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Abstract

Theories oomanagement, organizations, strategy or innovation evolved over the last century and
followed some basic rules to which managers, stakeholders and employees could stick and rely
on. Due to exponential changes related to technology, data and thus soceiyatigns are

facing new trends, phenomena and challenges.

In the early 1990s the term Business Process Management developed out of different earlier
approaches and since then, this management appr@aels numerous evolutionsThe
management of businegecesses and value chains is vital for the sustainable market presence of
organizations in different sectors.

The question about the effect and impact of different influencing factors on the processes within
organizationsand the extent to whicthat influences will require businesses to rethink their
process management activities is answered with the help of an solveywhere business
process professionals wonldde were asked to provide theipinions andexpertise.

The results of this researdre thatt h e f anoadvation sandDiditizationd followed by
i Bategy andfi kadership anManagementhave the highest level of influenéer the future
development of Business Process Management.
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Kurzfassung

Theorien Gber Manageme@rganisationen, Strategie oder Innovation entwickelten sich im Laufe
des letzten Jahrhunderts und folgten einigen Grundregeln, auf die sich Manager,
Interessengruppen und Mitarbeiter verlassen konnten. Aufgrund exponentieller technologischer
Veranderungenstandig verfugbarer Daten und der Gesellschaft stehen Organisationen neuen
Trends, Phanomenen und Herausforderungen gegentiber.

In den frihen 1990er Jahren entwickelte sich der Begriff Geschaftsprozessmanagement (Business
Process Management) aus verschietefriiheren Ansétzen und unterliegt seither zahlreichen
Entwicklungen. Das Management von Geschaftsprozessen und Wertschopfungsketten ist
entscheidend fur die nachhaltige Marktpréasenz von Organisationen in unterschiedlichen Branchen.

Die Frage nach dem Amal3 von Auswirkungen verschiedener Einflussfaktoren auf die Prozesse
innerhalb von Organisationen und deren Einfluss auf die Prozessmanagementaktivitdten von
Unternehmen wird mit Hilfe eines Onlitgagebogens beantwortet, in dem weltweit Business
Procesd’rofessionals befragt wurden, um ihr Fachwissen zur Verfugung zu stellen.

Die Ergebnisse dieser Forschung zeigen, dass Innovation und Digitalisierung gefolgt von Strategie
und Fuhrung und Management die einflussreichsten Faktoren fur die zukUnftigekitntg/on
Geschaftsprozessmanagement sind.



10.13147/SOE.2020.007

LIST OF FIGURES
Figure 1 Importance of Technology for BPM, source: www.statista.de (2018)................. 2.
Figure 2 Structure of this thesis, own ilUStratioN..............cooiiiiii e e 3

Figure 3 Unrestrictedelf-selected sampling with LinkedIn; source: www.linkedin.com......9

Figure 4 LinkedIn Groups for participant recruitment, source: wwwebimkcom.................. 10
Figure 5 Example Likert Scale Question, source: online questionnaire...................ccc.... 11
Figure 3 System Theory, own illustration, source: von Bertalanffy (1969)...................... 13
Figure 4 Industrial Revolutions, own illustratiQn...............ccoevvvvieeee e, 14
Figure 5 A gross process definition, own illustration, source: Paln{gef®)........................ 16

Figure 6 BPM Life Cycle, own illustration, source: Fayol (1949), BPM CBOK V3 (201317

Figure 7 Relation StrategyGovernance Process Management, own illustration, source: Paim &
L= 220 5 TSRS 19

Figure 8 Where does BPM come from? own illustration, source: Jeston & Nelis (2014)20
Figure 9 Conceptual Timeline, own illustration, source: Paim et al. (2008)..................... 23
Figure 10 BPM hype cycle, own illustration, source: Jeston & Nelis (2014)................... 24
Figure 11 Business Process Model "Borrow a book", own illustration with ADONIS®....26
Figure 15 GlobaExpenditures on Cloud Computing Services, source: Gartner (2018)...29

Figure 16 Leading capability required to successfully undertakindss initiatives, source:

KPIMG (2007).. ettt teeea ettt et e e e e e e e emmee e e e et aaaaaaaeeeeeeeeessammneeeeeeeeeeeeaannnns 30

Figure 17 Map of influencers of BPM, own illustration..............cccooovvvieeeeii i, 32

Figure 18 Business process pyramid, own illustration, source: Harmon (2014).............. 33

Figure 16 Phases in the evolution of Strategic Decision Making, own illustration, source: Gluck et
Al (LO82)... ettt ——— e e e e —————————————————————— 36

Figure 17 The Strategic Management Process, own illustration, source: Hax & Majluf (1991),
Wheelen et al. (2018)......ccoiiiiiiiiiiiie e ieee e eeee et e e e e e e e e e e e 37

Figure 18 Strategic Management Model, own illustration, source: Wheelen et al. (2018), originally
FrOM L8 .. et eanen e e e e e e e eeees 37

Figure 19 Porter’s strategic activiystem map, source: Porter (1996)...............oevvvvvvueee.. 39

Figure 20 Ceworking of strategists and process managers, source: (Harmon,.2014)....40
Figure 21 DigitalStrategy Process, own illustration, source: Rauser (2016).................... 42

Figure 22 Organizational Design, own illustration, source: Fayol (1948)biRs & Coulter



10.13147/SOE.2020.007

Figure 23 Mechanistic versus organic organizations, own illustration, source: Burns.(1463)
Figure 24 Timeline of organizational design, own illustration, source: Palmer (1997)....49
Figure 25 Timeline of Organizational Evolution, own illustration, source: Laloux (2014)50
Figure 26 Organizations as a system, own illustration, source: Harmon (2014)............. 52
Figure 27 Comparisoof Process Architectures, own illustration...............cccovvvveeeeeeeeeeenn. 54

Figure 28 Client order process, orange to teal, own illustration, source: Laloux.(2014).54

Figure 29 Advice Process, source: http://agilitrix.com/2016/11/agnoeess....................... 55
Figure 30 Organization map, exterioollective quadrant, source: http://www.reinvorgmap.com
.................................................................................................................................. 57

Figure 31 Demographics of generations, own illustration, source:lsmeer (2016)............ 58

Figure 32 Storyboarstyle graphic of a business process, source: Leonardo Consulting 2015)
Figure 33 Information Visualization, own illustration, soeirBerinato (2016)..................... 65
Figure 34 How to communicate business process models, own compilatian................ 66
Figure 35 Evolution of Leadership definitions, own illustration, source: Northouse (20168
Figure 36 Management functions, own illustration, source: Fayol (1949)....................cc. 72
Figure 37 Practices of Agile, © Lynne Cazaly, source: Denning (2016)................ccceueee. 76
Figure 38 Davenport’s process innovation, own illustration, source: Davenport (1993).79
Figure 39 Generimnovation process own illustration, source: Tidd et al. (2013)............. 80
Figure 40 Five generations of innovation models own illustratiaurcso Rothwell (1994)....81
Figure 41 House of SCM, own illustration, source: Stadtler & Kilger (2008)................... 86
Figure 42 Five core process types, own illustration, source: Laudon et al..(2010).......... 88
Figure 43 Distributed network of a supply chain, own illustration, source: Laudon et al.§2010)

Figure 44 Sustainable supply chain practices, own illustration, source: World Economic Forum

Figure 46 Evolution of the circular economy, own representation, source: Weetman.(2927)
Figure 47 Supply chain of coffee, own illustration, source: Weetman (2017)................. 94
Figure 48 Circular economy framework (taken from LinkedIn Connection to Weetman)95
Figure 49 Supply Chain of Greencup, own illustration, source: Weetman (2017)........... 96

Figure 50 Circular Supply Chain, owltustration, source: Lacy & Rutqvist (2015)............. 97



10.13147/SOE.2020.007

Figure 51 Driving Digital Advantage in Circular Economy, own illustration, source: Bacy

U 100 | V1S 24 0 L 98
Figure 55 KIS and KIBS according to NACE ... e 103
FIQUre 56 SiZe Of BUSINESS.......ccoiiiiiiiieeieiieeee ettt e e e e e e e e emnnnnnes 103
Figure 57 Region Of INAUSTEY.......ooiiiiiiiiieeee et e e e e e e e e s e 104
Figure 58 Roles within OrganizatiQns.............cccuuurumiimmmniiiiiiiiiiee e e eas 104
Figure 59 Range of Age according to GENErations..............uuvviiiieeeieiieieeeeeeee oo 105
Figure 60 Generations and their ProfeSSIon..............ooovviiiieee i 106
Figure 61 INflueNCINg FACIOIS........coiiiiii e e 107
Figure 62 Influencing Factors plus others............ccoooiiiiiieee e 107
Figure 63 Influencing Factors and Generations...............oovieiiiccceee oo eeeeeeieee 108
Figure 64 Size of Business and Influencing Factors.............cccvviiieeeeeiiniinieeee e 109
Figure 65 Influencing Factors in Europe vs. Rest of the World..............ccooiiiieeee 109
Figure 66 Three main professions statimgir most influential factors.................cccceeeee. 110
Figure 67 Statements on the factor "Strategy.............cccorrriiee e 112
Figure 68 Statements on the factor "Organizational Evolution”.................ccoceeeeiiieeeenn. 113
Figure 69 Statements on the factor "Generational Workforce!'...........cccccoiviiacnnenn. 114
Figure 70 Statements on the factor "Leadership & Management®.................cccceer e 115
Figure 71 Statements on the factor "Innovation & Digitization”...............c.ccccvieeeivviiennne. 116
Figure 72 Statements on the factor "Supply Chain Management'................cccceeeeeennn. 117
Figure 73 Total Variance Explained, principle component analysiS..............ccceeeeeeeunnnnn 118
Figure 74 Screeplot for factor analysis.............ooovviiiiiieee e 119
Figure 75 Rotated Component Matrix, Varimax rotated solution................cccccoeereeeinnes 120
Figure 76 KIBS and influenCing fACtOLS...........uuuuiiiiiiiiiiieeeiiiiiiie e 122
Figure 77 Size of Industry and procestated Professions.............coooeeieiieeene s 124
Figure 78 Word cloud of other influential factors, soumaw.worditout.com.................... 127
Figure 79 Overall view on influencing factors on BEM...........ccoooiiiiiiiciee i, 131
Figure 80 New Business Process Pyramid, own illustration............cccccovveeeeiiieeeeeninnnnnn. 135
Figure 81 Decision on Goals of Business Process Management, own illustration........ 136

Figure 82 Pillars of Business Process Management, own illustration....................cccc.... 137



10.13147/SOE.2020.007

Figure 83 Organization®ecisions based on Business Process Management, own illugtB&ion

Figure 84 Process framework template, own illustration..............ccoooevieeeeiiiiii e 140



10.13147/SOE.2020.007

LIST OF TABLES

Table 1 Benefits of BPM to Stakeholders, own illustration, source: BPM CBOK (2013).18

Table 2 Principles of good BPM, own illustration, source: vom Brocke (2014)................ 24
Table 3 Theories on strategic thinking, own compilation...............ooovviine s 38
Table 4 Historical Overview on Orgaamizon Theory, own illustration, source: Hatch & Cunliffe
2010 ) OO 44
Table 5 Traditional vs. New, own illustration, source: Robbins &l€o(005)................... 49

Table 6 Practices in orange and teal organizations, own illustration, source: Laloux. (2C36})
Table 7 Distinguishing factors of Generations, own illustration, source:Admeér (2016)....61
Table 8 Communication patterns, source: Reynolds et al. (2008)...........ccoeeeveeeeinnnnnnnn! 63
Table 9 Charaeristics of leadership styles, own illustration, source: Rattay (2013)......... 70
Table 10 Managemedity techniques, own illustration, sourdgommen & Achleitner (2012)3
Table 11 Organizational design and BPM, own illustration, source: Palfatter (2017)..74
Table 12 Strategic advantages through innovation own illustration, source: Tidd et al..(2813)
Table 13 Innovation and Organizational Design, own illustration, source: Tidd et al. .(2(BI3)
Table 14 Codebook for statements on influencing factor "Strategy:.............ccccceevmmeeee. 112
Table 15 Codebook for statements on influencing factor "Organizational Evolutian'....113
Table 16 Codebook for statements on influencing factor "Generational Workforce'.....114
Table 17 Codebook for statements on influencing factor "Leadership & Management115

Table 18Codebook for statements on influencing factor "Innovation & Digitization'.....116



10.13147/SOE.2020.007

LIST OFABBREVIATIONS

Al

APQC PCF
BPM

BPM CBOK
BPMN 2.0
BPM&O
BPMS
BPQL
BPR

CEO

CMMI
EFQM
ERP

loT

IT

KPI

MIT

OMG Group
PEMM
PESTLE
SOA
SWOT
TOWS
VRIO
XPDL

Artificial Intelligence

American Productivity & QualitfCentreProcess Classification Frameworl
Business Process Management

Business Process Management Common Body of Knowledge
Business Process Model & Notation version 2.0

BPM Consulting Company

Business Process Management System

Business Process Query Language

Business Proce$®eengineering

Chief Execution Officer

Capability Maturity Model Integration

Europear-oundation foiQuality Management

Enterprise Resource Planning

Internet of Things

Information Technology

Key Performance Indicator

Massachusettmstitute of Technology

Object Management Group

Process Enterprise Maturity Model

Political, Economic, Social, Technological, Legal, Environmental analys
ServiceOriented Architecture

Strengthd Weaknessek Opportunities Threats aalysis
Threatsi Opportunities WeaknessesStrengthsanalysis

Value, Rareness, Imitability, Organization analysis

XML Process Definition Language



10.13147/SOE.2020.007

1. INTRODUCTION

The 2% century has become known as tferdustrial Age. At the root of this term is the fast
changing world of both soefy and businessharacterized bgxponential development and
use of digital transformation, Artificial mtelligence (Al), robotics and cloud technology
providing information at angime anywhere supported by the Internet bings (loT).

