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Abstract

Azevedo, Thais Cristina Chagas Santos; Carmo, Lkgfipe Roris
Rodriguez Scavarda do (Advisor); Hellingrath, Berrf@o-advisor).
Business Process Management: a life cycle approacRio de Janeiro,
2016. 86p. MSc Dissertation - Departamento de Hmgeéam Industrial,
Pontificia Universidade Catdlica do Rio de Janeiro.

Business process management (BPM) has obtained significant
importance for both academics and practitioners. However, the academic
literature needs additional empirical researches to fulfill research-practice
gaps, especially on how organizations are developing BPM tasks,
identifying the barriers faced and main enablers adopted. Within this
context, this paper presents the empirical findings and lessons learnt from
an action research on the evolution of the logistics processes
management for a multinational entertainment company. Different critical
factors are analyzed and discussed within the Master Thesis regarding the
entire BPM development from a life cycle approach, focusing in the
organizational, people and IT dimensions, resulting in contributions for

both academics and practitioners.

Keywords
Supply Chain; logistics; warehouse; action research; empirical

research; operations management.
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Resumo

Azevedo, Thais Cristina Chagas Santos; Carmo, Lkgfipe Roris
Rodriguez Scavarda do; Hellingrath, Bern@estdo de Processos de
Negdcios: uma abordagem de ciclo de vid&io de Janeiro, 2016. 86p.
Dissertacdo de Mestrado - Departamento de Engenhidustrial,
Pontificia Universidade Catdlica do Rio de Janeiro.

A Gestao de Processos de Negécios (em inglés, Business Process
Management — BPM) tem obtido uma importancia significativa tanto para
0os académicos quanto para os participantes no mundo industrial.
Contudo, um maior niumero de pesquisas empiricas se faz necessario
para preencher uma lacuna existente na literatura académica,
especialmente no que diz respeito em como as organizagdes estao
desenvolvendo as tarefas relacionadas a gestdo de seus processos,
como estdo identificando as barreiras enfrentadas nesta gestdo e os
principais facilitadores usados para superar tais barreiras. Neste contexto,
este estudo apresenta os achados empiricos e as ligbes aprendidas em
uma pesquisa-acao sobre a evolucdo da gestdo dos processos logisticos
de uma multinacional do ramo de entretenimento que teve duracdo de
aproximadamente dois anos e meio. O estudo contou com a participacao
de membros da academia, profissionais da organizacdo e consultores
externos. A partir da literatura em BPM, foram estudados diversos ciclos
de vida da gestdo de processos de negocios propostos por distintos
autores e um modelo conceitual € proposto para orientar o
desenvolvimento das tarefas realizadas na gestdo de processos.
Diferentes fatores criticos sdo analisados e discutidos nesta tese de
Mestrado a partir da abordagem de ciclo de vida escolhida para a gestao
dos processos logisticos da companhia com foco nas dimensdes
organizacionais, de recursos humanos e da tecnologia da informacgéo da
organizacao, resultando em contribuicbes tanto para académicos quanto

para os profissionais no mercado.
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1
Introduction

Business processes (BP) are sequences of actimtiesdinately performed
within an organization or a supply chain to transfdnputs such as materials,
information, people or other resources, in outpliédé can be goods and services,
towards meeting customers’ needs and requiremanasway that the business’
goals are achieved. The set of actions to identBsign, execute, document,
measure, monitor, control and promote improvementsan organization’s
processes to meet business objectives is termedesgsprocess management
(BPM) (Morais et al., 2014). BPM involves peopleéganizations, applications,
documents and other sources of information in otdemhance value creation to
customers (van der Aalst et al., 2003). It is coex®d a discipline that integrates
information technology (IT) and business procespegiise with the goal of
transforming-isolated business efforts into intégglaand measurable cross-
functional activities that deliver operational astdategic competitive advantages
(Antonucci and Goeke, 2011).

Although BPM has been intensely discussed in tlaglemic literature since
the late 1980s, empirical research in BPM is siilits infancy being in an early
phase of its maturity process (Houy et al., 20I)e increase of empirical
research is seen as positive to the developmethiofesearch area (Houy et al.,
2010), however in a recent state-of-the-art review the topic, Recker and
Mendling (2016) identify the lack of strong empaicresearch in BPM. This
corroborates Singer (2015), which states an exigeilent gap between theory
and application of BPM supporting the need of erogirstudies in the area.
These gaps embrace aspects on how organizatiomtodeBPM tasks and the
identification of the main critical factors and bars faced in BPM and the
enablers needed to surpass these barriers (Paa, @008; Silva et al., 2012,
Skrinjar and Trkman, 2013; Singer, 2015; Buh et2015; Recker and Mendling,
2016). Moreover, Recker and Mendling (2016) alsmtdy a missing maturity in

BPM research related to the coverage of the comBEM life cycle.
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Within this context, the following research quesidRQs) are put forward:
RQ1 — How should organizations develop BPM fronfeadycle approach?

RQ2 — What are the main critical factors and erralflar a successful BPM
and how do they act in each phase of the BPM {itde®@

To address the research-practice gap and the RQshésis aims to present
the empirical findings and lessons learnt from etioa research on the evolution
of the logistics processes management for a breddga company. The
development covers the procedure rather than thetste of the processes
offering a conceptual procedural framework withormhation and insights on how
to design, implement, use (execute and monitor) @s®ss logistics processes.
The scope of this thesis does not embrace the @spdated to BPM systems
implementation, as well as the aspects involvedh wiite definition of the
company’s business and applications architectufbe entire research effort
lasted almost two and a half years, involving redears from academia and
practitioners from the company. The choice of tbisearch method is relevant, as
less than 2% of the empirical researches in BPMbaised on action research
(Houy et al., 2010). Moreover, Karatas-Cetin anal@as-Sakar (2013) identify
in their review about the patterns in the evolutidriogistics research since 2000

the need of more qualitative researches, especielign research.

This thesis is organized into six chapters, beihgs tfirst one the
introduction. Chapter 2 presents the theoreticahfiations. Chapter 3 describes
the research design adopted. Chapter 4 presentasbeand its main findings and
results. In Chapter 5 the main discussions are nfadally, Chapter 6 offers the

author’s main conclusions.
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2
Theoretical foundations

The chapter provides the theoretical backgroundttier action research.
First, it presents the main concepts related to Bid the critical factors and
barriers. Next, it presents different life cyclepapaches for BPM. The chapter
ends with a Conceptual framework for BPM developmen

2.1.
Business Process Management (BPM)

This section is divided into three main parts, beitme first one an
introduction to BPM. A three level model for BPM psesented next and finaly;

the section presents the critical success factatsvain barriers for BPM.

2.1.1.
Introduction and basic definitions

The literature offers many definitions for Businda®cess, as exposed in
Table 1.

Table 1 - Definitions for business process

Definition Reference

Any activity that receives an input and using thgamization’s

resources, generates a certain output for an miterrexternal Harrington (1993)
client

Sequ_gnce of pre-defined activities executed toeaeha pre- Talwar (1993)
specified type or range of outcomes

Strands of activity that link the operations ofaganisation to the IMI (1994, apud Lee and
requirements of its customers Dale, 1998)

Sequen_ce of executions ina business context sttt purpose Scheer and Nilttger{2000)
of creating goods and services

Sequence of activities that is necessary to maaip@n object of
economic interest to the organization, and thaieaels a specific  Zur Muehlen and Ho (2005)
goal

Set of activities that is performed in coordinatinran
organizational and technical environment

A set of structured and measured activities desigogroduce a
specified outcome for a defined customer or market

Weske (2012)

Davenport (2013)
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In synthesis, business process can be understootheasequence of
activities coordinately performed in an organizatay a supply chain to transform
inputs (e.g., materials, information, people oreothesources) in outputs (e.g.,
goods and services) that meet the needs and rewnts of the customers, in a
way that objectives of the organization are metgul@ 1 illustrates this

understanding.

Figure 1 - Business Process

Inputs

: ‘ { | Outputs >
Lj ‘“” | | Services and W
o S 5
Organization g00as \
,r

L

f&ﬂ’&ﬂ&

Source: Author.

Process management is “an integrated organizati@agability that
manifests itself through a set of mutually suppertroutines and practices in
order to exploit existing processes and explore pegesses” (Ng et al., 2015). It
aims to facilitate communication and cooperationfidding strategies,
organizational capabilities and daily activitiese (8oer et al., 2015). Process
management is both a technique and a tool with lwhiorkers in organizations

seek to improve their processes to achieve theilsghee and Dale, 1998).

Process management tasks must consider how tleviiof) elements relate
to processes (Paim et al., 2008):

» Strategy, culture and values (Porter, 1985; Scl2€i06);

e Information and knowledge (Hlupic, 2002; Nonaka,020 Davenport,
2013);

e Innovation and improvement (Shingo, 1989; Demin§9Q Goldratt,
1990; Davenport, 2013);

* Information technology (Davenport, 2013);
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* People and competences (Nonaka, 2008; Spanyi, 2010)

» Performance indicators and incentive mechanismgléfaand Norton,
2006; Rummler and Brache, 2012);

e Budgeting and costs (Goldratt, 1990; Kaplan anddgprl996);

* Norms and procedures (Deming, 1990; Campos, 1996);

e Control and audit (Grover and Kettinger, 2000);

» Division and coordination of work (Galbraith, 200@ayashi and Herman,

2002);

Products and production systems (Ohno, 1988; $hit289).

BPM is a formal methodology of process managemedtcan be defined

as a set of methods, techniques and tools to amailyprove, innovate, design,
enact and control business processes involvingpmests, humans, organizations,
applications, documents and other sources of irdtion in order to facilitate an
optimized value creation (van der Aalst et al., 200t aligns process with the
organization’s strategic goals, designing and imgleting process architectures,
establishing process measurement systems that rareaccordance with
organizational goals, and educating and organinnagnagers so that they will
manage processes effectively (Harmon, 2004). BPMals viewed as a
systematic and structured approach to continuallyrove fundamental activities
such as manufacturing, marketing, communicatiomsather major elements of a
company’s operations with the aim of improving tipeality of products and
services (Elzinga et al., 1995; Zairi and Sincldi®95; Zur Muehlen and Ho,
2005). Experts agree that BPM evolved from a systementation to a
management practice in which companies have itsegsacentric and customer-
focused organization, with goals, people and teldyyo integrated in the

operational and strategic activities (Silva et2012).

There are three main group of tasks necessaryrf@naations to have in-
house BPM practice: (i) projecting process, (i) ytladay processes
management, and (ii) promoting evolution and leagnfPaim et al., 2008), as

described next.

The projecting process tasks encompass the undénmsta of the
environment in which the organization is inserted &s internal environment in

relation to its business strategy. The establishnfi@na change management
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approach and ensuring the sponsorship for chareyalsn necessary. Teams are
formed to understand, select, and prioritize preegsand tools. Processes are
modeled in the current situation, solutions to entrproblems are prioritized,
management practices are defined, processes ifuthiee are understood and

modeled and the needed process changes are dihedet al., 2012).

The day-to-day processes management tasks involN®nges
implementation, processes realization, monitoring eontroling of the processes

execution, and perform short-term changes (Siha.e2012).

The third group of tasks is formed by activitesttheomote evolution and
learning and is based on the understanding of tleduton trajectory of the
processes through actions that increase procesdictatality, which means
understanding the relation between the promisedomeance and the one
achieved to be able to deliver what was promisedcoRling of processes
performance, controlling the deviations of the psses efficiency and perform
the benchmarking process are some of the actiypge®rmed in this third group
of tasks (Silva et al., 2012).

2.1.2.
Three levels for BPM

The different projects or activities involved in BPrequire different
participants, different methodologies and differgyges of support at different
levels of concern. These levels are three: (i)rene level, (ii) business process
level and (iif) implementation or resource levelcohcern. As companies become
more mature in their process management, they wonkiltaneously in all the
three mentioned levels (Harmon, 2014). Figure Zgmts the levels, which are

described afterwards.


DBD
PUC-Rio - Certificação Digital Nº 1421390/CA


PUC-RiIo - Certificacdo Digital N° 1421390/CA

19

Figure 2 - Three levels for BPM
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Source: Harmon (2014).

2.1.2.1.
Enterprise level

The activities and initiatives in the enterpriseeleare related to (i) the
alignment of the processes with the organizaticatesjy and, (ii) the definition of
the business architecture, (iii) the process gawgsa and (iv) the measurement

systems (Harmon, 2014).

