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Abstract
The purpose of this article is to give preliminary insight in the relation betvveen 'Business Process Orientation' and 'Organizational 
Change'. Exploratory data analysis, combined with gualitative research for clarification of the results, is used to investigate this 
relation. A broad positive correlation is visible; however, some additional interpretation seems to be necessary. A proposed arbitrary 
classification of organizations, based on the ratio betvveen both variables, elucidates the results of the additional gualitative research. 
Through this classification the need is argued for carefully monitored change efforts that improve the Business Process Orientation 
of an organization.

Povzetek
Namen prispevka je podati nekaj ugotovitev v zvezi z odnosom med procesno usmerjenostjo in sprememb v organizaciji. Za preučevanje 
tega odnosa je bila uporabljena analiza podatkov pridobljenih v empirični raziskavi, kombinirana s kvalitativnim pristopom. Pokazala se 
je pozitivna korelacija, vendar je potrebna dodatna interpretacija. Predlagana arbitrarna klasifikacija organizacij temelji na razmerju 
med obema spremenljivkama in pojasnjuje rezultate z dodatnim kvalitativnim raziskovanjem. Rezultati klasifikacije kažejo na potrebo 
po skrbnem spremljanju postopkov uvajanja sprememb, ki povečujejo procesno usmerjenost posamezne organizacije.

1 Introduction
The mutual impact of 'Business Process Orientation' (BPO) 

and 'Organizational Change' has been the topič of many pre- 
scriptiue theories. Hovuever, seldom the true relation is exa- 
mined or investigated. On the other hand, both concepts are 

rather high level and hard to define in a uniform way, and 

therefore hard to quantify. This paper tries to contribute to 

the understanding of how both concepts relate and houv they 

should be managed in contemporary organizations.

A business process oriented organization is de- 
fined by McCormack and Johnson (2001) as "an orga
nization that, in ali its thinking, emphasizes processes 
as opposed to hierarchies vvith special emphasis on 
outcomes and customer satisfaction". In their study 
this concept is measured in a survey based on three 
dimensions, being (1) 'Process Jobs', (2) 'Process Mana
gement and Measurement' and (3) 'Process Vievv'. The 
study confirms a positive relation betvveen BPO and 
organizational performance in their study, vvhich 
shovvs the added value of BPO in contemporary orga
nizations. Further validation and enrichment of this 
relation is elaborated by various authors and in vari-

ous settings (Lockamy III and McCormack, 2004; 
Gemmel et al., 2006; Škrinjar et al, 2006; Valadares et 
al, 2007; VVillaert et al, 2007; VVillems et al., 2008). For 
this article the BPO construct developed in VVillaert et 
al. (2007) is used to investigate the relation vvith Orga
nizational Change. The content of the construct is ex- 
plained in section 2 of this paper.

Organizational Change can be defined as the nec- 
essary adaptations to be made in an organization due 
to macroeconomic forces in order to reduce costs, im
prove the quality of products and Services, locate nevv 
opportunities for grovvth, and increase productivity 
(Kotter 1996). The recurrent need for change has en- 
larged the interest for Business Process Management 
(BPM) during the past tvvo decades (Harmon, 2007). 
Business Process Management, vvhich is in fact an 
umbrella term for a broad set of improvement metho- 
dologies and techniques, becomes therefore more and 
more suitable to implement the necessary adaptations 
to change an organization tovvards a more competi- 
tive (profit sector) or socially acceptable State (not-for- 
profit sector). On the other hand, too much change
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can lead to frustration and resistance to the imple- 
mentation of planned future change (Podlesnik and 
Chase, 2006; Daley and Lovrich, 2007). It seems that a 
careful selected and well monitored approach should 
be argued.

In the next section the holistic BPO Model is ex- 
plained, giving an overview of the relevant aspects to 
manage in order to become more Business process 
oriented. In section 3, the methodology and data for 
this exp!oratory analysis are explained. Finally, the 
relation and interpretation of both concepts, BPO and 
Organizational Change, are discussed.

structure. When an appropriate 'Organizational Struc- 
ture' is deployed to facilitate optimally the value cre- 
ating business processes, the real 'Process Perfor- 
mance' becomes unambiguously visible. The created 
ability to define actions based on process performance 
measurements, is not only a justification of the ap- 
plied 'Process View', it also creates the belief in the 
benefits of BPM practices among the involved stake- 
holders. This translation into 'Culture, Values & Be- 
liefs' is on its turn an enabler to enhance and contin- 
uously improve the organization according to the 
deployed 'Process View'.

