defined as any party who controls the resources (usually people and equipment) 

employed by a process. Process owner is the owner of the process, who has mostly 

the responsibility of monitoring and supporting process development carried out by 

process managers.

The cooperation of business owners and process managers occurs in four contexts, 

which roughly correspond to the usual business process management development 

cycle: process identification, process development, process implementation, and
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process monitoring. Because business owners currently hold the resources and are 

responsible for profit, they set objectives for the processes and approve any changes 

before they are implemented. They are, however, responsible for monitoring that 

people act in accordance with processes so that functions cannot revert to sub- 

optimization when conflicts occur. This division of work is illustrated in Figure 26.

Business owner 

Process identification

Process manager

Identify and define processes

Process development

Set process objectives

Approve processes

Process implementation

Develop capabilities, support

Process monitoring

Monitor that people act 
according to processes

Develop processes

Plan implementation

Provide process tools, train

Plan measurement and metrics

Measure process

Figure 26. Division of responsibility between business owners and process managers

It is not surprising that fourteen part-time process managers cannot both coordinate 

and develop the processes of a company that has a billion euro turnover. It is a fact 

that already much more people work in process development roles than these 

fourteen. These people will need a mandate for their development. Local process 

managers will need to be appointed. The use of word “local” would mean that the 

scope of their responsibility is limited to some sub process, organizational unit, etc. 

This would enable the “global” process managers to concentrate more on 

coordination. Regular meetings between process management people should 

commence to aid in this task.

A similar notion can be extended to the concept owners, which should also be able to 

appoint local responsibility for sub concepts to the people working most closely with 

them. On the other hand, these appointments would expand the current reach of
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business process management and enterprise architecture, but they would also make 

the appointed people more aware of their role in the big picture.

6.2.4 Bringing Core Processes into Focus

Recommendation 5: Describe order-to-cash and service fulfillment processes in all 

business groups to link process management better with actual work.

The most obvious gaps in the current company processes lie in the actual production 

of company’s products and services, and the customer interfaces with highest 

transaction volumes: order processing and invoicing. Their complexity and the 

amount of product variations is the most likely reason they are not currently 

documented. Information about them is scattered throughout the organization, which 

also makes it hard to control these activities. Efforts towards this direction have 

already been made, but the coordination of separate pieces has been hard.

A process management approach would offer many tools to better understanding the 

interrelationships between the order processing, production, and invoicing activities 

that currently take place within the organization. After all, the chain of events needs 

to be understood one way or the other, and this is exactly why business process 

management has been advocated in the company.

This description could even be done on a fairly low level of detail, as long as all the 

parties involved would agree that it is a fair representation of reality. Even that would 

help in coordinating development between the separate units. Currently, the line 

drawn between the order-to-cash and service fulfillment processes is very vague, and 

describing the whole process would make their connections more visible.

I would also recommend on agreeing upon a common framework for including 

production planning and control processes into the process landscape. Currently, they 

are not at all visible in the company process map. Approaches such as supply chain 

management place high importance on both processes and planning. An agreement 

on this issue needs to be reached before such an approach can be pursued in the 

company.
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The strengthening of core processes that would be achieved through this 

recommendation would do much to clarify the role of business process management 

in the company, and making it more visible to employees. It would also help in 

solving many of the challenges the company is currently facing by providing an 

activity-based view on the company’s business for key decision makers.

6.2.5 Focusing on business process management results

Recommendation 6: Appoint process measures to all process map processes. 

Increase work done on “low level process development” to gain actual benefits from 

the process management approach.

During the past nine months, a certain question of “why” has surfaced from time to 

time, questioning the necessity of business process management. Process 

management is not “what do we do”-type of thing. It is a “how we do it”-type of 

thing, and therefore the answer to that question should always stem from business 

need, not the method itself. Business process management is used to decrease the 

time-to-market in product development. It is used to bring common practices into 

business group planning, enabling corporate level plans. The effort put into business 

process management needs to be justified by actual business value. In the core of this 

issue is process measurement.