The prime role of BPM at this level is to ensurattthe various developed
organization capabilities are aligned with one haptand together they deliver
traceable process performance back to the statatb@t goals and objectives
(Burlton, 2010). Only a tight alignment with theganizational strategy can
ensure the relevance of BPM and a valuable corioibuo the corporate long-
term priorities. Successful BPM can also shapearatp strategy when improved
process performance provides an opportunity to fnecoa competitive

differentiator (vom Brocke and Rosemann, 2010).

The Business Architecture is the result of definthg business strategies,
processes, and functional requirements (Pereira Smasa, 2004). Business
Architecture defines how the business is organtpedchieve its goals and, that

“the business process architecture method is coadewith creating tools that a
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company can use to organize and manage all itegsowork” (Harmon, 2014,
p.53). It is the base for identifying the requirensefor information systems,
which support the business activities (Pereira 8odsa, 2004). “A business
architecture defines the major processes in a vahen, establishes their
relationships, defines their performance measuwegrmines who manages each
process, and describes how the processes are dalignether organizational
resources, including, for example, goals and pedicbusiness rules, IT resources,

training programs, and knowledge-management syst@ttasmon, 2014, p.26).

Business Process Frameworks, also called Oper@eterence Frameworks
(as the Supply Chain Council's SCOR Framework amel Value Reference
Model), provide a quick way for a company to estdbla high-level process
architecture, complete with core, management ambti processes, and with
measures to use in evaluating performance (Harm2010). There was an
increase in the last years in the number of inguatrd specific value chain
frameworks or reference models that articulatetabkbest practices for viewing
and managing the work of organizations. Nevertlselasot always these
frameworks and models are relevant due to the @@quature of the business and
should only serve the purpose of providing a stddtteor a point of comparison
for organizations that want a consistent way ofleating themselves against a
benchmark (Burlton, 2010).

The BPM governance creates the structures, metricdes and
responsibilities to measure and manage the comgapiecesses performance
(Spanyi, 2010). The process governance is impontaatl stages of the process
life cycle, from design to assessment, to bothrinde intra-organizational

processes (Markus and Jacobson, 2010).

The struggle faced by business process practisorseto define process
measurement systems that are able to determiie iprtocesses are functioning
efficiently and if the processes are contributinglte company success (Harmon,
2010). The scorecard systems are becoming a poppfaoach to define and
record the process measures, but the challengecrgate a system that aligns the
measures from the top to the bottom of the comg&tarmon, 2010). Burlton
(2010) identifies the steps to define the perforceameasurement system as: (i)

to identify those performance indicators to be usedeach process; (ii) to
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associate the indicators in process architectutk thie strategic objectives and
satisfaction measures for all stakeholders, whileritizing changed processes;
(i) to determine the traceability of measuresotighout the value chain; and
finally (iv) to identify which measures appear imetprocesses caused by other

processes executed previously.

Finally, the corporate culture can increase orgdmnal effectiveness
because culture controls the way members makeidiesjgshe way they interpret
and manage the organizational environment, what doewith information, and
how they behave (Bulander and Dietel, 2013). Th&rt@ss culture incorporates
the values and beliefs that guide the company ur ywocess management (de
Boer et al., 2015). For instance, a successfukteamation of a company to a
more process focused orientation involves many gésnn the organization
culture and the involvement of the top managemgatwaives (Harmon, 2014).
There are four distinct cultural values that faate BPM (vom Brocke and Sinnl,
2011; Schmiedel et al., 2013): customer orientaffoous on customers as the
driver and goal of business processes), excelleficeus on continuous
improvement, innovation, leanness, and quality)spoasibility (focus on
commitment, inner engagement, duty), and teamwiméué on cross-functional

orientation rather than functional departments).

2.1.2.2.
Business Process level

The second level is the business prodegsl. The activities and initiatives
in this level relate with the creation, redesignmprovement of specific business
processes. Methodologies and tools used in praesdygsis and redesign, as lean

and six sigma projects, are associated to thig (elamon, 2014).

Process models are used to communicate a meseagjegre knowledge or
vision, as a starting point for redesigning or mpting processes, or as precise
instructions for executing business tasks (Polyyyamt al., 2015). Business
process modeling is essential to understand aribeirredesign of the activities
performed by a company to achieve its businesssgbébreover, the quality of
business process models impact on the quality lef @esign of) information

systems and on envisaged business process improigiide Oca et al., 2015).
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“The most important practical distinction in prosesiodeling is between the
relatively informal diagrams that business manageesto help them understand
processes and the relatively formal diagrams thatdftware developers use to
specify exactly how a software program might impdamnthe process” (Harmon,
2014, p.215).

Process flow diagrams, also called process mapwsjitpcadiagrams and
workflow diagrams, are used to describe processed many different
diagramming notations have been used by practitofidarmon, 2014). The
exact notation used by a company is not so impgrtiaowever the notation
should be used consistently (Harmon, 2014). Diffeneotations for modeling
business processes are available, since simple s to BPMN (Business
Process Modeling and Notation), UML (Unified Moagji Language) activity
diagrams, EPCs (Event-driven Process Chains) araprietary Notations
(Lautenbacher et al., 2008; Tka and Ghannouch2R01

The academic and grey literatures offer many methtmbls and techniques
to support BP modeling, analysis and improvemetRO& (Suppliers, Inputs,
Process, Outputs, Customers), SOP (Standard Omgratocedure), PDCA (Plan,
Do, Check, Act), and cause and effect diagram (&lsown as Ishikawa or
fishbone diagram) are some examples of these tulstechniques. A SIPOC
diagram is a high-level picture of a process andsisd as a tool to identify all
relevant elements of a process improvement projefcire it starts. The tool name
prompts to consider the Suppliers of a process,irpats to the process, the
Process that is being improved, the Outputs optbeess, and the Customers that
receive the process outputs (Montevechi et al.8ROP is a standard operating
procedure is a set of instructions having the fata directive, covering those
features of operations that lend themselves tdiaitteor standardized procedure
without loss of effectiveness (Mission, 2008). PD@Aa continuous feedback
loop to identify and change process elements aintimgeduce the process
variation. In other words, the PDCA'’s objective ts plan to do something,
manufacture or do it, check it for meeting requieats, and correct the process to
maintain the acceptable output performance (GWf1@6). The cause and effect

diagram graphically exhibits the relationships kedw a particular outcome
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(effect) and all of the identified possible caudlest contribute to that outcome
(McCormick, 2002).

2.1.2.3.
Implementation or resource level

At third level is the implementation or resourceeleof concern. In this
level, the activities and initiatives are undertake develop and support resources
for the processes. At this level IT developmentssential. Human resource
development also plays and important rule througitiatives as job design,
knowledge management and training development.Aahboth is required and

the physical plan and the hardware used shoul@bsidered (Harmon, 2014).

According to Grudzewski and Hedjuk (2002, apud ®&itkka, 2015),
knowledge is information applied in practice andtkBwska (2015) states
knowledge management as a deliberate and systeapgtioach to ensure the use
of the organization’s knowledge basis towards &ebeifficiency. Theknowledge
creation in BPM contributes to increasing the psscefficiency of an organization and
thereby the organizational effectiveness. The forapproach involves the measurement
of the process effectiveness through data collecttmd then data analysis and

interpretation. In this way, knowledge is creatend aused to improve processes
(Bitkowska, 2015).

Training is a planned and systematic endeavor tteipens through
learning experiences and aims to modify or devetopwledge, skills and
behavior towards the achievement of an effectivdopmance in an activity or a
group of activities (Garavan, 1997). In this medgnitraining is essential to a

better performance of the processsfctiveness.

BPM and IT management are tightly integrated. Anmi@nagement and
development process-oriented ensures alignmenk détisions and applications
with business objectives and provides better suppmrbusiness processes.
Because of these interdependencies, many studipBasme the IT involvement
in BPM activities as well as the other way arouRdl{imi et al., 2016). Software
tools supporting the management of business presem® known as Business
Process Management Systems (BPMS) (Ko et al., 28@9)t should present the
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needed flexibility, support process improvementtiatives and support the
information exchange across departments (Willaeat.e2007).

2.1.3.
Critical success factors and main barriers

The literature in BPM also discusses the critiaatcess factors (CSF) in
BMP projects. According to Bandara et al. (2009cgss factors are key areas
where “things must go right” in BPM initiatives, laing the efficient
implementation. Successful completeness of thgegr@and companies should
consider different CSFs at different phases of BR&Icycle (as seen in the 2.2
section) and not just focus in one small group 8F€ (Buh et al., 2015). For the
propose of this research, the following criticatttas are adopted based on
categories from Skrinjar and Trkman (2013), Bai Sadkis (2013) and Buh et al.
(2015): strategic alignment, top management suppoidrmation technology,
collaborative communication, culture, training ar@mpowerment of the
employees, performance measurement, project mamageraser focus, and
methods or methodology. Depending of their lacmsence in the projects, the
CSF can be treated as a barrier or as an enabtbe teuccess of the initiatives
(Santos et al., 2015). Table 2 presents a syntbésiin critical factors of BPM
with a description of each of them and the refeesnassociated to each factor.
Table 3 presents the main barriers that are preseBPM and the references
associated to each barrier. One of the aspects tonestigated in empirical
studies isn’t only what are the CSFs need to beemtein the BPM project to its
success but also what are the practices relatdadetdCSFs that are perfomed
during the BPM and that guarantee the successahitiatives.
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Table 2 - Main critical success factors

Critical factors Description References
Strategic alignment  Refers to the alignment of finecess with the organizational organizations goalsiyachandra and Frolick (2008); Ngai et al. (2008)
resulting in the achievement of long-term bendfandara et al., 2009). Bandara et al. (2009); Thompson et al. (2009); TBdhm

(2010); vom Brocke and Rosemann (2010); Ravestagn a
Batenburg (2010); Ohtonen and Lainema (2011); fkrin
and Trkman(2013); Rosemann and vom Brocke (2015).
Top management  The full commitment and involvement from the topragement with BPM is neededNgai et al. (2008); Zabjek et al. (2008); Bandataak
support (Bai and Sarkis, 2013). It has to drive, monitord acontrol the changes in thg2009); Ohtonen and Lainema (2011); Ravesteyn and
organization. It should establish a transformatitsion, clearly state the managemerBatenburg  (2010); Trkman (2010); Skrinjar and
commitment to the employees and establish the nesmneit stability during the projectTrkman(2013).
implementation (Bandara et al., 2007).
Information IT suites should have focus on process and shaé the ability to provide relevantNgai et al. (2008); Zabjek et al. (2008); Bandataak
Technology information about process efficiency to managenkrfian, 2010). The proper use 0f2009); Thompson et al. (2009); Trkman (2010); @bto
the IT capabilities and the improvement of the I@pdrtments to give the propeand Lainema (2011); Ringim et al. (2012); Rosemand
support to the development of new tools are alspomant actions (Bandara et al.yom Brocke (2015).

2007).
Collaborative Intraorganizational cross-functional communication organizations facilitates theAriyachandra and Frolick (2008); Ngai et al. (2Q0Bbjek
environment, mutual understanding and congruence of the orgaoi?a strategic direction andet al. (2008); Bandara et al. (2009); Thompsor.€2809);
communication goals. (Bai and Sarkis, 2013). Effective commumicatchannels between all thelTrkman (2010); Ravesteyn and Batenburg (2010); @drto

stakeholders of the process and a strong senseustf within the employees areand Lainema (2011); Skrinjar and Trkman (2013)
important components of a collaborative environn{Baindara et al., 2007).