2 Holistic BPO model
The Holistic BPO model (figure 1) shows the relevant 
aspects to be managed in a process oriented organiza
tion. First these aspects are described and then ex- 
plained how they relate to each other. In the second 
part, each of the eight dimensions is discussed in detail.

2.1 Building Blocks of the model

2.1.1 Business Processes: in betuueen Customer and Supplier

Basically an organization performs a process (or a set of 
processes) in order to deliver value to a customer. This 
value creation is the result of the fulfillment of the cus- 
tomer's need by means of an appropriate solution, 
vvhich is the output of different business processes. 
Thcrefore 'Customer Orientation' of employees and 
processes is a basic aspect of Business Process Orienta
tion. In order to deliver this customer oriented solution, 
different resources are combined through the proces
ses. So also suppliers, vvhether they are goods or Servi
ces suppliers, are crucial for the final output of proces
ses ('Supplier Perspective'). This vievv on suppliers is 
quite often a dimension neglected in most BPO-related 
literature. Though, involving suppliers in an organiza
tion^ processes becomes even more important, espe- 
cially in today's economy, because organizations turn 
more and more into a netvvorked structure of flovvs of 
goods, Services and information.

2.1.2 Continuous Improvement

In this chain betvveen the supply of resources and the 
delivery of value creating Solutions, an organization 
manages a set of process-avvare dimensions. An orga
nization that has a clear common vievv on its core pro
cesses ('Process Vievv'), vvill subsequently embed this 
vievv in its more formal and long-term organizational

2.1.3 Catalyst Dimensions

The mechanism enabling for continuous process im
provement is supported by tvvo important catalyst 
dimensions. First, recruitment, development and re- 
muneration of employees ('People Management') 
should support a process-avvare vvay of vvorking. 
With the proper large-scale motivation and adequate 
stimuli for individuals the BPO of an organization can 
be enhanced substantially. Secondly, a well conside- 
red approach on 'Information Technology' enables an 
organization to streamline and automate its process
es, vvhich is an efficient vvay of measuring perfor
mance. Furthermore it facilitates information ex- 
change and collaboration betvveen the different parts 
composing the processes.

2.2 Eight BPO dimensions

2.2.1 Customer Orientation (C0)

The customer orientation dimension investigates the 
organization's ability to understand and assess cus
tomer requirements, and maintain customer relation- 
ships. Tonchia and Tramontano (2004) describe the

People Management

Process
Vievv

Culture, 
Values & 

Beliefs
Organizational

Structure

Process
Performance

Information Technology

Figure 1: Visual representation of the Holistic BPO Model
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'visibility of the final customer' as the greatest achieve- 
ment of process management. To their view anyone 
active in a process must be aware of the final aim of 
the specific process: customer satisfaction (Tonchia 
and Tramontano, 2004). Knovving the customer is the 
starting point, because becoming process oriented re- 
quires an organization to adapt its (internal) processes 
to the different customers and their requirements (Da
venport, 1993; Harmon, 2004). Moreover, customer 
needs are of a dynamic nature, so therefore customer 
oriented organizations need flexible processes, allovv- 
ing adaptation to fast changing customer expectations 
(Tenner and DeToro, 2000). Understanding the cus
tomers' expectations allows an organization to search 
proactively for improvements in processes in order to 
stay ahead of competition (profit sector) or to comply 
to the demands of society in general (not-for-profit sec
tor). Additionally, customer satisfaction has to be mea- 
sured in a correct way on a regular basis. Ali such ef- 
forts can deliver crucial input for process improve
ments (Harrington, 1991; Davenport, 1993).

2.2.2 Process View IPU)
This dimension refers to everyone's understanding 
and clear vievv on the organization's processes (Mc- 
Cormack and Johnson, 2001). It is critical that process
es are vvell identified, defined and mapped in order to 
select and improve the right processes to improve 
customer value (Galbraith, 1995). Modeling and visu- 
alization of processes can provide nevv insights in the 
complexity of processes, vvhich is often a first step in 
studying BPM for the implementation of modified or 
nevv processes (DeToro and McCabe, 1997).