In instances where processes are used mainly to promote common ways of 

management, its justification may be as simple as enabling management by reducing 

chaos. In core processes, each step costs actual money. Here, process development 

will need to be justified by measuring the process and aiming to continuously 

improve its efficiency. This is where process thinking can actually improve 

performance, customer interface, and therefore competitiveness. To drive this 

development, business process management will need to be promoted.

Training people in production and sales, and coaching process managers to achieve 

these results will be the most concrete efforts that can be done in this area. Many of 

the people working with processes have little to none prior process experience, which 

makes it hard to achieve significant results. Having a training program for people
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working with process development, or aspiring to do so, would offer excellent 

possibilities to equip people with the necessary tools to actually make a difference.

6.3 Strategic Enterprise Architecture

Enterprise architecture can be seen to encompass the notion of business process 

management and to expand it into information systems and business structures in 

general. The three additional layers introduced by the case company architecture 

model - business, solution, and infrastructure - are quite closely in tune with the 

literature, so changes to these are not suggested.

Through the business layer, customers, products, and performance measures can be 

combined with the processes. The solution and infrastructure layers promise better 

management of the information systems landscape, which from top management’s 

point of view appears chaotic - a viewpoint that may not be far from the truth 

because of the scattered field of subsidiaries, legacy systems, business group specific 

solutions, and the rollout of new corporate-wide solutions.

Because enterprise architecture as a description can be considered as a superset of 

mere process descriptions, the recommendations of the previous chapter apply also 

here. Indeed, the connection between current enterprise architecture and business 

process management in the company is so strong they could almost be the same 

thing. However, to avoid confusion, some distinction needs to be drawn between 

these two concepts. Fortunately, such a difference does exist - enterprise architecture 

is primarily a description of reality - a current or an envisioned one - while process 

descriptions, which can be considered as a part of enterprise architecture, are only a 

part of business process management. In a sense, business process management 

offers tools to develop the process-related parts of enterprise architecture.

The current understanding of enterprise architecture’s benefits within the people 

involved in its development is vague at best, and therefore communicating its 

structure and purpose more clearly is of primary concern. From a business 

development perspective, this means supporting the creation of a common language 

when talking about processes, information systems, and business structures. The aim 

of enterprise architecture should be to make the complexity of the business
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manageable through abstraction, while providing enough detail so any problems can 

be acted upon. The key to this is to provide adequate means so that this 

communication can take place. In a most concrete level, this means compiling a set 

of documentation outlining the principles and objectives of the corporate enterprise 

architecture that all the stakeholders can commit to, and then compiling an action 

plan to implement the architecture. This study is one piece of this process.

Even more important is to communicate this model so that all necessary stakeholders 

participate in its adoption. Without this commitment, the whole architecture will 

quickly become obsolete, and its usefulness as a management tool is very limited if it 

remains only as a static description tool. The following recommendations aim to 

strengthen the role of enterprise architecture by both clarifying the contents of each 

layer, and their linkages to the other layers, and involving key stakeholders.

6.3.1 Business Layer

Recommendation 7: Establish a central repository for organizational structures, key 

performance indicators, and product and customer portfolio to help coordination of 

business, process, and concept development.

A major problem related to all development in the case company, including process 

development, is that its impact on company business is not always clear. This is 

largely because there are no tools available to support this type of analysis. This 

becomes even more critical when development carried out in the company is 

analyzed on the portfolio level.

In the business process management recommendations it was already suggested that 

process impacts should be evaluated in development projects. Expanding this notion 

to the whole enterprise architecture would provide a powerful tool for analyzing 

impacts on organization, customers and products, as well as company performance in 

a manner that would be the same for all development projects, regardless of the 

organization that is carrying out the project.

Several positive characteristics support the use of enterprise architecture to achieve 

this task: (1) People are already familiar with the enterprise architecture concept, so
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introducing a whole new concept is not needed; (2) a full range of affected structures 

can be considered through a single framework, ranging from the business layer 

structures into processes and information systems; and (3) a centralized repository 

for these structures would create a common language between development efforts, 

and greatly help any prioritization that needs to take place.

