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ABSTRACT

This research study explores the role of Business Process Management (BPM) in the
implementation of corporate strategy. Most corporate strategies are not fully implemented
because business process activities are not systematically managed. Thus, the aim is to
explore how BPM can be used as a vehicle to systematically improve business process
activities so that the implementation of corporate strategies can be successfully achieved,
while consciously managing the socio-technical factors found to be critical to execute business
processes by investigating complex interactions among humans and technology within the
BPM context. Concepts of bricolage theory are utilised to trace the emergence of socio-
technical conditions that should prevail for effective strategy implementation. Bricolage serves
as a lens not only to explore how to implement strategy effectively, but to observe the

conditions under which it can take place when socio-technical resources are constrained.

This is a qualitative study, employing an interpretive case study methodology. Interviews were
conducted with fourteen senior managers from a governmental organisation responsible for
biodiversity conservation. The population comprised all senior managers from all business
functions who are responsible for enabling the strategy of the organisation to be implemented.
Semi-structured interviews enabled the factors to be explored inductively, while a conceptual

framework enabled deductive guidance of the empirical results.

The organisational structure is the most important point of departure, and its influence extends
to the key resources that fulfil the strategy. Policy is crucial for providing guidance in structure,
and giving people and technology guidelines on how to operate in the organisation. It is a
conscious assessment of the status quo, and provides the plan for the resource capacity for
achieving the strategy. The most significant and overarching enabler for strategy
implementation was found to be conscious and consistent communication. This enabler
features as a requisite enabler for each phase of strategy implementation as per the BPM
framework. The proposed general framework will guide organisations to anticipate socio-
technical factors that influence the phenomenon, and to systematically address these
challenges. In addition, the concepts of bricolage provide new insights into how organisations

can embark on strategic change within constrained environments.

Key Words: Strategy implementation, business processes, Business Process Management,

Bricolage theory
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CHAPTER ONE: INTRODUCTION

1.1. Introduction

This research study explores the role of Business Process Management (BPM) in the
implementation of corporate strategy. With the majority of organisations failing to implement
their strategies, it is important to understand how BPM can contribute to the success of
organisational performance and in particular corporate strategy implementation (Trkman,
2010; Hernaus, Bach & Vuksic, 2012; Balanescu et al.,, 2013:26). Part of strategy
implementation is to ensure the requisite business process activities to fulfil strategic goals are
carried out as expected. Unfortunately though, organisations have failed to implement their
strategies because business process activities emanating from corporate strategy

implementation are not systematically managed.

In this research, the aim is to explore how BPM can be used as a vehicle to systematically
improve business process activities so that the implementation of corporate strategies can be
successfully achieved. BPM could help reach long-term success in strategic programming and
improved performance through the link between BPM and organisational strategy (Trkman,
2010:128). To this end, aspects of BPM are explored in detail, as it relates to the management
of business process activities, so that strategy implementation can be achieved. Inherently,
though, various socio-technical factors are found to be critical to execute business processes
and ascertain the use of BPM, as there is the need to have an interaction between
people/users (with respect to the organisational, personal and corporate culture) and
technology (van Greunen, van der Merwe & Kotzé, 2010:56). BPM concerns various
organisational capabilities including personal and cultural capabilities where expert people are
needed to design, improve and implement processes, change management and other relevant
techniques (Hammer, 2010). Therefore, in an attempt to support the research on BPM in
corporate strategy implementation, an interpretive case study research methodology, with
semi-structured interview questions, was used to collect data. Furthermore, the results were
captured in a general framework as an output which proposed strategies to support the use of

BPM in corporate strategy implementation.

1.2. Rationale

1.2.1. Background

The researcher is a student in Financial Information Systems. While taking this course,
students were exposed to BPM as a topic in Information Systems (IS). After showing a
particular interest in BPM, the researcher discovered that BPM can play an important role in

corporate strategy implementation. This is because, with today’s competitive environment,
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organisational business activities that are meant to fulfil corporate strategic objectives do not
deliver the goals established (Wolf 2010; Njagi & Kombo, 2014). Very often the business
process activities are not systematically managed, preventing the organisation’s strategic
goals from being successfully implemented. As such, most business process activities
designed to fulfil corporate strategic objectives will have significant waste because of a lack of
the general ability to analyse, evaluate and improve them. BPM on the other hand, appears to
be the most comprehensive and well-known approach used to manage processes effectively
in order to achieve improved and optimised process outcome (Rohloff, 2009; Latif & Soomro,
2015:1). BPM constantly develops and improves an organisation’s work, which is required
Klimas, 2012:69). However, it can be argued that not enough work has been shown on how
BPM could be used as a vehicle for strategy implementation, where socio-technical factors are
found to be critical. Most studies on BPM focus on developing the concept which include new
tools, frameworks, standards (Lusk, Paley & Spanyi, 2005) rather than applying these
developments into other contexts. Therefore, there was a need for a pragmatic approach on
how to use BPM as a foundation for successful strategy implementation. This is what led the
researcher to show an interest in BPM as a fundamental concept in playing a role in improving

corporate strategy implementation.

1.2.2. Problem statement

Most corporate strategies are not fully implemented because business process activities are
not systematically managed (Trkman, 2010:128; Wolf, 2010; Balanescu et al., 2013; Njagi &
Kombo, 2014; Céandido & Santos, 2015). In today’s corporate environment, strategy
implementation is critical to a company’s success. It occurs after a strategic plan has been
developed, addressing how goals can be achieved. The implementation of strategic goals
translates a strategic plan into business process activities to be executed. These business
process activities have to be effectively and efficiently designed to facilitate successful
implementation of the strategic plans. Sadly, however, the majority of companies still fail to
fully implement their strategic plans. The implementation of strategic goals are challenging for
today’s organisations (Li, Guohui & Eppler, 2010). Achieving it successfully is challenging and
difficult (Hrebiniak, 2013:6). Fifty to ninety percent of strategic initiatives fail, which means that
implementation programme failures abound, becoming an enigma in many organisations
(Durand, Decker & Kirkman, 2014: 404; Candido & Santos, 2015: 237; Miako & Machuki,
2016).