Culture Regards to values and beliefs that thenizgtion incorporates in order to be morbigai et al. (2008); Bandara et al. (2009); Thompsbal.
process-centered (Bai and Sarkis, 2013). A suadeB&M Project needs formalism in(2009); Ravesteyn and Batenburg (2010); Ohtonen and
processes and business planning, propensity tagetemd to innovate and to encouradgeainema (2011); Rosemann and vom Brocke (2015).
higher levels of collaboration (Bandara et al., 200

Training and Employees should understand the entire procestheirdnter-process linkages and noBandara et al. (2009); Thompson et al. (2009); Riay®
empowerment of the just their individual activities. They should knohow their individual processesand Batenburg (2010); Trkman (2010); Ohtonen and
employees contribute to the organizational goals. Employdes aeed to be trained in the changdsainema (2011); Ringim et al. (2012); Skrinjar amtman

implemented in processes and in the IT suites (Skuinjar and Trkman, 2013). (2013).
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Critical factors Description References
Performance Performance measurement systems should controbssess the performance of thBandara et al. (2009); Ravesteyn and Batenburg0(201
measurement processes. They should also feed the review of glaeesses aiming processerkman (2010).

improvement (Bai and Sarkis, 2013).
Project management It consists of establishingpaining activities that make it possible to engbed the Ariyachandra and Frolick (2008); Ngai et al. (2008)
implementation processes are rationally manageastablishes a suitable team tBandara et al. (2009); Zabjek et al. (2008); Ohtoned

implement, monitor and control the project (Bai &atkis, 2013). Lainema (2011); Trkman (2010); Skrinjar and Trkman
(2013); Rosemann and vom Brocke (2015).
User focus Every process has a user (customer)ntigiit be either internal or external to thélgai et al. (2008); Bandara et al. (2009); Ravestayd

organization. BPM is as a major management apprtzthimproves user service byBatenburg (2010); Rosemann and vom Brocke (2015).
redesigning the workflows improving both user sesvefficiency and effectiveness
(Bai and Sarkis, 2013).
Method / It is the set of procedures, techniques and toeleldped to lead a business proce8andara et al. (2009); Thompson et al. (2009); Raya
methodology effort to the success and decrease the problemsliffitdiities during the life cycle of and Batenburg (2010)
the project (Bandara et al., 2009).
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Table 3 - Main barriers in BPM projects

Barriers Reference
Lack of support from senior Baker and Maddux (2005); Silva et al. (2012);
executives/leaders Chong (2014); Rosemann and vom Brocke (2015).

Absence of a cross-functional mindset and@mith and Fingar (2003); Baker and Maddux

process manager profile amongst seni¢2005); Valenca et al. (2013).

executives

Lack of clarity on a strategic level of theSmith and Fingar (2003); Harmon (2004); Baker

project and Maddux (2005); Silva et al. (2012);
Rosemann and vom Brocke (2015).

Poor knowledge of process-oriente@mith and Fingar (2003); Harmon (2004); Baker

approaches and Maddux (2005); Chong (2014); Rosemann
and vom Brocke (2015).

Lack of IT expertise Smith and Fingar (2003); Chon@014);
Rosemann and vom Brocke (2015).

Lack of adequate IT infrastructure Smith and Fin¢2003); Zur Muehlen and Ho

(2005); Valenca et al. (2013); Rosemann and vom
Brocke (2015).
Lack of methodological rigor in execution ofSilva et al. (2012); Rosemann and vom Brocke

the project (2015).

Resistance from employees and stakeholdérse and Dale (1998); Grover (1999); Zur Muehlen
to perform the changes implemented and Ho (2005); Rosemann and vom Brocke
(2015).

Lack of a process-orientation culture andur Muehlen and Ho (2005); Silva et al. (2012);
culture change Valenca et al. (2013); Rosemann and vom Brocke
(2015).

Concurrence of BPM activities with non-Valenca et al. (2013).

BPM routine

Implementation delay of modeled processes  Valehah €013).

BPM team turnover Zur Muehlen and Ho (2005); Vakenet al.
(2013).

Lack of BPM roles and responsibilitiesvalenca et al. (2013).

definition

Lack of priority of systems integration Zur Muehleand Ho (2005); Valenca et al.
(2013).

A large number of stakeholders witizur Muehlen and Ho (2005); Silva et al. (2012).
different perceptions without consensus
The diversity profile of customers served Silvale(2012).

Lack of organizational learning development  Silvale(2012).

2.2.
Life cycle approach

One of the interpretations of the term BPM is aprapch that focus in the
process life cycle to manage and improve the psssesn a continuous
transformation with several phases. The use ofliteecycle is a generic and
systematic approach possible and preferable to BAM many authors offers
different life cycles and different phases deswim (de Bruin and Doebeli,
2010; Houy et al., 2010). Table 4 presents a sgehaf BPM life cycle models
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considering the number of phases. The table wasdhhaghe works of Houy et al.
(2010) and Morais et al. (2014) who have madedsgesyatic review of the life
cycle models presented in the literature and oneemneodel. The phases are
organized in organizational analysis, design, imgetation, execution,
monitoring & controlling, assessment & improvemehtbrief description of the
considered phases of each model is also offeredlahle 4. The model

representation of each model is presented in Apggdnd

All approaches from Table 4 are very similar andcedural in essence
guiding into the main steps on BPM development. tMdshe models have the
sequence from design to assessment and improveuaeping however with the
intermediate phases. Some are more detailed timansotout do share a common
understanding. The main difference among the madelse inclusion (or not) of
an organizational analysis that would serve asggedr to the before mentioned
sequence of phases. The models that present thisnjprary phase have their
origins in management projects and discussionsewtié models that do not

present this phase have their origins in IT focyz@gects.
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Table 4 - Synthesis of BPM life cycle models

Reference #of  Organizational Design Implementation Execution Monitoring &  Assessment & improvement
phases analysis Controlling
van der Aalst 4 - Process designSystem configuration Process enactment modeled busineB$agnosis with identification
et al. (2003) incorporates &s-is” configures the BPMS andprocess at deployed in BPMS enginesand improvement of the
modeling processessystem infrastructure processes after the appropriate
into BPMS result analysis obtained from
the monitoring tools
Zur  Muehlen 5 Regards to the Identifies the Processes models  aréProcess are executed and monitored Audit trails produced during
and Ho (2005) definition of processes that theimplemented into  the real time to control the performance. the enactment and monitoring
organizational and organization wants operational environment stages can be used in the
process goals andto analyze, redesign(which can be automated or evaluation stage. Feedbacks
assessment ofand/or automate. not). and contingency plans can be
environmental factors The details of the formulated based on the results
and constraints thatprocesses are of process measurement and
effect the businessspecified and evaluation to improve the
processes. mapped using processes.
modeling methods.
Neties et al. 5 - Defines the processConfigures the detailed Execution involves It controls and Diagnosis: providing
(2006) structure, resource specification of processthe monitors information for identifying
structure, resource designs with an emphasis oroperationalization of execution at opportunities for improvement,
allocation logic and their realization the configured work the process such as workflow bottlenecks
interfaces among flow; performance and other eventual critical
collaborators by level and at the points.
experimenting and activities level;
evaluating designs
Kannengiesser 4 - It models existing It provides and prepares thdt realizes the actual It monitors, analyses and validates the actual
(2008) “as-is” or future systems to carry out theinstantiated processprocess and feeds the results back to the design

business processes. business process. Systemssing the models stage.
can include employees andand configurations
software. produced by the 1st
two stages.
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Reference #of  Organizational Design Implementation Execution Monitoring &  Assessment & improvement
phases analysis Controlling
Hallerbach et 4 - It models the Instantiation/Selection: Execution of business proces©Optimization: identifying “best
al. (2008) variations of configuration or selection of variations monitoring their practices” and evolving
processes and theirvariations according to theperformances. processes.
relationships are context.
identified.
ABPMP (2009, 6 1-Planning and Design and Implementation should beMonitoring and controlling deals with Refinement is associated with
apud Morais et strategy: project scope,modeling involves viewed as an adjustments of resources to ensumrganizational change,
al., 2014) roles and the creation of new “orchestration” activity and process objectives throughcontinuous improvement and
responsibilities, specifications  for it involves training, metric performance  measurements  andptimization activities in
resources, technology,them, their activities policies and performanceevaluation. search of the efficiency and
tools and feasibility and tasks, rules andevaluation, strategic effectiveness of processes
studies are defined. definitions for alignment evaluation and implemented in the
2-Analysis: aimed at exchanging risk analysis and organization.
aligning business information among monitoring.

objectives with their functional  groups
processes, whether to(handoffs), physical
establish or updatedesign and IT
them, and techniquesinfrastructure.

are applied to map the

business context

through interviews,

documental analysis,

simulations or other

instruments of

prospection.
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Reference #of  Organizational Design Implementation Execution Monitoring &  Assessment & improvement
phases analysis Controlling
Verma (2009) 7 1- Define organizatiorl- Select n process:Implementation of the improvement project. Moriitgr -
objectives; choose the process
2- Identify that has the best
organizational contribution
processes; 2- Define tools:
3- Classify processes:determine the use of
rank processesthe most appropriate
according to tool, whether it is for
contribution criteria for incremental or
organizational radical change.
objectives, providing
related benchmarks
and potential  for
financial improvement.
Houy et al. 6 Strategy developmentDefinition and Implementation of processesExecution of Monitoring Optimization and improvement
(2010) regarding the modeling of relevant in an organization. implemented and controlling of processes
management of processes. processes. of the process
business process. execution.
Rosemann 1 - Awareness and1- BPM projects: process modeling, improvementjragtp together with BPM education Productisation of BPM: realise
(2010) understanding of BPM: and training, executing and monitoring. the overall berfis of adopting
organisation recognises2 — BPM program: overall BPM methodology is desijradong with the BPM strategy and éBPM.
the value of BPM. roadmap for its execution.

2- Desire to adopt
BPM: a driver and a
champion should have
influence in the
organization to accept
the BPM adoption.
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Reference #of  Organizational Design Implementation Execution Monitoring &  Assessment & improvement
phases analysis Controlling
Weske (2012) 4 - It encompasses theonfiguration considers Enactment: involves the Evaluation of the performance
identification =~ and selection, implementationoperationalization, monitoring andof business processes.
modeling of and tests of systems formmaintenance of processes.
business processesxecution.
and validation
through simulations.
Morais et al. 6 Initial Process Definition and Process implementation. Process Process Analysis of
(2014) Planning and modeling of relevant monitoring refinement and business
Strategy. processes. and planning review. process.

controlling.
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2.2.1.
Conceptual Framework for BPM development

Figure 3 presents the conceptual procedural framewith a life cycle
approach for BPM development applied in this actresearch, as described
further in Chapter 3. This framework is a blendoadvious work offered in Table
4. However, the proposed framework in Figure 3nigre detailed than these
previous works and aims to guide practitionersnmlar undertakings. It includes
the following phases: organizational analysis, glesimplementation, execution

and monitoring, assessment, as described nexisisubsection.
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Figure 3 - The conceptual procedural framework for BPM development
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2.2.1.1.
Organizational analysis

The organizational analysis should on the one handerstand the
enterprise by validating the strategic directioretedmining stakeholders’
relationships and consolidating strategic critefn the other hand, it should
architect and align processes by identifying messwf performance, aligning
process governance, prioritizing processes, algyninocess capabilities and
establishing enterprise transformation portfolioulBn, 2010). According to

Jeston and Nelis (2006), the main inputs in thedyas are:

* Mission, vision, values, goals, strategic intertjectives, implementation

strategy;

» Corporate brochures, websites, annual report, terméne the image of

the organization;

e Organization chart to assist in the identificatioh the main internal

stakeholders;
* Product portfolio mix to determine the main product
e List of key customer groups/types;
* Business model to determine main external partners;

« Documented and agreed process architecture;

Von Rosing et al. (2014) offer some typical questidhat help in this
analysis as: Which internal and external values@erébrmance drivers exist and
how they relate to the critical business factordfdlV processes exist? What are
the goals and/or purposes of the processes? Wthastires, functional areas, or
organizations are involved with the processes? WAfeahe stakeholders, owners,

and/or participants in the processes? Do the cupreicesses present problems?

2.2.1.2.
Design

The design phase aims to provide transparencyeofuirent “as-is” process
flow, to analyze the process flow, and to optimizey creating a more efficient

“to-be” process flow with higher quality. As partf ¢he process analysis,
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organizational, structural, and technological wexsnts in the processes are
revealed and improvement potential is identifiedhe Tresults of the analysis,
combined with corporate goals, are used to dedign“to-be” processes. The
actors involved in this phase are not only projeetders, BPM experts, and
department managers, but also employees who grensble for daily operations
within the area (Scheer and Brabander, 2010).

BPM projects aim to implement business change, ldnethat change is
primarily organizational (improving business op#&rgt processes), technical
(implementing or integrating software systems) aoenbination of the two and
business process design typically occurs as aw, eaifical phase rather than as
an end in itself. In a process improvement projduoe focus of the business
process design phase is to streamline the protessiderstand and measure the
requirements, and to eliminate the risk of losirgjue through inefficient or
inappropriate activities. In a technology implenatiain project, the focus is on
understanding the processes that are being autdmatel ensuring that the
appropriate technology is selected, configured, iamglemented to support them

(von Rosing et al., 2014).

Jeston and Nelis (2006) offer a modeling guidelioe the design phase

based in the following items:

* Purpose and audience of the mode¢fore modeling, it is important to

specify the purpose and audience for that procesken

* Approval and governanceprior to modeling, it is important to specify
who will approve and maintain the process modelaoid casualness

from the responsibles during the project.

* The BIG picturethe first step in process modeling is to specifywhbe
process fits into the overall processes of the raegdion, and then to drill

down to the more detailed processes.

