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Driving Global process transformation 
with an end-to-end Approach



Functional processes in today’s global enterprises are highly complex and more 
interconnected than ever – with multiple global units at the helm of different processes. 
there are fundamental questions that keep haunting cXOs in spite of many strategic 
initiatives undertaken by them in a bid to become more competitive and improve 
operational performance. some of these concerns are: 

All these strategic concerns relate to efficiency and effectiveness of the operational 
processes, which are key to an organization’s success. Our experience in working with leading 
global organizations have strengthened our belief that ‘successful organizations of the future 
will be agile, nimble and adaptive enterprises.’ such an enterprise can be built by: 

How can we improve reliability and predictability of our business operations? 

Knowing what to do 

How can we grow both in volumes and in profits?

Knowing how to do it

How can we create formidable competitive advantage?

Doing it — without which of course, knowledge of ’what’ and ‘how’ is meaningless 

Any global organization is meant to operate as a unified entity — where each function and process is an essential cog that 
keeps the wheels turning toward greater performance and competitiveness. each ‘part’ or function is supposed to align with 
the other so that the ‘whole’ , i.e the organization runs like a well-oiled machine. But here’s the catch – functions are often 
myopic, focusing on short-term enhancements that provide a short spurt in performance, but dwindle over the long term 
and are counterproductive to the interests of other functions and the organization.

A parallax view of the ‘parts’ is not a functional one, but a view of the people, process and technology put in place to achieve 
the organization’s strategic objectives. these fundamental blocks should operate in complete harmony, aligned to the 
organizational objectives for which they exist. the same problem that exists for different functions exists here as well — 
functional entities are not able to visualize the interlinkages between people, functions / processes, and technology. 

the solution then, is to look at functional processes not through the tinted glasses of local interest, but with an expansive 
enterprise-wide global view, one that identifies points of convergence and impact across functions. the underlining 
theme is to focus on global optimization to build a best-in-class throughput delivery machine rather than focus on a few 
parts / units of it. With this overarching context, through this two-part series, we explore how organizations can overcome 
local conflicts and drive global process transformations. We will look at potential root causes of these conflicts and try to 
identify points of convergence to arrive at a few core transformation levers, exploiting which will take us to next level of 
organizational performance. But first: what is the value that is at stake?



An organization’s value creation 
potential is governed by the efficiency 
and effectiveness of its business 
processes and how it can manage them 
in a cost-effective manner. resources are 
scarce and come with a certain cost, and 
how they are utilized gives the required 

competitive edge to the organization. 
We have seen that organizational costs 
such as cost of goods sold, cost of 
operation, and cost of working capital 
are impacted by challenges in aligning 
business functions and by not having 
a global or enterprise-wide view.

Due to complex relationships between functions and the matrix nature of any organization, an action / change at a function 
– however local it seems – may lead to multiple effects across functions with varied impact in terms of higher costs, loss of 
revenue, and stakeholder satisfaction. Here are five impact areas where business value takes a hit when organizations work in  
a siloed environment.

A case in point here is challenges in sourcing contract management and inability to realize negotiated 
savings. Aberdeen Group reports (contract Management research 2006) average contract leakage rates 
of 21% as organizations strive to implement their sourcing decisions. Best-in-class companies experience 
about 14% leakage whereas all others see 24% leakage. small companies experience up to 40% leakage. 
these are hard-negotiated savings that are not realized as actual savings due to lack of coordination and 
understanding of contract terms across functions – business users, procurement, and accounts payable. 

the trade-off between logistics costs and service levels presents another conundrum. sales managers 
realize a 1.5% increase in service levels as defined by fill rates, can result in an uptake of $15 million for every 
$1 billion of revenue (Aberdeen survey 2012). However, this would involve a higher number of less than 
truckload (LtL) shipments versus full truckload shipments resulting in higher logistics costs – something that 
a logistics manager in a siloed organization would not find optimal.

the existence of an organization hinges 
on the way it serves its customers to 
meet their requirements. Organizations 
need to be flexible and agile to excel 
in competitive marketplaces and 
meet varying customer requirements. 
this calls for nimble, transparent and 
integrated business processes across 

the functional walls – revolving around 
a central shaft called customer focus. 
else there are possibilities that functions 
will become myopic and too focused 
on their individual excellence to miss 
the very reason of their existence, 
that is efficient and effective customer 
service and business acquisition. 

