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Functional conflicts can impede an organization’s ability to realize business outcomes. in 
part one of this two-part series, we looked at “what” the challenges are that get created by 
these functional conflicts and “how” organizations suffer in meeting their business goals. 
in this part, we will identify points of convergence to arrive at the solution and the various 
enablers / levers supporting the solution, which will take us to next level of organizational 
performance. since the cause and effects are connected across functions / processes, 
addressing them holistically will give rise to a quantum jump in ultimate throughput.

“the solution” requires organizations to focus on the end-to-end process architecture 
and its potential enablers. in this point of view, we analyze four factors that comprise the 
architecture:

Operating Model 

Aligning process metrics to meet business goals 

Technology interventions 

Change management effectiveness

today all businesses are focused upon how to remain cost competitive, how to deliver best-in-class services to internal 
and external stakeholders, how to grow revenue, and how to innovate and transform existing process. to drive these focus 
areas, there should be a strong relationship “between” and “within” processes. A true end-to-end process view is critical 
to deliver transformation impact. every functional area has a link with downstream and upstream processes and without 
understanding those linkages, true transformation is incomplete. 



to overcome functional silos, the first step is to engage in detailed organizational effectiveness analysis. Designing an effective 
organization is key to breaking functional silos. By implementing models with ‘global process owners’ (GpOs) at the core and 
bringing all the related processes on the same page, organizations will have end-to-end visibility of the processes. such a model 
will also help eliminate conflicts among functions and have a balance of both macro and micro views. By identifying GpOs to 
help achieve larger end-to-end process goals, what organizations essentially get is end-to-end process owners who are not 
only equipped to handle and manage the change that is required in the organizational mindset, but also competent enough to 
understand the nuances of the overall process.

Best practices

Global process owners (GpO) will 
initiate and drive policy measures for 
group-on-group consolidation, while 
serving as a single point of contact 
(spOc) for internal business unit heads, 
and addressing any escalations related 
to the process for business units. GpOs 
will be responsible for any changes 
required in the process, and also play 
a critical role in validating and signing 
any process change.

to garner broader stakeholder buy-in, 
it is crucial to identify global process 
owners (GpOs) who have end-to-
end understanding of the business 
and its processes, especially in areas 

that require close interaction with 
stakeholders and where there is a 
constant exchange of knowledge 
and best practices. in most cases, the 
GpOs will be supported by a team that 
could be organized by business units 
/ regional entities. this will enable 
the creation of a center of excellence 
(cOe) that has the authority to change 
processes and drive their adoption.

By working on this model, GpOs will 
be able to align all the processes under 
their purview and bring them into one 
platform in order to break functional 
silos.
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For example, in the finance and accounting function, if all the processes are to be aligned to procedures of a 
global standard, GpOs will monitor if the procedure for invoice processing or payments or closing books on 
time are being followed as per the standard procedure across all regions. this will make for better control and 
compliance for the organization and help avoid ambiguity that often impacts process efficiency.

Another case in point is global organizations using different applications in different regions. these 
applications work as a “standalone” solution in a specific region and do not align to the group application, 
hence resulting in a large amount of time spent on consolidation. instead, if there was a “single instance” of 
an application for the group as well as for the regions, then organizations could realize significant benefits in 
time savings, control, compliance, and better consolidation of data at a go. the role of a GpO is to drive this 
transformation — to switch over from a multiple-instance application to a single-instance application.

in order to realize the target objective, 
there should be a strong linkage within 
the related departments and the GpOs.

to make any changes in the end-to-end 
process, all the departments / functions 
should have close partnership among 
budget holders (cXOs) and the GpOs, 
as most often, without this close 

partnership, cost incurred is not fully 
materialized and savings are not fully 
realized. Doing this, organizations 
can break the functional silos across 
processes and have a better impact on 
the overall objective of the organization 
without conflict of interests.

For example, sourcing and procurement and finance functions have a clear overlap around the accounts 
payable function. the procurement function is heavily dependent on efficiency and compliance in the 
accounts payable process in order to derive savings. significant value created in a source-to-pay (s2p) 
engagement can be eroded / worn out by dissident spend with non-preferred suppliers, duplicate payments, 
and poor working capital management. Hence, it is critical to have finance involved in the s2p contract 
initiative right from the beginning — along with sourcing and procurement, in order to ensure smooth 
hands-offs across the two functions.



While many companies focus on metrics and key performance indicators (Kpis), true value exists in stacking metrics in a schema 
that clearly brings out the interdependency between one metric and another. the metrics should be global instead of local to 
achieve an end-to-end view and break functional silos.

the metrics should have linkages designed in such a way that measurement of Kpis is done in a holistic manner. For example, 
accounts payable (Ap) and procurement processes are measured separately, rather than factoring an end-to-end view that spans 
the source-to-procure (s2p) and procure-to-pay (p2p) lifecycle. Organizations also tend to have too many Kpis at an individual / 
local level, most of which do not link to the organization’s global performance.

Best practices

processes behave the way they are 
measured. A performance management 
framework should be all encompassing 
and aligned to organizational objectives 
and business strategy. it should enable 
holistic and pervasive operational 
performance management across 
the organization. the creation of a 

performance management framework 
to measure end-to-end metrics – with 
due weightage to organizational goals 
– is an important tool to break down 
boundaries. it helps bind the multiple 
functions together and creates a true 
culture of visibility, accountability, and 
performance enhancement.