* Process model stepthe set of steps specifying how the process misdel
to be developed, reviewed, approved and maintaiaed,what the roles

and responsibilities of the various people willdve outlined.

 Standards and reference modebscertain the standards and reference

models that are applicable.
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Similarly, von Rosing et al. (2014) offer the typicdasks of the design

phase as follows:

» Define process content and the process maps, emtand models to be

used
« Define relationships between process and busireas gnd objectives
* Identify and define business processes steps, @ivitias
« Identify and define stakeholders, process owneas\agers, and roles

» Identify and define the required resources

Develop and design process maps, matrices, andisnode
The *“as-is” process design is motivated by the tjoles (Scheer and
Brabéander, 2010): Who does what? In what sequewwtet services or products

are produced? What software systems and data efled@support the process?

2.2.1.3.
Implementation

When processes have been modeled as “to-be” pexcass the operational
requirements are clearly understood, implementatlmough technology can
commence (Scheer and Brabander, 2010). In the mgyigation phase, all the
designed and developed process improvements avagbr to life’ (Jeston and
Neli, 2006). It involves multiple aspects from cdimiation with process owners,
change management and process training (von Resig2014). In other words,
this phase focuses on the transformation of théy gaiocess flow itself, the
associated change in employee roles and respatisgbdnd last, but not least, on
actual implementation of the IT systems (Scheer &ndbander, 2010). In
addition to IT-related implementation, communicati&nd training concepts are
also developed and executed to support employdested by the new process
and organizational changes. Process participantst i@ informed about the
changes and take ownership of them. The implementphase requires not only
IT and process experts, but also people with gé&dl$ n internal communication

and training in the context of change projects éectand Brabander, 2010).
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Jeston and Nelis (2006) offer a guideline for thglementation phase
based in the following 13 steps:

1. Communications involves true two-way communication with active

participation of users.

2. Update implementation strategyt is crucial when the implementation
phase has been reached to complete a review of ottginal
implementation strategy as the project team anatpanization will have
a much better understanding of the proposed charayes the
implementation strategy has to take the curreoasan into account, and
this probably will have changed since the initi@tetmination of the

implementation strategy.

3. Prepare for user acceptance testinduring this step the test cases for
business testing are prepared. To this stage ipriject the solution will
have been tested against the written specificatiohsthe business
requirements. Now the solution must be tested ritegration with the
daily routine of the business users, as well agnipdicit assumptions and

expectations.

4. Training of the people who will be executing the proces3ast as the test
scenarios can be developed based on the redegpgmeskses, the training
materials can be created from the process docutants the redesigned

processes.

5. Complete business tests and pilotdiere the user acceptance testing test
cases are executed by the business, involving masto and suppliers,
where appropriate. It should have a strong propeahagement of the
testing steps, a feedback mechanism easy to be aiseéc mechanism to
measure and share the results of the tests. IlidHheuprepared to make
changes ‘on-the-fly and feed these back into thelivdrables

(development) cycle.
6. Develop roll-out, back-out and contingency (projenagement skills)

7. Develop and run marketing programs
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8. Mentor staff as mentioned previously in the training stepsélected
people are trained as ‘super users’ first, they thay be used to train the
remaining people and provide mentoring during tleyeperiod after
going ‘live’.

9. Roll-out changes once the roll-out of the new processes has been
implemented effectively, it must be ensured that ld’ processes and
supporting systems are no longer available to thi€ $t is essential that a

continuous improvement mechanism is put in place.

10. Monitor and adjustduring the roll-out of the changes, ample effiould
be devoted to monitoring the progress of the rotl-and the progress

towards achieving the business results.

11.Provide feedback to users and stakeholders.

Von Rosing et al. (2014) highlight the followingpigal tasks associated to
the implementation phase: (i) set or revise gda)sidentify risks, (iii) distribute
responsibilities and tasks, (iv) decide when totduprocesses and tools, (v) plan
training and mentoring, (vi) develop measurementtricee for a process
performance model, (vii) enable process performaeperting and evaluation,
(viii) identify, categorize, and label strategi@ctical, and operational process
performance indicators, (iX) associate and categoprocesses the strategic,
Tactical, and Operational Process Performance atwlis to the relevant
performance goals/objectives, (x) create a perfan@amodel with decision
making and reporting that illustrates the connectamd relationship between
Strategic, Tactical, and Operational Process Pudoce Indicators and the
business goals and objectives, (xi) specify proosssership responsibility and
tasks, (xii) select process owners, (xiii) implemea process-ownership
organization, (xiv) appoint key process roles répgror working with process
owner, (xv) develop and implement process-improvenatiatives, (xvi) define
the process and monitor process performance, (dgirelop and manage policies
and procedures related to the process, (xviii) ®nsprocess adoption,
harmonization, standardization, and integrationd afxix) enable process
innovation and transformation (link to BPM Changardgement and Continuous

Improvement).
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2.2.1.4.
Execution and monitoring

The execution phase is the operationalization ef workflow definition
(Netjes et al.,, 2006). Immediately after going liwgth the processes, it is
important to establish an effective way of monitigrand governing the processes
(von Rosing et al., 2014). Process monitoring ipanant to provide accurate
information about the process instances (Weske2)2®erein, the measurement
of the efficiency of the business processes impigeate with the help of IT
systems and the implementation of internal corgystems to monitor compliance
with the range of regulations are performed. Th&dtarget here is to ensure the
implemented business processes are running aswbey defined during the
design phase and that all monitoring steps arelasepand working. Process
efficiency is measured and analyzed against targitined for the key
performance indicators (KPIs) in order to identifyportunities to make changes.
Continuous monitoring of business processes britlgegap between corporate
strategy and its operational implementation andrisbuthe measurement and
control of business performance (Scheer and Braya@2@10). Von Rosing et al.
(2014) highlight the following tasks in this phaseecify process measurements,
select real-time process monitoring and governacegeture process performance
measurements, and document performance measuressatis for reporting and

auditing.

2.2.1.5.
Assessment

As the execution and monitoring step is runnin@g fmocess assessment
phase takes place. Ohlsson et al. (2014) offeroagss assessment heat map
(PAHM) based on the following activities:

* Positioning assesses the alignment of the process with tlendss
strategy, objectives and values. This should addrg® following
guestions: How clearly has the management posdidhe process role,
mandate and importance in relation to the busingsategy and
operational model? Is the process well describedhan management

system?
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* Relating assesses the attitudes, roles, risks and rewétte stakeholders
exposed to the process. This should address tlmving questions: Do
stakeholders share risks and rewards among the/deyartments? Do
stakeholders have a clear understanding of theeps@cAre all the key
stakeholders in agreement with the process intesfand improvement

roadmap?

* Preparing assesses the availability and quality of key bdjias for
improving the process. This should address thevalg questions: Do
people have the right skills and competence? Aeenticessary resources
secured? Do we depend on a key person? Do peopheitoto the

process?

« Implementing assesses the performance of the process thabjecs to
analysis. This should address the following questioWhat are
customers’ (internal, external) perceptions abbet performance? How
well do the interfaces work around supporting psses? How effective is
the process?

* Proving assesses the degree to which the process is pajabedy
monitored and measured. This should address thewio questions:
How well is the business impact measured? Whahesright level of
process evaluation/measuring? What are the relekBig? What is the
relevant feedback loop?

Von Rosing et al.(2014) highlight the following kasin this phase: identify
performance gap (link to BPM Governance), speaifgt rcause of performance
gap, identify alternatives and potential solutioosllect and list advantages and
disadvantages of potential solutions, compare digd potential solutions to the
existing process landscape, and evaluate and depmwle alternatives, if any are

proposed.

Although there are no doubts in the literature alblo& growing relevance of
BPM and the existence of different life cycle ammioes, the understanding of
how organizations should develop BPM, managingchsange and evolution
considering the entire life cycle and the idenéfion of main critical factors and

enablers for a successful BPM associated with eatte life cycle phases, so far
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received little attention from researchers. Thisesgch aims to address this gap
with an action research. The next section predhmetsesearch design applied to

achieve this aim.
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3
Research Design

This current research is exploratory in nature eladsified as an empirical
and longitudinal study. The meaning for the terrmpdical” is consistent to
Flynn et al. (1990; p.251), which consists of tkedwledge based on real world
observations or experiment”, being also used is plaiper “to describe field-based
research which uses data gathered from naturallgurdog situations or
experiments”. The longitudinal approach is aligneca BPM evolution analysis
with a life cycle approach in an organization,tasvolves many aspects that take
time to happen and to be understood such as pracggsvement initiatives,
culture and human changes and organization learfdegton and Nelis, 2006;
vom Brocke and Rosemann, 2010), all providing magly lessons to enrich the
academic literature and help practitioners in @mibkings. Among the different
research approaches found in literature for opmratimanagement, the action
research is appropriate when the research is detatenderstanding the process
of change, or its improvement to learn about it $eok, 1995; Coughlan and
Coghlan, 2002). The main aspects of an action relseare as follows: it
investigates more than actions; it is participataryoccurs simultaneously with
the action; and it is a sequence of events andoappes used to solve problems.
Therefore, based on the research question, the altdélhe art in the field, and the
characteristics of this empirical study, actioneggsh was the most appropriate
method to be chosen. The conceptual proceduralefremmk with a life cycle
approach for BPM development offered in Figure 3 wlee foundation of the
research protocol used, as detailed next in thaptein.

3.1
Organization analysis

The action research started with the organizatmalyais. In this part the
activities performed belong to the group of “Préjeg process” according to
Paim et al. (2008) and aimed to identify and urtdexs the organization’s inner
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and outside environments, the Corporation’s goal atrategy towards the
architecture and alignment of the processes asadtetl in (Jeston and Nelis,
2006; Zur Muehlen and Ho, 2006; ABPMP, 2009; Ver2@09; Burlton, 2010;
Houy et al., 2010; Morais et al., 2014; von Rosetgal., 2014). This phase
prioritized the processes and defined the procegsesrnance, the performance
level to be expected, the needed capabilities, (. gools and human resources).
Only the top management were actively involved his tearly stage, but the
employees from lower hierarchal levels were infainabout the changes that the
logistics areas was going through.

This phase counted with semi-structured interviewth the executives of
the company involved with the logistics processéise Supply Chain,
Broadcasting Engineering, Scenography Producticch the IT Directors. The
interviews were conducted face-to-face using thestions displayed in the
“Organization analysis” of the conceptual framewofle interviews duration

varied from 2 to 4 hours each.

3.2.
Design

The design phase was introduced next towards therstanding and
streamlining of the prioritized process and thevdsts performed here were
related to the group “Projecting process” accordm@aim et al. (2008). Within
this phase, the “as-is” processes were mappedyuelih from the perspective of
the new software to be implemented within the lcgsoperations, and the “to-
be” process was built aligned with the corporatalgioand with roles and
responsibilities well defined as indicated in (Mstgt al., 2006; Zur Muehlen and
Ho, 2006; ABPMP, 2009; Scheer and Brabander, 2010).

This phase counted with semi-structured interviemith the Logistics
manager, the two coordinators of Materials and &caating equipment and their
four supervisors. The interviews were conducte@-facface using the questions
displayed in the conceptual framework for desigtenviews were also conducted
with the others stakeholders of the processes Rthechasing, Broadcasting
Engineering, Scenography Production and IT Departserespectively
represented by their management level) to defieenthin inputs and outputs of
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each process and the service-level agreement &odmmplished. The interviews
duration varied from 2 to 4 hours each.

Another source of information was direct observatwade in visits to the
warehouses of the company where the execution ef pilocesses could be
observed and registered and the employees cowdtalls about the operational
difficulties that were faced in the processes.riédocuments from the company
were also used as secundary sources of information.

New processes were designed aided by the logistied team and the IT
team. In presential meetings, the processes wesigra by the project team
constituted by the warehouses supervisors, oneheflagistics analysts, the
corresponding coordinator responsible for the desigprocesses, with the
constant support of an IT employee, external cdastd and the technical
representatives from the new software that weradgo@nplemented. All new
processes designed were validated by the Log@tidghe IT Managers.

3.3.
Implementation

The Implementation phase aimed to implement alldh@nges defined in
the previous design phase and to prepare the esxequitase according to (Zur
Muehlen, 2006; Kannengiesser, 2008). An importaatedure performed in this
phase was training employees in the new proceasésities, flows and software,
which required changes in employees’ mindsets,sraled responsibilities as
highlighted in (Jeston and Nelis, 2006; ABPMP, 2008n Rosing, 2014).
Software installation and set up the performancasuement system were also
some of the activities performed in this phaserascated in (ABPMP, 2009;
Scheer and Brabander, 2010).