The successful implementation of strategic plans are contingent on many factors, ranging from
people responsible for communicating and implementing the strategy to existing systems and

other mechanisms needed for coordination and control of activites (Li et al., 2010). While such
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factors are important, part of strategy implementation is to ensure that the requisite business
processes are carried out as expected. Business processes are the foundation of any strategy
implementation where a collection of activities needed to deliver a business objective are
performed, such as fulfilling a business contract and/or satisfying a specific customer need
(von Rosing, Foldager, Hove, von Scheel & Bggebjerg, 2014). Organisations need to ensure
that these business process activities are analysed and innovated so as to facilitate the
implementation of strategic goals.

Successful strategy implementation cannot function without the existence of a systematic
approach to evaluate and improve business process activity performance. BPM, among
others, has become one of the most fundamental systematic approaches to process evaluation
and improvement, consisting of a wide array of components, such as understanding,
documenting, modelling, analysing, simulating, executing, and measuring end-to-end business
process activities; which result in a significant influence to the success of organisational
strategy (Balanescu, Soare, Beliciu & Alpopi, 2013; Rozman, Draghici & Riel, 2015:134). In
essence, the outcomes of BPM have been used for many business process improvement
initiatives (vom Brocke, Schmiedel, Recker, Trkman, Mertens & Viaene, 2014). Additionally,
over the years, the state of BPM evolution brought about a much broader approach besides
increasing the efficiency and effectiveness of business process, including technology
advancement with remarkable technological developments which include tools, drivers,
standards and related controls (Lusk, Paley & Spanyi, 2005) in order to survive current
demanding and constant market change, industry and targeted customer social changing
attitude (Latif & Soomro, 2015). Today, BPM also ensures compliance, process
standardisation and automation (vom Brocke, Zelt & Schmiedel, 2015). All these innovations
were created to assist organisations in minimising and facilitating the management of the
complexity of business processes. Therefore, BPM can be used as a fundamental systematic
approach to innovate and improve end-to-end business processes designed to fulfil corporate

strategic goals for its sucessful implementation.

Despite all the attention BPM is receiving for its benefits, most previous research has limited
its focus merely to topics that describe the actual meaning of BPM, for example, how it should
be used in organisations and what is constitutes (Trkman, 2010:125). This shows that
researchers have focused mostly on the technical elements of BPM, and technical elements
alone are not sufficient to bring about an understanding of how BPM can be fully embraced to
bring effect about its benefits for organisations. There is little insight into the way users interact
with the BPM approach, which might influence the ultimate performance of the entire process
(van Greunen et al., 2010:48). It is important to also consider various socio-technical factors

by investigating complex interactions between humans and technology within the BPM context.
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This will then encompass all necessary resources needed in the process execution and the
use of BPM as a vehicle for innovation to evaluate and improve business process activities.
This is because human resources enablement allows organisations to carry out operations and

obtain optimum results from BPM (Latif & Soomro, 2015:2).

The main focus of this research study is to explore the role of BPM in corporate strategy
implementation. Obviously, most organisations manage their processes in a certain manner,
but systematically doing it through BPM can provide them with more benefits for corporate
strategy implementation. Because business process research is currently not in order in the
literature, this area of study does not provide any possibility to arrange and compare this study
with other similar studies (Trkman, 2010:126). Therefore, significant strategic progress was
required within a corporate environment, linked to the influence of BPM in strategy
implementation. As such, the aim is to understand how BPM techniques can be used to
systematically improve business process activities so that strategies can be successfully
implemented. This implies that various socio-technical factors can be found critical for business
processes during BPM implementation, where the interaction between people and the
technology is recognised, encompassing all necessary resources influencing execution of
processes emanating from strategic decision and the use of BPM as a vehicle for innovation
to evaluate and improve business process activities. It is envisaged that a more detailed
framework to serve as a guide to use BPM as a vehicle for innovation to influence successful

corporate strategy implementation will emanate from this study.

1.2.3. Research aim and objectives

Given the problem statement, the aim of the research is to explore the role of BPM in corporate
strategy implementation. As such, the main objective is to determine how BPM can improve
implementation of corporate strategy. The sub-objectives are to:

a) Investigate why organisations have failed to fully implement their corporate strategies.

b) Determine how socio-technical factors influence the use of BPM to improve corporate
strategy implementation.

c) Determine how BPM can help an organisation to improve strategy implementation.

1.2.4. Research questions

Main question:

How can organisations use BPM to improve the implementation of corporate strategy?

Sub-guestions:

a) What are the factors influencing corporate strategic failure within organisations?
4



b)  How do socio-technical factors influence the use of BPM to improve corporate strategy
implementation?

c) How can BPM be used to improve strategy implementation?

1.2.5. Problem conceptualisation

The research problem has been conceptualised and depicted in Figure 1 below. Generally,
organisations develop corporate strategies, which serve as an input to formulating a work plan
with stated organisational policies, and the business activities to be implemented by the
respective organisational departments. Policies, rules, and structures are likely to change
when organisations develop strategies. These changes serve to inform how business
processes should be designed to fulfil strategic goals. In fact, the business process activities
of an organisation take place within the boundaries set by the organisation.

Business processes contain attributes, activities, and flow steps to serve the governance of
the operations of an organisation so that valuable outputs can be produced (Anand, Wamba
& Gnanzou, 2013). They imply how work is done within an organisation in order to produce an
output for a particular customer, market or any other strategic goal (Davenport, 1993). When
organisations design business processes, the respective outputs to be achieved are also
determined. These outputs are often referred to as a service/product and can be used to drive
strategic results. According to Balanescu et al. (2013:25), BPM can be a good systematic
approach that can influence organisational strategy. More specifically, it can be used to
improve business processes so that the respective outputs can also be improved. This is
because BPM is the driving force to arrange, improve, optimise organisational processes in a
proper manner, and consequently achieve organisational desired outcome (Latif & Soomro,
2015:1) using its wide range of components. Organisations choose BPM due to the need to
constantly develop and improve their work and this is, in fact, required within an organisation’s
competitive environment (Ruzevicius et al., 2012:69). The objective is to control and organise
processes effectively (Anand et al., 2013). In this way, business processes are improved so
that strategic output can be delivered. To achieve this, organisations must firstly create a
proper source of support for BPM initiatives (Latif & Soomro, 2015:3). This should encompass
working on different organisational levels simultaneously, including: the enterprise level, to
provide an integrated view of how organisational processes are organised according to their
competencies across the entire enterprise (Harmon, 2010:53); the process level, to explore
the different approaches to process optimisation, where specific processes are improved
(Harmon, 2010:53,70); and the implementation level, where software tools are developed to
support process work, reducing or eliminating manual work, and performing processes faster,

and at a lower cost (Goncalves, Paulino & Silva, 2010; Harmon, 2010:53,75).
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Figure 1. 1: Problem conceptualisation

