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ABSTRACT
Nowaday’s hectical business world sets new type of challenges for  organisations’ management system and especially for management of human resources. Changes in operation environment of an organisation are rapid and very often unpredictable. From the point of view of that is emphasized continuous adjustment of operations, organisations’ structure and human resource management to serve the renewable challenges. Traditional management systems are usually too inflexible to serve nowadays requirements. Customer orientation and high quality are also modern requirements for the management of an organisation and human resources. 
In the early 90s was developed a concept of process management system. There are several opinions what does it mean and how it can serve the business world. Some of the concepts see it as a tool for organisation’s quality management or performance improvement tool. The latest theories emphasizes it’s role as an overall management system of an organisation, which flattens the management levels, organizes resource around the core processes of an organisation and increases the customer orientation in all levels. As the theories introduce, process management will have complicated effects on an organisation’s management by changing the culture. 
When effects of a management system are evaluated on human resource management, there will be several effects, as this research introduces. Process management will have effects on structure of an organisation, to job re-design as well to the human resource management strategy. The effects are strongly dependent on the application method of the process management. As the results show, process management system will have widest effects on human resource management, when it is utilized as a strategic management system of an organisation.  When the effects of a process management system are discussed, there will arise important concepts, such as, continuous learning of an organisation, utilization of balanced scorecard system and continuous management of change.
 The overall aim of the dissertation can be stated as follows:

· To substantiate process management’s effects on the service organisation’s human resource management.
The objectives for the dissertation will therefore be as follows:

1. To investigate process management’s effects on organisation’s structure. 
2. To identify process management’s effects on job design and re-design.

3. To analyse and evaluate process management’s effects on the organisation’s HRM strategy.
The central results of the research can be simplified as follows:

1. The development of the process management will not have an effect on the  organisation’s structure at the first point. This is emphasized when the operation processes are identified and described. After the model of the process management has been developed and implemented deeper in the  organisation, as described in the literature review, the process management will have an impact on the organisation’s structure. Especially, when the organisation’s strategy has been implemented via the core processes, the situation will change. As a conclusion, the process management will have an effect on the organisation’s structure, if an organisation has not paid attention to the horizontal aspect and customer orientation beforehand. It must also be remembered that if the process management system is used as a quality management tool or as an organisation’s performance development tool, the situation will change. 

2. The process management will also have an impact on staff’s job design and re-design. In other words, when the strategy is linked to the processes, it will have an effect on teams and via that on the goal setting of teams and staff. On the other hand, the existing situation and especially the level of customer orientation in the early stages affects the needs of staff’s job re-design. The need for job re-design can also be linked to the utilization of the balanced score card system, as the second chapter also introduces by Kaplan (2001). In other words, different BSC’s aspects have also an effect to the organisation’s goal setting and via the to the staff’s job-design. 

3. The process management system is a wide management system, which may have strong influences on the organisation’s management. The process management will affect on the human resource management strategy by changing the organisational culture and staff’s know-how requirements, as stated before. In other words, how the staff is managed, recruited and developed. The development of the process management will also launch a cultural change within the organisation by lowering the management, increasing the customer orientation in all levels, and paying stronger attention to the organisation’s effectiveness and quality issues too, as the interview also adduced by Mullins (2001). From the point of view of competence requirements it may emphasize the role of communication skills, customer care and quality management.  The need for individualism and staff’s extrovert is also emphasized when the effects of the process management are evaluated. 
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Chapter 1 - Introduction

1.1. Background for Process Management
Business world is changing rapidly which enforces companies to manage their resources effectively. Without an effective and customer orientated management system companies can not survive in a long run.  According to Mullins (2001), the move towards more customer driven markets and increased business competitiveness enforces companies also to manage their human resources more flexible but also more effectively. For example, instead of authoritarian directing highly skilled professionals require a flexible, customer orientated management system. An interesting question is how the structure of an organisation ought to be developed and how the operation processes affect management from the point of view of evaluating process management’s effects. According to Laamanen (2001), the business process management means managing an organisation as a network of process. Essentially, the process management system means that an organisation achieves its strategic goals via business processes, instead of functional organization. When the process management system is developed and implemented, it will create several challenges and development needs for the existing organisation. For instance, it may have effects of the structure of an organisation and job design. This dissertation evaluates its effects from the point of view of human resource management. 
When the implementation of the process management is discussed, there will be a need to utilize improvement tools of an organisation. For instance, Hammer and Champy (1996) states, that BPR means radical rethinking of an organisation’s management, structure and technology. In other words, by rethinking of methods and processes, an organisation will achieve a huge improvement of performance, including job satisfaction, increased customer orientation and a more appropriate structure. As this research introduces, process management can be utilized as a management system, a tool for management of change or quality’s management of an organisation.  

There are some case organisations in Finland, which have implemented the process management system and therefore their customer orientation has increased, as well as, customer satisfaction. Nokia Ltd can be stated as an example. The process organisation emphasizes needs and expectations of customers and that is why it increases customer orientation in organisation. This is a result of developing the organisational structure by customer driven processes. Process management’s effects on human resource management are diversified. For example, it may have an effect to training needs, reporting methods or communication needs.

1.2. Role of Organisation’s Management System

The human resource management and the organisational structure may be one of the most important strategic competitive advantages of a company. For example, by managing resources ineffectively, company may loose it’s competitiveness in a long run. According to Mullins (2001), the most important role of the human resources management is to focus resources effectively as to motivate, encourage and take care of the staff’s welfare. The continuous change of business world enforces companies to rethink of their management, including communication, the structure of an organisation, and strategic goals. In Finland, for example small and medium size companies have developed their management system towards more customer orientated, rapidly reacting process organisations. According to Finland’s Quality Centre web sites, www.laatukeskus.fi, it is typical that a company follows six stages when it tries to increase its competitiveness by improving organisation’s structure and management:

· Enterprise based management

· Functional organisation

· Functional hierarchical organisation

· Process organisation

· Network organisation

· Virtual organisation

A change from mass production and bureaucratic production toward more customer orientated production enforces companies to rethink of their management system. For instance, the telecommunication sector business customers require more and more individual services, which require a new kind of the management system. This position creates also basic for process management system. Managing an organisation as a network of customer orientated business processes, affects strongly the roles of an organisation and especially to the human resource management. 

1.3. Strategy and Human Resource Management

Despite of an organisation’s size, economical results and performance are always created by human resources. In the business world, the term “strategic human resources management” (SHRM) describes that a chosen competitive strategy can only be achieved by capable staff, Mullins (2001) has presented that. That is why the role of staff is significant. 

The human resource equity is a company’s most important competitive benefit in a long run. Thus a company’s strategy and human resource management are directly linked. According to Sydänmaanlakka (2001), the role of continuous learning within the organisation is important. Therefore the principle of a learning organisation would be beneficial to a modern organisation and rapidly reacting organisation in order to guarantee successful implementation of changes. 
According to Viitala (2002), the structure of an organisation is one of the management’s tools. The compatibility of the organisation’s structure and strategy can be considered as a competitive advantage for a company. The role of an organisation’s structure is to create communication networks and power – responsibility relations for the staff. 

According to Laamanen (2001), in the process management culture human resources are managed via process teams within the business processes. The process management system carries out an organisation’s strategy via core or business processes. That is why the process management has a strong influence on the human resource management and on the strategy’s implementation phases. In the future, the operation models will be emphasized, due to the increase of customer requirements. One of the process management’s basic ideas is to communicate for the staff that what jobs and tasks ought to be done, but also to tell how. That is why the role of managers will also be changing.  Therefore, instead of being controlling, the management will be more coaching. The basic idea of the process management is to set limits and instructions to process teams which may be adjusted according to the market as well to a customer’s situation. 

Without effective management and an appropriate organisational structure, the company can not be successful in a long run. One of the process management essential characteristics is that the structure of organisation will be adjusted quickly according to customer needs and the market situation. On the other hand, this will create challenges for the HRM, because of rapid changes. That is why the role of changes in the management will also be discussed in this research.
1.4. Background to the Management System of Telekolmio Ltd  and HPO-concern

Telekolmio is a telecommunication company, which serves business customers. The company has four different product segments, which are Data- and Internet Solutions, Mobile Solutions, Phone Systems and Security Systems. Telekolmio’s organisational structure is based on the division of work by services. They are managed by four departmental managers and the management system is based strongly on the line managers. The technical convergence brings nearer, for instance, Data and Security solutions. This challenges Telekolmio’s management system, which is almost 13 years old. The Company has launched a strategic goal to increase customer orientation and performance.  According to Laamanen (2001), dynamically managed process organisations may achieve a higher degree of customer orientation and better performance. On the other hand, during the management improvement there will be several challenges. For instance, the process management system will create a matrix structure which may cause role conflicts. In other words, there will be role conflicts between the process management and line management which can be seen as a challenge to power-responsibility relations. Matrix structure will be formed when the power is allocated from line organisations to the functional horizontal aspect, as Viitala (2001) states the meaning of matrix structure. From the point of view of the human resource management, role conflicts will decrease both motivation and performance in the organisation. 

Telekolmio is owned partly by the biggest telecommunication operator in Finalnd. HPO-Concern is Finland’s pioneer in multimedia sector. The concern integrates media and telecommunication services for customers. HPO-concern is quite a young concern, so it still has several managing boards. Due to technical convergence, concern’s products require know-how and resources from several organisations within the concern. Therefore process management is an extremely important tool, when the management of the concern is developed. 

1.5.  Aims of the Dissertation

This research finds out how the process management affects human resource management of an organisation when it is utilized as a management system. The dissertation benefits interview researches, which are conducted a Finnish media and telecommunication concern, HPO-concern and Telekolmio Ltd., during the year 2004.  The concern is going to develop management system towards a process management and that is why is a good target for the research. All results and conclusions will be reported in this dissertation. 

The overall aim of the dissertation can be stated as follows:

· To substantiate process management’s effects on the service organisation’s human resource management.
The objectives for the dissertation will therefore be as follows:

1. To investigate process management’s effects on organisation’s structure. 
2. To identify process management’s effects on job design and re-design.

3. To analyse and evaluate process management’s effects on the organisation’s HRM strategy.
In the case of Telekolmio Ltd and HPO-concern, the technical convergence as well as the increased competition in the market enforce organisations to improve their performance and especially their human resources management. 

As a conclusion, today’s turbulent business environment sets new challenges also to the management of human resources . That is why organisations must improve continuously their management and especially pay attention to the customer orientation. This creates the basics for the process management system. The improvement of management system affects strongly the way how human resources are managed. An organisation must also adopt tools for the strategy’s and performance management, such as balanced score card system, total quality management and quality’s management programs. The role of an organisation’s continuous learning can not be underestimated when the changes are discussed. 