Semi-structured interviews were conducted withltbgistics Manager, the
coordinators of Materials and Broadcasting equipnaard their supervisors to
define based on the conceptual framework proposed requirements to
implement the processes. During the implementaplase, feedback from the
supplier and the customers of the processes dekigree gathered and the

constant support from the IT employees was importamminor adjustments in
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the new IT tools and software. Regular meetingsewéablished in the first weeks
to follow the implementation.

A set of descriptive and illustrated manuals armhdard procedures were
created in this phase to support employees witlemaatfor the training routines.
These documents were put close to the warehousastmms in easy access
places also to provide support for doubts in tleeess implementation, as well as
to serve as a tool for new employees. Two quatibyst were tought in seminars to
the warehouses supervisors: the PDCA method (plancheck, act/adjust) and
the cause-and-effect diagram (Ishikawa chart). @hesls helped the supervisors
in the next phases to identify the mismatches ao@lems in the processes, the
possible causes and propose solutions and plaonaciihe “day-to-day processes
management” activities, as defined by Paim et24108), were performed in this
phase and were tasks that involved implementingntbek and changes as they
were defined in the previous phases (Jeston and,2€I06).

The implementation of the designed processes catimrtwo waves. In the
first wave, the processes were implemented in daglquarter warehouses of the
enterprise. Then, after their use and evaluatibe, grocesses were redesigned,
whenever necessary, and implemented in a secone @rathe subsidiaries of the

company in other states.

3.4.
Execution and monitoring

The execution and monitoring phase aimed to puytractice the process
activities as they were specified in the designsphand to monitor the process
performance capturing the performance indicatorsl atocumenting the
measurement results. The execution of the new pseseand the use of the new
IT technologies was closely supervised and comdolby the warehouses’
supervisors and the two coordinators. The Logistitanager was informed
immediately about all problems that occurred witle hew tools implemented
towards the direction of actions to be taken. Tégularity of the meetings to
follow the implementation became less frequent esnsas the number of
problems started to reduce and the operation dtéotevork smoothly during the
execution of the processes.
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Monthly meetings happened with the attendance eflLibgistics manager,
the two coordinators, their supervisors and theidtag analysts to monitor and
analyze results based in the procedures of theeptumal framework proposed.
The measurement of the performance of the procesasssupported by a new
performance measurement system.

The execution and monitoring of the designed pseEeccurred in two
waves. First in the headquarters warehouses okterprise and after on the
subsidiaries of the company in other states. Thay-td-day processes
management” activities, as defined by Paim et 2008) and in according to
(Netjes, 2006; Zur Muehlen and Ho, 2006; Kannersgies2008; Hallerbach,
2008; ABPMP, 2009; Houy et al., 2010; Weske, 204dt) Rosing et al., 2014),
were also performed in this phase with tasks ttablve putting into practice the
designed processes, the monitoring and controtlmgprocesses execution and
the performing of the short-term changes. Taskshefcalled group “Promote
evolution and learning” also happened such as deogr of processes

performance and learning about the recording psoces

3.5.
Assessment

The assessment phase aimed to analyze the proedestmance, identify
opportunities of improvements such as workflow leokcks and eventual critical
points, evaluate the alignment of the process whih business goals and the
attitudes and roles of the stakeholders, identdgllect, compare potential
solutions and decide upon the alternatives proposed

In this phase the adherence of the new designeskgses to the operations
reality was evaluated in regular meetings that eapd with the attendance of the
Supply Chain director, the Logistics manager amf tboordinators. The learning
process emerged from the understanding of the rluatdoasis of performance
and the relationship between promised performamceaghieved with the new
processes. The tasks performed in this stage veéated to the group “Promote
evolution and learning” defined by Paim et al. (QQvere aligned with Ohlsson
et al. (2014) PAHM and in accordance with (van Malst et al., 2003; Netjes et
al., 2006; Zur Muehlen and Ho, 2006; Kannengie2&08; ABPMP, 2009;
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Weske, 2012; Morais et al., 2014; von Rosing, 20TAjs phase also occurred in
already mentioned two waves. The first wave evalliathe processes
implemented in the headquarters warehouses. Thisaion gave information to
the design and implementation of the new processesthe subsidiaries
warehouses. The second wave of assessment wlllbstilperformed in the

subsidiaries (until the end of this dissertatias ffhase was not performed).
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4
Main findings and Results

The Chapter presents what happened in the casthamesults of the action
research. It is organized according to the conegocedural framework with a

life cycle approach for BPM development presenieligure 3.

4.1.
Organization analysis

The studied company belongs to a multinational mmedganization that has
as mission "to create, produce and exhibit qualitptents that meet artistic,
cultural, informational, educational and entertaégmtn purposes and, further,
contribute to the development of individuals andisty”. The company has its
contents exhibited in more than 100 countries andecognized by the high
guality standard of its contents. Since its fouimtatn the sixties, the enterprise

has its history based in pioneering and innovation.

The Logistics department is responsible to supih@tcompany operations,
what includes broadcasts soap operas, hewscastss spents footages in studios
and in external sites. The mission of the Logistlepartment is “to ensure that
the growing demand for logistics services in theordings, events, scenography
constructions and others are met, through opemsagmanning, focusing on the
assets control, reliability of information, speattaecurity of the transactions”.
The scope of the logistics activities comprises elausing, inventory
management and transportation within the compasy&s. Its organizational
structure consists of one manager, two coordinafore for each type of
product), four supervisors to the warehouses, wgistics planners and nearly
100 employees. Its main stakeholders are the fatigwepartments: purchasing,

scenography production, broadcasting engineeripgrti@ent and IT.

In the last years, the Logistics department hasmsipced an increase in its

demands and was exposed to a network growth int gtandardized form. The
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logistics operations embraced new warehouses ho# period of time without
redesigning the processes. Some of the warehoudesteven have specified

processes while others have processes that weeslhetent to the current reality.

The department manages seven warehouses distridoetecdding to the type
of product stored and point of consumption. The tmain types of items to be
stored are equipment and materials and there arehaases to each of these
types of items. The architecture in which the lagsprocesses are inserted are
represented in Figure 4. The equipment leaves thelwuses to be used in
scenography cities, studios and at external sitter used, the equipment returns
to the warehouse and remain available to be ust#tinext requesting recording.
The materials are consumable items; therefore;, aftetem leaves the warehouse
it does not return to be storage again. The mddgeara used in the construction of
the scenography cities, scenarios of the recorslindios and in all the recordings
of the company. The materials warehouses have ghal inbound processes as
receiving, put-away, replenishment, picking andpplng. To some items, like
broadcasting equipment that have their own dedicat@ehouses, the materials
warehouse perform as a cross-docking point, detigethe items to another
warehouse or to the user without storing them. &floee, the logistics activities

are different for this two kinds of products redgugy different processes.

Figure 4 - Processes architecture

Source:
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The performances of the processes are assessatl laidéhe following
metrics: inventory accuracy, number of items withatilization for more than 12
months, total handling of items per employee, ametidelivery, storage capacity
utilization. The performance measures are monitobsd type of product
(equipment/materials), type of activity (e.g., reocgg, expedition and transfers)
and by warehouse. These metrics give a generalieverof the operations
performance, but do not attend all the requiredrotimg aspects needed to aid
the management team to take better decisions. Ta@ fmitation is data
generation and management, as the logistics pregegsre still to manual. This
problem became more evident with the growth ofltiggstics demand associated
to its scope increase within the company’s opematiduring this phase, the
company executives mentioned the need for the mewdls to better monitor and
control the operations (materials and equipmentd)ta enable new performance
metrics that could help in the decision makingcpss. Then, that result in the
acquisition of two new softwares, one specific tanage broadcasting equipment
and other for materials (a warehouse managememernsys WMS). The new
software to manage broadcasting equipment was ohosbe implemented first
due the criticality of these products to the conymmrecordings and their

monetary value.

Monthly meetings with the attendance of the proegesstakeholders
management level are settle to discuss the pracegpseformance and
responsibilities, to guarantee the collaborativerdmation in process projects, to
evaluate the fit between the processes and the amyngoals and the processes
and IT projects and architecture. Annual meetingth the attendance of the
Supply Chain director and the management leveh@iirocesses stakeholders are
also settled to evaluate the processes performamtenanagement and to discuss
the next processes projects that could be perfarnié@ annual meetings
reevaluate the logistics processes priorities, igcuss and plan the future
initiatives needed for the next years. The Supplyai@ director with the
Broadcasting Engineering, the Scenography Producéind the IT directors and
the Logistics managers stablish the processes igavee mechanism related to
the logistics process. Every time there is an iseuea problem, first the

supervisors of the departments involved try to meacsolution. If they fail, the


DBD
PUC-Rio - Certificação Digital Nº 1421390/CA


PUC-RiIo - Certificacdo Digital N° 1421390/CA

52

departments’ managers are involved in the issué/ Dextremely necessary the
directors are involved to mediate the formed impdsstween the departments

and when needed made a final decision.

The organizational analysis phase ended with thesartsus that the
management of the logistics processes became aortanp issue to ensure the
meeting of new and challenging demands, the aligiiroé the processes with
new IT tools and the fulfilment of the strategiredtion of the company. As a
result, changes in the processes were requiredtragged a BPM life cycle
approach starting with the design of new procesassseen next. Therefore,
changes in the processes capabilities were distigsthe Supply Chain director
and the Logistics manager. Warehouses’ staffs wartivated to take additional
habilitations aiming the increase the knowledgecsheation of the logistics’
employees. New employees would be hired and ottestistributed along the
operation. The implementation of new software tonage and control the
operations in the warehouses would also requiratiaptation of others systems
of the company and in this the IT department wasdad to be fully committed.
Also with the implementation of these softwares remmvice agreements would
be established with the processes customers angliesgp requiring the
involvement of the processes main stakeholdersre&sits of this phase, the
company’s strategy and goals were clearly undetisteasuring the right direction
of the project and the requirements and mechanibatsform the bases for next
BPM life cycle phases were built.

4.2.
Design

The organizational analysis revealed that the complesired more control
and transparency about their stored items andrémsdctions performed in the
enterprise’s warehouses. Therefore, the logisticegsses had to go through a
new design phase aiming to align the processdsetocdmpany’s strategy and the
new reality of the logistics operation, reflectinge particularities of new

activities, the logistics scope enlargement anchéwe IT systems acquired.

The definition of the processes goals and theignatient to the
organizations goals, defined in the previous phases important to guide this
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phase and to the new processes and their monitprimgedures be successfully
designed. In daily meetings, the design of the peseesses was performed by the
logistics team (coordinators, supervisors and ats)yand when more operational
doubts occurred, the low hierarchical level opersl staff was consulted. The
processes customers and suppliers were also irdvoivibe definition of the main
inputs, outputs, service level required by the hegistics processes and the new
roles and responsibilities of each part in the npmecesses, forming the
implementation team. The SIPOC (Supplier, InpugcBss, Output, Customer)
tool was adopted to design the two macro-procestdbe company (i.e., the
logistics of equipment and the logistics of maisjialnformation from the
evolved stakeholders was obtained and all the sotepses of each kind of these
macro-processes were detailed in the SIPOC. Thiehelped and guided the
design of the sub-processes performed by the logistepartment. The SIPOC
tool helped the team involved in the design of ti@ev processes to view the
processes at different levels. The lack of sucloa to support the processes
visualization was a major issue faced in the compmaviously. The entire effort
to design the equipment processes lasted 3 monththa design of the materials
processes lasted 2 months.

The as-is sub-processes’ mapping happened in-ldbatie participation of
the warehouses workers and then validated withwiieehouses supervisors by
checking with the former flowcharts existent in Ekc The flowcharts available
were used to guide the beginning of the designrisffdout the use of a more
modern software to this purpose became substariliaén, the equipment
processes were designed with the help of the Miftdgisio software and the
modeling tool used in the representation of the@sees was the cross functional
flowchart. To design the materials processes, tifavare used by the WMS
consultancy was Bizagi, which uses a notationtle litit different from Visio and
was the first barrier to the project, as Bizagi was available previously in the
company. As a result, the company employees newdksdrn the main features
of this new software to design the new processestha IT department was
responsible to provide the software. The mismagtiveen IT tools and modeling
languages in the design phase was an issue coggibdgrthe company, as it can

occur with negative consequences for the company.
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After the design of the cross-functional flowchadther tools used were the
Classic and the lllustrated SOP’s (Standard OpwgatProcedures). The
documentation of the former processes was a bigeranof the Logistics
management. With SOP’s the company aimed to stdrzgaits processes, as well
as to nurture the knowledge management of the tiogjidepartment. The Classic
SOP’s described the standard activities of the ge®es that needed to be
performed to main its quality level. The illustrat8&OP’s showed the standard
steps in the IT systems that were necessary to édormed towards
accomplishing a specific task of a process. Thestithted SOP’s were created
from screen prints of the software and from theanomals.