2.2.3 Organizational Structure (OS)

Organizations have to adapt their structure to a pro
cess oriented vievv. It is an essential issue how an or
ganization manages its resources to assure that its 
processes meet the expectations. An organization that 
relies entirely on a traditional departmental organiza
tion chart (e.g. functional) does not necessarily sup- 
port also a process-centric vievv. Cross-functional in- 
tegration efforts need to be formalized into explicit 
functions (Hernaus, 2008). Typically multidisciplinary 
teams are assigned to integrale functional structures 
(Byrne, 1993; McCormack et al, 2003). Roles such as 
'process ovvner', 'process stevvard', 'process coach', etc. 
(Burlton, 2001; Chang, 2006; Jeston and Nelis, 2006) 
can be created to take up responsibility for the hori

zontal overvievv of a process. These roles are held ac- 
countable and responsible for the outcome of the pro
cess, vvhat has direct impact on the experience of the 
customer. In addition a 'centre of excellence in BPM' 
(Burlton, 2001) is often set up, containing the specific 
knovvledge, skills and behavioral conditions required 
to set up and manage business process improvement 
initiatives. The result of these nevv functions is that 
organizations that are process focused apply some 
kind of matrix management model, combining hori
zontal vvith vertical responsibilities, functions and 
roles. Hovv the process and the departmental manag- 
ers relate to one another varies from one company to 
another, but it has to be vvell defined and documen- 
ted in order to function properly. In some companies 
specific individuals occupy multiple managerial roles. 
Thus, one individual might be both the manager of a 
functional department and the manager of an end-to- 
end process (Davenport, 1993; Galbraith, 1995).

2.2.4 Process Performance (PP1
Realizing business process improvements requires that 
the processes are continuously measured and ana- 
lyzed, i.e. defining and implementing performance 
measures and Key Performance Indicators (KPIs) that 
allovv executives to monitor processes (McCormack 
and Johnson, 2001). Often it is noted that organizations 
focus too much on "departmental" and "functional" 
objectives vvith their related KPIs. The latter usually 
only measure financial performance or sales volumes, 
vvhich are typically departmental measures (Tenner 
and DeToro, 2000). These are indeed useful measures 
but they bear little Information regarding processes. A 
horizontal process oriented vievv on the organization 
therefore requires KPIs that measure cross-departmen- 
tal process inputs, outputs and outcomes and the rela- 
tions in betvveen (Kueng and Krahn, 1999).

2.2.5 Culture, Values & Beliefs (CUB)

The lack of a change supportive culture is often bla- 
med vvhen process improvement actions fail (Daven
port, 1993). Therefore process orientation is a crucial 
part of the organizational culture. Aspects of process 
orientation, like customer orientation should be reflec- 
ted in the beliefs, values, and principles vvhich the or
ganization has publicly committed to. In this dimen
sion, the mindset for process management and pro
cesses in general is assessed. This relates to teamvvork, 
innovative culture, avvareness of mission and values of
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your company (Davenport, 1993). An important as- 
pect of process orientation vvith cultural implications 
is inspiring leadership and executive support. It is the 
top management's responsibility to direct the organi- 
zation towards process orientation. In addition stimu- 
lating interdepartmental and proactive behavior is 
key to introducing process orientation (Harrington, 
1991; Tenner and DeToro, 2000).

2.2.B People Management IPM1

Balzarova et al. (2004) identified 'Training and Learn- 
ing by doing' and 'Managing resistance to change' as 
key success factors of implementing process-based 
management. In a process oriented organization, peo
ple need to be trained and informed on how to im- 
prove processes and to think in terms of processes 
(Harrison-Broninski, 2005). More importantly, these 
people also need to be evaluated and revvarded on the 
basis of competences developed for analyzing, under- 
standing and improving processes. The ability and vvill- 
ingness to be team players and contributors is also as- 
sumed to be very important. Even vvhen recruiting and 
assessing new employees, the capability of process 
awareness becomes more and more an important qual- 
ifier (Van den Bergh et al., 2008).