The meaning of the first chapter is to introduce process management generally and the central concepts. The purpose of the second chapter is to highlight key terms and theories about the research topic.
Chapter 2. - Literature Review

2.1. Introduction and Purpose of Literature Review
The literature review concentrates especially on the theories about organisation’s human resource management, performance management and organisational structure. The chapter introduces also some key terms, such as business process re-engineering (BPR), total quality management (TQM), processes, balanced score card system and a learning organisation model, which are essential from the point of view of process management’s effects evaluation.

2.2. Difference of Business Processes and Operation Processes


According to Laamanen (2001), operation processes are operational models to the staff about the organisation functions. In the production sector, such as industrial companies they are essential from the point of view of production. In the 1990s service organisations started also to identify and describe their operations models. As the Finnish Quality Centre states, the main purpose of operation models or processes is to channel the service and products to customers by increasing customer value. Operation processes always rise from the needs of customers and usually when the operation processes are identified and described, the organisational structure will change to the matrix structure due to process executives, who are responsible for the operations models. In this kind of situation power-responsibility relations are formed between process executives and line management. Later section 2.5 introduces more accurate organisational structures and power-responsibility relations.

According to the Finnish Quality Centre, the identifying and description of operation processes are a starting point for an organisation’s performance improvement, improvement of the human resource management and organisation’s structures. That is why developing the operation process will also affect to the human resource management and the organisation’s structure. As Laamanen (2001) introduces, organisation’s implementation of the process management will usually go through the following steps:

1. Identification of processes

2. Description of processes

3. Determination of roles

4. Identification of goals and success factors

5. Systematic measurement of processes’ performance

6. The implementation of strategy via processes

7. Reward linked to the processes

8. The methods of continuous and temporary development
During the phases from one to five the organisation’s structure and management do not usually change. For instance, in the case of Telekolmio Ltd, the company has described and identified its business processes without improving its organisational structure. When the strategy and rewarding are linked to processes, the process management will affect also the structure of the organisation and human resource management. According to Laamanen (2001), in the process management culture teams are called customer orientated process teams. In other words, teams are formed and managed by customer orientated processes teams, which means that after indentifying the core activities of an organisation, is time to organize the resources around the processes.
Operation processes are operation models to staff. With their help the staff knows how to operate. Usually the operation models are developed and managed by process executives. When the organisation develops and implements the process management culture, it will also affect the human resource management and the organisation’s structure by integrating the resources to the business processes. Via that the process management may affect strongly the human resource management.

2.3. Business Process Re-engineering (BPR)


There are several tools to develop an organisation’s processes and performance. According to Mullins (2001), there are two commonly used methods; i) the Business Process re-engineering is concerned with the total restructuring of the organisation, whereas ii) total quality management (TQM) tries to improve the organisation’s performance continuously. To sum up, the BPR is concerned with the horizontal aspect of the organisation’s performance and deals with structure, management, social relations and technology as well as processes. 


Business process re-engineering was introduced at the beginning of the nineties by Michael Hammer and James Champy who developed the idea and developed it as a concept.  The basic idea is to identify the key process and maximize their performance. The concept pays strong attention to the organisation’s customer-orientated horizontal aspect and performance. Laamanen determines the customer-orientated horizontal aspect as a way to manage the organisation as a network of repetitive phases, which are based on the phases which adds value to customers. That usually means cultural change in managing the organisation as lines to the management of processes. 


Hammer and Champy (1996) defines BPR as follows:  “Fundamental rethinking and radical redesign of business processes to achieve dramatic improvements in critical, contemporary measures of performance, such as cost, quality, service and speed”.


When the process management implementation is discussed, the BPR can be set as a tool for the re-design of the managing culture. That is why BPR has a straight impact on the human resource management and especially on the way how resources are managed. 

2.3.1. The Levels of Business Process Re-engineering (BPR)

According to Slack et al (1998), business processes operates on several levels. There are four main levels; which are operational, managerial, cross-functional level and redesigning a company and its business. In this context the research concentrates on the third level, which concerns the organisation’s cross-functional development and the improvement of culture from the point of view of flattening the organisation by horizontal business processes. This will have a strong effect to the human resource management. When the third level of the BPR is introduced, it will normally influence to the structure of teams and also to the macro structures of the organisations. On the other hand, the BPR can be considered only as a tool to develop processes from the point of view of the performance improvement without effects on the human resource management. 
2.4. The Concept of Total Quality Management (TQM)

According to Mullins (2001), total quality management can be set as a tool for an organisation’s continuous improvement. TQM can be set as a philosophy, which affects all the operation processes of the organisation. When the BPR and TQM are combined, the most important difference is that TQM can be set as a continuous improvement tool or philosophy, whereas the BPR is a temporary tool to improve the organisation’s processes and hence its performance. Both of them have an effect on the human resource management and management culture. For instance, the BPR can change the structures of an organisation or TQM affects strongly the role expectations which are expected from the staff. 
When the TQM is discussed, the operation models are an essential part. According to Laamanen (2001), the organisation’s quality, performance and economical results are created within the processes. That is why the TQM has a significant role when the process management culture is discussed or developed. The typical difference between the TQM and the BPR is that the TQM is a way of thinking and producing services or products and the BPR is a fundamental method to improve the organisation’s structures, operations or strategic business units.
According to Feigenbaum (1950), the TQM can be defined as “an effective system for integrating the quality development, quality maintenance and quality improvement efforts of the various groups in an organisation so as to enable production and service at the most economical levels which allow the full customer satisfaction”.

As a conclusion, the TQM focuses on customer orientation via processes and emphasises the continuous improvement philosophy and team working on all levels of an organisation. According to Slack (2001) et al, it links operation processes, human- and strategic issues. The TQM can set an essential part in the process management culture which has an effect on the management culture and the organisation’s operation processes. 

Generally speaking, the BPR is a stronger tool for the improvement of the organisation’s operations, whereas the TQM is a wider and broader aspect to the organisation’s improvement management. Common to these both is that they affects on staff’s job design, organisation’s structure as well as performance. Both of them can be used, when the process management culture is developed and implemented. That is why these also have also an effect on the management of human resources.
2.5. Organisational Structures

According to Viitala (2001), organisational structures symbolize the way how the staff of an organisation is arranged in order to achieve goals and aims of an organisation. On the other hand, the organisational structure also describes the power – responsibility relations among the staff. According to Mullins (2001), the organisational structure can also be set as a communication network.  When the structure of an organisation is discussed, following issues must be taken into account:

1. In what kind of wholes the tasks are arranged ?

2. What kind of wholes are controlled and how the economy is controlled ?

3. What are the responsibilities and roles within organisation ?

4. What are the strategic goals of an organisation

According to Waters (1999), the organisation’s structures as well as operations are tools for the implementation of a strategy. That is why an organisational structure has a strategic as well as an economical influence. On the other hand, from the point of view of the human resource management, the structure of an organisation also creates the context for staff’s management and leadership. Handy (1995) has developed a shamrock organisation model, which tries to clarify the need to treat different workforces differently. There are people who have different expectations and different levels of commitment to the employer. That is why the organisation must be flexible as Handy states. 

Generally speaking, the most important task to organisational structures as a part of a management system is to focus and allocate resources in the most efficient way. For example, according to Nigel et al (2001), the management system and organisational structure can be set as a tool for channelling the know-how and resources of an organisation in order to satisfy customers’ needs most efficiently and creating the customer added value. This also creates the basics for the process management and process organisations which will be highlighted later in this chapter. 

Mullins (2001). determines the role of an organisation’s structure as follows: “Structure is the pattern of relationships among positions in the organisation and among members of the organisation. Structure enables the management applications and creates a framework for order and command relations”.

From the point of view of the human resource management, the organisation’s structure also creates a framework to job satisfaction. If the organisational structure does not support individuals’ or organisation goals, the organisations will be inefficient and individuals may be frustrated. 

Handy (1995)  summarizes the objectives of the organisation’s structure as follows: 
1. To support achieving of a company’s strategic goals 

2. To create framework for management and power-responsibility relations

3. To control the activities in the organisation

4. To satisfy staff’s social needs

5. To support change

As a conclusion, the organisational structure has an important role from the point of view of the human resource management, achieving strategic goals and performance. If the structure does not support achieving the strategic goals, the staff may be frustrated and the performance of an organisation may be weak.  

2.5.1. Line and Matrix Organisations

Organisations can be divided into bureaucratic-, process-, team-, and virtual organisations. Line and matrix organisations can be set as bureaucratic and classical organisations. 

In the line organisation the authority has been centralised to the top management. From the point of view of decision making and communication, there are only vertical decision making and vertical communication. According to Viitala (2001), there may be a risk that there is not synergy between the departments. 

According to Mullins (2001), the matrix structure will be developed, when the need for business ideas and special know-how is increased. In this particular situation the line organisations will be not sufficient. Especially the specialist organisations, such as IT companies and hospitals have launched matrix organisations. On the other hand, matrix, as well as line organisations are not very customer orientated, which can be a launch for the process management system. 

From the point of view of the human resource management, the structure of an organisation has a huge part to play when the power-responsibility relations or team structures are discussed. It is typical for the traditional organisations that the concept of empowerment is rarely used and the decision making has distance to the staff. 

2.5.2. Process Organisations

Nowadays the organisations have to make decisions rapidly. There must be taken into account difficult information relations as well as a continuous need for higher performance and better customer orientation. Organisations which share the decision making of a wider group of people, are flat and flexible can only survive in a long run. Hierarchically managed organisations and thus can not survive in the turbulent environment in the future, because there are several fast acting competitors and customers require high quality service.
According to Laamanen (2001), the need for stronger customer orientation, improved efficiency and more flexible management style has launched the idea to process organisations. The main goal is to organize the teams and the management within the core processes of an organisation. In other words, to the customer orientated process teams, which achieve a company’s strategic goals. Typical of this is that the structure of an organisation may vary from time to time and they are extremely flat. This enables improved efficiency, better performance and measurement of functions instead of units or teams. 

The process organisation is based on teams. According to Hammer (1996), it is typical of process organisations firstly to describe the operations as a value adding core processes for customers. After that the teams are created. The teams are managed by coachers and the individual staff member reports to the process executive and to the coacher. That is why process management will have a strong influence on the human resource management and the management culture. According to  Laamanen (2001), it is usual that while developing the process organisation, there will be a matrix structure too. For instance, in the case of Nokia Ltd, the company has trusted the business activities to process executives and other responsibilities to managers. That is a typical matrix structure, which will create a matrix typed power-responsibility relation in organisations.