The design of the processes was initiated by tloegsses dealing with
equipment as the new software to control the tietisss of these items was
implemented first. Additional technologies werecalsiplemented with the new
software tools to improve the processes managermech, as barcodes and radio-
frequency identification (RFID) and were also cdesed in the new processes
design. The constant support of IT department eyegl® of the company and the
technical representatives from the company of e software were important to
align the processes needs to the software setfingsto indicate the points of

divergence between the operations and the softeegrabilities.

With the new processes designed, changes in theits) human resources
were identified resulting in changes in the waredast staff to be made in the
next implementation phase by the warehouses sgoesyithe logistics manager
and their coordinators such as training in the seftware, shifts adjustments,
exchange of employees between warehouses and miegshiAs results of the
phase, nineteen materials processes were designedal, with seven different
types of receiving, put-away, replenishment, theéens inventory, four types of
transfers and six types of picking and shippingurkeen equipment processes
were designed in total, with two types of dischargeir types of picking and
shipping, three different types of receiving, thguipment transfer, the spare
request, the equipment inventory, the equipmenstr@gion and the management
of the equipment’ kit. The differences were necestaattend specificities of the
operation. A better view of the processes was &eligvith the use and support of

design tools and they were designed aligned with gbftware settings and
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capabilities aiming to pursue the company’s stiategjectives. The participation

of the logistics employees and processes staketsoldade the new designed
activities to be better accepted. The next impldaten phase was a transition
phase that aims to setting up and prepares athgpects required to execute the

new processes designed.

4.3.
Implementation

With the new processes and their needed capabiliiéined the processes
implementation could begin. This phase aims to ldgveoordination between
process owners and to perform change managemeipracess training.

The Supply Chain director involvement and the a&ctiogistics manager
participation were important to the interface witke IT department and in the
coordination of the entire implementation phasegeemlly with the stakeholders
from other departments establishing a collaboragmegiroment. Moreover, in
meetings with the logistics operational staff, Liogistics manager made clear the
contribution of the logistics activities to suppdite company’s goals and
highlighted the importance of the new software ienpéntation and the redesign
of the processes. With the support from the IT eygés, the Logistics analysts
set up the needed procedures to feed the perfoemaeasures and monitor the
processes.

Were part of the changes to be performed and man#ge both new
software implementation and the human resourcesctsp

As broadcasting equipment are expensive items avithtical nature for the
company’s operation, the new software tool to ainthese items and their
transactions was implemented first. Therefore, thecesses regarding
equipments were also the first ones to be impleetknt

Some barriers happened during the new softwareemgntation. The first
one was delay in the new processes execution cduyst#te underestimated time
to implement each of the new software. The indiallaand the testing phases for
both the equipment software and the WMS took mone than expected. The
next barrier was the lacking priority in the syssemtegration occurred in the
problematic migration of the company in a new Emtiee Resource Planning
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(ERP) version (an upgrade) simultaneously with thplementation of the new
software. Several problems of mismatches betweemdiv software and the new
version of the company ERP caused unexpected didaystan the new processes,
and the implementation of the full designed proessa prior was not possible.
Another barrier emerged was the BPM team turnovh whe change of the
technical representatives from the WMS softwarehiem middle of the project,
what was stressful as the new people need to mwle $ime to understand and be
on the same level of knowledge about the projectthes others technical
representatives contributing to delay the new Bseg execution. These problems
were consequence of the poor risks assessmertk aflacontingency plans and
an improper project management.

The changes in the logistics’ human resources iftshtin the previous
design phase started to be performed. The shiftsstadents and exchange of
employees between warehouses were responsibiliiesthe warehouses
supervisors and the logistics coordinators, supedviby the logistics manager,
who was also in charge of the required hirings.

Formal training sessions with the different peopieolved in the new
processes were also performed. First, the logisticalysts and warehouses
supervisors (called key users) were trained in nbe software and IT tools
purchased (barcode and RFID). The warehouses sspexrwere also trained in
guality tools of process analysis aiming to incesise process orientation and
continuous improvement culture in the operationt.the employees from the
logistics department were trained by the key ugethe new processes with the
use of the Classic and illustrated SOP’s and cegbi resort to these documents
in case of doubts, as processes users tend to bettept new processes with the
use of instructions in self-help systems. Theseesamployees were trained to use
the new IT technologies. However, the ones involvethe equipment processes
were trained for the use of the specific software these processes, while the
employees dealing with the material processes gohimg for the specific
software for the material processes. The suppodt @erticipation of the IT
employees and the technical representatives frenmélv software guarantee that
the complete knowledge about the new IT tools wasodoed by the logistics

employees.
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The key users also guide the training of the mastamers and suppliers of
the processes in the new procedures, activitiessaftdiare with the supervision
of the logistics coordinators. Small adjustmentthie new IT tools and processes
were performed with the support of the IT teamessiit of the feedback provided
by the processes’ customers and suppliers and rgdthiy the Logistics
department.

Meetings motivated by the Logistics manager witn tlanagement level of
the others stakeholders clarify and highlight thigectives and purposes of the
project and reinforce the importance of the procasentation and continous
improvement culture.

In the second wave regarding the implementatiothefprocesses in the
subsidiaries, only the new software to control pqeént was implemented. Then,
only the new processes for equipment were impleetettiere. This was done
with minor adjustments in the processes needdaetproper fit to incorporate the
subsidiaries reality.

As results of this phase there were a clear uralaisig between employees
and stakeholders of the changes in logistics detsyiincluding the new IT tools,
to support the company goals; their buy-in to thggqet with the new processes
being better accepted by the users; the importarica process view being
communicated; the processes knowledge shared inséifehelp system of
learning built and the promotion of a routine obgess analysis and continuous
improvement. Next, the processes were ready tokxbeuged, as described in the

next subsection.

4.4,
Execution and monitoring

With the processes ready to go live the executioth monitoring phase
started. The main goals of this phase are to rermptbcesses as they were defined
during the design phase and to perform the monusteps.

During the execution of the new processes, someessand mismatches
between operations needs and the software capebilitere identified and the
lack of adequacy in the IT infrastructure emergechsas a specific type of
receveing done in the materials warehouses andupgorted by the WMS and
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the lack of performance measurement metrics of sthigware to control the
equipments operations. The involvement of the ITpleyees and the technical
support of the software companies were importantfiid the appropriated
solutions and then the new processes could rurpsescted.

Resistance from some employees inside the logidapartment, as well as
from other stakeholders, in perform the new proggswas another barrier
identified. These resistances were overcome by dlggstics manager efforts and
the commitment of all the stakeholders to the mtognd to set a collaborative
environment.

The monitoring procedure includes the processdsnpeance measurement
displayed in an Excel worksheet, mostly feed witfoimation extracted from
different information systems (e.g., ERP and WMB&J anonthly meetings with
the Logistics’ manager, coordinators and warehossggrvisors to analyze the
performance measures. The supervisors bring ugdlsible operational cause
and effect relations of an identified problem ahd logistics team discusses and
agrees on the necessary actions to be taken towepine processes performance.
The highlights are sent to the Supply Chain Directds more pressing priorities
always happen in the execution phase, what cafiterattention of the logistics
employees, the Logistics management was enrolleehtmurage and to ensure
that these meetings were realized frequently. Thw oftware to control
equipment and materials (WMS) impacted in the perfmce measurement
system by allowing that new performance measures weplemented along the
execution phase. The company also installed pegoo® measurement boards in
the warehouses and management offices that weratagdvith metrics values
and latter included the addition of the new meastioe a complete monitoring.
These boards were designated to inform the empdoydmut the activities
performance, to raise awareness and affirm the fitapoe of the performance
measurement to a better process management.

In the subsidiaries of the company, the logistiesfgrmance measurement
before the project was not performed. So basethienheadquartes Performance
Measurement System (PMS), in the second wave afxbeution and monitoring
phase in the subsidiaries, a set of performancesmes was indicated to
implement and the same procedures to follow theididries performance were

indicated by researches.
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As results of the actions taken the resistance femployees and the
mismatches between operations needs and softwapabitities were overpassed;
the importance of the performance measumerent flism@d and the performing
of the monitoring procedures guaranteed; the pssseproblems analysis and the
logistics operations evaluation were perform bydiv employees.

After one year performing and monitoring the nevogasses, the top

management had sufficient information to realizzdesessment phase.

4.5.
Assessment

The assessment phase aims to discuss and leartheithistorical basis of
the processes performance and to identify oppdirtgnof improvements and
possible solutions in the processes, planning éufictions to be taken.

After one year executing and monitoring the newcpsses and despite the
lack of adequacy in the IT infrastructure to perforthe performance
measurement, in top management meetings which hagdpsith the attendance
of the Supply Chain Director and the managementllesf the processes
stakeholders, the Logistics manager reported thartteent’s performance during
the last year in more aggregate results and jedtifihe measures / metrics that
were bellow the target, proposing actions to beetaklo improve the results.
Together, the top management discussed if the ahgrbetween the processes
and business goals were being accomplish, the im@ddhe new processes and
their activities in the department and to the dtakders, the relevance of the new
processes and their performance indicators, theritapce of the new information
systems and tools to the processes performancesutteessful changes and the
improvements still needed. With the assessmenthef few processes, some
changes in the processes flowcharts were identdied proposed to be more
coherent to the real activities performed and thennew processes and IT tools
(software to control equipment, barcode and RFIDgrenvconsidered to be
implemented in the subsidiaries. The assessmentthef new processes
performance was performed with a proper evaluatioa more strategical level,

and open space for planning future projects. Theraipns of the company’s
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headquarter were the basis for the implementatiothe BPM practices in the

subsidiaries (second wave of the project).
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5
Discussions

This chapter presents the discussions on the nesi@arch findings. The
discussions are organized according to the mainsG&Rhe BPM development:
strategic alignment, top management support, colilve environment, user
focus, employees training and empowerment, infaonatechnology, method and
methodology, culture, performance measurement aopggt management. The
main barriers faced by the company in its BPM depelent project are presented
at the end of the chapter just before the resdardimgs synthesis.

The BPM life cycle approach in the entertainmemhpany studied started
with the focus on the strategic alignment of thecpsses with the organization
goals and the business strategy, what is aligndéd tve literature (Morais et al.,
2014; Skrinjar and Trkman, 2013). The organizatmalysis phase ensured the
complete understanding of the business contextpaneéd the way to guarantee
the adequate strategic alignment within the comp@his alignment is one of the
requirements to achieve long-term success and pioowe processes performance
in BPM projects and was present in all the BPM tifeles, as indicated in Bai
and Sarkis (2013) and Skrinjar and Trkman (2013)e Phases following the
organization analysis (i.e., design, implementatextecution and monitoring and
assessment) were accomplished according to thegtraoriorities identified as
indicated in Bandara et al. (2009). As a resulg thifferent processes could
present performance improvements such as an imcieaassets and processes
steps control, reliability of information, speeddasecurity of the operations.

The top management support was also present af tik life cycle phases.
The top management executives involvement was itapbrto establish the
collaborative environment between the different cpgses stakeholders, to
establish a trust feeling in the logistics empl®yabout the changes required in
the processes of the department and to support streegic alignment,
corroborating Crowe et al. (2002), Bandara et 200¢7; 2009), Ohtonen and
Lainema (2011) and Skrinjar and Trkman (2013). Téwecutives acted
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proactively participating in the regular meetingatthappened in the different life
cycle phases, motivating employees and stakeho&tatsetting up the need of a
more process oriented view and the need of contisiumprovement as a cultural
value of the company, as suggested in the litezafue., Crowe et al., 2002;
Bandara et al., 2009; Ohtonen and Lainema, 201hld&p2009; Trkman, 2010;
Skrinjar and Trkman, 2013). One should also mentibe interaction and
cooperation between the Logistics manager and Thednager during all the
phases of the life cycle, which allowed the alignineetween the logistics needs
and the IT specifications and was crucial for advetourse of the activities, as
stated in Zabjek et al. (2008), Bandara et al. $2@&hd Ohtonen and Lainema
(2011).