The concrete steps to achieve this recommendation are also relatively 

straightforward. First, the currently scattered documentation regarding customers, 

products, and organization needs to be collected on an adequate level of detail, much 

like has already been done with process descriptions. In this phase, the commitment 

of people providing this information needs also to be secured, so any future changes 

can be synchronized. After the information has been collected, it can be made 

available on a central location, for example the company intranet or a shared network 

folder. After the architecture is in place, the project plan templates can be modified 

to take advantage of this information, making project impact analysis more unified 

within the case company.

6.3.2 Process Layer

Recommendation 8: Establish a common method for process modeling and provide 

means to access all existing process models.

The role of business process management was already covered in previous 

recommendations, but regarding enterprise architecture some communicational 

issues were left unaddressed. The aim of this recommendation is to tackle several 

challenges currently facing process management.

Each project has typically developed its own way of describing processes, adopting 

some of the notions used previously, but not always all. The mixed templates 

resulting from this makes current process descriptions difficult to understand to 

outsiders. There are even wildly differing concepts of what is meant with processes 

because of the careless way the term “process” is used for anything that contains 

pointed arrows. By establishing clear guidelines for process descriptions, a person 

would only need to understand one kind of process diagram, and would easily find 

the necessary information from textual descriptions as well. This would greatly
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reduce the learning curve to using processes and bring people’s conceptions of 

processes closer to each other. It would also reduce the omissions in process 

descriptions that happen due to lack of common guidelines. For example, some 

currently document the stakeholders of a process in detail, while others do not 

consider them at all.

In addition to mixed templates, the current process descriptions are also scattered. 

One should not need to consult three people to gather descriptions relevant for one 

sub process, and one person before them to name these people. Finding the most up 

to date descriptions is presently an exhausting task. By providing a central location 

for the most important processes, and even a directory that contains references to 

people who have more specific process descriptions would help process management 

in the case company tremendously.

6.3.3 Solution and Infrastructure Layers

Recommendation 9: Integrate the upkeep of solution and infrastructure layers with 

the existing information and communications technology organization.

On the information systems level, the material available in the case study is not 

adequate to provide concrete recommendations on the contents of these layers. 

However, this is an area where people working with information technology already 

have a strong expertise. It is not a coincidence that enterprise architecture originally 

emerged from the field of information systems.

Therefore, the most recommendation in the solution and infrastructure layers is to 

secure the commitment of people working on these layers to maintain their portion of 

the enterprise architecture. The aim should not be to transform all existing 

documentation into a new shape required by the enterprise architecture, but to 

provide high-level models that enable other layers to link their work to relevant 

concepts and other necessary structures.

It is also important that these layers be actively maintained. As one concept owner 

put it, the business impacts caused by information systems changes are not 

adequately understood in the case company. Through enterprise architecture,
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business and process people would have an abstract overview of the information 

systems landscape, and could thus link their organizations and processes to relevant 

information systems. These links would provide an excellent starting point for 

impact analysis, as all organizations and processes affected by a change in one of the 

information systems could be quickly identified. Any apparent gaps and overlaps in 

functionality would also be easy to identify.

The concept owners in the company are perhaps the most important people in this 

context, as it is their responsibility to develop the information systems critical to 

company competitiveness. They, the infrastructure owners, and others working with 

company information systems are the actual specialists who have the required 

knowledge to develop the lower layers of the architecture.

6.3.4 Enterprise Architecture Summary

As a summary, shaping the enterprise architecture into a useful concept requires 

bringing together the necessary parties that can make the decisions regarding the 

structure of the organization, its processes, information systems and technological 

infrastructure, and providing them with tools to discuss this structure. Enterprise 

architecture cannot solve the current strategic challenges, but it will help in 

highlighting these issues and the need to consider the company as a whole when 

making changes. It will not integrate subsidiaries or product portfolios, but 

communication on product, process, and information systems issues will become 

easier when a common language is adopted. Similarly it will help management to 

work with the problems surrounding process interfaces and the use of information 

systems in supporting the processes.