2.6.  Externalisation of Processes

The operation processes exists always within the organisation. Sometimes they are described and sometimes not. By developing processes or by externalising them, the organisation questions operational models strongly. This has a strong influence on the human resources and their management. According to Kiiskinen et al (2002), the externalisation of processes is a strong action in order to improve the organisation’s performance and to refocus the management’s resources in the core activities. For instance, in the case of Sonera Ltd, the company refocused the core telecommunication business and externalised its service production. 

An organisation can rarely improve its performance, if company does not critically evaluate and improve its business models and its relations to the co-operation partners. According to Porter (2001), the organisation’s long term competitive advantage is strongly based on strategic decisions which refocus the company’s resource allocation faster than competitors do. That is why it is crucial to an organisation to concentrate on core activities and to externalise business units which do not add value or are unprofitable. From the point of view of human resource management the externalisation of processes can be seen usually as at threat. On the other hand, by concentrating businesses on the appropriate units or organisation’s, the respect of the staff’s know-how can be also confirmed. From this point of view the externalisation can be considered an opportunity to the staff. 

According to Kiiskinen et al (2002), the organisation’s core function is linked to the organisation’ s mission. A mission describes the basic task that the organisation has. The core mission consists of some kind of know-how which is profitable for an organisation and thus is not worth externalising. When the core processes are developed, it is a strong signal to the staff and may cause some uncertainty during the change. According to Laamanen  (2001) the process management culture emphasizes continuous development in operation models. That is why the implementation of the process management also requires strong support to the staff. In other words, the management culture must support continuous learning and development of an organisation. Therefore the organisation’s ability to manage change is emphasized. 

The process externalisation strongly affects to the human resource management. The strategy of an organisation lines the way how the organisation’s process is managed. Hardening competition enforces companies to focus their core business, which has an effect on the processes externalisation. 

2.6.1. Management of Change

According to Kiiskinen (2001), the development of core processes is based on the organisation’s vision and strategy. When the operation processes are developed, it will always have a straight influence on the human resource management and management culture. According to previous chapters, there are continuous development (TQM) and temporary effective organisation’s performance improvement methods, such as BPR. Especially when the core processes are developed, it will have a straight influence on the staff’s motivation, on the way they are managed as well to the structure of teams. That is why the management of change is an extremely important concept from the point of view of the process management culture and human resource management. According to Drucker (2001), the change and improvement will affect the staff’s motivation. It is important to communicate actively with the staff. For instance, Telekolmio Ltd started to develop its processes and before that all key persons and chiefs were interviewed. This created a lot of security to the staff and reduced insecurity. 

To today’s successful organisations, the management of change is extremely important from the point of view of surviving. Change can be started of by new ideas, innovations or by the requirement of external factors. 

According to Hellriegel et at (1992) it is crucial to an organisation to start acting and behaving differently. In other words, only communicating of change can not support achieving goals. It is also expressed that the members of an organisation must behave differently in their relationships with each other. 

According to Mullins (2001), the process of change should be related to the requirements, objectives and nature as a whole. It is important to remember that the organisation consists of individuals, who have own goals and motivations. When the change is prepared, the company should always take into account the opinion of it’s staff. For instance, in the case of Telekolmio Ltd, the company’s most important capital is the staff’s know-how. There is always a risk that the change will lead to the exit of key persons. That is why the processes management culture requires effective implementation. 

According to Laamanen (2001), before the organisation adapts the concept of continuous development, there will be resistance to change. Therefore planned organisational change must be started carefully. According to Mullins (2001), individuals criticize naturally way of change. There is organisational and individual resistance for change. That is why from the point of view of human resource management, the implementation of process management culture is worth to starting by empower staff members who describe the future’s processes and organisation. The concept of empowerment will normally reduce the resistance.

According to Hellriegel et al (1990), the organisation can adopt the change only if the managers understand the current situation, which processes are effective and which require improvement. It is also important to recognize the organisation’s visible as well as invisible parts. According to French and Bell (1973),  the organisation can be described as an iceberg. When the processes are improved or generally speaking the change is prepared, it is important to notice the invisible parts of the organisation, such as staff’s:

· Attitudes

· Values

· Emotions

· Interaction

· Ethical codes

The visible part will include:

· Goals

· Technics

· Structure of an organisation

· Know-how

· Economy

· Resource

As a conclusion, the development of organisation processes and especially core processes will have a strong influence on the staff. That is why the management of change and especially the understanding of resistance of change is extremely important when the process management’s effects to the human resource management are evaluated. 

2.7. Job Design and Its Impact Upon a Job Holder
The performance of an organisation consists strongly of the performance of individuals. That is why the meaning of the jobs design and their relations to the organisation’s goal setting are emphasized. According to Mullins (2001), a strong attention must also be given to the quality of work in order staff were effective in a long run.

The process management increases the span of control in the organisation. In other words, the process management system tries to empower more the individuals to make the decisions for example in the customer interface. The process management will have a strong cultural effect on the organisation’s management culture. Therefore the job design and motivation’s controlling will be emphasized, when the organisation will evaluate the process management’s effects to the human resource management. Especially, during the change process, there will be a matrix organisation. In other words, from the point of view of individuals there is a risk for role conflicts. This will be created by different management roles; processes executives and traditional managers. According to Mullins (2001), the role conflict may arise if an individual does not know what the role expectations are in the organisation. That is why the process management culture emphasizes the meaning of accurate coordination when the process management is implemented. 

2.7.1. Staff’s Motivation

There are several theories and models which try to explain individuals motivation and their behaviour in the organisation. According to Mullins (2001), one of the most commonly known model is the Maslow’s need hierarchy. Maslow (1943) suggests, that individuals have several needs, which can be arranged hierarchically. According to this theory, it distinguishes five different levels of needs:

According to Maslow, in order to make an individual to proceed from one stage to another, the previous basic level must be achieved.  The highest level, Self-actualisation, prevails as individuals’ basic needs are satisfied. This is an important aspect from the point of view of staffing the organisation. For instance, the persons who develop organisation’s processes must have the basic need fulfilled. Otherwise people cannot be innovative and create new methods or processes. One of the most important roles in motivation’s development is the management system along with managers. In the process management culture both process executives and managers have an important role to motivate staff due to matrix structure. Processes executives ought to control the development and follow the processes and managers ought to motivate and award the staff. That is why matrix structure is quite challenging from the point of view of the human resource management.

According to Mullins (2001), the job satisfaction and motivation are different issues. Job satisfaction can be set as an internal state, which creates the basics for job performance. There are researches which measure the relationship between performance and job satisfaction. Herzberg has researched the issue and also developed a two factor theory. According to Herzberg’s theory (1959), there are motivation factors, such as personal growth, responsibility and recognition and hygiene factors, such as job security, salary and working conditions. These two factors create basics for motivation and job satisfaction. 

Generally speaking, when the process management’s effects are evaluated from the point of view of human resource management and organisational culture, it is important to take these factors into account. According to Laamanen (2001), individuals have the basic needs in the organisation, despite the management system. The process management leaves wider power and responsibilities to the staff which must be taken into account when the motivation and job satisfaction are discussed. These may also have influences to the recruitment.

2.7.2. The Management of Teams and Groups

According to Belbin (2000), teams and groups will differ from each other. Teams can be characterised to have one common goal, and goals are linked to each other. In other words, the success of team members will be dependent on each other. The group of people may have all different goals, but in spite of that they form a group of people, for instance, in some area. Typical for teams is that their size is limited. For instance, in the process management culture the optimal size of process teams can be seen to be five to eight persons. 

Nowadays business life emphasizes the meaning of team working. According to Laamanen (2001), team working can also be seen as a basic for the process management system. It is extremely important that the members of the staff as well as the team as a whole behave effectively. According to Mulllins (2001), there are always norms which line the operations of groups. 

In the process management culture the concept of teams is complicated. The basic idea of the process management is to build teams around the customer orientated core processes. In other words to those teams which strongly support the achieving of customers’ needs satisfaction. From the point of view of the human resource management, the structure of teams or groups will also change when an organisation implements the processes management. The main idea is to organize and allocate resource by teams, which add value to customers. According to Finnish Quality Centre web sites, www.laatukeskus.fi, in this point it is extremely important to distinguish the concepts of developing operation processes and the process management. The developing of processes has rarely influences on the structure of teams whereas the process management culture will change the organisation’s way to allocate resources. On the other hand, the development of processes can be seen as a phase in the implementation of process management culture. 

According to Mullins (2001), there are formal and informal groups. Usually the formal groups are created by the organisation’s structure and managed by managers. Within the formal structure of the organisation there is always informal structure.

The informal groups are created by social process and by social intercourse of staff. The informal groups try to satisfy the social needs of the staff. In the process management culture there is an assumption that the informal groups are wider, because the organisation’s horizontal aspect is emphasized as a process network. 

2.7.3. The Concept of Empowerment as a Part of Job Design

Continuous change and turbulence in the business world enforces companies to adopt their operations, strategy and production to new situations. Flexibility and quickness are vital conditions in a company. According to Viitala (2001), that is why an organisation has to move the authority down to the employees. The decision making and planning are moved as near to the customer as possible. In the future the organisation will be operating by self controlled teams. These issues create basics for the concept of empowerment. Empowerment has also an important role when the motivation and commitment of the staff are discussed. 

According to Mullins (2001), the concept of empowerment is usually determined to mean greater responsibility, freedom and self-control over staff work. Quite often the concept of empowerment is linked to the process management and to the specialist organisations. For instance, in the case of Telekolmio Ltd, the company employs over 100 engineers who require quite  huge freedom over their work. In the process management culture the empowerment concept is a central term. According to Laamanen (2001), the role of operation processes is to support the specialists in their work. In other words, to show the guidelines how an organisation ought to operate. 

According to Lashey (1995), the concept of empowerment can be achieved by following methods:

· Participation

· Involvement

· Commitment

· Delayering

Often when the empowerment is discussed, it is also linked to the commitment of the staff. There are some researches, which show that the empowering increases highly trained people’s commitment to the work. According to O’Reilly (1991), the commitment can be seen as a psychological bond between an organisation and an individual. When the process management and empowerment are interlinked, it will be extremely important to notice that the process management culture prevails the empowerment for staff. On the other hand, the level of the process management also affects the degree of the empowerment. For instance, if a company describes the operation processes accurately and binds the staff to agree about them, the level of empowerment will be lower. In the case of Telekolmio Ltd, the company has described its operation models quite generally, which empowers the staff more. 