2.2.7 Information Technology UT)

IT is both an enabler and support for processes as they 
run in the organization. This dimension States that IT 
systems need to be in plače to enable efficient execu- 
tion of business processes and to give the right sup
port for process improvement initiatives (e.g. model- 
ing and simulation modules in BPM suites). IT sys- 
tems should be flexible to facilitate process improve- 
ments. A process oriented IT system supports infor- 
mation exchange across departments (Davenport, 
1993; Hung, 2006). The integration of applications is 
therefore very important since the diversity of appli
cations could hamper the integration efforts betvveen 
departments and/or functions.

2.2.8 Supplier Perspectiue (SP)

Processes clearly exceed the organizational borders in 
today's economy. As technology evolves, boundaries 
fade and suppliers become partners. Sharing informa- 
tion and knovvledge vvith suppliers is a characteristic 
of process orientation (Tonchia and Tramontano, 
2004). Lee et al. (2005) argue that process models 
should encompass these interactions vvithin the value

chain. Information sharing vvith suppliers is also con- 
sidered important for effective process improvement 
management. Streamlining a process includes good 
supplier management as they deliver crucial resour- 
ces or other inputs for processes (Harrington, 1991).

3 Methodologv
Seen the exploratory context of the research, a delibe- 
rate choice vvas made to apply a Mixed-Method ap- 
proach (Greene et al., 1989; Tashakkori and Teddlie, 
1998; Teddlie and Tashakkori, 2003). First, based on 
available quantitative data from a series of organiza
tion specific assessments, the overall relationship be
tvveen 'Business Process Orientation' and 'Organiza
tional Change' is visualized. Next, the results are veri- 
fied and interpreted based on additional semi-struc- 
tured intervievvs vvith representatives of some of the 
organizations. Ali organizations vvere involved in dif- 
ferent focus panels discussing their results compared 
to each other. This gave insight in the different caus- 
es for their varying results.

From June 2006 till May 2008, 64 organizations 
vvere assessed based on the holistic BPO model. Or
ganizations from different sectors, such as puhlic sec- 
tor, health čare, banking, manufacturing, distribution, 
Consulting, Insurance and Utilities participated in the 
study. No selection criteria for the organizations vvere 
set upfront. Hovvever, as ali organizations participa
ted voluntary, a positive attitude tovvards BPM re
search and BPO benchmarking can be assumed.

In each organization, depending on the company 
size, a selection of 10 to 100 people, chosen by a key 
contact person (top or senior level), vvas surveyed On

line concerning the 8 BPO dimensions (68 questions 
in total, 7-point Likert-scale for each question). The 
key persons vvere informed upfront about the content 
and purpose of the assessment. They vvere actively 
encouraged to select a group of people representing 
different departments, core processes and hierarchi- 
cal levels. By carefully selecting such a varied group of 
people a more objective vievv is created on the vvhole 
organization, vvhich is of course crucial for BPM re
search seen its holistic nature. In total 1022 valid sur- 
veys vvere collected. Only surveys fully completed and 
vvith a proper completion time (minimum 5 minutes) 
vvere included.

The individual ansvvers vvere aggregated on an 
organizational level resulting in 8 dimension scores 
for each organization. The average of the 8 dimension
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scores gives a high-level, but summarizing indication 
of the overall Business Process Orientation of each 
organization (General BPO score).

An additional question probed among ali respon- 
dents for their change experience due to implement- 
ing BPM practices in their organization (also 7-point 
Likert-scale). Considering the main purpose of this 
research, being an exploratory analysis, the concept 
'Organizational Change' is currently only estimated 
based on this one particular question. The results for 
this question were aggregated on the organizational 
level, approximating the 'Perceived Organizational 
Change' in each organization. In this way both con- 
cepts, BPO and 'Organizational Change', ca n be com- 
pared on the same level. As the first part of the ap- 
plied Mixed-Method approach, in this čase the quan- 
titative part, it should be a sufficient basis for the se- 
cond and qualitative part, containing clarification and 
interpretation of the quantitative results. The results 
of the qualitative part are explained in section 4.2 of 
this paper.

4 Results

4.1 General positiue relation: achieving BPO reguires 
change

In figure 2 each organization is plotted in a tvvo di- 
mensional view, with the tvvo axes: 'General BPO 
score' and 'Perceived Organizational Change'. A broad

4,50
General BPO score

Figure 2: Scatter-plot 'General BPO score' us. 'Perceived Organizational 
Change'

cloud is visible vvhich is slightly oriented from the left 
bottom corner to the right top corner. This suggests a 
positive correlation.