Because the architecture encompasses all important business structures, it is an 

excellent tool for driving change in the company. Already the pilot enterprise 

architecture model that was constructed highlighted many issues that should be acted 

upon, which suggests that it is a rather powerful tool for communicating 

misalignments within the architecture and between architecture and strategy.
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7 RESEARCH IMPLICATIONS

While the previous chapter and its recommendations have provided one possible 

answer for the research question, the research implications of this journey remain 

unexplored. In this chapter, I will discuss three such areas of research, which need 

further attention and may benefit from the results of this study.

7.1 Strategic Challenges in Privatized and Public Enterprises

While privatization has been extensively studied, it became clear during the literature 

review that the micro level implications of such transformation are rarely considered. 

The macro level privatization policies, as well as extensive quantitative analysis on 

the effects and factors affecting privatization are discussed in numerous studies, but 

the strategic challenges at the individual company level are not adequately 

considered.

However, based on the literature reviewed, it is evident that the dilution of 

government ownership per se is not the reason for boosted economic performance, 

but rather the systematic strategic reforms that usually accompany such a change. 

Indeed, literature on strategic transformation might explain the performance changes 

in privatized companies better than the stream of privatization literature. If this is 

true, it has major implications on the existing frameworks that attempt to explain the 

performance effects of privatization and the related factors. It brings forth the 

question of whether a similar performance increase in state-owned enterprises is 

possible without the actual privatization.

Strategic
transformation

Adoption of private 
sector practices Increased

performace
Alignment of 
strategy and 

structure

Privatization / 
decreased 

government control

Figure 27. Proposed interactions between privatization, strategic alignment and company 

performance
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This thought is given a graphical form in Figure 27. It can be thought as a meta

model of changes that occur during privatization - adoption of private sector 

practices and strategic transformation follows privatization, increasing flexibility and 

shaping the company structure to a form better supporting the strategy that allows 

responding to environment. It is a proposition that effectively combines the reviewed 

privatization and strategic alignment literature, suggesting that performance gains 

from privatization mainly occur because the company usually undergoes 

simultaneous strategic transformation and gets more freedom in choosing its 

administrative practices.

The case company in this study is in support of this proposition. While it has not 

undergone privatization, it has acquired a considerable freedom in its businesses. 

This has resulted in changes similar to those experienced in privatized companies, 

but without dilution of government ownership. It has also experienced many of the 

changes and challenges that are proposed in the privatization literature, so studying 

these issues is clearly of high importance.

Two possible avenues for future research can be outlined based on this discussion. 

First is the systematic research on the strategic challenges encountered by privatized 

companies. Many of these have been already discussed in this study: strong 

adherence to traditions, slow pace of change, and overlapping structures that are the 

heritage of former government control. But mapping and validating these factors 

through multiple cases or quantitative data would likely offer a fruitful field for 

future research. Second is studying the relationship between privatization, strategic 

transformation, and performance. If changes and performance gains similar to those 

in privatized companies were experienced in public companies undertaking strategic 

changes, it would challenge the existing opinions and policy recommendations given 

to governments on the topic of privatization.

7.2 Tools for Strategic Alignment

When I started the literature review on strategic alignment, business process 

management, and enterprise architecture, I expected to study three separate streams 

of literature and draw some relevant conclusions on these viewpoints. However,
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during this venture, many interconnections surfaced and it became clear that these 

streams are strongly linked. These links have rarely been explored by academics.

Over the course of this study it has become clear that while enterprise architecture 

and business process management both offer tools for the strategic alignment of a 

company’s structure, they are not adequate. If business process management is a tool 

for aligning the functions better with business goals, and enterprise architecture 

supports the alignment of information systems and business, an interesting question 

arises: What other tools are there to align different aspects of company structure with 

its strategy?

Business strategy can be seen as a value proposition to company stakeholders: By 

following these steps, we are able to outperform our competitors and thus create 

value for ourselves. But success in the end is contingent on two factors: the inherent 

value of the strategy (i.e. how well it would perform if executed perfectly), and the 

achieved alignment between the strategy and operational structures. While the first 

factor is largely beyond the scope of this study, the strategic alignment literature 

offers an excellent viewpoint on the latter. Determining the relevant factors that need 

to be aligned with strategy creates an ideal taxonomy for other streams of literature 

that attempts to improve this alignment. Figure 28 illustrates this idea.