2.8. Organisation’s Performance Management 

An organisation is a complex system which needs resources, possibilities and visions to be successful and survive in a long run. The concept of performance is quite often linked to the term of effectiveness. Effectiveness and performance are linked to the successful management of an organisation’s risks and opportunities. According to Mullins (2001), the management has a very important role to play, when the organisations effectiveness and performance are discussed. It can be seen as an integrating activity of resources, know-how and possibilities in a company. Especially in the specialist organisations the social needs and flexibility are emphasized, because the most important resource that a company owns is the human resources. In other words, the performance of the organisation is strongly based on the performance of individuals and teams. 

According to Laamanen (2001), in the process management culture the measurement of effectiveness and performance are done via operation processes. The process management culture emphasizes that the economical result, performance and effectiveness are created within the core processes, not in the teams or in departments. From the point of view of organisational structure and human resource management this creates completely a new management culture. Instead of managing strategic departments or teams, organisations ought to manage core processes effectiveness and economical result. According to Demming’s circle, an organisation should continuously develop its operations. In many example cases, the first ideas of processes and their performance improvement are created by development projects of IT systems. In several cases this can be seen also a launch for process management culture and organisation’s matrix structure. On the other hand, the processes always exist whether they are described or not.

Mullins (2001) devides any organisations into five different subsystems, which affects the performance of the organisation:
1. Type of task

2. Technology

3. Structure of an organisation

4. People

5. Management

From the point of the view of human resources management, there are two major improvement methods of performance. For instance, Nigel et al (2001), divides the performance improvement into the continuous and radical improvement. Reijo Syrjäläinen, the director of HPO-concern’s, says in an interview (2003) that if the organisation does not see the continuous improvement of the organisation’s performance as a permanent part of the performance management,  the company may have to do some radical changes which may have a strong effect on the human resources. This has straight impact to the management of human resources. In the process management system the competitiveness of an organisation will be guaranteed by continuous streamlining of process. This is one of the basic issue in the process management system.

2.8.1. Learning Organisation Model
A hectically changing environment enforces companies to adopt changes rapidly. Without good management of change an organisation can not survive in a long run. One characteristic of today’s successful organisation is the continuous learning and adapting of change. According to Senge (1990), an organisation needs to develop a culture of learning. It is also emphasized that any organisation must commit all levels of the organisation to the change.  On the other hand, if the management of an organisation is committed to the change, the change will be reflected to the staff, too. 
According to Sydänmaanlakka (2001), a learning organisation can be determined as follows:

“It has a continuous ability to acclimate, change and improve its environmental changes and it learns from experiences. It also has an ability to change its operation models rapidly”.

Senge (1990) determines the learning organisation as follows: “ A learning organisation is an organisation, where people have a possibility continuously develop themselves and achieve results they want to achieve, where new thinking models are created, where staff has common goals and where people learn from each other”.

From the point of view of the process management and human resource management, the concept of learning organisation will create basics to the process management culture. According to Laamanen K. (2001), one of the basic ideas of the process management is the continuous improvement and development of operation. Without a learning organisation model, the adoption of continuously developed operations can not be successful. That is why the learning organisation and the process management culture will support each other. This has a strong effect on the management culture and especially on the way how human resources are managed.

In the process management culture, there are core-, support and managerial processes. In order to have a successful learning organisation model, every organisation must develop its managerial processes. According to Sydänmaanlakka P. (2001), a learning organisation must be supported by following processes:

· Management of performance

· Management of know-how

· Management of information

Previous processes create basics for the management of a learning organisation. According to Telekolmio’s processes management system,  there must be described the core processes, support processes as well the managerial processes. Moreover, processes can also be set as a tool for strategy’s implementation. That is why it is beneficial for a company to link the process management system to the strategic planning and reporting system. One commonly used method is the Balanced Score Card – system, which views the organisation’s strategy from several different aspects. The following chapters of this study will highlight the Balanced Score Card – system. 

2.8.2. The European Foundation for Quality Management (EFQM)
Hardening competition enforces companies to improve and control their internal and external performance. Several tools have been developed to manage an organisation’s performance and quality. Customer’s increasing quality awareness enforces companies also to pay attention to products as well as to the quality of service. 

Total quality is a complex issue to determine. One of the models is called The European foundation for quality management Excellence Model. According to Oakland (1999), the EFQM model can be determined as follows:  “The EFQM Excellence Model recognises that processes are the means by which a company or organisation harnesses and releases the talents of its people to produce results performance. Moreover improvement in the performance can only be achieved by improving the processes by involving the people”.

According to Mullins (2001), The EFQM Business Excellence Model indicates that the company’s performance is created within the processes via talented people and resources. In other words, with processes and talented people an organisation creates its performance by providing customers with products and services. The model is based on the idea that an organisation can achieve a better performance and result by involving the staff in continuous improvement of processes. 

The EFQM model supports well the process management culture and emphasizes the meaning of processes total quality and performance. It is also beneficial to notice that there are several other factors, which affects the quality of an  organisation, such as leadership and strategy.  From the point of view of the human resource management and culture, the EFQM model creates a completely new management style. It is worth noticing that the process management is also an overall management culture, which emphasizes the role of processes performance and quality aspect.
2.9. Balanced Score Card System 

The BSC system was developed in the USA, where a big organisation started to improve its performance measurement. There was a thought that measuring only the economical result will not take into account the role of information and know-how.

The role of information and know-how is increasing in the business world. According to Malmi et al (2002), the economical figures measure poorly the ability of an organisation to benefit its immaterial assets. That is why there are models and tools, which try to manage well-balanced the organisation’s goal setting and their achievement. The BSC can be considered as a dashboard for an organisation but also as a management system. The BSC sets goals for the organisation from the point of view of four different aspects. The strategy is implemented via the managers to the whole staff. If the BSC is thought as a management system, it will have several effects on the human resource management, on the organisation’s strategic management and its implementation, as well. For instance, the formative discussions, goal setting and rewarding are linked to the BSC and to the way how they are done. 

According to Kapplan and Norton (2001), there are four aspects, when the organisation’s performance and economical results are discussed; 

· Customer aspect

· Learning and human aspect

· Performance and processes aspect

· Economical aspect

Three main aspects of the BSC compose the economical results. That is why it is important to manage all aspects. The BSC is also a way of developing the strategy of an organisation. On the other hand, there are also visions that the BSC system operates as an organisation’s object card, which implements the organisations strategy via the key persons to the whole staff. 

The process aspect is one of the factors, which distinguishes the BSC system from the other balanced measurement systems or management systems. When the BSC system is developed in an organisation, there is quite often a need to determine core processes, which affects the organisation’s performance and competitiveness. Processes which are taken into control will vary from time to time. According to Malmi T. et al (2001), the controlling of all processes will not be appropriate due to their complexity. The measurement of processes depends on the company’s strategic situation and goals. 

According to Laamanen (2001), the process management system emphasizes the horizontal customer orientated aspect in an organisation’s performance management, because the performance and quality are created within the processes. That is why also the human resources ought to be managed from the point of view of horizontal processes and especially in teams with them. 
As a conclusion, the BSC links an organisation’s strategy and processes, and sets goals from four different aspects. Quite often the process aspect is directly linked to the process management system and that is why they are interlinked. 
2.9.1. Relationship of Process Management and Balanced Score Card System

The BSC system is an effective way to manage an organisation’s performance and strategy. In order to be effective an organisation must have several tools and systems to implement and improve its performance. For instance, Boeing Ltd has linked the BSC management system and the process management culture. According to Malmi et al (2001), there are several other management styles, too. The BSC can be set as a complementary tool to the operations management, such as TQM. There are also close links to the process management. It is typical for the process management that an organisation determines inputs and outputs within the organisation. This also creates the basic principles for the BSC management and links the organisation vision and strategy to the processes. In the process management system the processes carry out strategy of an organisation. 
According to Kaplan et al (2001), the BSC offers several benefits to the decision makers. For instance, the BSC helps an organisation to implement its strategy and vision. Another important benefit is that the counters help an organisation to plan its economy in the long term and develop it’s process early in order to guarantee the performance. 
From the point of view of the BSC management system, there are four important aspects, which affects the strategy work:

· Changing the vision to the concrete

· Communicate the message 

· Create business and implementation plan 

· Control and estimate

The management system and especially the process management system can be set as a tool for a strategy’s implementation. The process management system supports strongly the BSC and especially the performance management and aspect.

From the point of view of managing human resources and the organisation’s management culture the BSC affects strongly the goal setting. For instance, in the case of Telekolmio Ltd, the goal setting is done by four different aspects. Traditional organisations set the targets only from an economy aspect. Moreover, the process management affects the structure of an organisation.

Generally speaking, when the process management’s effects on human resource management are analysed, there are several sectors which must be discussed. For instance, organisational structures, performance and strategic management are directly linked to the research subject and the BSC supports strongly the process management by implementing the strategy and operations.
Second chapter introduces central theories of this research. The third chapter introduces Telekolmio’s and HPO-concern’s management system and their management system as well goals. 

Chapter 3. – Case of Telekolmio Ltd and HPO-concern Ltd.


3.1. Basic Information of Telekolmio Ltd and HPO-concern Ltd

The HPO Concern is a business unity which has three different business sectors; media, telecommunication and information technology.  It was founded in 2001. The concern’s turnover was 49,4 milj. euros in 2002. The concern consists of the following companies: Hämeen Puhelin Ltd, Hämeen Sanomat Ltd, Telekolmio Ltd, HTK, Aina Ltd and Omnivest Ltd.  
Telekolmio’s mission is to serve business sectors from the point of view of telecommunication- and IT services.  The company is also a pioneer in process management systems. The organisations which belong to the concern are managed by their own management systems. Because the branch of businesses are approaching each other, there will be a need to manage resources over traditional organisational lines within the concern. That is why the process management system is actual for the concern. 

3.2. The Development of Telekolmio’s Management System

Telekolmio Ltd applied a bureaucratic, functional organization structure until the year 2001. At first the company was divided in to four departments which were called a unit of service. The units were: data services, information service department, security services and instrument services.