Finished goods inventory management, at times, is one of the areas of conflict between a sales manager 
and inventory manager. A sales manager would like to shorten lead times and keep Atp timelines as 
short as possible with larger inventory, whereas an inventory manager’s focus is optimizing the stock in 
hand. However, this may significantly increase the risks of stock-outs due to longer lead times, resulting in 
potential opportunity loss. A trade-off between the two becomes inevitable in a siloed organization where 
boundaries prevent optimal inventory management strategy.



teams working in silos would definitely 
be able to achieve their KrAs. However, 
they would fail in meeting the 
satisfaction levels of end customers 
whom the organization is interacting 
with. there are multiple external 
stakeholders for an organization such 
as customers, vendors, shareholders, 
and society at large. if an organization 

internal stakeholders, employees and 
managers are part of any organization’s 
foundation and contribute to basic 
fabric that shapes it. they are part of the 
culture and in many ways determine 
the direction it takes. their level of 

morale, confidence in the system, and 
how they are embedded in the overall 
puzzle cutting across functions help 
organizations achieve larger goals 
that may be negatively impacted in a 
constrained environment. 

A functional silo is apparent during recruitment of new people in the organization. recruitment being within 
Hr and being driven by a metric of hiring a set number of resources – within a specific time – is focused only on 
bringing people into the organization. More often than not, actual requirements of functions / business units 
that will deploy these people are missed out, result in a mismatch between role requirement and skillset of the 
individual. this may lead to a dissatisfied employee who is forced into a position or role he may not be interested 
in, and also result in a dissatisfied manager who does not know where to deploy the misfit resource. However, if the 
end-to-end process view is taken, this can be eliminated.

fails to achieve what it set to achieve 
as its vision, it would not be meeting 
the expectations of its stakeholders. 
therefore, it is very essential that 
functional silos should be avoided. 
instead, organizations should promote 
integration not only within teams but 
also among various global teams.

A classic example in this case would be inability of an organization to demand rate cuts in purchases from a 
vendor with whom they have been dealing over years. this would happen because the purchase and finance 
team in organizations are not integrated with each other, which results in delays in processing vendor invoices, 
meaning late payments to vendors. this in turn leads to dissatisfaction among vendors.

competition among organizations 
has increased manifold with an 
increasingly global marketplace being 
the new operating reality. this is forcing 
organizations to think out of the box, 
bring in new ideas, and accelerate 
their innovation and transformation 
journeys. this is especially true of 
industries that are r&D-heavy such as 
automotive and pharmaceuticals. But 

due to their organizational structure 
being such where functional silos get 
created, organizations struggle even to 
run their existing operations and hardly 
any resource is left to be utilized for 
innovation — creating a vicious cycle 
where thinking beyond operations 
become impossible.

With organizations being spread across geographies, functions like human resources, sourcing and procurement 
need urgent focus to be well integrated. in case of sourcing and procurement, coordination and best-practice 
sharing among sourcing teams across geographies can help control spend by using effective negotiation 
strategies, cross-leveraging vendors, and other synergies.



Organizations fail to understand that processes are a continuous flow of activities 
that cut across functions and systems. Mostly, they are not able to visualize the 
inter-linkages between and within the processes and get so engrossed in their 
individual functions that they lose their focus on organizational throughput –  
the ultimate objective they should thrive to achieve. 

We should define logical pieces of processes and subordinate functions, 
departments, measurements and technology to the process needs. this ‘beyond 
the functional silo’ approach offers tighter control over business outcomes and 
helps manage businesses in an effective and predictable manner, resulting 
in a definite competitive edge in the marketplace and helps deliver the most 
important thing – ‘business value.’

the most valuable strength of an end-to-end process-centric approach is that it 
significantly increases an organization’s flexibility and agility. Being focused on 
global excellence, it also helps improve scalability and stability by harmonizing 
process structure and flow across the organization. Building such an organization 
requires multiple functions to successfully embrace several fundamental changes 
in their thinking, the way they work, and integrate with other functions internally 
as well as with partners (vendor – supplier) across the organization. 

if we take a look at the conflicts / issues mentioned in this view point and 
think about the impact it can have on various business parameters, clearly the 
underlying theme to succeed is to focus on global optimization to create a 
best-in-class throughput delivery machine rather than focus on few parts / units 
within. Focusing on local excellence is good to create pockets of efficiency, which 
may or may not improve the throughput. Hence the functional conflicts should 
be looked at keeping their multiple impacts across processes and not in isolation. 
in the next section, we will look at potential root-causes of these conflicts and try 
to identify points of convergence to arrive at some core levers that will take us 
to the next level of organizational performance. since the cause and effects are 
connected across functions / processes, addressing them will give rise to  
a quantum jump in ultimate throughput.



processes are vehicles to drive business 
strategies that define the net outcome 
of an organization. it is but natural 
that the way processes are set up and 
aligned to business requirements 
impacts the objective an organization 
wants to achieve. 

the process structure should be 
designed to meet individual business 
requirements in the best possible way 
by keeping an eye on the larger global 
view. At times organizations working 
across geographies / businesses are 
too hung up on creating a rigid process 
structure across the organization, 
without taking into account their local 
cultural and regulatory requirements. 