For example, one can achieve supply chain optimization by ensuring that inventory managers and logistics 
managers are also responsible for ensuring customer satisfaction through better fill rates and service levels. 
the overriding principle is to look at the organization in its entirety rather than by functions, using broad 
metrics such as supply chain costs, efficiency, and service levels – rather than functional metrics.

to understand how well the 
collaboration between the functions 
is working, organizations need to 
measure functional performance as per 

the framework defined and benchmark 
against the global best for that 
particular function as well as industry 
peers.

service providers have their own benchmark across the process for all the clients they provide the services 
to. Like infosys BpO, which has over 600 benchmarks for their F&A processes across over 60 F&A clients. these 
benchmarks have been leveraged to deliver measurable value to clients.

A common case is when companies track metrics for spend compliance and the cost of processing. Because 
sub-level metrics of both interact with each other, trying to optimize one often skews the other. so investing 
in systems and processes to improve spend compliance can generally hike the transaction processing cost. 
companies however, can optimize both by following a comprehensive framework that lays down metrics in 
logical combinations and drilldowns.



technology can be an efficient and effective mechanism for sharing, transferring, and using data and information. For example, 
organizations with an integrated suite of workflow or performance management tools that support planning, budgeting, 
forecasting, and management reporting gain the rewards of faster access to the information required for decision making.

this benefit is further enhanced if the technology is built on a consistent data model — allowing information to freely flow 
between applications and users. the technology lever, when applied holistically, will enable an end-to-end view of the business 
and break down functional silos.

Best practices

We believe that closer alignment of 
processes, data and technology across 
functions and geographies can provide 
significant benefits as well as promote 
collaborative and integrated working 

Business process management (BpM) solutions can help you model, execute, analyze, and 
improve your process. BpM helps lay a foundation for automation across your organization. 
this reduces process delays, improves process efficiency, and captures enterprise-wise business 
processes. By defining, managing, and accelerating processes, organizations can eliminate 
bottlenecks and improve productivity.

technology can provide better visibility, 
and the ability to provide real-time 
dashboards on the performance of all 
the components of the supply chain 
can act as a powerful motivator for all 
functions to strive toward common 

organizational goals. Automated 
workflows and cloud-based services 
also improve the ability for different 
functions to collaborate seamlessly 
across geographies, business units, and 
processes. 

For example, an inventory manager will be able to see the order pipeline and service levels or current annual 
target plan (Atp) figures to recalibrate her/his production and stocking levels. similarly, an order management 
executive can suitably advise her/his customers on lead times, Atps, and batches to be ordered to prevent any 
unnecessary increase in inventory levels or obsolescence of non-moving products.

practices. it will help improve working 
relationships across functions, and the 
breakdown of silos promotes more 
informed and quicker decision making.



change is disruptive and almost always encounters resistance. A strong focus on change management was identified as one of the 
most important management practices to achieve best-in-class performance in any organization. thinking beyond boundaries, 
across the function, requires a fundamental shift in the way people work and look at their roles. the success of this shift, which has 
the potential to unlock hidden potential of an organization and help improve their business performance, largely depends on an 
organization’s capability in change management and the way they manage the change. this requires strong cooperation among 
the stakeholders and support from senior leadership to realize the complex value proposition due to any change on any function.

Efforts in any change management initiative should include
•	 Communicating	the	strategic	aims	and	specific	changes	of	the	project	/	program
•	 Training	all	affected	stakeholders	in	the	new	processes	and	working	environments	
•	 Managing	upskilling	of	the	teams	to	provide	more	strategic	support	to	their	clients
•	 Implementing	and	enforcing	new	policies	and	processes	aimed	at	compliance

Best practices

change management entails 
thoughtful planning and sensitive 
implementation, and above all, 
consultation with and involvement of, 
the people affected by the changes. 
if change is forced upon people, their 
natural reaction is to resist it. Hence, 

if an organizational change entails new 
actions, objectives, and processes for 
involved stakeholders, it is necessary to 
develop understanding, involvement, 
plans, measurable aims, actions, and 
commitment. When implementing 
change, organizations run the risk of 
disrupting productivity and costing the 
company money. properly managing 
change within an organization can help 

For example, a source-to-pay (s2p) assignment that introduces new best practices in sourcing, pO processing, 
and vendor management process will require strong engagements with hundreds or thousands of stakeholders 
who are engaged in these processes to some degree. Without careful engagement, an organization risks both 
value leakage and even worse, service disruption. so to mitigate the risk, organizations should engage the right 
stakeholders for the changes and communicate the changes well in time. they should also assess its impact on 
the roles / responsibilities they handle, and see how the change fits into the overall process.

change management should ensure 
that the people affected by the change 
agree with and understand the need 
for change, have a chance to decide 
how the change will be managed, 
and are involved in planning and 
implementation of the change.

maintain company productivity while 
reducing the incidents that would 
affect efficiency. When employees are 
managed successfully through the 
change process, it can instill confidence 
that the next change can be effected as 
efficiently. And by breeding confidence 
in the organization’s ability to effect 
change, one can control the cost of 
change significantly.
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As most organizations scale up, their processes do get complex and tend to cut across functions and in many cases, across 
geographies. the levers discussed in this document address how to break functional silos to a great extent. changing the culture 
from managing businesses as functions towards processes will be a step change for the people. the team is no more within the 
four walls – it is now global, virtual and matrix. the entire ecosystem has to evolve to support this.

it is imperative that organizations continuously revisit their structures and open up to emerging technologies and best practices. 
is there a possibility that organization structures are rewritten as processes and not as functions? Let’s see what the future holds.
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