Processes aremajor success factor for tradit@nmmanagement forms and can be described as
highly structured connections of organizational activities.

Experience®f the 4" Industrial Ageand thus technologicdemands havied organiations to
realise thatonventionabpproaches to orgamitzonal design and management are too slow and
laborious for this increasingly fast pacadd conneceéd world. To datemany organiational
alternativesare being tested to identifgnd verifynew ways of workingPalkovitsRauter,
2018)

Given the major role that Oprocessesd have I
arises as to what type of processes, if any, will be required faretheemerging and future
organiational dsigns?

Numerous discussions and excursas be foundn the management press and academic
sessionas to whether processes in their current form are, in the main, too rigidoantbsl
the emerging business demaifiiarchand et al., 2002However, there o little empirical
work in thesemportant ares

This researctaims in identifyinginfluencing factorsof Business Process aMagement; the
effect and impact of thesafluencing factorson the processes within orgaaiions;the
posgble interdependence of the influencing factors under analysis on eachaotthére extent
to which potential influences will force businesses to rethink theBusiness Process
Management activitig¥alkovitsRauter, 2018)

A study based on Information Orientation, conducted by Marcledral. (2002) basically
pointed out that the management of people, information and technology will improve business
performance. Information Orientation measures the extent to which senior managers perceive
that their organizations possess the capabilities associatiedffective information use to
improve business performance.

The roles of information and technology have tremendously changed since that time and were
researched very well during the past deca®esiness Process Management and Human
Resource Mnagemehare almost the same and now struggle. It seems that processes and their
management within organizations did not change since the nineties, nor did the management of
human resources. Organizations have changed their recruiting processes from laboer provid
to applicant.

One starting point in connectiawith this research is provided by a survey on the importance
of Serviceoriented Architecture business procedsased execution of tasks that refer to

1
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business rules within IT systejnCloud Computing andig Data for Business Process
Management (BPM) foorganizations worldwide in 2015. It showsat 31% of responding
organizations focus on process work and are not too concerned with SOA or Cloud Computing.
20% of the participants are beginning to explhese technologig8PTrends, 2018)

One very interesting finding, provided Bigurel, is that Cloud Computing (10%), SOA (6%)

or Big Data (6%)are important for the responding organizations, but they do not use these
topics in conjunction with Business Process Management rthath Serviceoriented
Architectureranges here with only 10%BPM (intelligent Business Process Managemest)

the combination of Business Process Managemeninagitigence capabilities like Artificial
Intelligence or Internet of ThindQuirk, 2018)

Service-oriented architecture, cloud computing, and big data
importance for business process management (BPM) for
organizations worldwide, as of 2015

Figure 1 Importance of Technology for BPM,
source: www.statista.d@018)

Figurel shows thait seems thatottrendy buzzwords are important for the future development

of Business Process Managemetacroeconomic phenomenon, emerging organizational
forms, diverging generatios of workers, leadership models, physical space concepts,
technology, strategies and the impact on financial performance all build a stakeholder landscape
surrounding processes of an organization. The exploitation of their impact, influence and
density will be the core research area of this thesis.



10.13147/SOE.2020.007

After this first chapter of a short introduction into the research topithittechaptemprovides

a holistic and critical literature review on Business Process Management as sai#asd
influencng factors under researchhe following topics have been selected as they have
interesting connections with each other and are all focussing on a proce$suneim some
theoretical works by different authors:

1 Strategy An organization's strategy igrectly linked to Business Process Management
as processes should meet strategic goals in an operative manner.

1 Organizational Evolution- The defined organizational structure determines the
implementation of Business Process Management; the less hietheclegs processes.

1 Generational WorkforceDifferent generations in the workplace need aligned conduits
of communication related to process information.

1 Leadership & Management Agility in both leadership styles and management
determines the structuoé Business Process Management within an organization.

1 Innovation & Digitization- Information technology and innovation are both boosting
organizations, but still processes have to be defined to sustain in the market.

1 Supply ChainManagemeng& Circular Economy- Both are very processriented as
new opportunities and sustainability can be derived from processes.

As one of the hypotheses of this research work is concerned with the level of infafence
influential factorson the future development Blisiness Process Managemémesetopics are
examined and treated in context with processes, Business Process Management and related
management concepts.

The definition of these six topics, called influencing factors or also shaping forceghirdghe
chapterof this thesis resulted from axpert workshop wherdifferent views on processes,
management concepts and trends and hypes where extracted and d{8uitsdield, 2017)
These findings were sorted and categorizedl fenally ended in the definition dhe shaping
forcesdescribed above.

Critical Literature it
* Extraction of s L ReNew « Online Findings

expert  Focus on BPM Questionnaire ¢ Author’s Facit
knowledge . ®5ix inﬂuencing * Results
))) -|||||-|-

= factors ‘
||||. Quantitative
Research

Figure 2 Structure of this thesis, own illustration
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Chaptertwo provides theoreticahsights o the research methodologies used fos thiesis.
Theseare the expert interview and the online questionnwitte statistical measures

With the input of the critical literature review an im@l questnnaire was developed. The
resuts of the survey are displayed and explained in chdpter

Finally, new <ientific findings are providedin chapterfive. A brief summary as well as
concluding words arforming the last chapter of thigork.
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2. RESEARCH QUESTIONS AD HYPOTHESES

The mainquestion this thesis is dealing with is as to which extent the discipline of Business
Process Management exposed and thus open for changes by factors such as strategy, the
generational workforcajevelopments imrganizatio theory new findings odeacdership and
manaement, exponential changes in innovation and digitizadionew theories on Supply
Chain Management and Circular Economy.

For a deeper analysis thfesetopics a comprehensive literature analysisrovided in chapter
threeof this thesisThe points of connecticsind potential interdependencigfsthe individual
topicsareanalysedanddepicted

In order to gain direct insights intbe topic of process management and current organizational
challengesas well as to investigate previousgtablished hypotheses based on the literature
analysisa survey wasarried out in the form of an online questionnaire.

Four hypotheses have been fotated and are as follows:

H1 = the levels of influence on Business Process Management of influact@is are the
same across knowledgetensive business services in Europe.

Knowledgeintensive business servicesK | BS) a r efirnts @drformiegdmailg for fi
other firms, services encompassing a high intellectual agdkco (Muller & Zenker, 2001)
Organizations operating as a knowledggnsive business service provider usually offer
knowledge intenge services problemsolving consulting and clienelated interaction
services. Thus, the deftion of KIBS does not imply that one particular influential factor has
more impacts on future developments on Business Process Management than others.

H2 = the size of the business does not influence the level of infle¢hice influential factors
on Busness Process Management

99,2% of organizations within European industries are small and medium sized enterprises
(European Union, 2017)iterature does not exclude the implementation of Business Process
Management in smallna@ medium sized organizations and other factors such as strategy or
leadership & management do apply for all types and sizes of organizations.

H3 =the age provide bthe participant is significant for the level of influerafeghe influential
factorson Business Process Management

Members of the Baby Boomer generation are still holding influential positions with authority
within organizations and thus are strongly related to influential factors such as strategy or
leadership and manageméAhantatmula & Shrivastav, 2012phnovation and digitization are
more connected to Generation Y or also called Digital Natives or the Google Generation
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(Meister & Willyerd, 2010) therefore the imigcation of different viewpoints on influencing
factors is immanent.

H4 =the primary influencing factoren Business Process Managemard the six provided
(strategy, organizational evolution, generational workforce, leadership & management,
innovation& digitization and Supply Chain Management & circular economy)

Chapter 3 provides a comprehensive literature review that already shows strong relations to
Business Process Manageménguick check on all published papers in the Business Process
Managemengournal of 2016 and 20(Emerald Insight, 20173howed that the main topics
under research were Internet of Things, Data Analysis, Innovation, Supply Chain Management
and Strategic Performance Management, see also AnnethB tifiesis.

The results of this survegre analysed in detail using statistionethods and presented in
chaptemb. In this case, special attentiorpaidto thevalidationor refutation of the hypotheses.

2.1 Methodology

This section of the thesis briefly describes the research methodologies used to proof the
hypotheses defined. The described methods are extending each other through method
triangulation.

2.1.1 Expert Workshop

An alternative form of an interview without a fixedt of questions and no obligation on both
sides, the interviewer and the interviewee, is called open interview, guided conversation or
intensive interview. This typedepgt hisntiemrtve rewi,
provides especially high ality of information and is usually very intensive in contrary to
standardized interviewtier, 1999) The collection of data with the help of such an interview

or guided conversation is seen as a pre data set process tathelpe follow-up process of
guantitative researcfSwetnam, 2006)This guided conversation was conducted with the
author of this thesis as interviewer and an expert in this field as interv{Bwiéerfield, 2017)

Dr. Reginald Butterfield is lecturer at numerous national and international universities, he has
an impressive track record of publications on topics such as new public management or
modelling cloud application life cycles and he isrking for several companies as consultant

in organizational change projects. The main aim of conducting this guided conversation was to
understand the world as the interview partner sees it. New relevant insights on experience and
opinions can be gainedstead of getting a right answer through such a research methodology
(Adler & Clark, 2014)

The interview itself was not recorded and thus there is no transcript, but the essence of the two
folded interview was documented oipéiharts that are provided in the annex of this thesis
(Annex Ci Flipchart Transcrigt
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2.1.2 Literature Review

A critical literature review provides concepts, theoried arguments other researches already
have found in the field of related topics. The staitéhe-art on the problem influential factors

on future developments on Business Process Management is important to be analysed at first
place. It also aims to shovow far different research is related and to identify areas that can be
built on the basis of past findings. Existing knowledge and experience will be presented in order
to show where further research should be done. Thus, the analysis represents arparg sum

of existing working paper@Nebster & Watson, 2002)

Cooper(1988) describes three major goals of a literature review: criticism on determined
criteria to compare existing works, iddiation of vital challenges to analyse earlier papers
and their research questions, to analyse future research works or identify methodical problems
and integration to compare a number of papers from different authors. The focus of this thesis
is on the dentification of vital challenge3.he author also expects to explgaps ofresearch

related to different topics of the literature review. These gaps will be detected and stressed out.

Important factors while conducting a literature review are the position of the author that can be
either neutral or biased, the degree of coveragiher complete or representativand the
organization that is either historical, conceptual or methbodieest but not least the target
group has to be determined. Coofi388)distinguishes between experts, general science and
general public.

The literature review within this thesis is a representative and biasedhabiik focussing on

a historical presentation of the results for interested experts, scientists and the general public.
The literature review is done separately topic by topic with the aim tarfiacdependencies

with the main topic of Business Procédanagement.

In the first step mhistorical overview is providedpllowed by related theories, development
waves the current status quo as well as trends and perspdeiies.3 explains the research
fields of the literature review with the connection to Business Process Management.
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Figure 3 Literature Review of this thesis, own illustration

2.1.3 Quantitative Research

The main aim of conductinguantitative research methods is to collect and to analyze
structured data to build accurate and reliable measurements in statistical analysis. While
gualitative research answers the AWhyo of a
answerstoth AWhat 06 and fAHowo. Wit h wihuhe sdpiofofars | i k
example alikert scale) this type of research uncovers behaviors and thus highlights trends
across data sets, but not the motivation behind observed d®oedzen, 2017)

The literature review conducted in chap8nof this thesis observed facts and findings of
researches. This data is measured and quantified in an objective way with the help of the
provided questionnaire and finally evaluated usstgtistical analysis. As a result of
guantitative research, the data can be summarized and used for further scientific findings.