The use of BPM within organisations will improve business processes to make it effective and
efficient so that the respective valuable services/products can also be improved in order to
allow better strategic results to be delivered. This implies that socio-technical factors are crucial
to influence execution of business processes and to use BPM where the interaction between
people, processes and technology is recognised and not treated separately. Reorienting
people, business and technology factors to support process management is required as this
may impact on how they execute their tasks to support the process management within the
organisation (van Greunen et al.,, 2010:56). This will encompass all necessary resources
required to apply BPM within organisations for innovation for successful corporate strategy
implementation. These socio-technical factors are important because they will not only
influence BPM to enhance competitiveness, but also influence corporate strategy in their plan
to drive competitiveness, influence business processes, policies, rules and structures to direct

strategic results and to increase competitiveness.

1.3. Delineation of the Research

This study focuses on understanding how BPM can be used as a vehicle to systematically
improve business process activities so that strategies can be successfully implemented. The
research was limited to interviews with staff in information technology, human resources and
accounting and finance. To adopt BPM, organisations need to have technical, human and

financial support. As such, the departments were selected because of the role they would play
6



in BPM adoption. The participants were limited to top management, middle management and

lower management.

1.4. Significance of the Research

This study focuses mainly on exploring how businesses should utilise BPM in corporate
strategy implementation. It analyses aspects of BPM to improve business process activities
that can play an important role in corporate strategy implementation. Furthermore, the results
were captured in a framework which proposes strategies to use BPM in corporate strategy
implementation. The findings and recommendations of the study can be used by institutions to

strengthen corporate strategy implementation through BPM.

1.5. Overview of Rest of Dissertation

The dissertation consists of the following chapters to address the research issues, namely:

Chapter one
Chapter one introduces the background; the problem statement; aims and objectives of the

study; delineation of the study, and significance of the study.

Chapter two:
Chapter two discusses concepts of BPM and its role in corporate strategy implementation. In

particular, this chapter explores the various socio-technical factors that influence BPM in terms
of the interaction between people, processes and technology. The chapter further discusses
aspects of Enterprise Architecture as a form of support decision-making by organising views

of organisational resources in order to acquire fundamental approaches such as BPM.

Chapter three:

Chapter three outlines the theoretical lens for the research. It provides the overview of the
theory and a motivation for its selection and use to help provide a better understanding of the

problem.

Chapter four:
Chapter four describes in detail the research methodologies used and provides a justification

for its selection in this study.

Chapter five:
Chapter five analyses the findings and presents the results of the research as a general

framework.



Chapter six:
Chapter six provides conclusions and recommendations for further research. The chapter also

articulates the significance of the research and its implications.

1.6. Summary

This chapter introduced the problem under investigation. The initial evidence to support the
relationship between BPM and corporate strategy implementation was addressed. This
research not only proposes BPM as a vehicle for innovation so that strategies can be
successfully implemented, it suggests socio-technical factors to influence the use of BPM in
terms of the interaction between people, processes and technology. Subsequently, the aims
and objectives of the research were outlined. The next chapter reviews current literature to
reinforce and complement the information outlined in this chapter. Moreover, it will contribute

to answering the research questions and provide the foundation for the qualitative analysis.



CHAPTER TWO: LITERATURE REVIEW

2.1. Introduction

Strategy is a long-term plan used by management to describe the future state of the
organisation’s goals and objectives (Balanescu, Soare, Beliciu & Alpopi, 2013:24). Within the
current environment in which businesses operate, strategies are an important concept of
today’s organisation. Many companies ought to have strategies to provide an organisational
compass, coherence and direction in order to achieve competitive advantage (O’regan &
Ghobadan, 2005; Maleka, 2016:2). Strategy consists of three different interconnected
processes including planning, implementation, and control (MiSankova & KociSova, 2014).
Among the three, strategy implementation is the most rigorous part of the entire strategy. This
is because strategy implementation ensures that the set of goals and objectives established
by the organisations are met as effectively as possible (Okumus, 2001; Thompson &
Strickland, 2001). Additionally, strategy implementation improves the organisation’s
performance as well as organisational sustainability in order to make organisations more
competitive (Brinkschroder, 2014; Njagi & Kombo, 2014:62; Macharia, 2016). Despite the clear
importance of strategy implementation, and the obvious impact on strategy success, strategy
implementation is, however, found to be challenging for most organisations, with an
unsatisfying failure rate of up to 90 % (Noble, 1999; Hrebiniak, 2006; Li, Guohui & Eppler,
2010; Njagi & Kombo, 2014:62; Rajasekar, 2014; Candido & Santos, 2015). It is believed that
strategy implementation proves to be difficult due to problems such as poor communication,
poor planning, unclear accountability as well as the inability to supply the required resources
when they are needed (Macharia, 2016). Yet, researchers prefer to invest much time in
investigating strategy formulation to improve organisational sustainability (Brinkschrdder,
2014). Strategy implementation needs to be solved from a broader perspective to improve its

high failure rate.

Strategy is mainly implemented by business processes, which are characterised by activities
or tasks that enable strategies to work (Wheelen & Hunger, 2006:17; Cater & Pucko, 2010;
Balanescu et al., 2013:26). The main role of business processes is to put strategy into action
by providing direction on how work is done so that an output is produced which represents a
service/product that drives strategic results for a particular customer or market (Davenport,
2003; Wolf, 2010). Given that business processes deliver services and/ or products, and these
services and products drive strategic results for a particular customer, business processes are
instrumental in bringing about strategic changes envisioned to make a business competitive.
Processes thus become the key driver to effective strategy implementation. As a result, this
research suggests that constant management, monitoring, and assessment of business

processes are essential in order to ensure that a strategic change occurs to bring about the



anticipated strategic results (Njagi & Kombo, 2014:62; Beukes et al., 2016:1). To enable
constant management of processes to occur, the influence of people and technology becomes
relevant, as they represent some of the more important variables for process execution (van
Greunen et al.,, 2010:56). People bring knowledge, skills, and competencies to perform
business processes, while technology brings tools and techniques to make the process
efficient (Beukes et al., 2016:3). There is thus a socio-technical influence on business
processes for the success of strategy implementation. As a result, the monitoring and
assessment of business processes require coordination with socio-technical resources using
a systematic approach to manage them effectively. Sadly, however, there is a notable lack of
a systematic approach to enable the monitoring and assessment of processes in the strategic
management literature, more so in terms of simultaneously managing the relationship between

processes and resources which include people and technology.