In general it can be concluded tentatively that 
achieving a higher 'general BPO score' is associated 
vvith higher 'perceived organizational change'. How- 
ever, seen the broadness of the cloud, some interfer- 
ing variables should be investigated in the future. To 
get insight in these interfering variables, additional 
qualitative research was carried out by conducting 
intervievvs and focus panels, and also by revievving 
internal documentation of the participating organiza- 
tions.

In the next part an arbitrary grouping clarifies the 
first findings of the qualitative research. The classifi- 
cation tries to segregate cases, despite the number of 
čase in each category, in that way that both a clear 
theoretical description and a series of prescriptive sug- 
gestions can be made for each category. The prelimi- 
nary theoretical descriptions, given belovv, are the 
subject of further validation and a basis for future 
hypotheses formulation and quantitative testing. On 
the other hand, the classifications can inform the as- 
sessed organizations of their current situation and can 
inspire them for future improvement actions.

4.2 Oualitatiue Classification
On the scatter plot (figure 3) 4 classes are indicated. 
The positive association betvveen the general BPO 
score and the perceived organizational change score 
has been taken as a base for the classification. Next, 
each category is explained in more detail further on.

4.2.1 Organizations on track

In this class those organizations are grouped for vvhich 
the Organizational Change, perceived by the emplo- 
yees, is in balance vvith the BPO achievements of the 
organization. These are the organizations vvhere per
ceived change, as a result of internal improvement 
actions, 'merits' in the overall BPO score in a propor- 
tional and straightforvvard way. The change, experi- 
enced by the employees, can be considered as actually 
'translated' in a higher BPO score for the organization. 
In these cases the change efforts vvere well coordina- 
ted follovving a consistent approach. Such holistic, Bu
siness process-avvare approaches are described by 
(among others) Hammer (1996), Burlton (2001), Smith 
and Fingar (2002), Jeston and Nelis (2006) and Har- 
mon (2007).
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4.2.2 Natural BP oriented organizations

Few organizations have a relatively high BPO score 
compared to a lower change impact experienced by the 
employees (cases in the right bottom corner). The cause 
for this 'exceptional' reverse relation might be found in 
the fact that change is an inherent part of their Busi
ness. Change is therefore not experienced as exceptio- 
nal by the employees. From the additional intervievvs 
and focus panels it became obvious that ali cases in this 
category are characterized by a larger proportion of 
employees vvorking in a project environment (e.g. con- 
sultants, software developers, etc.). As they became 
used to a changing environment because of regularly 
changing and dynamic projects, organizational change 
becomes a relative unnoticed phenomenon. Seen the 
exceptionality of these cases, few literature is available. 
Future research should probe for the exceptional set- 
tings characterizing these cases.

4.2.3 Organizations in the Tisk zone'
These organizations can be described by a high 
change impact for the employees, while results on the 
BPO score are not fully accomplished. This means 
that employees do experience and also perceive chan
ge, nevertheless the BPO score is not grovving at the 
same rate. This might indicate that employees in the 
short term have experienced a significant impact on 
their daily job, while results have not (yet) been vali- 
dated through Business Process Orientation mea- 
sures. 'Organizational Change' seems to be more vari- 
able on the short term, compared to BPO vvhich indi- 
cates more structural and long term achievements. 
Therefore some cases in this category showed relative 
high perceived Organizational Change scores because 
of recently announced and implemented changes. 
However changes are made, the merits concerning 
BPO scores were not visible yet. Efforts to keep the 
momentum in realizing benefits from the applied 
methodologies and change actions are therefore cru- 
cial. This is also argued in similar research on manu- 
facturing improvement methodologies by Hanson 
and Voss (1995).