Tool A
Organi
zation Tool В

Aligned
with

Aligned
with ^ Enterp. arch.Environ

ment
Strategy Inform.

systems
Structure

Tool C

Processes Process mgmt

Tool D

Alignment efforts

Figure 28. Taxonomy for strategic tools based on alignment of strategy and structure

The taxonomy proposed above would be especially useful for meta-reviews and 

those seeking to position certain tools within strategic context. It relies on the
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strategic alignment literature on justifying the need to align structures with company 

strategy, but allows going deeper into the actual mechanisms of alignment and the 

actual tools used. The approach has been employed in this study, but I leave the 

assessment of its possible value to the reader.

7.3 Enterprise Architecture as a Top Management Tool

The previous section discussed the role of different tools in increasing company 

performance, defining alignment of structure and strategy the mediating force 

between strategy and enterprise architecture. While this connection seems rational, it 

is rarely seen even in contemporary research settings. Enterprise architecture is often 

considered in strategic context, but this viewpoint is often limited to strategic 

development of information technology. I would argue that this is too limited a view, 

as most enterprise architecture frameworks also detail business architecture of the 

company (such as processes and organizational structure), and could therefore offer a 

comprehensive tool for business management.

This is of course an expanded notion of enterprise architecture. In traditional context, 

business structures and processes are only needed for a complete description of 

information systems architecture and its stakeholders. However, if these business 

level descriptions are sufficiently well done, their utility can be much higher.

Based on the case study and the recommendations given, there are several strategic 

roles enterprise architecture can play. First and foremost is that through a holistic 

description of the company’s structures, it enables comparing the strategy and 

structure of the company, identifying possible misalignments and formulating 

recommendations on how to remove them. It also enables better coordination of 

business development efforts, as it can be used as an effective map to different parts 

of the company, its processes, and information systems.

As well as helping to align strategy and structures, enterprise architecture is also 

efficient in bringing different structures into sync. Already the enterprise architecture 

pilot model showed many places where relationships between organizational 

structure, product portfolio, processes, and information systems were not optimal. It
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clearly provides a good basis for discussion when the need to optimize these 

structures arises.

All the above examples of the strategic role of enterprise architecture are related to 

communication. Like any description of reality, enterprise architecture provides an 

abstract view of the reality to aid people designing the systems. Due to the holistic 

nature of enterprise architecture, it provides a much more concrete version to base 

future development on than mere strategy, which in the end helps individuals to 

recognize their role better, and aiding the execution of strategy.

As future research directions, the potential of enterprise architecture as a strategic 

tool could be studied further with either a longer longitudinal survey or through 

multiple case studies. Only limited conclusions can be drawn from a single case 

study, so additional data would be needed to confirm the results of this study. 

Another interesting direction would be the models for developing enterprise 

architectures. Almost no prior literature is written on the topic, but its obvious 

usefulness as a tool for strategic alignment makes it a promising area of research.
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8 CONCLUSIONS

I began this study by defining a very broad research question: How can the case 

company improve its competitiveness? Fully answering such a question would 

necessarily need summarizing every research paper ever written on the topic of 

strategy, business administration, and many other fields, as well as studying the case 

company from all possible sides. Therefore, this question was narrowed down to 

identifying the current strategic challenges faced by the case company, and focusing 

on two rather specific topics: business process management and enterprise 

architecture.

To provide background on the strategic issues commonly faced by similar 

companies, the literature review started by looking at the problems encountered by 

enterprises that are either state-owned or been recently privatized. It soon became 

clear that the strategic challenges in these companies were scarcely explored. 

Fortunately privatization literature could be employed for the purpose - what other 

type would be more fitting to describe the situation in a company which has 

historically been a monopoly, but now faces increasing competition? Still, I was 

positively surprised to find that so many of the possible challenges proposed by the 

literature were actually present in the case company.