Doing so may improve control / 
compliance, but will also create 
roadblocks and dissatisfaction that 
impact the organization’s throughput.

At the other end, we have seen 
organizations that work across 
geographies but have a decentralized 
structure, letting businesses operate 
as an individual entity having minimal 
control. At times this creates local 
excellence, but also limits visibility 
across the organization. it limits the 
leverage that an organization can have 
because of being global as well as the 
best practices it poses within.

processes behave the way they 
are measured. Any performance 
measurement framework should 
be designed keeping the overall 
organization goal at the center. Metrics 
/ parameters should be constructively 
aligned and structured to promote 
harmony across functions. Many a time, 
organizations take a myopic view and 
focus on parameters that are function-
centric and local in nature, which may 
align to the functions / processes they 
interact with, and at worst are in direct 

conflict with the way related processes 
are measured. this leads to multiple 
conflicts in the system, which can have 
impact across multiple functions. 

While many companies focus on 
metrics and Kpis, true value exists 
in stacking metrics in a schema that 
clearly brings out the interdependency 
of one metric on another.



Humans by nature are comfortable 
operating the way they do. they look at 
any change, however positive it may be, 
as disruptive and resist moving to new 
way of working. this attitude creeps 
into the organizational culture, and 
when it does, people tend to be focused 
on narrow functional performances 
and stop looking beyond. 

At times, the way change is presented 

and managed doesn’t provide an 
understanding of the larger picture and 
keeps them focused on their individual 
goals to an extent where it may lead 
to functional conflicts. to overcome 
this, organizations should identify the 
criticality of managing change, in order 
to ensure consistency and harmony 
across functions / processes.

these applications work mostly in 
isolation and are not integrated 
through a common interface, resulting 
in information residing at multiple 
locations and preventing a global 
view. it may lead to inconsistency and 
issues in integrity of information, which 
may result in potential conflict among 
stakeholders working across functions.

technology is one of the fundamental 
levers to bring all the organizational 
functions on a common platform 
and help develop visibility across 
them. Most of the times, the way 
organizations grow over a period, 
they acquire / implement multiple 
technology applications and tools that 
may be point solutions to meet an 
individual function’s requirement. 
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Functional conflicts should be viewed with their multiple impacts and not in isolation. in part one of this two-part series, we have 
looked at potential root causes of these conflicts. in our next part, we will identify points of convergence to arrive at a few core 
problems / leverage points, solving which will take us to next level of organizational performance. since the cause and effects are 
connected across functions / processes, addressing them will set the stage for a global process transformation.

In Part Two: The Opportunities, we will explore ‘the solution’ with a focus on end-to-end process architecture 
and a few key enabling levers. The solution straddles four areas:

Operating  
model

Align process 
metrics to meet 
business goals

Change 
management 
effectiveness

Technology 
interventions

Madhukar Tata 
Delivery Lead – Business Transformation Services, Infosys BPO
Madhukar’s focus is driving growth and managing delivery of Business transformation services – an advisory practice 
focused on helping clients realize business value by leveraging multiple levers, including establishing their operating 
models. Madhukar has more than 16 years of experience in transformation and reengineering in varied industries, 
including manufacturing and services. He has been involved in designing various frameworks to assess organizational 
efficiencies and effectiveness that drive material impact to businesses.

Rakesh Kumar
Senior Consultant – Business Transformation Services, Infosys BPO
With 13 years of experience, rakesh has considerable expertise in designing and implementing integrated supply 
chain processes for global enterprises. rakesh has worked with multiple clients across industries — including process 
manufacturing, consumer packaged goods, retail, energy, and utilities. He has rich experience in business process re-
engineering, process transformation, change management, strategic profitability improvement, and operations strategy.

Manoj Baheti
Senior Consultant – Business Transformation Services, Infosys BPO
Manoj’s current role involves advising clients on business transformation, operational improvement and efficiency. He 
has 8 years of consulting experience across manufacturing industries — covering areas such as the sell side of supply 
chain management and shared services studies.