Fricker (2008) distinguishes between interAgased surveys and traditional surveys ia th
context of data collection, where sampling is the means of selecting a subset of a larger
population to study. Internet surveys are run at almost zero cost and can collect data in millions.
Representative surveys conducted in this context do not meathehsample corresponds to

the population in terms of observable characteristics, but that the results collected from these
data would be consistent with those we would have collected from the entire population.

Sampling methods for internbised surveyare based on probability or nqmobability. The
types of probabilistic sampling methods are simple random sampling, stratified random

8
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sampling, cluster sampling and systematic sampling. When selectingroloability samples
participation is left up torgy individual.

The sampling method used in this thesis is a sampling mix based on a list and unrestricted self
selected samples. A prerequisite for simple random sampling based on a list is a kind of contact
information, for example an email address tceasdhe sampling frangEricker, 2008) In this
particular case, the contact details were the registration to specialized and professional groups
within a social media network called LinkedIn. The unrestrictedsaifcted saple was made

on the same social network by posting an article with the link to the questionnaire within the
author's profile on social media, where 587 people viewed the postigeee 4 (Palkovits

Rauter, 2018)

The recruitment of the study participants was exclusively based in the investigator's personal
social network (LinkedIn), with no financial incentives or anlyer form of compensation for
participation. The questionnaire was posted as article within the social media profile as well as
in different LinkedIngroups, specialized in Business Process Management, see a screenshot in
Figure5. Prerequisite to post something in a professional group is the permission to become a
member.

Sdho Patinstts-Rauter
’
L

«360° view on influencing factors on
Business Process Management (BPM)»

¥ Target audlence: Business Process Professionals, C10,
CEQ, mansgoen
O 15-20min

Figure 4 Unrestricted seltelected sampling with LinkedIn;
source: www.linkedin.com
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Harvard Business Review

&

Susiness Process Management (BPM)]

Ag 8PM Guru [ BPM Leads

ABPMP - The Association of BPM Professionals International

®

&4  ADONIS - BPM Commwinity

Figure5 LinkedIn Groups for participant recruitment,
source:www.linkedin.com

2.1.4 Measures

The questions in thentine survey were designed with simple language, without the use of
abbreviations or foreign language idioms. The sentences were very specific with precise scales
and clear wording avoiding vague terms. Since the subject is very specific and the tanget gro

is limited to Business Process Practitioners, the questions included all the necessary information
and were formulated in a not too precise margfaylor-Powell, 1998) The first question of

the questionnaire intended to adilter question as the type of knowledigéensive services

the respondent is working for is important for hypothesis 1 of this thesis. The type of this
specific question was multiple choice with only one possible answer (single choice).

The second padf the questionnaire contained closed questions with a clear choice of answers,
examples here being the size of the business in which the respondent works or the age range to
which the participant belongPalkovitsRauter, 2018

The third, most informative part of the questionnaire, introduced six shaping forces with short

and precise sentences. The survey respondents could choose up to six given factors within a
partially closed question. The indication of at least tloteer factors was also possible. After

this question, for each of the six influencing factors provided, a closed question with ordered
responses and a Likert scale with five options requesting agreement or disagreement concluded
the questionnaire. With tke six scales, 30 different statements were asked to be scored
Astrongly di sagreeFgurée6o fstrongly agreeodo, see

10
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Please indiciate your agreement or disagreement on the following
statements on strategy and BPM.

Disagree Disagree Neither Agree Agree
strongly agree strongly
nor
disagree
A competitive strategy is the perfect fit of
business process activities lo succeed on the O O O O O
market

Core processes influence strategic goals and
vice versa.

The digital age influences strategies in many

ways (networked customers, data generated in A ’ ~ ~
all processes or rapid expenmentation in b N > -
innovation)

Platform businesses such as Apple’s iPhone

and App Store do not optimize business ~ ~ ~
processes but use other metrics to measure X bt
success,

Having a digital strategy is essential for staying o A ~ A ~
competitive pe:

Figure 6 Example Likert Scale Question, source: online questionnaire

The detailed information on respondents are described in the next chapter, the complete
guestionnaire is listed i\nnex DT Questionnaire

For the analysis of several categorical variables in the questionnaire, such as age group, firm
size or industry regn, descriptive statistics such as frequencies were performed in the tool
SPSS v.24. The outputs of descriptive statistics are for example the minimum and maximum
values, the mean or the standard deviatitalkovitsRauter, 2018

For some analyses, the underlying data file has been split to get results for different groups
separately. Individual elements can be combined with data sets to avoid a large number of
individual results. A major issue before the collected datdbeamnalyzed in depth is the error
checking in the data sets. A quick summary is provided by the codebook of the tool SPSS v.24,
seeAnnex Ei CodeBook To obtain degiptive statistics for categorical variables, frequencies

are used. This statistical method tells the researcher how many participants gave each answer
(Pallant, 2010Q)

Special attention was given émalysingthe data on the thirty different statements provided to
respondents asking for agreement or disagreement within Likert scales. To be able to identify
groups or clusters of these variables, the factor analysis was performed. This technique of the
factor aralysis has three different applications: understanding the structure of a set of variables,
measuring specific variables with a survey and reducing the data set to a size that is more
manageabléField, 2005)

For an efficientand focused evaluation of the required target value sets, the method of
exploratory factor analysis was conducted. The manifest variables retrieved in the questionnaire
are therefore attributed to a smaller number of latent fa¢iatkovitsRauter, 2018)In
accordance with the underlying basic assumptions of the factor analysis, the expression of a
fixed variable can be decomposed additively into a weighted sum of the factors:

11
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W -

where xn is the observed expression of the questionnaire participant i for the characteristic m,

t he expression of t hene@esdnisthe factonloading offther t h
observed feature on the latent factor j. f describes the numbecwfencesix the underlying

f act o mian erariten(Moosbrugger & Hartig, 2002)

Results on the factor analysis are presented in upcoming chégté&actor analysiand5.5
Results on Factor Aalysis

12
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3. LITERATURE ANALYSIS

3.1Business Proceddanagement

A current survey omBusness Process Management, conducted by BearingPoint and BPM&O

in 2017 found outhat 77% of companies in Germany, Switzerland and Austria think that
sustainable and holistic Business Process Management is the basis for the challenges of digital
transformation. Another two thirds estimate that customer orientatianil inad within the

focus of Business Process Managemwhile cost cutting, more transparency, harmonized and
standardized processes, higher quality and digital processes amaslitg Business Process
Management for organizatiofBearing Point & BPM&O, 2017)

Before explaining what business processes and the management of these processes are, the
basic underlying theory should be explaindény avalable definitions on business processes

are provided by literature today, but nearly all of them are originated from the simple
explanation provided ifrigure 7. Evely system has a defined input that is transformed and
produces a desired outpiMon Bertalanffy, 1969)

Feedback

Transformation
Input Output
(Thruput)

Figure 7 System Theory,
own illustration, source: von Bertalanf{969)

With the General Systems Theocpmparative similarities between different systems and
hierarchical levels can be explained, whié¢ra system i s a set of inte
that form an integrated whel i nt ended t o p e(®kjttoer, 098P mMoee f unct
pragmatic way of defining a system in the context of management is any structure that has an
order, patterns and a certain purpose. A very basic concept of thealGeystems Theory is

the one of order and the presumed existence of a law of order. Important theo@Gstseoal

System Theorgre Von Bertalanffy1969) Litterer(1969) Churchmar{1979) Bowler(1981)

and Boulding(1985)

The connection between General Systems Theory and Business Process Management can be
derived from the fatures of the described theory: systems have objects and attributes with
interrelationships and interdependences, systems should be holistic and consider the entire
biosphere, systems are goal seeking, systems must transform inputs into outputs, sgstems ar
either closed with determined inputs or open with inputs from outside, systems have a certain

13
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amount of disorder or randomness (entropy), systems must regulate its interrelated objects,
systems consist of hierarchies, systems that are complex havdizspeaiaits that perform
specialized functions (division of labour) and systems can reach objectives through alternative
ways (divergence) or obtain different objectives (convergeiv®) Bertalanffy, 1969)

When giving an lstorical overview of Business Process Managers=d alsd-igure8, the

first ones to mention are Adam Smith (17P30) with his division of labour approach,
Frederk Taylor (18561915) with Scientific Management and Henry Ford (18637) with
the creation of production | ines f oBusinesss s
Process Managemesystems. Taylof1914)and his colleagues started a revolution in manual
work by splitting working units to small entities and so developed modern industrial
engineering. The result was process improvement for production processes. Taylor believed
performance will increase wheie worker is isolated. These efforts can be assigned t§%he 2
Industrial Revolution. At about the same time Alan Turing (29924) described his Turing
machine with a kind of process model. Carl Adam Petri (Z82R)) introduced Petri nets in
1962 whch were adopted by most of the still availaldasiness Process Management
modelling notationgVan der Aalst, 2013)

pr

Both Davenport(1993) and Drucker(2001) researched and explaingte evolution of
management within Bell Laboratoribackin the 1930s, where a second approach to business
improvement was implemented. While Taylor introduced product inspection as a means of
guality assurance at thend of the production lingvithout influencingthe process itself,
Shewart, Deming, Juran and othstipulatedstrict analyses and controlso-called quality
controls- of the productiorprocess

-
PO
<~ ‘ v N (S ‘o —
DY amm—
, v \J — a
~N T S
@ n o
‘ s o
: . == )
L rtem— natae
1st Industrial 2nd Industrial 3rd Industrial ath Industrial
Revolution Revolution (Digital) Revolution Revolution

Mechanization, water power,

Mass production,

Computer and

Cyber Physical

steam power,
1760-1840

assembly line,
1870-1914

automation
1980-ongoing

Systems
2016-ongoing

Figure 8 Industrial Revolutions,
own illustration

The next great addition to process management connected to the stages of industrial
revolution’s & stage, the initial term, not yet called a business process, could be named
workflow. Workflows are automated bnsss processes. One easy implementation example is
the automated routing of documents from one person to another through a determined process

14
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map. This was back in the early 1980s where IBM closely followed by other product vendors
started to invent a newsion of office information system®an der Aalst, 2013)

Computer systems were new to the workingegple at that time Typically, different
organiational unitauseddifferent electronic systems. Scanning a document was oatglive

the document, not to send it around electronicatlgrfaces to integratgystens directlywere
expensive and inflexibleThe Office Automation Group at MIT (Massachusetts Institdite o
Technology)built integrated office application systerafier intense research activities that
consistedf document production, database management, image handling and communications
(Perepa, 2011)

New management approachfesusing on qualityike Total Quality Management, Six Sigma,

ISO (International Organization for Standardization) or Kaizen added value to management
executivesand thus became fashionabférst Davenpor(1993)and hen Hammer & Champy
(1993)describedBusiness Process Reengineei@sg more holistic approach aontrasto by

then taskcentricorganizationsTo Reengineer an existing processans t@nalysenputs and
outputs and brainstorm on the taskecutedn between to achieve vast improvements in cost,
service and qualit{fKlun & Trkman, 2016)

Hammer & Champy(1993)created five guidelies by this time for a redesign team: 1. Use
brainstorming to focus on a specific outcome, 2. Think on the possibility that one single person
can handle the whole process, 3. Dump not necessary assumptions, 4. Use technology and 5.
Use the viewpoint of youcustomers. The redesign team had assigned roles like the leader,
process owner, a set of reengineering team members and a czar. Dum@x0éBgiied to

explain why the hype of Business Process Reengineering entiectarn of the century. They

stated that the concept of BPR was often misused in a too radical way and sufficient tools and
techniques were practically missing to succeed.