According to Mullins (2001), Telekolmio’s previous organisational structure was based on the line and staff organisation structure.  There were four different departments, controlled by the head of the department. Nowadays serving customers require more and more team work across the departmental boundaries. That is why Telekolmio launched an idea of the  process management. In order to achieve the process organisation model, the company had to launch the matrix structure. A matrix structure is a huge challenge to the human resource management, because individuals have to report at least to two different managers or executives. That is why this research tries to find out how it affects the human resource management.
3.3. Future Improvement Requirements and Conclusions of HPO-Concern’s Management
As the section shows, there will be a need to manage resources, and especially human resources over traditional organisational boundaries. The biggest part of HPO-concern’s organisations are managed by the  traditional bureaucratic line management system. Because the development and  customer projects require more and more human resources as well, there will be a need to develop the management system toward a more customer orientated process management system. This will have a strong impact on the human resource management. Within the concern, Telekolmio Ltd is a pioneer of improving the management system toward the process management. That is why its experiences would be beneficial to exploit when the concern’s management is developed and its effects on HRM are estimated. 
As a conclusion, HPO-concern has to improve its management system due to the market situation and needs of a merger. The process management system will be appropriate and the experiences of Telekolmio will also help the whole concern.
The fourth chapter highlights the research method of the dissertation and especially how the process management’s effects on HRM are researched.

Chapter 4. – Methodology


4.1. Introduction of Methodology
The first two chapters, the introduction and the literature review lay basis for the research questions. The third chapter introduces the aims and objectives of the dissertation as well as the methods how the goals of research will be achieved. They will also be introduced the methods, how the primary data will be analysed. 

The primary research aim of this study is how the process management will affect an organisation’s human resource management and the management culture.  The question is based on a case from real life and especially from the company called Telekolmio Ltd, which belongs to the Finnish multimedia concern, HPO-concern Ltd.

The primary purpose of the research is systematically gather information concerning the organisation’s management systems, processes and strategy’s implementation from the point of view of organisational structures.

According to chapter one there are three objectives to achieve the overall aim of this dissertation:

The objectives of the dissertation will be as follows:
1. To investigate process management’s effects on organisation’s structure. 
2. To identify process management’s effects on job design and re-design.

3. To analyse and evaluate process management’s effects on the organisation’s HRM strategy.
4.2. Research Method
The research methods can be divided into the qualitative and quantitative, based on the analyse data-analyse methods. According to Yliluoma (2001), the general research process can be described as follows:

1. The selection of problem

2. Familiarize the theories

3. Describing the hypothesis

4. Choosing the research tools

5. Collecting the data

6. Analysis of the data

7. Reporting

According to Jankowicz (1995), the research method can be described as follows: “”Systematic and orderly approach taken towards the collection of data so that information can be obtained from those data.”

The management of an organisation is strongly affected by the motivation and feelings of the directors and managers. That is why this study will primarily use interview analysis to collect the data. The data will be analysed by qualitative methods. There will be five to six interviews. Participating observation has also been made and it affected the prepare of the interview models. The research introduces also a real case from the Finnish business world. According to Yin (1989), the case study approach creates a rich and potentially in-depth aspect for the theory. 
According to Grönfors (1985), the qualitative research method does not aim at the statistical generalization but at describing a phenomenon or the link between theories and practice. When the qualitative method is discussed, it is likely that the questions are affected by the answers received from the interviews. The main goal of the qualitative method is to find out how people think and feel about the issue. 

In the case of Telekolmio, the prevailing management culture is over 10 years old and it may be that is not the most efficient one to nowaday’s challenges that the company is facing. This study tries to find out, how the process management system would improve the organisation’s performance and how it affects the human resource management. When this issue is researched, the vision of managers will be important as well the future’s strategic goals. That is why the qualitative and case study methods were chosen to achieve the goals of the research. 
4.2.1. Interview technique
According to Hirsjärvi et al (2001), the research interviews can be divided into three different categories:

· Subject interview

· Semi-structured interview

· Open conversation

According to Jankowicz (1995), semi-structured interviews differs from conversations because the issues which are discussed are usually determined beforehand. Usually the interviewed can prepare beforehand to the interview situation. According to Goodale (1982), an interview is one of the commonly used methods to collect information. There are structured and semi-structured interviews. The semi-structured interview demands greater skills from the interviewer than structured interview. Quite often the purpose of the semi-structured interview is to obtain information about personal and attitudinal factors. That is why the social sensitivity is emphasized, when the interview is held. The method is extremely efficient, if the interviewer has prepared well. On the other hand, there is a risk that the interviewed does not want to communicate openly from face to face. 

According to Roberts (1985), it is useful to use projective questions during the semi-structured interviews. In other words, it is beneficial to ask broader questions instead of asking direct opinion based questions. For instance, instead of asking “How have you improved your organisation’s performance’ it is more appropriate to ask “How the manager can help the organisation to improve its performance”.

According to Jankowicz (1995), the most commonly used analysis technique for semi-structured interviews is the content analysis. It tries systemically to classify the meaning of data collected. For instance, a matrix technique can also be used. It tries to organize answers to the matrix systematically. That helps strongly the analysis and conclusions. There are other techniques to analyse the data, such as tabulation.

Another central method of collecting information is a questionnaire study.  The questionnaire studies are almost always structured. One of their benefits is that with the help of them information can be collected widely. The method is also efficient and time saving from the interviewer point of view. On the other hand, there are also drawbacks and limits. There is a risk that the responders understand the questions wrongly or they are not appropriate. Also in some cases there may be a huge loss of answers. The questionnaire study can also be done via the Internet.

4.3. Validity and Reliability of the Study

When the researches are discussed, there are two central terms; reliability and validity.  According to Hirsjärvi  et al (2001), reliability means the repeatability of the research, whereas validity means the ability of the research to measure the issues which are researched. The main principle is to avoid producing data which is unessential or unreliable. It is typical from the point of view of conclusions to estimate researches’ solidity. 

There are several methods to estimate reliability. For instance, if two researchers achieve the same result the research can be said to be reliable. In the quantitative research there are several mathematical methods to analyse the reliability. When the qualitative research is discussed, the role of accurate research description is emphasized. For example, if the research has utilized interviews, the description of environment is important.

Validity means the ability of research to measure the issue which is the target of the research. For example, there might be a situation where the counter and methods are incompatible. That is why it is important to develop the research carefully. From the point of view of preparing the interview, the role of a research plan will be emphasized. 
4.4. Research design, process and timetable

According to Hirsjärvi et al (2001), the role of research design is significant. By preparing the research plan carefully it is confirmed the appropriate information gathering and the achievement of the research’s results. The research plan tries to address the importance of the research and to define the use of time and resources. 

Phases of the research follow eight steps:

1. The research item is introduced, based on real business life situations and trends.

2. Subject is familiarized via introducing process management theories, including the theories of organisational structures, partly human resource’ s job design and organisation’s performance management theories.

3. Based on literature review and researcher’s experience of the process management, the subject is introduced via case organisation.

4. The survey is developed by creating a survey form which is based to the theories and case examples. The survey also takes into account the HPO-concern’s real development needs. 

5. The research method is chosen 

6. The interviews are completed by utilizing the developed interview form.

7. The results are analysed by the matrix analysis method and by using Mind Manager software 
8. Based on the results conclusions and recommendations are made.
The interviews are conducted in Finnish, because the HPO-concern is a national company. That is why it was beneficial to choose the Finnish language. On the other hand, it creates challenges to introduce the key terms in Finnish. There were several terms which are challenging to translate into English. All interviews are recorded and the analysis is based on the interviews.
The chapter four describes how the interviews and research methodology were made. The fifth chapter introduces the results of interviews and links the theories to the findings.
Chapter 5. – Results

5.1. Methods of the results processing    
In this chapter the findings of the interviews will be presented and the theory and experiments of the study will be linked by discussing and making conclusions of the subject. The research method is qualitative so there will not be any statistical information. According to the chapter one, the main purpose of this research is to evaluate process management’s effects on the human resource management.  Six deep interviews were made for the managers who deal with the subject. The main purpose is to evaluate critically whether the process management affects the management as the theories show. To some people who were interviewed the subject was more familiar than to others, because the managers are situated to different organisations within the HPO-concern. As the results show the development phase or needs of an organisation affects strongly the process management’s effects on the human resource management. As the interviews introduced, the utilization needs of the process management will also have a central role when its effects on the human resource management are evaluated. In other words, whether the process management is used as a management system, quality’s management tool or as a improvement tool of the organisation’s performance and quality. 
Generally speaking, when the process management is introduced to the organisation, it will only have a minor effect on human resource management. When the strategy of an organisation will be achieved via process, it will have stronger effects on staff. This is emphasized when the process management is utilized as a management system.  The later sections show specific items. For instance, in strategy’s implementation phase the structure of an organisation will be improved or developed toward a more process based team organisation, which will affect management culture, competence requirements of an organisation and to macro and micro structures of an organisation.  
5.2. Presentation of the Results of the Research

The research objectives are numbered from one to three.