As mentioned, the top management involvement elagmad the
collaborative environment among the logistics emgés and the processes
customers and suppliers, horizontally across thuictional departments within
the company, important factor highlighted in Croeteal. (2002), Ohtonen and
Lainema (2011) and Bai and Sarkis (2013). The @p®e® customers and
suppliers were involved since the previous debnisi of the processes
requirements and provided feedback during the implgation and execution and
monitoring phases, what helped to build the coltabee environment and
contributed to the new processes acceptance, ested in Bandara et al. (2009)
and Muellerleile et al. (2015). The involvementloé employees of the shop floor
operation of the warehouses since the design pbhsedated doubts about
specific characteristics of the warehouses operatiallowing the operations
specific and detailed knowledge to be shared. Té@iaboration to the project
and to the execution of the new tasks and actsvidiesigned contributed to the
success of the changes implemented and to theewfwwontinuous improvement
as a new reality to the logistics department, dgcated in Bandara et al. (2009)
and Ohtonen and Lainema (2011).

These three firsts CSFs together guarantee thegigtiegic direction of the
project, the needed focus in the requirements o ghase of the life cycle and
maded the main barriers of the project to be sisgzhs

Employees training and empowerment was also idedtih the research as
an important requisite for a BPM development suec®¥ith the major people

changes happening in the implementation phasedasated in (Jeston and Nelis,


DBD
PUC-Rio - Certificação Digital Nº 1421390/CA


PUC-RiIo - Certificacdo Digital N° 1421390/CA

63

2006; Scheer and Brabander, 2010), employees werendto understand not
only their individual activities, but also the estiprocesses in which they were
involved and how the processes contributes to tiganization’s goals, what is
highlighted in Skrinjar and Trkman (2013). Therefothe Logistics manager
attended meetings with the logistics operationaffsto make clear the
contribution of the logistics activities to supptre company’s goals, to reinforce
the importance of their work to achieve these gaaisl to highlight the needs for
the new software implementation and the changethenprocesses. The new
software and the changes in the processes demapeetfic trainings for the
employees. These trainings are stressed in Trkr28i0j and Skrinjar and
Trkman (2013) and aimed to guide the logistics @ygxs in the new processes
activities, procedures, roles and in the new ITIgoin the last case with a
constant support of an IT employee and technigalesentatives from the new
software companies as indicated in Bandara e2@09). Key-users were formed
and guided the training of the processes custoarassuppliers contributing to a
better process acceptance by the stakeholders, iwsated in (Kumar et al.,
2003; Ohtonen and Lainema, 2011; Muellerleile et 2015). The employees
empowerment encouraged by the process analysisewaldation by the own
logistics employees is highlighted in Bandara et(2009) and Trkman (2010)
who defendes the employees motivation in decisiaking.

The method (or methodology) CSF includes all thecedures, tools and
technigues used in the BPM life cycle and in acancg with the requirements of
each of the life cycle phases. In the action re$edrwas represented by: the
process mapping tools used in the design phasetoper processes visualizing,
as indicated in Bandara et al. (2007) and Thompoal. (2009), the self-help
system of documents created to support the proeesssning of the
implementation phase and the processes standaodizas stressed in Bandara et
al. (2009), Rohloff (2009), Thompson et al. (20@@d Trkman (2010) and the
increase of the processes acceptance, as highlighaellerleile et al. (2015), the
guality tools to analyze and improve processes haug the warehouse
supervisors so they could use in the execution randitoring phase and that
reinforced the importance of the process oriemtatolture, as indicated in
Bandara et al. (2009), Rohloff (2009), Thompsonakt (2009) and Trkman
(2010), the meetings performed with the processaiseolders to set up the
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processes requirements and with the logistics eyapto clarify the importance

of the project and the changes implemented duhedife cycle, also stressed in

Bandara et al. (2009), Rohloff (2009) and Trkma@1(®, all these procedures,

tools and techniques were part of the methodologgnprove the processes. This
is in accordance with Thompson et al. (2009) anth vilosemann and vom

Brocke (2015) who state that the methods factoudes on the needs of each of
the process life cycle phases and in the integratiothese methods with one

another and with other management methods.

The user focus was another important critical sssdactor reveals in the
action research. It represents the capacity oBfll project to improve the user
service efficiency and effectiveness of the proeggBai and Sarkis, 2013). This
factor could have been more positive to the projegtas more present in the
choice of the new softwares to be implemented. grbeesses users considered in
the action research were the processes custoneeippliers. Their participation
happened in all the BPM life cycle phases. In tesigh phase it occurred during
the definition of the processes requirements aad#nvice level agreements to be
accomplished by the new processes. During the mgheation phase, their
feedback and perception about the changes impleahantthe new processes
were gathered and considered to guide improveme&hislack of an user focus in
the choice of the new software to manage the psesesontributed to the absence
of adequate IT infrastructure (Smith and FingaiQ20de Bruin and Rosemann,
2007; Zur Muehlen and Ho, 2005; Valenca et al.,304 barrier faced in the
execution and monitoring phase (e.g., the spetyfie of receveing done in the
materials warehouses and not supported by the WMSje assessment phase
the processes’ evaluation with a focus on the use¥sds and the processes
strategic goals was performed with an active ingolent of the processes users,
what proved to be essential for an successful sissad, corroborating Ngai et al.
(2008), Bandara et al. (2009), Ravesteyn and Batgn(2010) and Rosemann
and vom Brocke (2015).

The culture factor was another CSF present in tloge@t that help the
company to be more process-centered, as indicatdgiai and Sarkis (2013).
Corroborating Bandara et al. (2009), Thompson etf(2009) Schmiedel et al.
(2013) and Rosemann and vom Brocke (2015) the reutalues and beliefs

present in the life cycle phases (formalism in peses and business planning,
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collaboration, customer-orientation, excellence eagponsibility) were essential
to the project success and to the acceptance ottdh&nuous improvement
culture in the Logistics department despite thé laicpropensity to change from
some logistics employees and others processes usetle execution and
monitoring phase. This resistance from employeédsstakeholders to perform the
changes implemented is a classic barrier indicaiteege and Dale (1998), Grover
(1999), de Bruin and Rosemann (2007) and Zur Mureldied Ho (2005) in
projects that involve changes and required an effat from the management
level involved in the project to clarify to the igsint employees the importance of
the changes implemented and the needed proceaséastization.

The performance measurement was a factor influedmedhe barriers
caused by the IT factor and started to take shapleei organization analysis and
design phases with the definition of the proce$¥ddS (metrics and procedures)
and the performance targets to be achieved. Theotiggerformance boards
displaying the processes performance metrics inettexution and monitoring
phase ensured that the employees could adjustiteleavior to be in line with the
processes goals, as indicated in Rohloff (2009) $krihjar and Trkman (2013).
Although there was a lack of IT support from thevrsoftware implemented to
monitor and evaluate some aspects of the procesisiesdid not affect the
performance measurement of the new processes.obsi¢s department used
the ERP system to feed its PMS and the new measatsravailable in the new
software, what resulted in a positive outcome fibas highlighted in Bandara et
al. (2009). Then the assessment phase was perfosittezlit losing information,
by confronting the processes goals and benchmaitkstheir real performances
and sustaining the processes improvement as sir@sdgandara et al. (2009),
Trkman (2010) and Bai and Sarkis (2013).

In the project the most problematic CSF showed & Ibformation
Technology. With exception of the Organization Ams#é phase, IT was a
problematic CSF that caused issues and barriea ihe others phases of the life
cycle. The lack of adequate IT infrastructure ($nanhd Fingar, 2003; de Bruin
and Rosemann, 2007; Zur Muehlen and Ho, 2005; \alen al., 2013; Skrinjar
and Trkman, 2013) was a barrier faced in the desgacution and monitoring,
and assessment phases. The existent IT tools tigronide the proper support to

specific activities such as process mapping, psopesformance monitoring and
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evaluation or they do not have the required capigsilor settings to match the
processes needs. The lack of IT capabilities inguhch the performance of
another CSF, the performance measurement, whatfiegaent occurance as
stressed in Bai and Sarkis (2013). The missingipyiof systems integration (Zur

Muehlen and Ho, 2005; Valenca et al.,, 2013) wasaaidy faced in the

implementation phase. Together with the implemémaof the new software

occurred the problematic version migration of tleenpany ERP, which ended
delaying the new processes implementation. Thandistoles that IT should

perform, such as a facilitator during the desigagghand an implementer in the
implementation phase in BPM projects were not playeth enough success
within the company, what is highlighted in Bandataal. (2009) and Rosemann
and vom Brocke (2015). The IT barriers were overedny the collaborative

environment set up and the constant involvemetit@top management from the
IT and Logistics departments as indicated in Baa@#ml. (2009).

That shows how much IT matters to BPM projects etieough the
objective of this thesis is not to discuss the etspeelated to BPM systems
implementation. The logistics operations are netdbre business of the company
and were not seen as a priority to the IT departwdiat cause many issues over
the years. Despite the full support provided bylthéepartment of the company
to the project, a better knowledge and planninguabiee IT tools that was going
to be used and implemented in the project woulddatlee future problems faced
in the project corroborating the authors cited.

Together with the IT issues, the project managemeastalso a problematic
factor that contributed as a main barrier facethexBPM development. The lack
of an adequate IT infrastructure, as indicatedmmtls and Fingar (2003), de Bruin
and Rosemann (2007), Zur Muehlen and Ho (2005)en(a et al. (2013) and
Skrinjar and Trkman (2013) in the design phase &né delay in the
implementation of the modeled processes (Valencaalet 2013) in the
implementation phase could be avoided with morermation and a better
planning and scheduling of the new IT software langentations, typical tasks of
a proper project management, as suggested in Baedal. (2009) and Bai and
Sarkis (2013). The BPM team turnover (Zur Muehled &lo, 2005; Valenca et
al., 2013) was also barrier that increased the pr@wesses implementation delay

and with proper risks identification of the projdmt the project management, a
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contingency plan could had been architected to déhal unexpected events like
this, as indicated in Bandara et al. (2009).

Although there were many success factors revealdtia action research
for the successful BPM development, some barriegsevalso identified in the
different life cycle phases as mentioned in ChagteAlthough the academic
literature offers a huge list of barriers (please Jable 3), this action research
identified just three main barriers with the otheod representing major obstacles

to the project. The barriers are the following:

» Poor knowledge of process-oriented approacheshedigvith Smith and
Fingar (2003), Harmon (2004), Baker and Maddux §0@e Bruin and
Rosemann (2007) and Chong (2014);

» Lack of methodological rigor in execution of theojarct, aligned with de
Bruin and Rosemann (2007) and Silva et al. (2012);

» Lack of BPM roles and responsibilities definiti@atigned in Valenca et al.
(2013).

Although the company conducted the project witheotbracing a formal
methodology for the BPM adoption and lacking fonisral in defining BPM roles
and in using processes management orientation agpes, the results were
considered a success. These barriers were overbtgntbe combination the
different critical success factors mentioned witiis section. Along the 2.5 years
of this action research, the company learnt howldal with those barriers and
triumph in the implementation of the continuous royement culture with a good
acceptance of the Logistics department.