Previous studies on strategy implementation have not yet addressed this phenomenon of
monitoring and assessment of business processes, particularly with reference to the influence
of socio-technical resources. On the other hand, studies on Business Process Management
(BPM) have shown that its concepts and techniques can be used as a systematic approach
representing a management principle that focuses on bridging processes, diverse systems and
people together (Thabiso, 2012:26). BPM constitutes components that sustain the entire cycle
of a process from process analysis to process execution and monitoring (Ruzevicius et al.,
2012; Thabiso, 2012). More notably, it includes support for human and application-level
interaction (Thabiso, 2012:23). Thus, the intention of this study is to ascertain how BPM as a
systematic approach can facilitate strategy implementation by bridging the aforementioned
gaps with the management of processes emanating from strategy, while paying attention to

the socio-technical influences that are employed in process execution.

In essence, it can be argued that the aforementioned gaps provide the background to strategy
implementation in literature and demonstrate the aspects necessitated in this research. The
basis for the use of BPM is given to demonstrate how organisations can systematically manage
processes that are coordinated with socio-technical resources. In the following sections, a

broad base of literature is reviewed to suggest areas for strategy implementation process.

2.2.  Strategy Implementation

Strategy refers to long-term plans describing an organisation’s future state (Balanescu et al.,
2013). At present, organisations of all types have realised the benefits of embracing strategies
which are crucial to achieving mainly competitive advantages (O’regan & Ghobadan, 2005).
For many years, strategy formulation has referred to the relevant process in strategic

management when compared to strategy execution. While this may be accurate, a good

10



strategy formulation does not necessarily determine that the organisation will successfully
achieve and implement the objectives outlined in the strategy (van Buul, 2010:3). To ensure
that the success of strategies is achieved, strategy implementation has been recognised as a
key element for any organisation’s survival (Rajasekar, 2014; Hrebiniak, 2006). Strategy
implementation refers to a process that involves systematic activities that are connected
logically and choices required to enable organisations to make their strategies work
(Hrebeniak, 2005; Cater & Pucko, 2010:210; Wheelen & Hunger, 2012:320). Strategy
implementation puts strategies into action, and then results, in order to ensure organisational
goals and objectives are achieved (Thompson & Strickland 2003: 365). Moreover, strategy
implementation improves an organisation’s performance, as well as its sustainability, in order
to make them more competitive (Brinkschroder, 2014; Njagi & Kombo, 2014:62; Macharia,
2016). While strategy formulation is normally regarded as entrepreneurial in nature, and
requires more analysis, judgment, and innovation, implementation requires the ability to predict
obstacles that might arise and both administrative and managerial talent (Rajasekar,
2014:170).

Although the literature on strategic management has recognised the implemention of strategy
to be important for strategy success, most organisations know more about strategy
development than strategy implementation (Hrebiniak, 2006). In fact, the strategic
management field focuses more on strategy planning, while the discipline of strategy
implementation has for many years been neglected in the literature (Okumus, 2001; Noble,
1999; Li et al., 2010). This lack of attention to strategy implementation, has caused the field to
be problematic and challenging for most organisations (Noble, 1999; Hrebiniak, 2006; Li et al.,
2010; Rajasekar, 2014; Candido & Santos, 2015). The literature demonstrates an unsatisfying
high failure rate in the implementation of strategies of more than 50%. A study led by Mintzberg
(1994) draws attention to the fact that more than half of formulated strategies are never actually
implemented within an organisation. Charan and Colvin (1999) in their study found that 70%
of strategies fail due to poor implementation. Similarly, a recent study conducted by Candido
& Santos (2015:1) found that failure rates for strategy implementation range from 50 to 90

percent.

Given the high failure rate of strategy implementation, there has been an attempt to identify
the various problems encountered with strategy implementation to better understand why
implementation fails (Li et al., 2010; Durand et al., 2014). Such problems include, for example,
poor handling of process implementation, underestimating the time needed for implementation,
people’s involvement in implementation, strategies that are unclear, organisational structure
conflict, poor knowledge sharing, poor interpretation of structure, unclear responsibility, a lack
of accountability, and an inability to manage change (Hrebiniak, 2013). In addition, other

problems found by Alexander (1985) include uncontrollable factors in the external
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environment, such as market scenario, competitors, and technology advancements, among
others. Essentially, these are some of the problems that have resulted in the decline, or even
failure, of the successful implementation of the strategy.

According to Stonich (1982), strategy implementation must include five interrelated variables,
including strategy formulation, organisational structure, human resources, management
processes (planning, programming, budgeting and reward systems), and culture. Similarly, Yip
(1992), identified four main factors that are crucial in developing and implementing global
strategies, which are organisational structure, culture, people, and management processes.
Additionally, Okumus (2001) separated the factors which include strategy, structure of the
organisation, culture of the organisation, operations, human resources, communication and
monitoring, conditions of the environment, as well as project outcome. Furthermore, Rajasekar
(2014) found that factors affecting implementation of strategies include organisational
structure, culture, people, technology, styles of leadership as well as availability and acccuracy

of information.

While there is certainly consensus in the literature on the broader factors that influence the
implementation of strategy, there are scant findings on how to address the aforementioned
challenges. Notably, though, many of these factors speak to the lack of a systematic approach
to strategy implementation. Given that it has been established that business processes put
strategy into action by providing direction on how work is done to produce strategic results, the
approach to implementation should focus on how factors related to organisational structure,
policy, people, technology, and management processes, for example, are systematically
addressed and aligned to the strategy at various levels of implementation, until the process
implementation level (Thompson & Strickland, 1993; Hunger & Wheelen, 1996; Davenport,
2003; Dess & Lumpkin, 2003; Hill & Jones, 2009; Wolf, 2010). Also, many of the
aforementioned factors are related to processes, and as such will have a direct influence on
the success of process implementation, and thus the strategy implementation. People and
technology constitute core resources in the implementation of processes, while organisational
structures either constrain or enable processes (van Greunen et al., 2010; Rajasekar, 2014).
Processes are informed by policy, and management processes, which include setting goals,
planning, controlling, organising, leading the execution of the strategy implementation,
including monitoring and evaluation and process performance measurement, ensuring that the

change occurs to bring about the anticipated strategic results (van Buul, 2010:12).