To help in positioning the business process management and enterprise architecture 

into a meaningful context, strategic alignment literature was also explored. The 

model proposed in this study is only one of the possible ways to explain the 

contribution of these two approaches to overall company competitiveness, but I feel 

it serves its purpose well.

The case study was probably the most challenging aspect of this study. The fact that I 

was working in the company while gathering the data posed a great problem when 

writing the synthesis and recommendations. I have done my best to make sure that all 

necessary information is included in presenting the case study, but apologize for any 

omissions that might have slipped my attention. The sheer vastness of the data that
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could have been used in the case study was also overwhelming. I had to make the 

hard choice between concentrating on the big picture and drilling down into a more 

concrete level, which would have further restricted the scope of the study. I chose the 

former. As a result, numeric analysis could not be done within my time constraints. 

However, it enabled me to cover the big picture better, and I hope the multiple 

viewpoints taken in the case study (whole, business process management and pilot 

enterprise architecture model) somewhat compensate the absence of exact monetary 

figures.

Overall, I am rather content with the study. I feel that the objectives set for the work 

were met, and hope that the recommendations given to the case company will help it 

to improve its competitiveness in the future. As I will continue to work with the 

development of enterprise architecture within the case company, I can already say 

that it will have impact on the future directions of business process management and 

enterprise architecture implementation in the company.

The approach taken in this study is probably not the most conventional one. This is 

mainly because the problem I was trying to solve stemmed from a rather peculiar 

reason - the company had significant commitment in business process management 

and strong intent in building corporate-wide enterprise architecture, but the reasons 

for doing these things were not completely clear. It is in this context that I think the 

study achieves the most. It explores the mechanism through which tools such as 

enterprise architecture and business process management may affect company 

competitiveness - namely in strategic alignment. The study also uncovers the 

strategic challenges faced by the case company, and clarifies the role of these two 

tools in solving them.

Future research directions have already been discussed in the previous chapter, so I 

will not discuss them here. Suffice it to say that very interesting possibilities for 

future research lie in the strategic use of enterprise architecture, and examining the 

common strategic challenges faced by state-owned or recently privatized enterprises.

Finally a few words on the limitations of this study: As this study focuses on a single 

case study, generalizing the results is not possible. With additional cases and similar 

test setup, one could draw much stronger conclusions on both the challenges faced
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by similar companies, as well as the possible role of business process management 

and enterprise architecture in solving these issues. Also, due to the width of the 

literature study necessary to put enterprise architecture in its right context, the depth 

in which enterprise architecture is handled remains limited. Now that the 

groundwork has been laid, it would be straightforward to explore enterprise 

architecture in further depth. This would make it possible to also concentrate on 

operational aspects and give more specific recommendations on how to proceed. 

However, I feel that this is a topic for another study, and addressing both the strategic 

context and operational details would have seriously distracted the focus of this 

study.
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APPENDIX I. PROCESS SIMULATION EVENT

The first part of the study data was collected in a process simulation event held for 

process owners and managers and concept owners in May 2005. The purpose of the 

event was to discuss the current state of business process management within the

company. The agenda for this all-day event was following:
Topic Description
The objectives of
enterprise
architecture

A short presentation on the topic.

Process modeling in 
the company

A short presentation and introduction to the day’s simulation case.

Role discussion The roles of process owner, process manager and concept owner were 
discussed with the participants.

Process simulation A development project case was simulated by going through it step by step.
The related process interfaces and their possible problems discussed in each
step.

Group workshops on The participants were divided into four groups. Each group was given a set of 
process integration processes, and was to prepare a short presentation on the most important 
points interfaces between the processes, the central problems and solutions to them.