1) Process management’s effects on organisation’s structure

Six managers were interviewed from the companies called Telekolmio Ltd, Hameen Puhelin Ltd and Hameen Sanomat Ltd. These all belong to a concern called HPO-Yhtyma which integrates telecommunication and media sectors by developing new services. The organisations are in different positions from the point of view of developing the management system. The strategic goal is to find synergy between all case organisations as well to increase customer orientation and increase the empowerment within teams. These goals will require some development needs for the current management system. As the interviewed managers told, there will be a need to allocate resources over traditional organisational boundaries. That is why they mainly saw an important role for the operation processes. 
Every organisation had described some of the operation processes, but the utilization of processes in management varied a lot. In most organisations the teams were formed by traditional line organisations, except in Telekolmio Ltd. In the case of Telekolmio the teams were formed around two business processes. When the effects of the process management were discussed to the human resources management and especially to the organisations structure, the opinions divided. The organisation’s, such as Telekolmio, which already had developed their internal management toward process management system, understood and agreed with the theoretical models of the process management. For example, the Finnish quality centre’s model of the process management’s effects on organisation, as introduced in chapter two, followed completely Telekolmio’s developmental process, whereas in the case of Hameen Puhelin and Hameen Sanomat the implementation of process management is still completely at first. When asked, if the process management will have an effect on organisation’s structure or staff’s job re-design, they answered negatively. 
Anyhow, after deeper discussion it were seen that their strategic goals agreed with the process management models and theories, as well HPO-concern’s strategic goals. In the case of Telekolmio, the organisational structure was already improved, based on the process management. In other words, in that case the process management had a strong influence on the organisation’s macro structure, as the literature review introduces. 
Generally speaking, managers saw that the operation processes will create a need to develop the organisation’s business processes, which may have an effect to the organisation’s structure. On the other hand, the identification of the process management’s role to that development varied a lot. Two managers saw, that the process management will be utilized as a performance improvement tool or as quality’s management tool. Telekolmio utilizes the process management as a management system. That is why the organisation had changed its structure, based on core processes. 
A central experiment was that, when the strategy of an organisation will begin to achieve via core processes, it will have an effect on the organisation’s structure, especially to the structure of teams and via that on the macro structure, as introduced in the literature review by Mullins (2001) and Laamanen (2001). Anyhow, the effects of the process management must be evaluated from the point of utilization aim. Generally speaking, the interviews adduced that from the point of view of the organisation’s structure process management may flatten the structure of an organisation, organize resources around business processes and increase process or network thinking.
2) Process management’s effects on staff’s job design and re-design
As the previous results showed, the development phase and needs of  an organisation affect strongly the impacts of the process management to organisational structures. The same experience was noticed when the needs for job design or re-design were discussed.  In the case of Telekolmio the process management’s effects on the structure of an organisation and job design were significant, due to an organisational change, because the manager’s as well as the staff’s roles were re-designed. In the case of traditionally managed organisations, Hameen Sanomat and Hameen Puhelin, the situation were different, because some of the managers saw the process management as a tool for quality’s management, instead of managing resources. The managers saw that the process management would not have a strong effect on job-redesign. On the other hand, they saw a minor need to define the staff’s roles after the operation processes were identified and described more carefully. In this context the managers saw the process management rather as a cultural tool for quality’s management. 
Managers told that in some cases there will be a chance that the process managers will also set goals for the staff as well as reports for the process managers. In most interviews the managers saw a need to specify the power-responsibility relations when the management system is developed toward a process management system, because it will change the roles of managers.
One of the central experiences was that some of the managers saw the utilization of the balanced score card essential. For instance, in the case of Telekolmio the balanced score card is used as a strategic job design tool, which is updated continuously, that is typical for the process management culture. As Telekolmio’s managers stated, the rapid change in job-design create a need to the continuous learning of individuals and via that continuous learning of an organisation.  A central experience was that the process management and BSC are interlinked, and that is why job-redesign must be done from the four different aspects of an organisations’ BSC. Some of the managers emphasized the role of a process aspect. In the traditional organisations the utilization of balanced score card was also at first. 
As a conclusion from the interviews, the process management was seen to have an effect on staff’s job-design if it is utilized as a management system. Especially that was emphasized when the organisational structure would be improved, based on the organisation’s core processes. During the implementation phase managers emphasized the need of careful job-design during the matrix structure. In that phase the role of mission statements was emphasized in order to avoid role conflicts and via that reduce of the organisation’s performance. 
3) Process management’s effects on Human Resource Management Strategy

When asked about the process management’s effect on a human resource management strategy, there was a little confusion, because the organisation has not yet compiled any human resource management strategy. Telekolmio has a guideline the staff’s required competence as well about their recruitment, but the other organisations do not have. Anyhow, the missing of a strategy did not allow them to answer. The majority of the managers saw that the process management would require more open communication both from the staff and from the managers as well as the understanding of the organisations processes and their value for internal and external customers. 
One experience here was that when recruited people the organisation must benefit the term role instead of job description because there will be less manager’s places and more temporary roles and tasks. This will also require good accommodation ability from the staff. Most managers also emphasized the meaning of customer care in the organisation and its implementation all levels the organisation. In Telekolmio’s case the managers also emphasized the meaning of inputs and output within the organisation, because the management system emphasizes the network of processes. In the case of Telekolmio, the effects on the process management could be divided into three different aspects; cultural change in management, new requirements in the staff competence and utilization of a learning organisation model. The managers of Telekolmio emphasized self piloting of teams, extrovert of the staff, internal entrepreneur and coaching style of the management.  These were central experiences of the interview. 
In this research the process management’s effects on the human resource management strategy could not be completely estimated, but its effect on staff competences could be better evaluated. The central experience here was that the process management will emphasize the role of communication by increasing the meaning of inputs and outputs within the process organisations. Secondly, the understanding of the staff member’s own role was recognized. In other words, how a member of the staff increases the value added for customer and how it is channelled effectively for customer. Thirdly, the interviews showed a process management system which increases the meaning of roles instead of job descriptions. That is why it affects also the power-responsibility relations as stated in the second chapter. This will also have a strong influence on the managers’ competence requirements. For instance, they must be able to manage a human resource as a coaching style by team working, instead of traditional management. This will set requirements as well competence development requirements. In the case of Telekolmio the managers emphasized the extrovert typed staff as well as the ability to work as an individual. As a conclusion, all the interviews emphasized the understanding of the customer’s role in all levels of an organisation, as Laamanen (2001) has also stated.
5.3. Discussion on the Process Management’s Effects

Widely, the aims of the process management can be characterized to increase efficiency, customer orientation, to improve quality or improve the efficiency of a management system, as Laamanen (2001) states. The implementation of the process management can also be stated to be a development process, which flattens the organisations management and develops the management toward coaching style, too. These ideas were introduced by the Finnish quality centre (2001) as well Laamanen (2001) and the results confirmed. On the other hand, the process management is only a theoretical model, which requires several supportive models, such as business process re-engineering or total quality management, as the result introduced. In the specialist organisation the role of operation processes is emphasised, because the role of supporting management is emphasized. When the results are discussed, it is crucial to differentiate operation- and business processes from the point of view of conclusions and their effects on the research topics.
5.3.1. Process Management’s Effects on Organisation’s Structure

The purpose of the organisation’s structure is to allocate human resources as well as other resources most efficiently, in order to achieve a company’s strategic goals, as stated in the literature review by Lagus (2001). Several organisations have an extremely formal management system, which may be a challenge for the efficiency and customer care. These reasons seem to lay basics for the process management system also in the case of HPO-concern Ltd. On the other hand, there seems to be a small paradox in the process management in a smaller case company, concerning how it affects the organisation’s structure as the first objective of this research states. Often a small company understates the role of an organisation’s structure and that is why there are some ideas, for instance the process management may not have an effect on human resource management. 
Anyhow, when the improvement needs of an organisation’s structure were researched from the point of view of the objective, there are similarities to the process management models, which are described on the literature review of this research by Laamanen (2001). As earlier introduced, one of the main goals of the research is to analyse the process management’s effects on the structure of an organisation. The experience here was that when asked straight-forwardly if the process management affects the organisation’s structure, some managers denied it, but the discussion indicated that it would actually have an effect on the organisation’s structure in a long term, because business processes may and will create a need to re-organize human resource around the core operations. 

The interviews also clarified some of the managers’ opinions and ideas. Basically, two different aspects can be identified; firstly, the organisations which are at first in the process management’s implementation, can not see that the  process management will have any effect on the organisations structure, whereas the more advanced organisations argue that the process management must have an effect on the organisation’s structure in order to increase the customer orientation and efficiency in an organisation by re-organizing the teams.  
Another point of view of the process management was that some of the interviewed managers see the process management as a tool for quality’s management, which does not have an effect on the organisation’s structure. This aspect was also introduced in the literature review by Waters (1999) and this research confirmed that theory completely. There are also some conceptions that the process management will be only a modern model to increase and improve organisation’s management, by increasing the organisation’s performance, as Finnish quality centre’s model (2001) introduces.  
In the empiricial part the impression was that those managers who have a long term vision to develop their organisations, are able to utilize the benefits of the  process management system more effectively, because they have the vision the  organisation’s competitiveness is created within business processes instead of teams or departments. For instance, some of the managers had utilized the process management system as a total quality’s improvement tool or performance improvement tool as Laamanen (2001) also introduces. These experiences fully confirmed the theories of Laamanen.  

Almost all interviews supported the main theories considering the organisational structure and the phases which can be identified when the process management system is developed and implemented as a management system of an organisation. The remarkable similarity was that all organisations have or will improve their organisation’s structure when the implementation of a process management system requires that, but they did not recognize that the process management will also have the effect from the point of view developing the business processes, as the EFQM model also defines. According to chapter two and Mullins (2001), during the implementation process there will be a matrix structure of an organisation. As the Finnish quality centre’s model shows in the second chapter, the matrix structure is a temporary structure during the phase toward process organisation and that is why it has a strong influence on the organisation’s strucuture and human resource management, which were one the objectives  of this research. Some of the interviews compared with the theories  partly or completely, as stated in this section. 
Experiment here was that the development of operation processes will lead to the development of business processes in a long run and via that to the organisational structures. In the case organisation there was also a need to improve business processes which lead to improve the organisation’s macro structures in a long term. That is why the concept of business process re-engineering is linked closely to the process management and especially to the plan and implementation phase of the process management system, which answers wholly to the theoretical models. The research also confirmed that the process management can be used also as a tool to identify the organisation’s core activities and via that to externalize some of the supportive operations, if necessary. As stated in the second chapter by Hammer (1996), via that the efficiency of an organisation may be improved. This aspect could not be confirmed within this research and might be beneficial to research within another study. 
5.3.2. Process Management’s Effects on Staff’s Job Design and Re-design