Thus, given the above, process has been identified as a key driver in helping companies
implement their corporate strategies. And the above factors involve aspects that can be
addressed through business processes. Therefore, it is important for companies to define
business processes first when developing strategies to plausibly realise a strategic objective.
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These business processes are characterised by activities which are instrumental in bringing
about strategic changes that are envisioned to make strategies implemented in a successful
way (Cater & Pucko, 2010:210; Balanescu et al., 2013). The main role of business processes
in strategy implementation is to put strategy into action and provide direction on how work is
done so that an output is produced, which represents a service/product that in turn drives
strategic results for a particular customer or market (Davenport, 2003; Wolf, 2010). Thus,
business processes are instrumental in bringing about strategic changes envisioned to make

a business competitive.

Consequently, this research proposes that continuously monitoring and assessing
management processes is important because it will ensure that an organisation’s goals and
objectives are successfully met (Hammer, 2010:5; Njagi & Kombo, 2014; Beukes et al., 2016;
Macharia, 2016). Management of processes creates high performance of processes within
organisations resulting in process accuracy, process speed, lower process cost and flexible
processes in much lower costs, reduced assets and faster process speed ( Hammer, 2010:7;
Baldassarre, Ricciardi & Campo, 2016). In addition, by managing business processes that
transcend strategic goals through monitoring and assessment, companies can drive out
processes that add no value to the strategy during implementation, while assuring that its
strategic promise operates consistently. Therefore, in order to use business processes as the
key driver for the successful implementation of strategies, while ensuring they are constantly
monitored and assessed, it is important to understand the variables that influence business

processes in strategy implementation so that it can be constantly monitored and assessed.

2.2.1. Business processes and strategy implementation

Every organisation has business processes which are important for strategy implementation
to achieve a competitive advantage (Balanescu et al., 2013:26). Business processes are
described as “a set of logically related tasks performed to achieve a defined business outcome”
(Davenport & Short, 1990). Essentially, a business process is about bringing together separate
tasks to combine them with other tasks, which can create results for the organisation (Hammer,
2010). In the last few decades, the business process concept has evolved substantially at a
very rapid pace, given its importance (Balanescu et al., 2013). Within organisations, business
processes have created horizontal communication which has helped the governance of the
main organisational operations so that valuable outputs can be delivered (Anand et al., 2013:2;
Yakovlev, 2015:4). These outputs, which have been referred to as a product/service, can be
any business objective such as completing an item request, approving a request, compiling a
purchase order, managing customer contacts or scheduling services (Gebauer & Schober,
2005:3). Well-organised business processes that are deliberately managed from end to end

determine the organisation’s overall performance (Hammer, 2010:7).
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When organisations formulate strategies, business processes emanate from these strategies,
and are necessary for strategy implementation to occur (Harmon, 2007). Throughout the
implementation of strategies, these business processes are influenced by certain variables for
its execution. People bring knowledge, skills, and competencies to perform business
processes, while technology brings tools and techniques to make the process efficient (Beukes
et al., 2016:3). There is thus a socio-technical influence on business processes for the success
of strategy implementation. The provision of suitable business process performance is
influenced by people and technology as the main resources that help bring strategic plans into
action (Rajasekar, 2014). People need to understand the task or activity that each of them
must perform and they need the right skills, knowledge, experience, and attitude to help
improve strategy implementation (Beukes et al., 2016:3). In addition, processes make a
structural contribution to the way people cooperate and communicate (Beukes et al., 2016).
However, these resources do not exist arbitrarily. There is a clear relationship between these

resources, and organisational structure and policies from a governance perspective.

Business processes are performed by employees based on principles set by the strategy in
terms of organisational structure, together with organisational policies for the strategy to be put
into action. Firstly, a clear hierarchy in terms of activities to be performed are informed to clarify
the responsibilities and authority that each employee has over the activities (van Buul,
2010:13). In this case, the importance of organisational structure determines this hierarchy to
inform and clarify certain activities in the organisation related to people’s roles, responsibilities,
allocation of staff within departments/units, decision-making process, structure in reporting with
proper communication systems, coordination and integration of related functions both vertically
and horizontally (Daft, 2001; Rajasekar, 2014). Once that is in place, organisational policies,
which are usually aligned to the new strategy, guide and describe how activities integrate and
what data items employees have access to (Chinosi & Trombetta, 2009). Organisational
policies constitute rules or guidelines that demonstrate limitations in which action should occur
(Quinn & Ghoshal 1999: 5). Policies ensure that employees within firms make the right
decisions and take actions that support the organisation’s goals and objectives (Wheelen &
Hunger, 2010:15).

Business processes, as the means for strategy execution, span organisational boundaries,
linking processes together with socio-technical factors, as they represent the resources for
performing tasks. A study which can evaluate business processes from a human and technical
perspective is needed, even more so a study which engages with the people that will be

affected by the implementation of strategies.
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2.2.2. Social and technical factors influencing strategy implementation

The main concepts in strategy implementation have been highlighted to establish a foundation
for this research. This section, however, draws attention to the social and technical elements,
which represent the socio-technical resources that influence business processes targeted to
fulfil strategic goals. It is these issues that have determined the focus of this research, being
processes that are integrated with people and technology as socio-technical resources in
strategy implementation. If the socio-technical issues outlined here are considered when
implementing strategies to support business processes, it is more likely to lead to sustained
strategic results. Social and technical factors are important as they represent the foundation
through which management can determine, inform and support business process activities,

organisational structure, organisational policies and strategic results.

2.2.2.1. Social factors

Social factors in this section, refers to people’s characteristics needed in the implementation
of strategies. These social factors may include people’s attitudes and beliefs that have a major
impact of the operation business activities within an organisation (Vasudeva, 2007; Trehan &
Trehan, 2009; Masovic, 2018). These people are responsible for executing the business
processes designed to be implemented in response to the strategy. Strategy implementation

demands the involvement from top-level, middle-level and lower-level of management.