Table 5 provides a synthesis of the main barrietsaitical success factors
identified in the action research for each phasthefBPM life cycle, as well as

the results obtained.
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Table 5 - Synthesis of the main barriers and critical success factors

Organization analysis Design Implementation Execudin and monitoring Assessment
Missing or
Problematic , . * Information Technology .
Critical . Info_rmat|0n Technology . Info_rmatlon Technology . User focus « Information Technology
 Project management  Project management « Performance measurement
Success * Culture
Factors
» Employees resistence in
+ Team members turnover perform the new activities
. « Tecnology used isn't » Delay implementation of the news IT 'Fools.d.ont present the e IT tools don't allow the
Barriers : . processes functionalities needed to monitor
compatible to processes design : complete assessment of processes
* Problems with systems all the processes steps
integration » Mismatches between processes
needs and IT tools
 Strategic alignment  Strategic alignment * Strategic alignment — « Strategic alignment
* Strategic alignment
« Top management support « Top management support » Top management support « Top management support
Present : . : . * Top management support
e » Collaborative enviroment < User focus * Collaborative enviroment . . » User focus
Critical . : L  Collaborative enviroment :
e User focus » Collaborative enviroment  Training and empowerment of » Project management
Success - * Methods and methodology
* Methods and  Training of the employees the employees . » Performance measurement
Factors » Project management
methodology * Methods and methodology  * Methods and methodology * Methods and methodology
» Performance measurement
* Culture * Culture * Culture * Culture
 Clear understanding of the
changes in logistics activities to
support the company goals by » Guarantee the performing of the
employees and stakeholders monitoring procedures
. « Alignment of the softwares ¢ Better process view » Raise awareness and affirm the
* Allow the right : . ) .
. settings and capabilities with thes Guarantee the buy-in of the importance of the performance
understanding of the .
. processes employees to the project measumerent
company and their strategy . . ) .
and goals « Better project acceptance fromr Bu|_Id a s_elf—help system of  Analysis of the processes < A proper evaluation by a more
. the employees and stakeholderdearning with knowledge shared  problems and evaluation of the  strategical level the performance
Results « Set up the mechanisms . - : - ;
. » Process designed to pursue thabout the processes logistics operations by the own  of the logistics operations
and requirements to perform . S ; .
. right objectives » Better acceptance of the new  employees * Planning of future projects
each of the project phases . o . .
.  Better process visualizing processes by the users » Mismatches between operations
» Guarantee the right )
L - from the use of the support  Better understanding about the needs and the softwares
direction of the project . ; L
design tools new IT tools implemented and capabilities were passed
changes implemented » Resistance from employees

» Promotion of a routine of processwere passed
analysis and continuous
improvement



DBD
PUC-Rio - Certificação Digital Nº 1421390/CA


PUC-RiIo - Certificacdo Digital N° 1421390/CA

69

6
Conclusions

This thesis addresses a literature gap in BPM relsgarough an empirical
study that embraces, within a life cycle approathe aspects on how
organizations develop BPM tasks, and identifiesoatli factors and barriers faced
in BPM and enablers needed to surpass these Isarfitiis addresses suggestions
for future research in different works in the latrre (e.g., Paim et al., 2008; Silva
et al., 2012; Skrinjar and Trkman, 2013; Singerl®0Buh et al., 2015; Recker
and Mendling, 2016) and aims to answer the twoarebequestions proposed

herein this thesis.
RQ1 — How should organizations develop BPM frorfeadycle approach?

RQ2 — What are the main critical factors and erralftar a successful BPM
and how do they act in each phase of the BPM {itde®

The adoption of an action research method was aetefor both BPM
research and Logistics research, as identify inyHeal. (2010) and Karatas-
Cetin and Denktas-Sakar (2013), as it allowed teervation, action in practice

and learning during the project evolution along y&ars.

The research embraced the analysis of differemicltles models for BPM.
Although there are many similarities, the preseot@ phase of planning and
analysis before an actual process design is naingenisus among them. The
findings of this research confirms the importantéhe inclusion of such a phase
as it guarantees a proper organization analydiseobusiness goals and a strategic
direction that guides the BPM project and setsolhjectives to be pursued by the
processes. Based on the activities and tasks peti@ermed contained in the BPM
life cycle phases of the different models, a coheapprocedural framework
emerged incorporating particularities of the companalyzed towards guiding
the development of its logistics process manageniém proposed framework
includes five phases (i.e., organizational analysissign, implementation,

execution and monitoring, and assessment) and sskirethe two before
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mentioned research questions. The framework is metaled than the previous
ones available in the literature and aims to gupdactitioners in similar
undertakings. However, certainly, as foreseen imeotconceptual procedural
frameworks offered in the literature, the developtmef BPM based on the
proposed framework should be refined by more ewgdirstudies (i.e., action
researches, case studies, and surveys) openingiesvdar future researches.
The investigation of what happens in the transitlmetween the BPM'’s life
cycle phases, how those interactions happen and areathe critical success
factors needed in those transitions where not cogolgged within this master
thesis and could be addressed in future researchgsovide and nurture a

complete knowledge in literature about theses aspé¢@B3PM development.

The presence or lack of critical factors to BPM elepment in the studied
company represented and created barriers to thecpras well as enabled the
project’s success, corroborating Bandara et alOgp@nd Santos et al. (2015).
The most challenging CSFs were the IT and the prajganagement factors,
which many times resulted in barriers that influsshcsignificantly the project
along different phases of the BPM life cycle. Thefdctor was a problem in each
of the life cycle phases (with exception of the &ngation Analysis) and even
though this thesis objective was not specificatlygtudy the aspects related to the
implementation of BPM systems, IT revealed to be oh the most important
aspects in a BPM development project. When welhméa and integrated to the
project, IT worked as an enabler, but mostly irs thiudy it was a main batrrier,
even though there was an existing effort from thedépartment to participate
actively in the project. A better integration beemethe IT department and the
Logistics department would have avoided many ofttheiers faced. The project
management failed in the identification of riskstl® project and did not create
contingency plans to overcome unexpected events CBFs that worked as main
enablers to surpass the different barriers in tiegept were top management
support, collaborative environment among stakehsl@ad strategic alignment,
what guaranteed the right focus in the differerdaggs in the BPM life cycle and
were essential to achieve the action research.goals

Despite the need highlighted in the literature tabksh a formal BPM

structure, and the awareness of this fact withendbmpany’s management board,
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the current project was conducted without a formathodology for the BPM

adoption, lacking formalism in defining BPM rolesdaa lack in using processes
management orientation approaches. However, tbaten addition barriers to the
BPM development, they were not impeditive to thejgut's success. The
company faced different barriers over the 2.5 yeathe action research, but the
combination of the CSFs presented during the prageabled the barriers to be

surpassed.

One last final remark regards to the dynamism af trganizational
environment, what results in the continuously nded updating the BPM
development of a company. The assessment phaseaiah to needs for
adjustments and changes within the processes, eamatesult in a new design
phase, starting a new life cycle evolution. ThidvBlfe cycle review effort never
ends, reinforcing the need for the life cycle aptoas the one conducted within
this thesis.
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Appendix I: BPM life cycle models

Reference Model representation Phases description
Diagnosis CHi 1. Process desigmis-ismodeling processes into BPMS;
2. System configuration: configures the BPMS and syste
van der Aalst et infrastructure;
al. (2003) I l 3. Process enactment: modeled business process dbgetkm
BPMS engines;
o System 4, Diagnosis: indentification and improvement of tleqesses
enactment COHﬁEl\l‘ﬂTiOu

-

Netjes et al. ; ;
Design F i

(2006) ¥
-
\+  Diagnosis Control

\a_b Y

S (: o
f,-;—;-;--‘ Configuration

-~

e

=

after the apropriate analysis of the results frbenrhonitoring tools.

1. Design: the definition of the process structursptece
structure, resource allocation logic and interfaom®ng collaborators
through experimenting and evaluating designs;

2. Configuration: with the detailed specification abpess
designs with an emphasis on their realization;

3. Execution: involving the operationalization of thenfigured
work flow;

4, Control: with monitoring of execution, at the prese
performance level as a whole as well as at theities level;

5. Diagnosis: providing information for identifying pprtunities

for improvement, such as workflow bottlenecks atitepeventual
critical points.
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Reference

Model representation

Phases description

Zur Muehlen and
Ho (2005)

Kannengiesser
(2008)

Goal Specification
Eviranmental
Analysis

Organizational
Analysis

Process
Evaluation
[ Warehousing /| [
Controlling /
Process Mining

Implementation
Workflow
Modeling and
Implementation

Process

Enaciment

ion / Run
Time
e
£
&
g
Process

Monitering

f Business MMW\
Monitoring

Process Design

Process Evaluation Process Implementation

Process Enactment

1. Definition of organizational and process goals assessment
of environmental factors and constraints that ¢ffiee business
processes;

2. Process design: identification of the processetstiiga
organization wants to analyze, redesign and/omaate. The details of
the processes are specified and mapped using mgdeéthods;

3. Process implementation: processes models are inepleoh
into the operational environment (which can be euaied or not);

4. Process execution and monitoring: process are &eeund
monitored in real time to control the performance;

5. Process improvement; audit trails produced dutirg t
enactment and monitoring stages can be used ievtlaation stage.
Feedbacks and contingency plans can be formulaseidbon the results
of process measurement and evaluation to impravericesses.

1. Process design: modelling existing “as-is” or fetbusiness
processes.
2. Process implementation: provides and preparesytiterss to

carry out the business process. Systems can inelugéoyees and
shoftware.

3. Process enactment: realizes the actual instantmtenss
using the models and configurations produced byitketwo stages.
4. Process evaluation: monitors, analyses and vafidhteactual

process and feeds the results back to the desige.st
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Reference Model representation Phases description
Optimization 1. Modeling: the variations of processes and theati@hships
P e .. are identified;
Hallerbach et al. — . 2. Instantiation/Selection: configuration or selectafrvariations
'-\ N Ny Ny \\ \' according to the context;
(2008) 3 Madeling :;“ ’“§§gﬂﬁgﬁ“’ S\ st W 3. Execution of business process variations monitottiedy
] ra V4 J performances;
’ . ' 4. Optimization: identifying “best practices” and eviolg
processes.
1. Define organization objectives;
: i o . - 2. Identify organizational processes
or;ﬁg‘?ion processes |3 ) L’_ Detme R I:\\\} 3. Classify processes: rank processes according toilmaiion
objectives G criteria for organizational objectives, providirglated benchmarks and
Verma (2009) |l r— ' “rocecs. Mbrecess’ | potential for financial improvement;
\f> organizational —/ J_‘ 4, Choose the process that has the best contribution;
protes=ss {} Monitor | ) 5. Determine the use of the most appropriate tool théret is
N process — for incremental or radical change;
6. Implementation of the improvement project;

7. Process monitoring.
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Reference Model representation Phases description
P 1. Planning and strategy: project scope, roles anubresbilities,
¢ oo T resources, technology, tools and feasibility steidiee defined;
N Pracsss Respansibilty 2. Analysis: aimed at aligning business objectiveshwiheir

ABPMP (2009
apud Morais et
al., 2014)

Houy et al.
(2010)

Process Measures

Process Awaraness
{Paople Invobsement)

Procass Alignmant

Strategy
development

Monitoring
and controlling

processes, whether to establish or update them,tectthiques are
applied to map the business context through irt&rsj documental
analysis, simulations or other instruments of peasipn;

3. Design and modeling: involves the creation of new
specifications for them, their activities and taskdes and definitions
for exchanging information among functional grougisandoffs),
physical design and IT infrastructure;

4, Implementation: is an “orchestration” activity aidnvolves
training, metric policies and performance evalugtitrategic alignment
evaluation and risk analysis and monitoring;

5. Monitoring and controlling: deals with adjustmentsf
resources to ensure process objectives through orpahce
measurements and evaluation;

6. Refinement: is associated with organizational clkang
continuous improvement and optimization activitiassearch of the
efficiency and effectiveness of processes implegtent

1. Strategy development regarding the management sihbss
process;

2. Definition and modeling of relevant processes;

3. Implementation of processes in ha organization;

4, Execution of implemented processes;

5. Monitoring and controlling of the process execution

6. Optimization and improvement of processes.
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Reference

Model representation

Phases description

Rosemann (2010)

Weske (2012)

. Awareness and
» understanding

. Desire to adopt
of BPM geut

\
N

., Productisaton

B s
. BPM projects / BPM program /

Evaluation [

Enactment

Administraticn
and
Stakeholders

Configuration

Design &
Analysis

1. Awareness and understanding of BPM: organisation
recognises the value of BPM.

2. Desire to adopt BPM:a driver and a champion shaueh
influence in the organization to accept the BP M.

3. BPM projects: process modeling, improvement, sgttup
together with BPM education and training, execuing monitoring.

4, BPM program: overall BPM methodology is designalbng
with the BPM strategy and a roadmap for its executi

5. Productisation of BPM: realise the overall benedfitadopting.
1. Design and analysis: encompasses the identificagod
modeling of business processes and validation girgimulations;

2. Configuration: considers selection, implementation tests of
systems for execution;

3. Enactment: involves the operationalization, moiniigrand
maintenance of processes;

4, Evaluation of the performance of business processes
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Reference Model representation Phases description
Walidate Daterming Architect Consolidate
Strategic Smkeholder Business Strategy i
Direction Relationships Processes Criteria ;o [nitial Process
J Planning and
: i Strategy
e | | Mion Process | | Prortize | | lign Process | fe
Parformance | | SOVemance Processes Capahilities . This model was proposed by the authors aiming tphesize
the planning stage and definition of the stratetijectives.
Morais et al. [_ Establish Enterprise Transformation Portiolio ] . The nine activites specified in the inicial pha$¢he proposed
life cycle model aim at guaranteeing the iniciatusturing of the
(2014) U, ‘ process architecture that should be revised achesgvolution of the
i . ia process.
Analysiz of B P : , .
E‘ o — rm&“kﬂ : crience . The following stages of the life cycle are prettyah the same
—r > e fases adopted in others models proposed by diffenghors.
[ Business Process | L Planning Review J

JL

=

Process Implementation

il

Process

Controlling

Monitoring and ]
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