For other cases it was reported that changes for the 
employees do not always result in optimal integration 
and in better BPO performance. Bad coordination bet- 
ween initiatives, less effective projects and programs, 
'over-restructuring', insufficient insights in real root- 
causes, inadequate follovv up by top-management, 
etc. are common reasons. A similar listing is given by

Kotter (1996) summarized as 8 common change er- 
rors:
1. Allowing too much complacency
2. Failing to create a sufficiently povverful guiding 

coalition
3. Underestimating the power of vision
4. Undercommunicating the vision by a factor of 10 

(100 or even 1000)
5. Permitting obstacles to block the new vision
6. Failing to create short-term wins
7. Declaring victory too soon
8. Neglecting to anchor changes firmly in the corpo- 

rate culture

4.2.4 Organizations being 'Constant Changers'

These organizations are characterized by a high per
ceived change impact vvhile BPO scores are low. 
Many change initiatives are launched with very few 
resulting impact on the Business Process Orientation 
of the organization. Such organizations are typified by 
vvorking constantly on many high impact projects 
and programs. Nevertheless, the common long-term 
vision lacks, vvhich results in high resistance to chan
ge. This high resistance makes it even more difficult 
to achieve BPO improvements on the long term, as 
change resistance becomes a self-fulfilling prophecy. 
This effect is referred to as the 'Change Pygmalion 
Effect' (Ford et al., 2008). The single extreme čase in

Risk Zone •Constant
Changers

'z • •

/ ••

Natural 
BP Oriented

General BPO score

Figure 3: Classilication of organizations based on BPO - Organizational 
Change relation
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this category is strongly characterized by a series of 
large change programs, due to altering top-manage- 
ment, vvithout capitalizing on previous achievements.

5 Conclusions and further considerations
Concerning the relation betvveen Business Process 
Orientation and Organizational Change a broad pos- 
itive relation is visible. This means that the higher the 
BPO score of a company the more employees experi- 
ence and thus perceive change in their daily job. It 
requires more than a minimum of change efforts in an 
organization in order to become gradually more pro
cess oriented. VVithout change, BPO improvement is 
hardly possible.

On the other hand, Organizational Change needs 
to be monitored carefully. Too much uncoordinated 
or a too frequently applied change initiatives could 
lead to change frustration among employees. In these 
cases the investments and previous achievements are 
not exploited fully to grovv the Business Process Ori
entation efficiently and effectively.

Furthermore, the proposed classification given in 
figure 3 can be used as a benchmark tool for each of 
the organizations currently in the study, or for orga- 
nizations involved in future assessments. By visualiz- 
ing their position in this graph, the comparison is 
made vvith other organizations and specific action 
points can be taken depending on the class they are 
in.

This paper had the aim to report on an explorato- 
ry data analysis combined vvith a qualitative interpre- 
tation, in order to get insight and to inspire the BPM- 
research community for nevv hypotheses formulation 
and testing. More quantifiable research should there- 
fore follovv.

It is hovvever important to take into account some 
key considerations in further research on Business 
Process Orientation. Vet many models and surveys 
have been developed testing Business Process Orien
tation (or BPM Maturity) (McCormack and Johnson, 
2001; Lockamy III and McCormack, 2004; Harmon, 
2004; Rosemann et al., 2006; Hung, 2006; Hammer, 
2007). As the concept BPO (and BPM Maturity) deals 
vvith the presence of organizational characteristics, 
managed by individuals or groups of individuals, the 
research question is in nature one vvith a multi-level 
character. Organizational and individual attributes 
influence each other mutually, vvhich should be tak
en into account vvhen surveying an individual on or

ganizational characteristics. (Klein and Kozlovvski, 
2000; Hox, 2002). Particular for the BPM research do- 
main, dealing vvith the integration and management 
of different sub-parts in an organization involving 
many individuals, multi-level research models and 
data sets, seem inevitable in order to professionalize 
the current BPM research domain.

Furthermore, in order to have a basis for quantita- 
tive BPO research, proper validation of constructs 
should be elaborated. Considering the prescriptive 
character of BPO (and BPM Maturity), validation 
methods dealing vvith formative constructs are pre- 
ferred (Jarvis et al., 2003; Diamantopoulos and 
Siguavv, 2006; Petter, 2007). As validation for forma
tive constructs is depending on the relations vvithin 
the proposed model, research questions and data 
gathering should therefore be considered carefully.

Mentioning both the multi-level and formative 
aspects of BPO survey research, the authors indicate 
the area's of attention for their future research. Along 
vvith that, they hope that these concepts get gradual- 
ly more attention in the overall research community 
for the academic enhancement of BPM research.
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