Top management monitors the direction of the firm, reviews processes and may intervene
when the view of the objective is lost, or where resources may need re-allocation
(Brinkschroder, 2014). Middle management, on the other hand, holds a unigue position within
an organisation, which is to directly influence strategy of an organisation (Salih & Doll, 2013).
Middle managers rely on organising activities which should be executed (Cater & Pucko,
2010). They ensure that other employees have an understanding of success levels at all times,
and understand their key roles and responsibilities (Macharia, 2016). According to Floyd &
Wooldridge (1997), middle managers, through the implementation of strategies, are
responsible for clearly informing actions and allocating budgets, monitoring people’s
performance and taking corrective action when behaviours do not meet expectations. Lastly,
lower management is responsible for putting the plans formulated by top management into
action. From top management to lower management, people must be committed and perform

processes which are crucial to effective execution (Hrebiniak, 2013).

At the implementation level the success of a strategy depends on having the right people,
looking into whether they have the skills, knowledge and competencies required to implement
the strategies. Employees without skills such as technical skills or soft skills are worthless

employees. In addition, the reason why social factors are important is because the success of
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strategy depends on people and their characteristics to implement the strategy (Rajasekar,
2014). However, organisations tend to struggle with getting people to engage in the
implementation of the new strategy because of a human tendency to resist change in the
organisation, which is often brought about by a fear of the unknown (Edmonds, 2011). People
believe changes in the strategy compromise their self-interest, which consequently delays
implementation, reduces the quality of implementation, or sabotages the effort (Li et al., 2010).
For example, very often middle managers are likely to sabotage the implementation because
they are not happy with the strategy and do not feel that they have the necessary skills to
implement it (Heracleous, 2000). In addition, lower-level employees may find changes in the
strategy particularly threatening or disagreeable and resist them (Li et al., 2010). Nevertheless,
people become open to change when it is communicated correctly. This way, employees do
not feel their social interests are being compromised because they have been informed about

what to do.

Effective communication can address the resistance of employees to the changes in
management (Heathfield, 2008). This is to ensure that the information concerning which
activities have the highest priority is clear to employees for successful implementation to avoid
resistance to change (van Buul, 2010). After top level is clear about the strategy, this
information about the strategy needs to be shared with those who are going to implement it by
educating them, and increasing their incentives and motivation to be able to successfully
implement the strategy. If lower management does not share the same information, consensus
regarding that information might never come about and people will be more resistant to

change.

Skills and capabilities are to be addressed through the inclusion/participation of operational
staff in process change at the implementation level. The inclusion of staff in process change
increases performance, satisfaction, and productivity of employees within organisations
(Pfeffer, 1994). Moreover, the inclusion of operational staff allows people to exercise control
over their work and contribute to work environment improvements, quality, productivity and
decision-making (Strauss, 2006; Wairimu & Theuri, 2014).

Furthermore, social factors include aspects of culture as well as level of education which are
relevant for this study (Trehan & Trehan, 2009). Culture in this context constitute
characteristics related to beliefs and values of people which affects business activities and
reflects on the achievement of strategies (Masovic, 2018). Generally, organisations construct
their own believes and values to affect their business. However, people in organisations come
from different backgrounds in terms of culture and it is important to take into consideration
cultural diversity and use it to create an unique culture for the strategy being implemented

(Masovic 2018). Further, in relation to level of education, this becomes an important social
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factor as people with higher level of education influence their contribution towards strategic
performance of the organisation (Aswathappa, 2010). People with high education level have a
basic or general knowledge necessary to undertake a specific job without necessarily go

through training in some cases and this saves time in implementing a strategy.

2.2.2.2. Technical factors

Technical factors in the context of this study refers to the components associated to existence
of technology such as availability of control systems, training on how to use systems as well
as the interaction between systems and processes. The presence of technology provides
convenience to organisations, stakeholders and customers (Susanto, 2016). Technology
improves the way business is done by reshaping businesses to communicate better,
coordinate functions, and create a more oriented team (Nisar, Ahmad & Ahmad, 2014:219). In
addition, technology can, for example, create online platforms for internal and external rapid
interaction with each other, regardless of long distances between organisations in a fast,
accurate, accessible, and reliable manner (Susanto, 2016).

Within a strategic management context, control systems can be defined as a critical component
which help confirm if a strategy formulated fits the desired outcomes of the strategy (Wanjohi,
2013). They are an important technology which helps to formalise the beliefs of employees,
create boundaries on employee behaviour, measure performance and encourage discussion
about uncertainties in strategies (Simons, 1995). Control systems are fundamental to maintain
or alter rhythms in organisational activities (Simons, 1995:5). Additionally, control systems
keep today’s actions in conformity with future goals and are important to strategy
implementation (Atkinson, 2006:1446).

Control systems provide incentives to management and other employees to pursue the right
activities needed to achieve organisational goals (van Buul, 2010:14). These incentives are
meant to encourage employees in terms of security, loyalty, fostering teamwork, and ultimately
facilitating process execution, which supports strategy implementation. Moreover, control
systems balance long-term goals and short-term operational demands (Bungay & Goold,
1991). Given that, control systems need to be expanded into all levels in the organisation, and
performance should fit the activities employees are responsible for (van Buul, 2010:14). In
relation to people, rewarded behaviours, and how these rewards relate to performance, should
also be determined (van Buul, 2010:14). Essentially, control systems provide timely feedback
about organisational processes, performance and behaviour so that change and adaptation

become a routine part of the implementation effort.
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However, the idea of introducing technology into strategy implementation presents a different
set of technical factors to consider from the perspective of interaction between processes and
systems as well as people and systems. For example, adopting technologies can mean
changes to processes like marketing, production, human development (job roles and
responsibilities and training of staff), as well as the politics of an organisation (Ahmad, 2014;
Delaney & Agostino, 2015). Concerning people and systems, the uncertainty of what changes
in technology for a specific strategy means, can create employees’ resistance and acceptance
to it (Delaney & Agostino, 2015). This is because technology for a specific strategy brings in
new tools or software and employees are sometimes attached to old processes (ways of doing
things) and legacy tools they are comfortable with (Delaney & Agostino, 2015). These changes
can intimidate employees, impact relationships and change behaviour patterns, particularly
employees with certain skills and abilities who will look at technological changes as a threat
which can compromise their positions (Delaney & Agostino, 2015). When systems for a specific
strategy are not easy to use or do not fulfil the role which has been inscribed, it can betray the

strategy being implemented.