With technological innovations and the netdmeasure performancéhe importane to
managebusiness process increasedin many orgarkations. The Association of Business
Process Management ProfessiomBnesa business process as

Aa set of activities that transform one or more inputs into a specific output (product or service)
of value to the customerfABPMP, 2013)

The need for products and services of high quality and for the achievement of strategic goals
boosted thalevelopment and implementation of business procebtasaging processes/b

using Key-Performancdndicators (KPIs) in order to use these processescadrol
mechanisms as one can quantify and measwteadapt them if appropriaten be summarised

under the ternBusiness Process Management (BPM). BRBMlefined asia management
discidine that integrates the strategy and goals of an organization with the expectations and
needs of customers by focusing on-emdnd processes. BPM comprises strategies, goals,
culture, organizational structures, roles, policies, methodologies, and I3 to@) analyse,
design, implement, control and continuously improveterehd processes, and b) to establish
process g@BPMP,2GL3) C e O

15



10.13147/SOE.2020.007

A very clear and distinct definition on Businegeéess Minagement is given bgeson& Nelis

(2014) A Aanagement discipline focused on using business processes as a significant
contributor to achieving an organization’s objectives through the improvement, ongoing
performance managementagdo ver nance of essenti al busi nes:

Zairi (1997)statedthat BPM i s concerned with the main asp
there is high | ever age a madpravidésisanelgsrtoagpvern t i o n
Business Process Management: mapping and documentation of main activities, horizontal
linkage between activities to focus on customers, quality performance to ensure discipline,
consistency and repeatability by relying on systems and prasdigsessment of performance

of individual processes, optimisation as continuous approach to gain extra benefits, guarantee

of competitiveness by best practices and establishment of culture change.

A structured literature reviewnoprocess managemenith 41 selected articles conductey
Palmberg(2009)draws a gross process definitishownin Figure9. The author stresses out

six components commonly found in most of the given definitions on process management in
literature: processes have inputs and outputs, the activities are intefrgiateelsses are
horizontal and crosinctional within organizations, the main purpose is the generation of
value to customers, processes use resources and processes are usually repeated

The categories commonly found and for example also given by Davéhp®3)are strategic
management processes, operational delivery processes and supportive administrative processes.

A horizontal sequence of activities...
Repeatabilty

INPUT \ | A A A QUTPUT
need result

Resources

... to meet the needs of customers or stakeholders

Figure 9 A gross process definition,
own illustration, sourcePalmberg(2009)

Business Process Management can best be described and understood with the help of the BPM
life cycles designed and describég numerous researchebhese life cycles are derived from
Fayol 6s pr oc etgFayololD49)mize BusigessnPeoness Management Common
Body of Knowledge (BPM CBOR) provides a life cycle that is derived from the Plan, Do,
Check, Act Cycle by Edwards DemingpeFigure10. Processes should therefore be managed

in a closedoop cycle that comprises the planning, design, implementation, execution,
measurement, control and continuous improvement sihbas process¢8BPMP, 2013)

16
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Process planning &
definition

Resporse to change Detadled process
& continuous desgn, build and
mpeovement deployment

Performance
monitoring &
reporting

Figure 10 BPM Life Cyck,
own illustration, sourceFayol (1949) BPM CBOK V32013)

Business Process Management, as a management discipline, guides organizations across all
functions and roles through the management of business processes. There is no difference
between foiprofit, nonprofit or governmental organizations or executive nganaent to
operational staff. Barriers between silo functional groups should be removed by process
management and thus control the processes of the entire organiaatnmmove the quality of

the organizational output (products and services), to ideopfyortunities to create new
business models, to use improved technology to support business, to align business processes
with strategic objectives and customer needs and to improve effectiveness and performance of
the organizatiorfPalmberg, 2009)

Forcesfor the implementation of Business Process Management are important issues on
globalization (market expansigndisruptive businessgschanging technology (interneif

things personal computersocial media, etc.yegulations $arbanes Oxley, Basel | &),

active and connectedtakeholders and thextensionof business boundariesnéans of
transportation likéJber, hotel rooms likeAirBnB, etc.)(Armistead & Machin, 1997)

Many stakeholders within an organization benefit directly or indirectly Bosiness Process
ManagementTablel provides a summary of these benefits for customeasagement, acting

process roles and the enterprise itself. Business Process Management itself does not guarantee
the lifting of all listed potentials as the methodology is not properly implemented within an
organization to for example guarantee continuoygovement or performance measurement.
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Tablel Benefits of BPM to Stakeholders, own illustration, source: BPM CEBDK3)

Enterprise

Clear ownership for continuois
improvement

Agile response to measured
performance

Performance measurement
benefits cost and guality
Monitoring improves
compliance

Visibility, understanding and
change readiness improve agility
Access to information simplifies
process improvement

Customer

Improved processes will
positively impact customer
satisfaction

Mokilizing staff on stakeholders
expectations

Keeping control on
commitments to the customer

Management

Making sure that all the
activities realized along a
process add value

Optimizing performance all
along the process
Improved planning and
projections

Overcoming the obstacles of
departmental boarders

Facilitating internal and external
benchmarking of operations

Organizing alerts levelsin case
of incident and analysing the

10.13147/SOE.2020.007

Acting Process Role
Security and awareness for
actors

Better understanding of "the
whaole picture’

Clarifying the requirementsof a
workplace

Defining precisely the
appropriate set of tools for
actors

impacts

Assessing process costs
facilitates cost control and
reduction

Competence, consistency and
adequacy

Sustaining the knowledge

Students ask from time to time how many busin@ssesses have to be managethin any
organization.Hamme & Champy(1993) stated that not more than ten principal processes
should be manage@&xamples are customer communication, strategy development or order
fulfil ment Davenport(1993)in his process innovation concept stated that innovation will be
greater the fewer processes are examined. The context for these two statements-is the re
invention of business and not the reengineering of business pro&@ssts& Fingar(2003)

provide a conceft The Third Wave Business Process Managerméehatincludeshundreds

of supportingorganizationalprocessesincluding industry best practices and processes to
ensure compliance with standards or legal requirésn€he complete list provided by Smith

& Fingar isgivenin theAnnex AT Enterprise processes

The ability for an enterprise to support Business Process Management can be defined by its
process maturity. This process maturity can be assessed with the help of reference maturity
models. The currertaselineof theprocessapabilityof an enterprises defined and identified

gaps are addressebllore than 30 different process maturity assesssnegit be found in
literature and this list is continuously growi@dBPMP, 2013) Two defacto standard
assessment models are shodBscribed hereThe Capability Maturity Model Integration
(CMMI) can be used to assess a process, a project or an enterprisedefirfizdclassification
stagesStarting withstagel with unpredictable processes that are poorly controlled moving up

to stage5 where the focus of an organization is totally on its process improveHaminer

(2007) defined the Process Enterprise Maturity Model (PEMM) in his Harvard Business
Review article AThe Pr oc e s®gankailiahstat assess théi s f
maturity for any particular process and the maturity of the enterprise as a whole.

18



10.13147/SOE.2020.007

Sustainlle pocess improvemendlong business objectiveand the assurance that these
improvements are maintained are goverisd defined goals, roles, responsibilities and
instruments along the organizational strategy in the form of Process Governance Models.
Process Governance comprisesiihd e f i ni ti on of overall guidel:@
model, the process control model and the activities of the various organizational units, and
involves mainly the distribution of Process Managennelatted responsilities within the
organization. Briefly, it involves fostering the definition of overall guidelines to orient what
should be done in Process Ma (Pam,etae 8009fand h o\
summarize, Process Gawvance clarifies what should be done by whom and how involving the

entire organization.

Therelationbetween Process Managemerhe design of processesProcess Governange
the alignment of processes with the strafiegnd the strategy itsefias to benade clear within
organizations, sefeigurell (Paim & Flexa, 2011)

Strategy
4 ==
Iy A
8 0
"/'L.’ Process \k\
-Jf ‘ Governance \
L= '}'X
Process Process
Execution Management

Figure 11 Relation Strategy Governance Process Management,
own illustration, source: Paim & Flexg@2011)

3.1.1 Business Process Management and Relatedrles

Starting from the quality thinking perspective this section describes all influencing parts of the
term Business Process Management,Fsgere12. What these termdldave in common is
the process focus.
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Figure 12 Where does BPM come from?
own illustration source:Jeston & Nelig2014)
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Six Sigmaidentifies and removes the causes of defects and minimeaesbility within
manufacturing processes to improve the quality of those processes. It was invented by Motorola
back in 198Gandidentifies a direct correlation between the number of defects, wasted costs
and the level of customer satisfactiptarry, 1998) Later Six Sigma was extended to business
processes other than production processes. An error in Six Sigma is described as process output
that does not meet specifications. The approach is implemented with five phases; def
measure, analyse, improve and control.

The concept of Total Quality Management (TQ&Mhphasizes quality as central part of an
organizational philosophy. That means that every source involved in a process has the major
task to focus on quality. The realization of a quality control is a discrete goal. Total Quality
Management has its origim researches of Edwards Deming and Joseph Juran, earlier
mentioned at Bells Laboratori¢saudon et al., 2010)The European Foundation for Quality

Management

( EFQM)

def i ne ondisting ofrinMeednents foo f EXxc

excellencasthe basidor the implementation of Total Quality Managem@kimistead, 1996)

Kaizenitself can belirectlytranslated as ongoing improvement. Sometimes it is referred to as
continuous improvement todKaizen originated in Japaard its strategy is to bring
management and workers to automate improvement thinking. All undertakings should lead to
improve processes and thus create a premassted way of individual thinkingmai, 2012)

Kaizen Blitz is aworkshop for rapid improvement within a few days. It is structured to carry
out creative but fast problem solving and process improvefimptovement Skills Consulting

Ltd., 2009)

ISO (International Organization of Standardizatide)an independent, negovernmental
internationally operating organization that brings together experts on different timgicare
knowledge and develop internationgrsdards that support innovation gmavide solutions
(International Organization for Standardization, 201IRA) this case the ISO 9000 family
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addresses various aspects of quality management to guide organizations to consistently improve
quality for their produc and services.

Process thinking led Tayl¢t914)develop the idea of Scientific Managem@astimony about

scientific management before the American congress in)1@M2re specialization and the

division oflabourwere fundamentals, but the weking of the workforce was alsonsidered

Taylor was ftlowed by Adam Smith in hisboak T h e HVeafl tNati onso publ i
(Gonroos, 1994)in front of the American congress in 1912, Taylor stafed: . . In 1 ts e
scientific management involves a complete mental revolution on the part of the working men
engaged in any particular establishment or industry. ... And it involves the eqoaiplete

ment al revolution on the part of those on th
ment al revolution on both si d@glor,sl@d)ent i fic m

Business Process Reengineering wasadlyaliscussed earlier in this thesis.

Lean, lean manufacturing, lean enterprise or lean production originate from the Toyota
Production System. Lean focuses on improving process cycle times and quality through
reduction ofnonvalueaddedprocessactivities. The Toyota’s lean thinking does not only
include processes of the shop floor, but also management principles up to executive
management, sales and of course also product development précieses Morgan, 2006)

Lean nanagement is a bunch of tools that kédentify and eliminate process waste (or muda).