The process sets used were:
• Product lifecycle management, account management and activity 

management
• Product lifecycle management, service fulfillment and order-to-cash
• Product lifecycle management, management processes and development 

processes
• Product lifecycle management and support processes

All the interviews in the simulation case were recorded, and the discussions and 

group presentations in the simulation event videotaped. This material was transcribed 

and combined with notes taken by researchers and the presentation material produced 

by the participants. The important issues raised were given labels in two dimensions, 

effectively arranging the issues into 7x6-matrix. These labels and the amount of 

issues within each matrix cell are shown below (contents omitted due to 

confidentiality):
Cause Effect Manifestation Measure Tool Insight

Roles 3 issues 7 issues 11 issues 6 issues 2 issues 3 issues
Process
organization

7 issues 11 issues 11 issues 4 issues 12 issues 5 issues

KM 3 issues no issues 2 issues 5 issues 3 issues 5 issues
Culture 4 issues 5 issues 3 issues 1 issue 1 issue 4 issues
Project
portfolio

7 issues 9 issues 4 issues 6 issues 2 issues 6 issues

Product
portfolio

3 issues 6 issues 3 issues 3 issues 1 issue 6 issues

Simulation no issues 8 issues no issues 4 issues 4 issues 5 issues
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The main data sources regarding the simulations was this issue matrix, which was 

augmented with the author’s personal notes from the event, as well as the final report 

from the simulation, produced by the researchers.
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APPENDIX II. LIST OF INTERVIEWS

The following persons were interviewed to provide data for the case study:
Person Unit Role Interview

Date
Director Messaging core 

processes
Process manager for Order-to-cash 
(Messaging) and Service fulfillment 
(Messaging)

19th May
2005

Program
director

Business development 
(Corporate)

Process manager for Activity 
management

23rd May
2005

Unit manager - Process manager for Product Lifecycle 
management

23rd May
2005

Development
manager

Business development 
(Logistics)

Process manager for Manage program 
portfolio

23rd May
2005

Customer Sales & Marketing Process manager for Account 24th May
manager management 2005
Financial
controller

Corporate management Process manager for Perform financial 
transactions

27th May
2005

Director Logistics Process manager for Order-to-cash 
(Logistics) and Service fulfillment 
(Logistics)

27th May
2005

Concept owner Information
management (Corporate 
management)

Concept owner for Business warehouse 31st May
2005

Director Human resources Process manager for Manage human 
resources

1st June
2005

Development
director

Procurement 
(Corporate management)

Process manager for Manage 
procurement

1st June
2005

Concept owner Information Concept owner for Customer 1st June
management (Corporate 
management)

relationship management 2005

Development
director

Business development 
(Information logistics)

Process manager for Order-to-cash 
(Information logistics) and Service 
fulfillment (Information logistics)

1st June
2005

Development
manager

Information
management (Corporate 
management)

Concept owner for Demand planning 2nd June
2005

Concept owner Information Concept owner for Order-to-cash 3“ June
management (Corporate 
management)

2005

Concept owner Information Concept owner for Financial 3rd June
management (Corporate 
management)

transactions 2005

Development
manager

Business development 
(Corporate)

Process manager for Plan strategy & 
structures and Manage performance

22nd June
2005

Development
director

Business development 
(Corporate)

Business owner, company development 
director

30“June
2005

Depending on person role (business/process/concept owner), one of the following 

question sets were used to shape the contents of the semi-structured interview. The 

questions are freely translated from the Finnish version. While not incorporated into
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the questions themselves, the interviewed people were encouraged to mention any 

related problems that would need to be solved.

Business owner interview questions:

• What are the greatest challenges in business process management in the 

company right now?

• How are strategy and business structures attached to processes?

i. How are processes managed?

ii. What are the challenges?

iii. How could the interfaces be modeled?

• How are processes attached to information systems?

iv. How is communication between these two done?

v. What are the challenges?

vi. How could the interfaces be modeled?

• What do you expect to be the greatest benefits of enterprise architecture? 

Process manager interview questions:

(The content of these questions also served another purpose not directly related to 

this study)

1. What process material exists, and what are the current developments with the 

process?

2. How could the process benefit from common infrastructure for process 

modeling

3. How should the interface between business and processes be modeled?
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4. How should the interface between processes and information systems be 

modeled?

Concept owner interview questions:

1. Describe your concept in a nutshell

2. How do you perceive the role of concept owner?

3. What information from processes and information systems are needed?

a. What information does concept owner need?

b. What needs to be communicated towards processes?

c. What needs to be communicated towards information systems?

d. What information should be available on processes and business 

objectives?
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