Furthermore, training is important when it comes to technical factors. When training is
provided, people at the operational level not only understand expectations and recognise what
is necessary to successfully implement the strategy but they also develop the necessary skills,
master new processes, and reinforce existing protocols for a strategy. In fact, Truxillo, Cadiz
and Rineer (2014) describe training as one of the most important variables that strives to create
an effective workforce. Careful attention must be paid to the use of training to effectively
implement strategy (Hitt, Jackson, Carmona, Bierman, Shalley & Wright, 2017). As such,
before an organisation prepares to implement a strategy, they must ascertain the obstacles in
terms of the necessary skills and other abilities that might exist at the operational level so that
proper training is provided where needed. It does not make sense to have unprepared people
implementing outstanding strategies, so organisations must make sure that they provide

employees with the right training.

2.3. Business Process Management

Business Process Management (BPM) is defined as “concepts, methods and techniques to
support the design, administration, configuration, enactment and analysis of business
processes” (Weske, 2007). Hammer (2010:3) defines BPM as systems useful to manage and
transform operations with organisations. Although various researchers have defined BPM in
different ways, the essence of BPM in these definitions is to provide end-to-end process

improvement, optimisation, transformation and innovation of processes.
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Considering the factors identified to influence strategy implementation, and the need for the
coordination of process activities to ensure that strategy is implemented, it is evident that these
gaps require a systematic approach to managing business processes designed to fulfil
strategic decisions. The approach should consider the influence of socio-technical elements
on processes. BPM concepts and techniques encompass a systematic approach to processes
and bridges processes, systems and people (Thabiso, 2012). In fact, BPM can help reach
long-term success in strategic programming, and improved performance through the link
between BPM and organisational strategy (Trkman, 2010:128).

BPM as a discipline could extend to various contexts, including the use of BPM techniques to
improve process performance. However, the focus for this study will not be specifically on
process performance, but on the implementation of strategy through processes. The
systematic approach of BPM techniques can lend itself to this context, by providing a
systematic way of doing it. Therefore, given the main problem related to the use of processes
for strategy implementation, BPM presents a sequence of steps suitable to focus on processes
which are instrumental in bringing about strategic changes that are envisioned to fully
implement corporate strategies: model, automation, implementation, control, measure and
optimisation of business activity. In particular, the techniques applied in BPM do not ignore the
fact that resources should be given due consideration in the execution of processes, whether

for strategic purposes or not.

To this end, the prospect of applying BPM in strategy implementation will be explored as it
relates to the management of business process activities so that strategy implementation can
be achieved. BPM can be employed as a strategic management principle that can assess and
monitor business processes in strategy implementation, while coordinating processes with
socio-technical resources (van Greunen et al., 2010). Given non-systematic processes not
being delivered as expected, BPM has started to systematically improve their performance in
a proper manner to achieve the desired process outcome, as well as improve and optimise
them (van der Aalst, Rosa & Santoro, 2015; Latif & Soomro, 2015).

BPM is a systematic approach which enhances business process improvement, business
process optimisation and business process innovation within organisations (vom Brocke et al.,
2015; Latif & Soomro, 2015; Yakovlev, 2015). It has been rated highly on management
agendas as a means of increasing the organisation of work and activities required within an
organisation’s competitive environment (Ruzevicius et al., 2012). Other benefits targeted by
BPM include greater process flexibility, increased process accuracy, faster process execution,
cost saving and reduced investments (Hammer, 2010:7). This has resulted in enhanced
customer loyalty, customer satisfaction, and elevated levels of staff effectiveness (Garimella,
Lees & Williams, 2008; van der Aalst, 2013).
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BPM as a management theory concept has only been discussed since 1990. It originated
mainly from work within the business management and information technologies disciplines
(Sousa Neto & Medeiros Junior, 2008; Recker & Mendling, 2015). Work in business
management relates to Business Process Reengineering (BPR), Total Quality Management
(TQM), as well as Six Sigma. Information technology concepts relate to, for example,
Enterprise Resource Planning (ERP), and new approaches that are integrated into an
organisation’s IT structure, such as Service Oriented Architecture (SOA) (Sousa Neto &
Medeiros Junior, 2008). The business management techniques focus on the design,
management, measurement and control of business processes to improve the quality of
processes, thus improving the efficiency of the entire organisation (Ruzevicius et al., 2012).
Information technology constitutes systems to reduce or eliminate manual work in order to
perform processes faster and at a lower cost (Goncalves et al., 2010). Such employment of
information technology usually requires the use of business management techniques to
systematically manage the incorporation of new technology to facilitate processes. As such,
processes designed to fulfil strategic goals require such techniques to address the design,
modelling, measurement and control of processes when considering the use of information

technology techniques.

2.3.1. BPMin research

Research on the role of BPM in strategy implementation has not been well established in the
literature. It is a new research area that has come to be more natural to information systems
researchers focusing mostly on the technical elements of BPM (vom Brocke, Zelt & Schmiedel,
2015). Most companies consider BPM as a technology, while BPM is more about management
discipline than it is about technology. Without the management techniques for defining,
measuring and improving processes, BPM tools are less effective (Thabiso, 2012:28;
Balanescu et al., 2013:27). Nevertheless, organisations are still reluctant to let academics poke
around to write about BPM projects and there are not enough good case studies on BPM which
can be beneficial for both business management and information technology (zur Muehlen,
2007). More research on BPM within the organisational context will allow the researcher to
gain access to real world data which can generate better insights compared to the data that

already exists in the literature (zur Muehlen, 2007).

The link between BPM and organisational strategy has been somewhat considered in previous
studies (Pritchard & Armistead 1999; Balanescu et al., 2013). According to Pritchard and
Armistead (1999), introducing BPM as a fundamental part of strategy is crucial as BPM that is
integrated to a strategy increases business excellence and organisational performance.

Balanescu et al., (2013) have also studied the impact of BPM on organisational strategy and
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found that, although complex, BPM can be very useful as it influences organisational strategy
in terms of objectives, mission and vision, resources, timelines as well as competitive
advantage. Apart from this, no further research has been conducted to demonstrate how BPM

can influence strategy implementation.