The presumption of this methodology is that if waste is eliminated, quality can be improved

and production time and costs willdecredisé. e an i s a brghtthinggtethérighig t he
place at the right time in the right quantity to achieve a perfect flow or work; all while
mini mizing waste and maxi mi zi [@egtonf& Nelig,204) | i t vy

Business ProcedVlanagement is also about automatidiorkflow management is thexplicit
representation athe business process logwith automatedsupport of ITsystens (Van der

Aalst, 1998) The Workflow Management Coalition (WfMC) deés workflows asiit h e
automation of a business process, in part or in whole, during which documents, information or
tasks are passed from one participant to another for action, according to a set of procedural
r ol €IBM developerWorks, 2011)rhe main difference between Business Process and
Workflow Management is that the first is a proeesented management discipline and the
latter is a flow management technology foundirsiness Process managemeyat&ms(Ko

et al., 2009) Public administrations were leaders in transforming business processes into
workflows as service orientation was a strategic goal in 20@tuments were forwarded
automatically and processed electronically according to predefined busilesgBalkovits et

al., 2004) Document management has to be considered vehBomated processeme
implemented. If this is not the cagmperlesgasks will be executed extremely fast and then
next steps will have to wait for the physical paperwork tolcap(Jeston & Nelis, 2014)

A workflow is a procesghat iscomposed o$eparatactivities that relate to parts of a business
process or other organizational processes. In this case, a workfl@ontrast to the process
describes in detail the operational level; ideally in such a precise manner that the following
activity is determined by the outcome of each preceding one. The individual activities are
therefore dependent on each otfiexudon et al., 2010)
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Business rules are part of business processes and are critically impsnanbus technology
systems that are integrated shall have the same valid information which is only entered once,
avoiding outdated or incorrect rulgkeson & Nelis, 2014) For workflows business rules work

as dynamic and operational game changers and thus provide the ability to tune workflow
parameters steadily to suit changing business conditions without necessary code changes within
the workflow sdutions (IBM developerWorks, 2011)The Business Rule Group published a
Business Rules Manifesto with 10 articles on principles of rule indepen{i@usi@ess Rules

Group, 2003)

A Business Process anagement System (BPMS) is defined as preaesse system that
exploits and explicly describebusiness processes in the form of a process model to coordinate
that proces¢Dumas et al., 2013A Business Process Management System can coordinate an
autanatedprocessso that all the work is donaithout mistakesn time andwith the mos
effectiveresource allocatiorThe main components of such a system are the execution engine
for case creation, a procassdellingtool to design the processes, a worklist handler to handle
the back log, external services to integrate other information services outsiBasiness
Process Management Systeraad administration and monitoring todts keep the process
information upated

As rapid developments in information technol@yeh as Cloud @nputing orthe Internet of
Things(loT) are driving organizations to refurbish their IT infrastructimesinesgprocesses

are influenced to a high extent, not always in a positive. Wag main businesprocesses
affected by loT and Clouddnputing are customer services and support, product and services
development, data management andyaigmas well as logistics and Supply ChaiarMgement
(Ferretti & Schiavong2016)

A ServiceOriented Achitecture (SOA) is a group of salbntained services that can
communicate with each other to build a working software application basedlL@udon et

al., 2010) A set of web services is orchestrated to improve and coordinate different types of
information systems within an organization. A web service is a piece of functiaihalitgan

be easily integrated in executable business processes. This kind of softelatectare
paradigm is theo-calledServiceOrientedArchitecturewhich allows a business procdsased
execution of tasks that refer to the business ridesnas et al., 2013).inking web services

and thus enabling the coordination of distributedesystthat support business processes should
not be confused with business processes themg&west al., 2009)

A timeline for influencers foBusiness Process Managemeruld look like representedn
Figurel3.
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Figure 13 Conceptual Timeline,
own illustration, sourcePaim et al.(2008)

Portefs value chairtheory is discussed in modetail in chapter 3.2 when exploring strategic
management approaches.

3.1.2 Development waves ofuiness Process Management

Armistead(1996) presented ten principles of managing business presdszsed on several
approaches mentioned above like service processes, Supply Chain Management (SCM), Total
Quality ManagemenfTQM) or Business Process ReengineefiBBR) that emphasize dhe
managemertty business processes with some organizationabelsaihe author believed that
Business Process Management is only working when the attention is drawn on people,
processes and systems in combination with organizational structure and culture. These ten
principles are summarized to: defining a processoresiple, exploring the process through
process mappingJndertakingvalue analysis and failure mode analysis, understanding the
linkages between processes, discussing functional versus processffsadeining and
developing new process skills, takilegurning opportunities for others within the orgatian,
implementing measuremeiristruments, building specialist expertise in combination with
managing careers and continuously improving processes.

Based on these ten principles and the complementation of the principles mentioned in the
current body of knowledgBPMP, 2013) vom Brocke et al2014)researched on additional
principlesof goodBusiness Process Managemiengerve as implementation guide. The output

of Business Process Managemi@etature research and focus group discussionsBufiiness
Process ManagemeRtofessionals is summarizedTiable?2.
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Table2 Principles of good BPM, own illustration, source: vom Brocke (2014)

Principle of BPM
Principle of context-
awareness

Principle of continuity

Principle of enablement

Principle of halism

Principle of
institutionalization

Principle of Invelvernent
Principle of joint
understanding

Principle of purpose

Principle of simplicity

Principle of technology
appropriation

Description

Distinction between organizations (e.g. size, strategy, industry, market or objectives of BPM) and
within organizations (e.g. types of processes, available resources)
BPM must be adapted to suit the existing circumstances

Creation of an organizational culture to support continuous BPM and establish a process mind-
st
BPM should be permanent to facilitate continuous gains in efficiency and effectiveness

Enablement of individual and organizational BPM capabilities
BPM training to build sustainable capabilities to respond effectively to future contingencies

Establishment of a holistic scope of BPM including factors such as strategic alignment,
governance, metheds, IT, people and culture
BPM not in iselated processes or organizational functions, but halistic

Deployment of BPM in the organizational structure to avoid silos

Business Process Governance and the definition of process owners and their role
Involvement of all affected stakeholder groups te gain true commitment

Design process is a collabarative effort by actively invelved groups

Creation of common process understanding with process models as communication means

BPM conceptualizes processes in terms of events, tasks, actors, etc.

Creation of the purpose of BPM being a methed to achleve organizational change and to create
value
BPM creates transparency and value

Economical investment of resources (effort, time, money, etc.) to balance inputs against output
Organizations should look for the simplest way to achieve BPM-goals

Business-IT-Alignment to drive progression of value creation with BPM
IT should support the enterprise and not single departments

Like innovation cycles, Business Process Managemames in waves. Jeston & Ngl&)14)
draw aBusiness Process Managembwpe cycle that should work as starting p@intileads
to the current acceptance level and understanding of Business Process Management.

Growing acceptance
and executive maturity
and understanding

Maturing

technology
solutions
BPM
Don’t Automate, Movement
Obliterate”
Smith & Fingar
Six Sigma .BPM Third Wave"*
1986 1995 2000 2005 2010 2015

Figure 14 BPM hype cycle,
own illustration, sourceJeston & Nelig2014)
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Six Sigma’s invention in 1986 created awareness for processes. The concept behind was already
discussed earlier in this thesis. With the Harvard Busifeesv i ew arti cl e TfiRee
Wor k: DonEt Aut omat e(1990Rusireds ProcadseBnyinelering was mme r
born.At the time when the article was published organizations thought that huge investments

in informatian technology will boost their businesses. The major problem that Hammer stated
was that technology was used to mechanize old business protesseslled process
automation, without rethinking those processtis. suggestion was to reengindmrsinesses

by a radical redesign of their processes with the help of technology to achieve vast performance
improvementgHammer, 199Q)Another important statement in this article is the focus on
innovation and qualityThe authorstated that work structures and processes were not able to
keep pace with changes in technology, demographics and business objectives. Employees were
trained to execute a sequence of separate tasks and complex mechanisms were employed to
track theirprogegssi Busi nesses di saggregated work into
the people performing those tasks into departments, and installed managers to administer

t h e (hMandmer, 1990)

Smith & Fingar(2003)stated in their bookThe Third Waveé that with the historical evolution

of process management and the development of information technology, business people no
longer own their business processes. As soon as a business need igddrrthedalT code,

often implemented within Enterprise Resource Planning systems (ERP), is written and activated
without even knowing the business impact of that proddesauthors propose a new integrated

way of managing business processes with introgudifferent views on the same process: a
dashboard with key performance indicators for top management, deligglprocess map for

the business analyst, an interactive interface for the employee and a technical process language
for the programmer. All wdws are based on the same underlying business process. The key
factors for business innovation, which should take placemigtin IT departments throughe
introduction of new softwar@reprocess visibility, agility and accountability.

To explain thgerm Third Wave, Smith & Fingg2003)describe Taylor’s theory back in the
1920s as thdirst wave of Business Processalhgement and Davenpand Hammer’s
introduction of Business Processdhgineering (BPR) and tiraplementation of ERP systems

as the second wavé&he implication that business processes always have to be automated and
executed by integrated IT systems excludes all processes without any IT intefldaticgssue

of the authors is that IT is not managidata but processes data, so why not use processes as
applications instead of data? The Third Wave Business Process Management and the
introduction of a BPM$ Business Process Management Systesithe balanad combination

and extension of Business Pess Rengineering (BPR), Enterprise Applicatiariegration

(EAI, the integration of technologies and services of systems and applications across an
organization and Workflow Managemen{WfM). It should be possible to have a business
process language thig able to describe the management of an event for team building in the
same precise wagsto describe how computer system A is talking to computer system B.
Business processes should become a new information type next to data, procedure, workflow
or distributed communicatio(Emith & Fingar, 2003)

Business Process Management standéodslescribe business processes in motelse
developed over the past few decadéBey can be classified into graphical standards for
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expresion of processes in possible flows, execution standards for process deployment and
automation and interchange standards for portability of data within and beBuseress
Process Managemeasystems As already mentioned abgvBusiness Process Management
Systems also imply diagnosis standards to administer and monitor business prdossses
mention oneBusiness Process Managemstaindard for each category: BPNNDT Business
Process Model andotationby the OMG Group for the graphical representation, XPBIML

Process Definition Languagefor execution and intehange and BPQL Business Process
Query Languagefor diagnosigKo et al., 2009)

The graphical representation of business procesdas isighest level of expression and the

most natural to human®rocess modelling can be seen as a design activity using graphical
icons, basic geometric shapes and textual information, all representing tasks, events, states and
business rules that consitié a business proce@urtis et al., 1992)Iin their research on how

novice analysts represent business processes, Recke(2&14)) investigated five different
process design archetypes: textual design (onlyniexise of graphics), flowchart design (text

and abstract graphics, no concrete graphics), hybrid design (text and graphics, some of them
concrete), storyboard design (less text, mostly concrete graphics) and canvas design (no text,
full use of concrete gpdics)

In 2004 The Business Process Management Initiative first presémeBusiness Process
Model andNotation. The Object Management Groupok overthe defacto standard for

process modelling in 204@bject Management GrodpMG, 2010) Figurel5shows a sample

business process moatdsignedvith BPMN 2.0 notationmodelledwith ADONIS®?.

Figure 15 Business Process Mod&orrow a book,
own illustration with ADONIS®

The sample process kigure 15 describes how a book can be borrowed from the library. The
view on the business process is a simple flow chart without respamesshilioles andT
systems. The process generically shows tasks that have to be fulfilled to get a book or if it is
not avalable which time frames are kept.

1 ADONIS® is a BPM suite offered by BOC Ltdnce 1995www.bocgroup.com
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Standardization cannot be applied to all parts of Business Process Management, but most
organizations benefit from utilizing a process framework or industry reference when starting
with BPM. A brief classification of sucprocess frameworks is given by the BPM CBOK
Business Process Management Common Body of Knowldd@®PMP, 2013) These
frameworks are generally applicable for different organizations, industry specific, specific to a
process eea or technology.

The American Productivity & QualityProcess Classification FramewokRQC PCF) can be

used by different industries to define their Enterprise Process Mdusliness processes over

the whole value chainto see their activities from crossndustry process viewpoint on a very

high level. Another example for a generally applicable framework is the Value Chain
Operational Model (VRM) that integrates the three domains of the value chain on three levels:
product, operations and custom&he SCOR Model (Supply Chain Operations Reference
Model) representing the industry specific frameworks focuses otoesad processes along

the supply chain for enhanced communication and pramagsicity (ABPMP, 2013)

The question whether thmanagement digpline of business processes can be listed under

being a trend or not often can be found in literatdexording to the Cambridge Dictionary a
trendisia gener al devel opment or cHeaeengea ei hea asviit
(Cambridge University, 2017When connecting the term trend to the definition of a process
whichisha specific ordering of work activities
end,and clearlyidentife d i nput s and out p(Davenport,4993jtigetsu ct ur e
clear that Business Process Management is not underlying any tBusisess Process
Managements multi-disciplinary with many views, definitionsral perspectivesThe issue

here is where, how and to which extBuasiness Process Managemisrimplemented together

with other management approaches.

One example of perfectly matching management approashag research on the Sianses

twins project and process management. The decoupled implementation of project and process
management leads to duplication, overlapping, misunderstanding and power struggles within
these activitiesModern management approaches already provide improvepneocgésses,

which sometimes even end up in projects in order to develop, implement and sustain the desired
optimization measures within the company. At the same time, various processes are taking
place in projects which are intended to ensure progreggt tachievement and compliance

with the planned resources in the given time and the required quality. Interactions of this kind
require a coordinated structural organization and a harmonious interdependent procedural
organization. The recommendation basadhe research finding was to install a joint project

and process management office to function as a link between line organization, projects,
processes and the top managen(atkovitsRauter, 2017)

A literature reviewon all published papers the Business Process Management Jowhal
2016 and2017 (Volume 22 and 23)accessed via Emerald InsiglEmerald Insight, 2017)
results in the topic map shownAmnex B- Literature Review on BPM Journal 2016 & 2017

The main topics under research are the Internet of Things, Big Data Analysis, Innovation,
Supply Chain Management and Strategic Performance Management in combination with
Business Process Management. Other relevant issues are new methods like Lean Beployme
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or Critical Process Targeting and of course customers and employees that are affected by
market or leadership changes.