As expressed in the literature review by Laamanen (2001), one of the process management’s effects is to move the decision making down from the top management to the staff and to improve the organisation’s structures, based on customers’ needs. In other words, to empower wider the staff, what may also have an effect on the motivation of the staff, and on the jobs re-design as well. In the case of Telekolmio this was confirmed positively, because the organisation had empowered the sales men and they achieved better results by re-designing their roles, based on business processes. As Laamanen (2001) introduced in the literature review, the process management may improve organisational roles and via that the staff’s job must be rethought. 
The organisation’s structure development toward a process structure will cause a matrix situation in the organisation, as the chapter two describes by Mullins (2001). It was somewhat amazing was to recognize that some of the interviewed managers did not see a need to clarify the roles of processes executives and line managers during the organisational job re-design and especially in the development phase, despite the process management was a management system in an organisation. As some of the interviews confirmed, the process management will change roles within the organisation, if it is utilized as a management system. This was also the central idea of the theories, introduced by Mullins (2001) and Laamanen (2001). When the discussion about job’s re-design was deepened, some of the managers started to think of the need of managers’ roles re-design. The experiment in here was that during the process management’s implementation phase, there will be a strong need to define the manager’s roles carefully in order to avoid role conflicts between the line and process management, which may cause a reduce in performance of managers and via that the whole organisation. It is also extremely important to re-design the staff’s roles after the process management culture has been launched. Otherwise there is a risk that the line organisations may continue its operation and nothing changes. At this point it is important to remember the concept management of change and especially the meaning of open communication can not be underestimated when the role of the process management is discussed, as Hannus (1994) reminds in the literature review.  
Some line managers told that they do not see the process executives as bosses and that is why the process management does not have any influence on the  management. This can also be understood as a sign of defence. The managers, who were situated in these organisations of HPO-concern which were at first in the development of the process management saw the role of process management minor and as they stated via that they did not see any need for the staff’s job re-design. They saw the process management rather a model to communicate customer orientation to the staff, which can be set as one way of utilization processes, as Laamanen (2001) introduces. These comments confirm partly the model of the Finnish quality centre, because at first the process management may not have any influence on job re-design or organisational structure. On the other hand, when the model is implemented stronger, it may have strong influences on job-redesign and organisational structure, as the model states. This was one of the primary objectives of this research. As the introduction states, the overall aim of this dissertation is to find out the process management’s effects on the human resource management.   
The empiric notice was that several line managers emphasized the meaning of team working and especially the internal entrepreneurship of staff.  According to the literature review and Handy (1993), the central role of operation processes is to support an organisation’s staff from the point of view of achieving their goals. At this point of interviews some managers stated that they think the term “process management” means managing the operation processes and quality. When the process management’s development model was introduced, some managers stated that there will be a need to do job’s re-design, when the strategy and rewarding are linked to the processes, as the literature review introduces. At this point the theoretical model, introduced by the Finnish quality centre, was confirmed. Some managers also expressed that the operation processes create the basics to the empowerment of staff as well as to job design. As the literature review states by Handy (1993), the central character of the process management is to increase the degree of staff’s extrovert in an organisation. This will also have an effect on job re-design, if there are some people in inappropriate places. In other words, the experience in here was that every manager emphasized the important role of operation processes in order to support the staff, as Hannus (1994) introduced also in the second chapter by saying that the role of process is to support staff.
Generally speaking, the role of job re-design can not be underestimated when the process management is discussed. Some managers understood the meaning and effects of the process management to job design when the process management model was introduced as a management tool. As Mullins (2001) introduced in the literature review, if an individual’s know-how does not support the tasks, he may frustrate. That is why it is important to improve the roles when the process management is implemented, because it will change the power-responsibility relations, and the roles. Whether the process management is utilized as a developmental tool or quality’s management tool, the effects on job-redesign and the human resource management can be seen differently.
5.3.3. Process Management’s Effects on Human Resource Management Strategy

The meaning of the human resource management strategy is to line and care for appropriate staff’s recruitment development and rewarding, as stated in the literature review by Thompsin (1990). As the results showed, smaller organisations do not develop or benefit the human resource management strategy, what can be considered to be an implication from an organisation’s small size. Therefore, for example, Telekolmio develops some instructions for staff’s development or recruitment. When the management system has been developed toward the process management, an organisation will have to take into account the development needs of the staff, too. As Hannus and Laamanen (2001) states in the literature review, the process management culture will require continuous learning from the staff and organisation as well as extrovert and active communicating from the individuals of an organisation. These theories can be confirmed by the research. On the other hand, in the case of Telekolmio the meaning of individualism was emphasized, which was not the central items in the earlier theories, introduced in the literature review.

As the results showed, the development of the management system will also create also training needs for the staff, because the changes in the management system will develop also the organisation’s culture. As Mullins (2001) introduces, the model of a learning organisation and especially an individual’s continuous learning create basics for long term success within an organisation. Laamanen (2001) and other specialists of the process management see that hectical process management culture requires continuous learning of staff and continuous rethinking of the organisational structures and processes.  The central experience here was that the role of continuous development of the staff’s know-how is expressed when the managers estimated the effects of the process management’s on staff competence requirements, due to the rapid changes which are typical for the process management. The interviews confirmed the theory. That is why the continuous learning of the organisation is emphasized, as well as the learning organisation model in this context. When the continuous learning is discussed, it prevails effective communication within the organisations. That is why it may be beneficial to organize all trainings and information distribution via a system in an organization which could be called, for instance, an academy of an organisation. This might be beneficial to take into account when the implementation of the process management is discussed.  
As Mullins (2001) states in the literature review, one of the central aims in the learning organisation model is to make sure that the staff’s know-how is appropriate and based on a current strategy and the management system’s requirements. This was also experienced when the interviews were conducted. 
When the performance of an organisation was discussed, almost all managers pronounced the role of continuous learning in effectiveness. The process management will create hectically changing organisational culture, because the structure of teams may vary from time to time, based on markets and know-how requirements. This was also a central experience during the interviews. Almost all managers told that the traditional management system is too slow to react to the development needs of an organisation. On the other hand, every member of  the staff requires support from the official management system. The remarkable similarity was that managers agreed, that if the human resource management strategy is developed, organisation must take into account the staff ability to react to the fast changes, which must be confirmed by bosses. As Laamannen (2001) states in the literature review, the role of managers will change when the process management system is implemented. In other words, the know-how requirements of the managers must also be taken into account in the human resource management strategy. In the empirical part of the interviews this was emphasized. 
As expressed in the literature review by Senge (1990), a learning organisation model and a balanced score card system support strongly the function of the process management system. These were also noticed during the interviews, but not as systemically and formally as suggested in the literature review by Handy (1993) and Mullins (2001). For instance, the role of the BSC system was not emphasized as strongly as the theory suggested, but on the other hand, the interviews confirmed that the BSC and the process management are integrated effectively within the case organisation. Especially the role of result card came out. 
The strongest element in the process management’s effects on the human resource management strategy can be stated to be the staff’s ability to acclimate to the rapid changes in operation processes or the structure of teams or the organisation. In this context the central experience was the utilization need of the learning organization model, in order to make sure the staff’s appropriate competence level. Some of the interviewed managers expressed the role of a balanced score card and its effects on the required competences or human resource management strategy. As some of the interviews showed, the balanced score card may also affect competence requirements by setting know-how requirements from four different aspects, as the literature and especially Kapplan’s and Norton’s (2001) balanced score card models introduce in the literature review. The know-how requirements are especially expressed among the managers and directors, what can be set a central experience in this part of the research. If the manager does not understand the role of balanced score card different aspects, they can not direct effectively the staff and especially their know-how’s development. This was also emphasized at the point of the process aspect.

As a conclusion can be stated, that the process management creates new challenges for the staff, as well as for the managers of an organisation. In the human resource management strategy should be emphasized and encouraged individuals’ extrovert attitude, open communication skills, as Laamanen (2001) introduces, as well as the change of an authoritarian management style toward a more coaching style, which should be supported by operation processes, as Mullins (2001) also suggested in the literature review. 
Anyhow, it is crucial to remember that the process management system can be also benefited as a tool for business process re-engineering (BPR), as Hammer and Champy (1996) introduce in the literature review, by saying that the BPR means fundamental rethinking of business processes. From the point of view of these effects the process management system must be evaluated from different aspects and that will have different effects on the human resource management strategy, too. For instance, from that point of view of the skills for management of change will be emphasized. The same issue must be taken into account, if the  process management culture is evaluated as an organisation’s quality’s tools for total quality management.  As Feigenbaum (1950) introduces, the purpose of total quality is to satisfy customers’ requirements, the same goals can be stated to have the process management culture from these point of views. In this context the effects on the human resource management strategy must also be evaluated differently, rather as a cultural issue in the organisations and teams management, which also have effects on the human resource management strategy.
Generally speaking, when the effects of the process management on the human resources management strategy are discussed, the importance of continuous learning, management of balanced score card different aspects, the BSC as a strategic tool and especially the staff’s ability to react to the rapid changes are emphasized. These were also the central issues on theoretical models, which were mainly confirmed, except in the role of the balanced score card. Especially, when the development of business processes is discussed, the ability to manage changes is emphasized, as Kiiskinen (2001), introduces. This was fully confirmed in this research.  
The fifth chapter introduces the central findings and results collected within the research. The meaning of the sixth chapter is to conclude and link the experiences to the theories as well as to introduce the limitations for the study.

Chapter 6. – Conclusions
This chapter introduces the central conclusion of this research and gives also some recommendations for the case organisation and their managers,.
As introduced in the abstract, the overall aim of the dissertation can be stated as follows:

· To substantiate process management’s effects on the service organisation’s human resource management.
The objectives for the dissertation will therefore be as follows:

1. To investigate process management’s effects on organisation’s structure. 
2. To identify process management’s effects on job design and re-design.

3. To analyse and evaluate process management’s effects on the organisation’s HRM strategy.
The main conclusion is that process management will have wide effects on service organisation’s human resource management when it is utilized as a management system and the strategy of an organisation is implemented via core processes. In this case it will effect on organisation’s structure and job design. If the process management is thought as a quality’s management system, it will have less effects. The following sections specifies the conclusions.

6.1. Conclusions Based on the Research

The basic purpose of the research is to evaluate the process management’s effects on the human resource management. When the research was conducted within the HPO concern, the different organisations within the concern were in different situations. The central experience was that all managers had identified the need to describe and develop operation processes, which would increase synergy within different organisations by integrating the resources. Secondly, the central experience was, that the concept of the process management may have three different utilization targets. 

Some of the managers did not recognize the process management to have any influence on the organisation’s structure or job design which can be seen as a sign that the implementation of the process management is at early stages or it is not utilized as a management system, as the Finnish quality center’s (2001)  model introduces in the literature review. An important experience was that there were thee different views in the process management’s purpose; i) a management system of an organisation, ii) a tool for changes management within the organisation and iii) a tool for quality’s management in organisation. Anyhow, when the long term development needs were discussed, almost all managers agreed with the process management model and its implementation on the organisation’s situation, as introduced in the second chapter by Laamanen (2001). In this context the managers also saw a need to develop the organisation’s structures and develop the leadership as well as the competence of the staff.
The research confirmed, that nowadays’ organisation requires higher customer orientation from the point of view of the management in all levels of an organisation which can be set to be a basic of the process management, too. 
As the research showed, the process management system can be set as a management system, but also as a tool for the organisation’s performance, customer orientation and effectiveness improvement as the chapter five introduces.  In other words, when an organisation benefits the business process re-engineering or total quality management, the process management can be set as a tool for them.  When the performance is discussed especially within the service organisation, the role of the human resource management can not be underestimated. That was also a central experience in this research. The role of operation processes were emphasized as a basic for coaching management style. That is why it is possible to make a conclusion, that the process management will have an effect on job design as well as on staffs’ and manager’s competence requirements if the process management system is utilized as a management system. In other words, the management system has an effect on the organisation’s human resource management strategy, too.  When the process management’s effects are evaluated, it is crucial to distinguish terms operation processes and business processes as well as the role of the process management system. It is also a challenging question, how  the term process management is determined. As the literature review introduced, some models show that the process management means managing an organisation as a network of processes. 
As a conclusion, it can be stated that the operation processes in an organisation creates basics for the process management system, which will have effects on structure, job re-design and competence requirements as well. A challenging question is if, an organisation can implement a process management system without improving its organisational macro structures if the goal is to utilize the process management as a management system. To that question this research does not give answers. 