2.4. The Use of Business Process Management in Strategy Implementation

2.4.1. The Business Process Management Lifecycle

Literature has provided many suggestions on how BPM techniques can be used within
organisations. Although various models are suggested, the BPM lifecycle, developed by the
Association of Business Process Management Professionals in 2009, and the BPM pyramid,
developed by Harmon (2010), maintain the optimal structure for this study, with a clear
representation of how BPM can be applied to strategy implementation given the gaps
identified. The most relevant aspect of BPM to process management in strategy
implementation begins with understanding the process development stages, also known as
the BPM lifecycle, to define, manage, measure and control processes over time (McCormact,
Willems, van der Bergh, Deschoolmeester & Willaert, 2009). Researchers in this area have
analysed the BPM lifecycle elements and developed BPM lifecycle models which constitute a
repetitive process lifecycle to be followed when managing processes. The idea of BPM lifecycle
is to make decisions in terms of quality of processes that are improved or transformed in each
stage (Ruzevicius et al., 2012). The process lifecycle model provides a highly useful sequence
of stages that uses the results of the previous stage (von Rosing et al., 2014:265). Practitioners
can thus complete categorisations of different process areas through improvement of their
steps, activities, and future operations (von Rosing et al., 2014:265). Despite the BPM lifecycle,
many BPM models have been developed since it was introduced at the end of the last decade
(Ruzevicius et al., 2012:71). The lifecycle model produced by the Association of Business
Process Management Professionals (ABPMP) (2009), illustrated in Figure 2.1, contains the
main lifecycle components/phases of planning, analysis, design, modelling, measurement and
control, and transformation, an optimal structure to process change developed by practitioners
in the field of BPM (Ruzevicius et al., 2012:72).
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Measure
and Design

Control

Figure 2. 1: Business Process Management lifecycle (ABPMP, 2009)

The BPM lifecycle model can begin to address the main sentiments of this study through a
broader understanding of the lifecycle to provide continuous monitoring and assessment of
processes ensuring that strategies are properly implemented. Essentially, the lifecycle model
can generally address the gaps pertaining to strategy implementation by addressing each
phase of strategy into the BPM model. In relation to strategy implementation, the planning
stage is where processes are planned to determine business process objectives and goals in
relation to the strategic goals of the organisation. Relative to the variables discussed in this
literature, this phase would relate to the development of a corporate strategy, considering the
variables that underpin corporate strategy such as people’s involvement, timeline for
implementation, knowledge sharing, technology, among others. Here, the problems identified
in this literature that pertain to strategy, and that encompass all elements of strategy

formulation, are addressed in the planning stage.

A process plan is then followed by process analysis, which focuses on analysing individual
business processes to achieve the understanding of the current state of business process and
its conformity to business objectives (Ruzevicius et al., 2012:71). Within strategy
implementation, process analysis can be used to analyse individual process activities to
understand their current state. Depending on the results of the process analysis, business
objectives are transformed into business-level process diagrams at the design stage to get a

view of how business processes for specific strategies flow (Ruzevicius et al., 2012:71).

The design stage is followed by the modelling stage, which includes the steps necessary for
the development/identification of process models. In this phase, an infrastructure to support
processes is created in the model and furthermore integrated with information systems that

already exist in the organisation (Ruzevicius et al., 2012:72). Process modelling is the stage
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where a strategic model can be identified to support business processes designed to fulfil
strategic goals. In this phase, business processes for the specific strategy go through a
continue change by using a business process model.

Finally, process measurement and control begin after process modelling to further transform
processes. Measurement and control focus on the implementation of strategies to obtain the
actual results from processes implemented to then transform those processes again if
necessary. Transformation phase focus on the realignment and modification to aspects of
strategies that to better align with the goals of the organisation through the modification of
policies, structure, processes, people as well as technologies. At this stage, socio-technical
resources are assessed and addressed in relation to processes, and the cycle returns to the
planning phase to redress processes so that it meets expectations (Ruzevicius et al., 2012:72).
This cycle is repeated continuously. The idea of BPM complete lifecycle is that processes are
improved in each stage according to cycle results (Ruzevicius et al., 2012:72).

2.4.2. The Business Process Management Pyramid

Over the years, in addition to the BPM lifecycle, particularly its potential to facilitate the
monitoring and assessment of business processes, BPM has brought much broader
approaches other than general process management. BPM now focuses on bringing
processes, diverse systems and people together in order to foster more effective, agile and
transparent business processes (Harmon, 2010; Thabiso, 2012:26). This approach is further
addressed in the Business Process Pyramid developed by Harmon (2010). The BPM pyramid
provides a systematic approach that can play a crucial role in corporate strategy
implementation. The pyramid integrates people and technology with processes to execute,
control, monitor and analyse processes, making the objectives of the business more tangible
to all those involved (Harmon, 2010). Although there are a number of BPM frameworks and
approaches conceptualised, the BPM pyramid approach is appropriate to address the gaps
identified to improve process management, including the socio-technical factors that influence
corporate strategy implementation. In particular, the BPM pyramid can facilitate the
management and control of processes throughout the stages that are included in the BPM
lifecycles, while also coordinating processes, people and technology. This addresses the gaps
identified to enable strategies to work. The use of BPM allows the company to analyse the
entire strategy implementation, giving detailed attention to business process activities to
control the interaction with other processes in terms of time and cost, while integrating socio-
technical elements. As such, this research focuses on the principles of BPM pyramid as a
crucial systematic approach to demonstrate the provisions of suitable management and

monitoring of processes. The objective is to integrate the principles of BPM with socio-technical
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factors to further make recommendations for strategists to promote de use of BPM to manage

their processes.

Harmon (2010) developed the business process pyramid illustrated in Figure 2.2. The pyramid
incorporates three different organisational levels, namely the enterprise level, process level
and implementation level. At the enterprise level, organisations organise their processes
across the entire organisation through alignment of strategic processes, governance and
systems needed to measure the entire organisation (Harmon, 2010:53). At the process level
organisations exploit process analysis and redesign new approaches, and finally, at the
implementation level, technologies are evolved to support processes (Harmon, 2010:53). For
this study, all three levels were considered fundamental to address the gaps in strategy
implementation. In relation to strategy implementation, at the enterprise level, organisations
seek to plan and organise corporate strategy, business processes based on organisational
structure, policies, and organise socio-technical resources across the entire enterprise. At the
process level, organisations explore the analysis, design, modelling, measurement and
control, and transformation to monitor and manage business processes during strategy
implementation, which had been integrated with the socio-technical resources determined at
the enterprise level. Finally, at the implementation level, the processes, human and technical

elements are integrated to influence strategic results.
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