Forchapter 9 AENnterprise Pr oce¥asioMAABRMPMenNnt O
2013) Peter Fingar wate the foreword explaining the time after the Third Wave Business
Process Managementithin the third wave itseJfFingar (2003) imposed to free business
processes from technologynd to start managing the whole valleain through Business
Process Management, tlso-called Enterprise Process Managemehnterprise Process
Management means spanning the entire process over suppliers, organization and customers by
kind of ignoring the traditional organizational structure. It includes all work performed to
deliver the product or service, regardless of whair®ass unit, performer or location is
involved. This broader view includes all aspects of the process, its costs, problems, systems,
guality and even performance. With meanindgey performance indicatofer management’s

view on the processeven internbcompetition and thus better performance can emerge
(ABPMP, 2013)

Drucker already stated fiManagement Challenges of the’2enturp , summar i zed i
Essent i a(@00Dthalmdneaonpany owns the whole value chaifoGd computing

could close the gap between Enterprise Process Management to Valu8@ia@ss Process
ManagementMoving Business Process Management Systems into the cloud, shared Business
Operations PlatformsBQOPs) or Business Networks can be established and dynamically
managed by companies and their suppliers and cust¢A®RPMP, 2013)

Figure16 shows global expenditures for Cloud Computing Services from 2010 to 2017 with a

prediction until 2021. The overall Cloud Computing Service expenditures for 2017 are 153,4
billion US-Dollar, where Cloud Business Process as a Service (BPaaS) sums up to 42,6 billion
US-Dollar (Gartner, 2018)

Cloud Gmputing allows a very agile handling of resources and scaling up or down
infrastructures. Business Process Managemagiit from cloud services by providing on
demand platforms and services, but resource elasticity or own-etaiiled BPM systems are
not easy to findSchulte et al., 2015CIoud-based Business Process Managemgstiets are

just one possiblepplication of Cloud Gmputing. The challenges of thes2dentury, where
business processes are not located in single organizations, but on a corporateleetivark

the orchestration anthe choreography of thesealue webs(instead of value chaingjia
multiple cloud services. Servig@riented Architecture enables business process components to
be grouped, ungrouped, and consolidated into a fully integrated mixmeanse and cloud
environmentsThese processes are called -¢m@nd situational lnsiness pceses(Fingar &
Stikeleather, 2012)
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Transaction volume with Cloud Computing world-wide from 2010 to 2017 including forecast to

2021, segmented, in billion US-Dollar

Figure 16 Global Expenditures on Cloud Computing Servjices
source: Gartne2018)

The combination of Artificial Intelligence (Alpr machine learning as the most commercial
application of Al and business processes was surveyed by Accenture Research including 1.075
business process profession&kukla et al., 2017Machine learning epiloys an algorithm to

sort data, make decisions and improve functionality. The study showed that almost half of the
participants have a ten times improvement on processes where machine learning is
implemented. Artificial intelligence can be integrated ipi@cesses with three different
strategies: redesign of existing processes to enlarge competitive advantage and raise customer
value, improve interaction between human workers and machines and to establish a data
strategy to unlock hidden value from ddsme example on reimagination of business processes

is given by the concept of the digital twin by General Electiiis organization that isne of

the world’s largest and oldest industrial conglomeratgsies its windmill farms in a virtual

model whereaall machines, parts and processes are digitized in the tdooel ableo collect

relevant data anishstantlyoptimize the real world.

According to a KPMG survey about leading capabilities organizations need to be successful in
their business from 2016 2017, 56% of respondents, who are senior professionals, executives
at leading global business, IT and cloud service providers worldwide, think that smart and
innovative management & management practices are reqiRdG, 2017) A significant

group of people, 45% of the participants, stressed out that process automation with basic and
advanced Robotic Process Automation (RPA) is necessary to reduce costs, to provide improved
customer services, to further develop processieffcy and effectiveness and to address talent
shortages. In 2015 the percentage rate was onl{B8étvn, 2017)
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Leading capabilities required to successfully undertake business
initiatives from 2015 to 2017

® 2015 @ 2016 2017

Figure 17 Leading capability required to successfully undertake business initiatives,
source: KPMGE2017)

Robotic Process Automation is usually mentioned together with the term Digjtalir In an
increasingly fast and global business environment, businesses need to make their business time
and cost fective. Digital Labair enables the optimization of individual business areas through
the intelligent automation of work processes. This helps pressurized companies reduce their
costs and achieve or maintain their budgeted values. At the same time, tangaiaisks
provides an alternative to mitigate the need for skiéédxur, or more effectively use existing
resources and more easily adapt to rapid changes in the environment and technology.
Challenges of such organizational changes are the right thaheeknowledge of complex
implementation and processes of the organization, the costs of system integration and the
training of the employees. Robotic Process Automation solutions are branch independent and
can range from simple automation like workflmnchestration to cognitive automation like
predictive analysis and decision automaii8ohirmbrand, 2018)

Robotic Process Automation is not about to replace Business Process Management. When there
is a need for fast and eft@e results in order to continue operations, RPA is a fitting solution

for businesses. Usually businesses discover the need for process improvement and of getting
rid of legacy systems that hinder innovations. At this stage Business Process Management is
the right choice. Architects and developers who engage in exploring business processes while
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planning and developing their innovative business applications are able to boost businesses
(Quirk, 2018)

Newspapers, blogs arcientific publications today are full of promotive articles about the
advantages of combining Atrtificial Intelligence, Cloud Computing, Machine Learning,
Robotics or the Internet of Things with Business Process Management. None of these articles
have theambition to change the core elements of key issues of Business Process Management.
BPM is just a vehicle to execute the mentioned technological evolution.

A hundred years ago, when changes hapggradually and linear due industriaizationand
globalization developments. Nowadays, changes are exponénei-known examplesire
the informationand dataexplosion, thesast increasing numbef mobile devices or internet
comections and also growth rates ofhuman population.Exponential changewithin
organizationgnears pressure on the managememe toshorter product lifeycles increasing
and disruptivecompetition,vastamouns of manageabldataand also gersisteniemand for
higher quality and productivitfingar & Stikeleathef2012)describéhe changework-related
to structue, content and processas follows:

1 Lessrigid process routinemore creativityto perform

Less focusand direction more collaboration and teamwork

Fewer silos oknowledge- more social skills and information shariagd spreading
Fewer unskilled workersmore technologicagxpertise

Less fixed working hoursmore pressure on time

Less geographic dependenaaore mobility Gvailabilityanywhere, anytime) ...

= =4 4 A 8

Organizational characteristics will be agile, lean and clieatised. Organizations will force
preparation rather than planning, flat hierarchical structures and continuous reinvention of
networks of partnerships to gain a competitive advar(féiggar & Stikeleather, 2012)

These findings and the interrelations between thesmexplored in the upcoming chapters of
this theses. An overview is given figure 18, il lustrated as an dol do
connectionsgdependenciesr preclusions are not known yet.
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Figure 18 Map of nfluencers of BPM,
own illustration
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3.2 Strategy

The borders othe20" century are challenges of industrialization at the beginning and the ones
of globalization at its end. Numerous theories on strategy and the process of implementing a
strategy have been formulated during this time stiltthave universal validity and can be
applied to various industri€blax & Majluf, 1991)

Mintzberg (1987) Porter(1996) Chandler(1962) and other authorsesearchedumerous
dimensionawvithin the contextof strategy: aslecision patternsas a set of lorterm objectives,
taskand resource allocation programs, as the definitiompbrtantcompetitive domais of

an organization, as response to acheve holdcompetitive advantage by analysing external
opportunities and threats and internal strengths and weaknesses (SWOT analysisjuas
to abstract managerial tasks on different levels orastaof contributions a company wants
to provideits stakeholderfHax & Majluf, 1991)

Organizational strategies are built on an enterprise level, most commonly initiated by
shareholders and owners and execute@higf Execution Offiers CEO9 and their teams. As
discussed earlier in this thesis, Business Processmlyement influences the business strategy.
Figure 19 expresses that vision, goals and strategy are on the mgargzationalevel than
Business Processaiagement.

In earlier stages of Business Procesani@jement organizations focusedsimgle processes
insteadof the complete set gbrocesses of the npany Whenthese processesere not

working, responsible persorthanged or improved them to make theork again. To achieve

a competitive advantage all processes that make up a common value chain should be integrated
and support each other. The focumudd be on organizatiewide process concerns. An
organization that has business models with perfectly fitting processes, bwgidegsocess
measures for process support of business strategies, goals and iniaativesdels that

provide a picture ofaligned processes and subocesses are called processitric
organizatios with afitting business process architect@ifarmon, 2014)

Organizational designBusiness process architectuse

- "Lﬁ = e e e Corporate Level

[Tl ] i L s o

Sl=ug ==
o

trategy, Dudingss tatmes
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2 = * Process redesign & Improvement projocts
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an projects
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* job design

= lraining

« KM

IT Davelopment
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* PFropects urdectater 10 develop resources for rew
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Figure 19 Business procegs/ramid
own illustration,source:Harmon(2014)
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AA company’s strategy describes how it will create value for its customers, its shareholders,
and its other stakeholders@Harmon, 2014)From the definition of a businepsocess, given
earlier in this thesis, strategy and business presésse the value creation in common.

Defining a strategy according to Porte¢1980)well-known Competitive Strategy approach
means to go through #® process phases. The first phase relates to the determination of the
current position of the company including the identification of the current strategy. The second
phase looks at the environment of the organization. What are competitors doing,eesther
political or societal changes or what are my success factors or weaknesses relative to
competitors? In the last phase the new strategy is formulated

Historically this approach was working fine for organi@as as competitors were rare and
capital nvestment for production lines were too high for new entrants and competitors were
geographically not relevafitarmon, 2014)

Knowing exactly what the value for the custonsaand organization is offering, means having

a competitive advantaga.shoestorefor exampleoffers shoes to walk, so its competitors seem

to be other shoe stores. But with a deeper look, the value for the customer is not a shoe, but a
way to move forwardT his way to move forward could be running, walking, rolling or skating,

so possible other competitors are also sports equipment Stbeegalue for a single customer

can be different to another, when for example wearing a sports shoe ificee of

Forgiving an explanation on the term competitive advantage, Porter’s theory on the value chain
mustbe mentioned. According to Portg996) a value chain includes every activity involved

in adding value to a product orrgiee sold by an organization. Porter’s value chain could be
seen as the pendant to Hammei890) core process, as Porter also distinguishes between
primary processes like logistics, operations or marketing and suppocesgses like
procurement, technology or human resource manageiftaumd,a competitive advantage can

be achieved by executing the value chain more efficiently than competifor®aning selling

a product or a service with a higher profit to the custo@empetitive advantage does not
mean being the largest company but defining a strategy or position that the organization can
occupy. This could be the satisfaction of needs of customers ignored by other organizations,
offering products to customers in@esific geographical area or selling products at a price other
companies don’t choose to provide.

Coming back to value chains, competitive advantage is something not stable or lasting due to
rapid competition or market changing. Competitors can easjhy any market position by

copying the lean processes and speed up with efficiency. P@88)inhise s say about AV
is Strategy &tresses out the difference between operational effectiveness and strategy. On one
hand operational effectiveness means executing similar activities better than others, by
producing faster, having better personnel or using modern technology. Competitive strategy on

the other hand means performangfivities in a different way guerforming different activities.

Strategy involves a kind of positioning that in the end leads to a perfect fit of strategic activities.
Porter describes three different kinds of positioning: vaifetsed positioning focuses on the

variety on different service®r products rather than customer segments, HAe@sisd
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positioning emphasizes on meeting most or all needs of a specific customer group and access
based positioning to reach customers in different ways or channels. But positioning also means
to strategicdy find activities that are not executed, thecadled tradeoffs. Strategists have to
decide what not to offer to customers in order to keep their market position.

Porter(1996)summarizes the answer to his questiomamat st r at e gStrategg as f
is creating fit among a company’s activities. The success of a strategy depends on doing many
things welt not just a few and integrating among them. If there is no fit among activities,

there is no distinctive sitegy and little sustainabiltydo Thi s def i ni ti on of
loop back to the proceg®ntric organization mentioned above.

3.2.1 Strategic Managment

Strategic planning as one central task within Strategic Management was mainly driven and
develped by Ralph Cordiner, a Chief Execute Officer at General Electrics between 1950 and
1963. Within this era, he made General Electric the most valuable company worldwide,
according to an issue 8usiness Weak 1997(Vaghefi & Huellmantel, 1998)

Gluck et al.(1982)vaguelydescribeStrategic Management asmanagement approach that
Ashould refer to some speci al kind of manage
planning and dcision making withthedap-d ay busi ness of opmedr ati on
additionally provide a fouphase approach Basic financial planning includes the budget
forecasts for investments and projects for fhiéowing year The forecasbased planning
emergesaturally from thebasic financial planningnd includes mukyear budgets (usually

known adfive-year plans) that are planned with different sources of information and data and

are sufficient toextrapola¢ current trends. A step ahepldase 2 ighe externally oriented
planningincludingdeep analysis of external environmental factorseamergingnarket trends

as well as analysis of customers and competition. The fourth pt&tsategic Managemeint

represents an evolutionary improvement imatieh tothe phases one, two and thr8¢rategic
Managementonsists ofnput and commitmenhcludingtop management down to lowievel
managersSpecial panning groups are implementedocus on the companyfealcompetitive
advantagefigure20illustrates these four phases in the evolution of strategic decision making.
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Increasing effectiveness of
Strategic Decision Making

Croato the
tuture
Phase 4 - Strategic
Management
Think
strategically

Phase 3 - Externally
Oriented Planning

o —
Phase 2 - Forecast- o
Based Planning

Meet the
budget

canruy budgets

Phase 1 - Financial cAmcrional $50us
Planning

Figure 20 Phases in the evolution 8trategic Decision Making,
own illustration, source: Gluck et a11982)

Wheelen etal(2018)i nt r oduced a fAStrategic Management
basic elementof the strategic management process: environmental scanninggystrate
formul ation, strategy i mplementation and eva
of strategic decision making (entrepreneurial, adaptive and planning mode), the natioes

a more comprehensiveightstep strategic decisiemaking process for strategic decision
improvementHax & Majluf (1991)identified necessary tasks conducted in a formal business
strategic planning process. Both inpare combinednd thus define fundamental elements of

a business strategshown inFigure21.
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Figure 21 The StrategidManagement Process,

own illustration,source:Hax & Majluf (1991) Wheelen et a(2018)

A structured and quite clear guidance model of steps corporations should go through in the
strategic management process explicitly reveals the importance of Business Process
Management within this process. hetphase of Strategic Implementatiornere strategy is

put into actionthe sequence of steps needed to do the job are highlighted, shéigarig22.

Gathering information

‘Envirooments|

Scanning

External
natural anvirooment
MesocIoes and cimate
societal esvvironment

penony forces
task environment
Incustry analyss

Internal

Structure
cham of commans
Cotturn
Ewtuls, axpectalnng. viduia
Rescurces
nasens, shdly, ComMpatancies, animelage

Developing long-range plans Putting strategy nfo acton Monitoring Performance

| Susegy Strategy | Evalustion
. Foarmutation Implementation \ and Condrol |
Mission
Programs
Budgets
Policies
Procedures|
Performance

Foedback/Leamng: Make comections as nooded

Figure 22 Strategic Management Model,

own illustration, surce:Wheelen et a(2018) originally from 1981

Main theories and teachings of early and significduimkers of business strategyeterF.
Drucker and Henry Mintzberdormed the basis for furthevorks ofimportant authors like
Ansoff, Chandler, Argyris, Porter and of course Kaplan & Norton.
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These mentioned ajor theories were designed in the 1960s. They have not been replaced but
still exist and stand beside theories developed lateAaeview onStrategc Management
theory must therefore identify those key theories developed over the years toabuild
comprehensivéheory of Strategic Mnagement.

In order to gain afomader view on the theories of Strategiamdgement some of the key
contributors are brigf presented withimable3.

Table3 Theories on strategic thinking, own compilation

TIME PERIOD  MAIN FOCUS
RESEARCH ACTIVITIES

Ansoff 1918 - 2002 "Strategyis a common thread among an organisation’s activities, products and
markets; the rule for decision making that links an organisation’s key elements.”
[Ansoff, 1965)

Argyris 1923 - 2013 "The beliefis that all people utilize a commen theory-in-use in problematic
situations. This they deseribe as Model | — and it can be said to inhibit double-loop
learning. Maodel Il is where the governing values associated with theories-in-use
enhance double-looplearning.” (Smith M. K., 2001, 2013}

Chandler 1918 - 2007 "An organisation sheuld build and develop capabilities unigue to the crganisation,
through investment in human capital and technology.” |Silverthorne , 2007)

Drucker 1909 = 2005 "Strategic Planning Process is the continuous process of making present
entreprensurial decisions systematically and with the greatest knowledge of their
futurity; crganising systematically the efforts needed to carry out these decislons;
and measuring the results of these decisions against the expectations through
organised, systematic feedback.” (Drucker, 1973)

Hamel 1954 - “Strategy is a revolution and everything else is tactics™ (Hamel, 1996)

Kaplan 15940 - “We have now formulated the architecture for a comprehensive and integrated

Mortan 1941 - managerment system that explicitly links strategy formulation and planning with
operational execution.” (Kaplan & Norton, 2008)

Kim 1952 - "High growth organisations all understood and applied the logic of value innovation,

Mauborgne whilst less successful organisations only followed comventional strategic lines.”™ [Kim &

Maubargne, 1997 (2008))

Mintzberg 1939 - "Strategy is not just a notion of how to deal with an enemy or a set of competitors or
a market, it draws us into some of the most fundamental issues about organisations a
instrurments for collective perception and action.” (Mintzberg, 1987)

Porter 1947 - “Competitive strategy is about being different, deliberately choosing a different set of
activities to deliver a unigque mix of values” (Porter, 1996)

Four newer research works that are based on
knowledgebased view on Strategic Management, the TOWS analysis, the wicked problems
analysis angustainability Grant(1996)describes his theory as the analysis of organizational
capabilities with insights into the linkage between these capabilities and competitive advantage.
The more a firm is accessing and integrating the specialized knowledge of its employees the
more distintive capabilities are available. Two relevant factors within this analysis are the level

of hierarchy, where Grant proposes employees with multiple organizational roles moving
around multiple teams, and the distribution of decision making, where dedmwaso be

made where the knowledge is.
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TOWS (derived from SWOT)framework with focus on external environmergbmbines
analytical techniques such as competitor analysis, PESPditical, Economic, Social,
Technological Environmental analysispr the Delphi method tocreate forecasts on
opportunitiesand threats; the value net, value chain VRMNalue, Rarity, Imitability,
Organization)and other techniques then identify strengths and weaknesses. These analyses are
then matche@Prescott & Herko, 2010)

Camillus (2008) describes how to deal with wicket strategies when organizations are coping
with wicket problems. These sorts of problems occur when companies are facing constant
changes ounprecedented challenges. By using segiahning processes such as stakeholder
involvement, communication or a simple focus on action corporate strategies can be aligned to
occurring challenges.

I n their book ACradl e tinvolvémeatdflereviconnehta thisking h or s
into ewery aspect ofin organization. Entire life cycles of our products are paid attention to
(Braungart & McDonough, 2002pustainability and Circular Economy are further discussed

in chapter 3.7Supply Chain and Circular Economy

3.2.2 Strategy and@usiness Process Management

The link between strategy and Business Process Managstaksatvith Portersit of activities,
expressed by scalled ActivitySy st e m shaw low & aomp@ny’s strategic position is
contained in a set of tailored activities designed to deliverfRorter, 1996) The example
shown inFigure23 describes the strategy of Southwest airlines to become-adsincarrier,
where the rectangles are themes and circles are activities supportingtthteggc positions.

Figure 23 Porter’sstrategic activitysystem map,
source:Porter (1996)
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We know that senior executives are not the ones designing or managing [oddssean
organization. This ActivitySystem map is also not supposed to be drawn by these executives
and handd over to processesponsiblego create processes around the given theader

suggests that senior executives think in terms of processes, so tistiategic goal creates a

value chairnto create a clear competitive advantage for the organiz@tianmon, 2014)The
process manager then fAreverse engineerso hi
supporting the themes and activities of the strategy map.

Balanced Scoreca@®BSC)is a management information system that combines both financial
and nonrfinancial metrics into one comprehensive system. The BSC approach translates the
vision and the derived corporate strategy into goals and key performance indicators in four
areasfinancial perspective, customer perspective, internal process perspectivaramdjland
development perspectif€hommen & Achleitner, 2012Harmon(2014)criticizesKaplan and
Nortonts Balanced Scorecard approach in a way thaaslsemption of that approach is that

any organization has just one single strategy, neglecting marketing strategies or technology
strategiesand the vertical business alignment lacks a truly precaested perspective. The
author together with BPTren@@017)propose a comprehensive approach where strategists and
enterprise process managers use the same tool set, which is desdfigedeip4.

The strategy group does the work on creating an organizatstragegyby for example

following Porter’s three phases approach, described earlier in this thesis, but in a process
orientedway. Instead of thinking about products and services, the strategy group already
describs value chains. To do so the strategy group must have access to process metrics,
performance measurement tools and data. By handing over these value chains topitieeente
process managers these value chains are described in a more specific way and performance and
process metrics are assigned. The mentioned business process architecture used by the process
management group is the business process management andngmiesystem of an
organization where core and support processes are aligned to fit together and work correctly
(Harmon, 2014)

Planning and specific projects On-going execution

Business transformation planning

-

Monitor

Define Define Establish Define Develop achievement
vision & - organization |- © & business | plans & 1 of b
strate als Sargeta/pie initatives assign ments oy rrrsiiny
oy e o inttiatives
o - A — . = - L A . A i
\j \j \J
¥ v
f-- 4 N N = 4
Understand Model Define Establish Align Manage
business =1  business process process o enterprise | business
context processes measures governance capabilities processes
- " > > > .

Business process architecture methodology

e I Tt

y Business process redesign methodology Procass management

Figure 24 Co-working of strategistand process managers,
source:(Harmon, 2014)
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Van Alstyne etll. (2016)gi ve an expl anation on how Appl eds
with the introduction of its iPhone. The authors explain that establishing arplatither than

a business pipeline is more successful. A platform usually has an owner that controls intellectual
property and governance and providers that interact with users. In addition, producers create
content to be sold and consumers using thesedppu ct s or servi ces. I n |
producers are afipatond evel opers and consumers are buyer
would only be a mobile phone the business would be a pipeline busiaetsssic value chain

model.

Organizations Hat are highly competitive as pipeline businestethese are traditional
businesses with value chains from suppliers over product or service provision to customers
loose when a platform business enters the same mahexefore,companies will transfon

their pipeline business to platforms if possitiéell-known exampls of platform business

are Uber, Alibaba, Airbnb or Nik&he chief asset of platform businesses is the network of
producers and consumers.

In regard to Business Process Managemeatntiajor distinction of pipeline and platform
businesses is the view on business processes. Pipeline firms orchestrate their internal labour
and resources to optimize the entire value chain. The main focus is performance increase
through efficiency. Platfons simple facilitate interaction between producers and consumers.

Performance maximization of the lifetime value of individual customers at the very end of a
linear process in pipeline businesses is facing total value maximization of an expanding
ecosystm in a circular, iterative, feedbackiven process in a platform busingssn Alstyne

et al., 2016)

Traditional pipeline businesscan also start a platform business if they manage to handle the
new business rules. Porter’s five forces model is applicable for pipeline industries, but for
platform industries the model must be extenfléarmon, 2014)Custaners for example can

swap roles on a platform as beipviderslike app developerandconsumers buying apps.
Platforms are usually not seen as competitors as they aggressively enter the market. Swatch is
now not only competing with Timex, but also walpple (Van Alstyne et al., 2016)

Other rulechanges in Strategic Minagement are interactions on the platform that create value

to producer and consumer, instead of growing sales like in traditional pipeline industries.
Interactions often do not generapesat value in the first place, but the quality of interactions

and the number of fits is essential for success. Access and governance must be set smart. Rules
and open architecture are the instruments of platform owners.

Platform businesses need othetncs than pipeline industries. Instead of optimizing processes
and discovering bottlenecks, platform owners measuegaction failures, user engagement,
match quality or negative network effe€¥s&an Alstyne et al., 2016)

Strategic decisions on rumg either a pipeline or a platform business imply that the
organization has to manage digital assets. Aaled digital strategy is not only concerned
with the management of these assets, but includes the entire process,febantinprmation
collecion, sedrigure25. The interchangeability with the term onlinerketing strategy is not
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given as this is just a step in the process as subcategories of the digital strategy such as the

digital-marketing stragy are create(Rauser, 2016)

collecting all identifying maintaining
creating
required planning risks and the digital ol
subcategories
information opportunities strategy

Figure 25 Digital Strategy Process,

own illustration, source: Rausé2016)

The purpose of having a digital strategy is to create value more efficiently. Knowing and

defining the

organi zationos

chall enges and c

measurements and road maps to face these factors and a step by stepnith achievable

goals will help sustaining in the mark&auser, 2016)

One term that at first glance is not perfectly fitting to the traditionally slow function of strategy

is agility. Leberech(2016)i n h i
Agil edo connect s

s Harvard
the tool

Revi
der i

Busi ness
Osprinto,

ew ar
ved f

strategies as times became more volatile, uncertain and complex for organiZapionts

break down complex processes into sizable and achievable parts that can be accomplished much
faster than the complete process. The basic concept of an organizational vision that is described
as longterm or permanent purpose and principle of an organizadicesfthe new suggestion

of improvisation as suggestion for fundamental openness and flexibility of the entire company.

Rogerg2016)proposes a more holistic approach for organizatidrescalls it digital playbook

- to address the competitive challenges of digitizat@rganizations see themselves trapped
and forcel to move into the digital age, but digital strategies should not be results of random
processes. Rogers therefore describes fiveains of strategy thatgiti zation is changing.

Customers as one domain of digital transformation were served by mass production and mass
communication in traditional theory. In the digital age customers form networks that strongly
interact with each other to share knowledgeyegience and product usagk networked
customer can become a heavy influencer apartner in innovation phases as he acts like a
node within dynamic networks. Such connected customers have five core behaviours
businesses have to manage: ac¢bssfasér and easier, be always availablehgagement
(become a source of valued contemt)stomization(offer products or services adaptable to

cust omer nectiviyfedes ) part of
customers to help spe your enterpris€Rogers, 2016)

c u s tarm poabaafioicvilen v e r s a

Massmarketing and magsroduction to binary customersbuy or not buyi have been the
pillars of businesses of all kinds in the twentieth century. In the digitabrgamizations need
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to engage with customers within a network as these customers can become brand champions,
influencers, partners or ageators of valug(Rogers, 2016) The relationship between
businesses and customers can be describedeasimiar to stakeholders iprojectoriented
organizations, while customers within the network become end users, business partners,
investors, press, government regulators or even employees.

A second domain is competition. Industries become fluid in the dagjeg partners can become

rivals and vice versa. As already stated by ¥styne etal. (2016) platform businesses are

allowing one business to create value by facilitating interactions between other businesses or
cudgomers through digital technologieot only platform businesses are concerned, every
relationship within or out side oneds indust
influencing one single service or product or the whole enterprisecdrept of cenpetition
meanscompeting in some areas but cooperate in others where it is valuable to act like partners

for gaining succes@rogers, 2016)

Datg as the third domairgenerated from business processes was mséaly for forecasting

or decision making in traditional businessBstawas expensive to produce and even more
expensive to store. The primary use of data out of measuring and managing business processes
was to optimize existing operatioris.the digitd age data is not only generated by for example
marketsurvey buts generated in outrageous amounts from every interaction in processes inside
and outside the businesses. Social media, mobile devices, sensors within the supply chain are
providing vast amonts of data each secoridata now is available seemingly limitless, but the

real strategic asset generated from data can only be generated by seeing data as source of value
creation(Rogers, 2016)

Theforth domain is innovatin which will be discussed in detail in chapes of this thesis.

The changes from traditional innovation management to innovation in the digital age is the
approach of continuous learning through rapid experimentafiaster ¢sting of ideasis

possibe with the help of digital technologies. With active involvement of customers, market
feedback can be gained very early in the innovation process, during the launch phase and
afterwardqRogers, 2016)

The last domaiis thevalue provided to customers. Businesses used to deliver a constant value

to customers with improved updates from time to time. By adapting one’s value proposition by
making use of emerging opportunities such as technology, the effects of an eventuad entry
disruptive businesses can be limited to organizations. Connecting this last domain to the
changing customer behaviours from the first
everchanging needdy exploring new technologies for opportunities afatmg new business

models instead of just supporting existing ones.

This chapter provided an overview of the evolution of the theories of Strategic Management
over time and ended up with digital and agile strategies in relation to technological
developmats. Not only strategies are facing such new developments, the evolution of
organizations, organization theoag well as the nature of work are subjects of emerging
theories.
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3.30rganizatiomal Evolution

Daft et al.(2010)pictureorganizationsa8 ( 1) soci al e n t-dirdctede(8)are hat (
designed as deliberately structured and coordinated activity systems, and (4) are linked to the

bY

external environment. O

Organizationscan beseen as open systems with peofo perform some specific purpose,
encouraginginteraction with the environmer{Robbins & Coulter, 2005)Especially this
interaction with thesurroundings of amrganizationforceschanging parameters theirm
organizatios. Such parameters ardesiness, technology or employee expectations.

Starbuck(2003)historically clarifies that organizations themselwesrecreated thousands of
yearsagq but definitions on general ruleabout organizations that would contribute to
organization theory are results of only the last half of tiec2dtury.Developments relateio
changes forced bpdustrialization and globaliion during the last half of the ®@entury and
the first hdf of the 20" century let theories emergs many more people were concerrizyl.
the 1920s the term organization becamtmranal termd e s ¢ r & bimallg conistituted
mediumsized social system{Starbuck, 2003)

Hatch & Cunliffe (2006) provide a very comprehensive timeline overview of theorists on
organization theory, that is summarizedable4.

Table4 Historical Overview on Organization Theory, own illustration, source: Hatch & Cur{2i@6)

Prehistory Modern Symbaolic-Interpretive Postmodern
1900 - 19505 1960 - 15705 1980s 19905
" " " "
smith [1776) ‘von Bertalanffy (1950} Schitz {1932) Saussure (1959)
Marx [1867) Trist and Bamforth [1951) Whyte [1943) Fowcault (1972]
Durkheim (1893) Boulding {1956 Selznick (1949) Bell {1973}
Taylor (1911} barch and Simon (1958) Goffrnan (1959) lencks (1977)
Follett (1913] Emery {1960) Gadamar {1960) Derrida [197E)
Fayol (1919) Burns and Stalker (1961) Berger and Luckmann [1966) Lyotard {1979
Weber (1324} ‘Woodward (1965) Weick {196%) Rorty [1980)
Gulick {1937} Lawrence and Larsch [1967) Geertz (1973] Lash and Urry (1987]
Barnard {1938) Thompson [1967) Clifford and Marcus (1985)] Baudrillard [1985)

Adam Smith, a Scottishgtitical economist (1723.790)was the first author to publish a formal

theory on organizatiain 1776i n A An I nquiry into the Nature
Nat i d¢nrhis avork Smith explained how division of labour creates economic efficiency.
Durkheim (18581917, a French sociologist) added the need of hierarchies and task

i nt er dependstheorg and thus &emed thedvay for the concept of the informal
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organizatiomext to the formal one. The research field of organizational cultusegeiHatch
& Cunliffe, 2006)

Work specialization as we use the term today describes the degvddch activities are
divided into separate jobs within an organizatibaylor (1914)created the theory of Scientific
Managementvith four groups ofnew duties for management, @shancement of his earlier
findings on management of initiative and incentil/e first group consists of the gathering of

all traditional knowledge from the workmen and translate and calculate it to laws, rules and
formulae.The second group of duties is formed by the scientific selection of workmen with the
progressive developmerdf these employeesThe third group, for this thesis the most
interesting one, intends to bring togetbeience and workmen, meaning that the management
that performs scientific managemesitould align the employees with their laws and rules.
Taylor doesnot speak about working or business procegsebutmeant it. The last group
explains the division of work between employees and the management, so the employees are
not interrupted irtheirwork to sell products to customers.

Performanceand satisfactionlecreased, ara new philosophy was created after World War |.
by rethinking the manufacturing process amam working implementing quality circles and
thus adding knowledge to wo(Rrucker, 2001)

Growing jobs together to be able to coordinate common tasks is called departmentalization.
Organizatiortheory, mainly driven by Fay¢lL949) describes five different forms: functional
departmentalization clusters jobs biynction performed (functions are accounting,
manufacturing, purchasing, etc.), geographical departmentalization clustess ojob
geographical basis (countries, regions, continents, etc.), product departmentalization clusters
jobs by product lines (railpad, car, etc.), process departmentalization clustersjothe basis

of product or customer flow (assembling, finishing, inspection, etc.) and the customer
departmentalization clusters jobs on the basis of customer segments (retail, wholesale,
governmetn etc.)(Robbins & Coulter, 2005)

The chain of command represents the continuous line of authority that spans from upper
organizational levels tde lowest. This concept became more and more obsolete as employees
are empoweard to act make decisions and have access to more information about the
organization thanks to technology. The chain of command is relevant in governareatl

and especially in ministries defence

The span of control within an organization is thenber of employees one manager can handle.

The wider this span of control the more efficient an organization as less managers are needed.
There is no perfect span of control as this number depends on managerial techniques and skills
as well as on employeeskills, organizational culture and technology used. The trend towards
larger spans goes hand in hand with cost reduction efforts, speeding up decision making,
increasing flexibility, getting closer to customers and empowering empl@yagsl|, 1949)

The organizational structure is created by management and defines which job tasks are divided,
grouped and coordinated within this framework. The creation of such an organizational
structure is called organizational design thaaiprocess with six key elements, some are
derived from Fayol 6s 14 pkFkgure26.i pl es of manage

45



10.13147/SOE.2020.007

centralization
work departments chain of o

specialization Hration command span of control ana formalisation
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Figure 26 Organizational Design,
own illustration, source: Faydl949) Robbins & Coulte(2005)

Barnard (1938) stressed out that the communication of goals and the development of an
organization depends on cooperation and thus enhancttketreesof Follett and Taylor.

Weber(1947)was interested in a new kind of authority structure and effects of industrialization

on society. He defined the new order of organizing societies in industrialized organizations as
rationatlegal authorities. Congyed to traditional authority based on inherited status and
charismatic authority executed by exceptional individuals, ratiegal authorities bind
themselves and their people in charge to strict established rules and laws to ensure appropriate
behaviouw by all persons involved. This structure of rules and laws also implies that everyone

can become a leader by following those rules and laws. Weber proposed the theory of
bureaucracy in his book AThe Theory of Soci a

Centralization and decentralization are the degree to wiiehisionmaking is either
concentrated at a single top point in an organizatispmad down to lowdevel employees

that are closer to action. Younger organizations are more decentralizedeafiexibility is
provided Formalization describes the degree of which instructions, processes, etc. are written
down and thus the degree of freedom how a job can be(Bagé, 1973)

3.3.1 Organizational Design

One major task of anagement ito decide on the right organizational structdraking both
extremesmechanisti@and organismiorganizationgBurns, 1963)shown inFigure27, that do

not really exist in practice, management has to find the perfect mix considering four
contingency variables: organizational strategy, size, technology and degree of environmental
uncertainty.
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/

Figure 27 Mechanistt versus organic organizations,
own illustration, sourceBurns(1963)

From the organizational design simple, functional and divisional structure tend to be
mechanistic organizations whidentemporary structures such as tdzased, matrix or project
structures, autonomous internal units, boundary less organizations artlirdeorganization

are more organically orientéBobbins & Coulter, 2005)

The concept obrganizational formwas employed by Marschak & Radr{@&B72) explaining
two functions of organizationghe clearinformation function to describe rules used to obtain,
process and transmit information ghdactivity function toclarify rules used to act on received
information. Hannah & Freemda977)extended these two functiobyg a formal structure of
anorganization, tharchetype®f activities and the normative order

A simple structure is fast, flexible and inexpensive but usually relies on only one person who
is the boss. Organizations with a functional structure havesewsig advantages because of
specialization, butwith the departmental segmentatidanctional managers have little
undersanding of what other units do. Mutltivisiond structures, developed in the 1920s but
ignored until the 1960s and observed by Chand!®62) focus on results of entire products

and servicedyut often activities and resources are duplicated in some divisions what makes the
organization inefficient

Drucker (2001) already mentioned teabmased structures in his research on management in
1999, but contemponaiorganizational designs focus on seldnaged teams with team leaders
who form a team with other team leaders that themselves have a team Aeddam,
organizationally speaking, is a position whose tasks are handled jointly and largely
autonomously bya group of persongThommen & Achleitner, 2012)Teams can be
implemented complementary to the existing organizational culture as constitutive element
where the organization only consists of teams.
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