There are several aspects when the process management’s effects are evaluated from the point of view of the human resource management. For instance, the management system will change the organisation’s structure by flattening the management and changing the structures of teams. The central experience here is the increase of the horizontal aspect in an organisation. In other words, organisations should change the structure to the network of processes which supports the customer’s needs. As the second chapter states by Hannus (1994), the central idea of the process organisation’s structure is to be organized around the customer orientated teams. This may have a straight impact on the human resource management and especially on the management style. It is typical that the management will be more coaching, which is supported by operation processes.

When the organisation’s management system is improved, it will also have a strong influence on job design. In the strategic level, the utilization of the  balanced score card can be set as an essential tool for the process management, in order to guarantee the balanced development of processes from strategic view aspect. That is why it is not possible to manage only the economic aspect. As Laamanen (2001) states, the economic result, performance and quality are created within processes. That is why the human resources ought to be also managed from the point of view of the process organisation and balanced score card’s different aspects. When the job-design is discussed, it is important to remember that in the process management culture the tasks are created from the organisational process network. 
Generally speaking, a process management system will have an effect on 
the structure of an organisation, job design and on the human resource management strategy, but it prevails that the organisation also changes its strategy by noticing the operation models. The central conclusion is that  process management requires improvement in the managing style, the organisation’s structure as well as in the whole culture of an organisation. 

The process management system can also be used also as a tool for performance improvement or quality management. In this context the results of this research can not be generalized. The central experience is that the  process management is not only identifying and describing processes, but also rethinking of the organisation’s structures and continuous optimizing of structures based on vision and the strategy. That is why it will have wide effects on the organisations culture, operations and management style, as the case of Telekolmio introduced. 
The sixth chapter introduces the conclusions of the research and the seventh chapter gives recommendations for the case organisation’s situation. 
Chapter 7. - Recommendations

This chapter introduces the central recommendations for the case organisations situation.

7.1. Recommendations for Telekolmio Ltd and HPO-concern Ltd

As the previous chapters introduced, the management system of HPO-concern’s organisations have different development phases. Telekolmio Ltd can be stated to be a pioneer in customer care and the process management within HPO-concern. In the other organisations, the management system follows traditional line organisations, which may give challenges for the development of HPO-concern as a whole. The understanding of the process management also varies a lot, as well as the role of balanced score card. As HPO-concern has stated its strategic goal to integrate and find synergy between HPO-concern’s organisations, the company should more carefully introduce the aims of the management system’s development. As the results showed, the process management system sets several new requirements for the organisations structure, job design and the staff’s competences by changing the cultural climate and overall the way how the resources are managed, what was also the central aim of this research.

If HPO-concern aims at a higher degree of synergy, it would be beneficial to describe managerial and core processes at first and via these actions to improve the methods of the human resource management. In other words, how the management is organized over the traditional line organisation’s boundaries. It would create basics for the development in the HPO-concern’s structure toward higher customer orientation and higher synergy. These actions will be achieved via processes based on the theories introduced earlier. It would be beneficial to arrange the organisation around the core processes, which would be based on the organisation’s strategy and vision. These should be channelled from different BSC aspects as the literature review introduced by Kapplan and Norton (2001). These will have strong effects on the human resource management of the case organisation. In the case of Hämeen Puhelin Ltd and Hämeen Sanomat Ltd, the organisational structures are based on one product and one core process, which may create challenges when the product portfolio is widened. That is why it will be really beneficial to describe the core processes and via that to improve the organisational structure to process based, as Telekolmio has done. This will also improve the concern’s human resource management and improve the flow of information. 
If the new management model will start to develop and if it will be implemented it would be beneficial at first to develop the whole organisation toward a matrix structure, as Mullins (2001) and Laamanen (2001) described. This would help in the management of change by decreasing the resistance for change and create also improvement needs in the management team. On the other hand, it is important to remember, that a matrix structure is ambiguous for the staff and may create role conflicts as Mullins (2001) stated in the literature review. From the point of view of the human resource management strategy, this will emphasize communication as well solution of internal conflicts within the process organisation. The matrix structure would back the implementation of the process organisation, by managing in the change management which will be emphasized during the performance improvement process. 
In the case of Hämeen Puhelin Ltd and Hämeen Sanomat Ltd the organisational structures are formed completely around one main product which has traditionally affected on the structure of the teams too and on the human resource management. The central experience in this point is that the human resource management as well as the whole management system is not very customer orientated, but it has concentrated on manufacturing of main products by ‘push-tactics’ . From this point of view the process management system might bring several advantages for the organisation. 
As Laamanen (2001) states in the literature review, nowadays it is important to empower staff more and to move the decision making down to the operative level. Mullins (2001) describes different management styles and in the case of Hämeen Puhelin the management can be characterised to be partly  authoritarian central control. That is why the process management system may have strong influences in the case of Hämeen Puhelin Ltd. It would be beneficial to identify and describe the core operations in the future and to improve the macro structures based on them. For the staff these may be quite big improvements and that is why they must be done slowly. In other words, in these cases the process management will have strong influences on human resource management by changing the cultural climate. 
As Laamanen (2001) introduces, it might be beneficial at first to describe core processes, then to improve the organisational structures, which may have a strong influence on job re-design. The formative conversations should be a permanent part of the job design, because the process management culture requires continuous re-design and controlling of the staff’s tasks, instead of permanent tasks. By utilising the Balance Scorecard result card, organisations may implement the strategy of an organisation more effectively. This is an important point, because the process management culture demand effective tools for job re-design and control.
It was also noticeable that most companies within the HPO-concern did not benefit continuous improvement techniques, such as TQM or EFQM models. As EFQM model indicates in the literature review, the organisation’s overall performance improvement and maintain require continuous development of the organisation’s processes, structures, quality and human resources know-how. In other words, as Mullins (2001) states, the missing of the continuous development will lead to the temporary development requirements, such as quick changes in the structure of an organisation or in the staff. That is why it would be beneficial in some case organizations to pay attention into the following topics:

· The top management’s commitment to the continuous development of organisations, as well as the continuous management of change
· Process executives should be a part of the managing board

· The process management culture require continuous management of change.

· The overall management of business processes and their continuous development.

· Continuous training of the staff. It would be beneficial to utilize the learning organization model.

· Description of processes is not the basic stone for the process management. The role of processes is to describe and communicate improved operations and structures within the organisation. The process management ought to be based on a strategy.

· If HPO-concern’s strategic aim is to develop toward a network management, the implementation of process management  is a crucial point.

In the case of Telekolmio the organisation benefits well the continuous improvement methods. On the other hand, the company has faced challenges in the implementation business and operation processes, and that is why it would be beneficial to shift the development and control responsibility to a wider group of the staff. As Mullins (2001) states, by empowering staff may be achieved better results of commitment to changes may be achieved.  It would also be beneficial to encourage the staff’s innovative attitude by offering them a reward for new ideas.
From the point of view of the HPO-concern, process management could create a customer based, cost effective management system, which might increase synergy within the organisation and via that also an improvement in the performance. 

From the point of view of the research, these can be stated to be a central experience, because the overall aim is to evaluate the process management’s effects on the human resource management. In other words, the process management system will change the organisation’s structure toward the customer based management and at the same time, flatten the organisations’ hierarchy and change the culture. In other words, it will have an effect on the organisation’s micro and macro structures as well as on the policies and methods how the staff is managed.
The recommendation for process management’s implementation can be described by following chart:


[image: image1]
7.2. Recommendations for Extension Researches

The overall aim of the research is to evaluate the effects of the process management on the human resource management. After the research was completed, the meaning of the process management clarified. As the chapter five introduced, process management will have at least three different utilization methods. This research concentrates on researching how the process management affects the human resource management, the structure of the organisation and the job design of the staff as well as the human resource management strategy. This research does not respond if the process management is utilized as a tool for changes management or quality’s management. It would be interesting to study them more accurately and after that to evaluate the real needs for HPO-concern’s process management development. 
Telekolmio Ltd had a very significant part in this research, because the company has already developed the processes. I would suggest that other HPO-concern’s organisations would study the development needs of their management system from the point of view of business processes. That is, how to increase the customer orientation in the traditional line organisations from the point of view of human resource management. As introduced earlier, the process management’s central goals can be stated to be the increase of the customer orientation within the organisation, improved quality thinking and improve in performance of an organisation. 
That is why I would suggest that HPO-concern would study how to increase the synergy within the organisational structure and how the processes would improve the organisation’s overall performance.

Chapter 8. – Limitations of research

8.1. Limitations to the Study

The basic goal of this research was to evaluate the effects of the process management on the human resource management. This conclusion was made on the assumption that the process management system will be used as a management system within organisations. The research does not take into account the other aspects, in other words, if the process management is used as a too quality’s management or organisation’s performance improvement tool. From these points of views, the aims of the research can not be evaluated. 

As the fourth chapter introduces by Hirsjärvi (2001), the validity is the degree to which a questionnaire actually measures what it claims to measure. Respondents were asked their opinions about the research topics. The noticeable issue is that some of the managers had experience about the process management and some did not. In other words, some of the managers were familiar with the process management theories and some were not. This had a strong influence on the achievement of the research’s aims and on the generalization of the results as well as on their utilization to the topic. On the other hand, all of the managers were conscious of the process management concept in basic level and the need to describe processes. 

Six deep interviews were made about the subject and two pilot interviews. The questions were first written in English and then translated into Finnish. The questions were given beforehand to the interviewees, what helped to achieve deeper results.

The interviews gave a good conception of the development needs of the management in the HPO-concern’s organisations and their link to the process management system. On the other hand, the utilization of the process management varies a lot case by case and that is why the generalization of results must be done carefully. As the literature review introduced by Hirsjärvi (2001), reliability measures the repeatability of the research. Six deep interviews were done by semi structured interview technique in this research. This is a challenge for the repeatability. On the other hand, all the research questions were general and actual for all organisations. That is the repeatability may be good for the research, despite of that, that all organisations have different early stage.

Contribution of this research

The research brings out process management’s effects on the organisation by using theoretical models and cases. The process management model has been developed to increase organisation’s customer orientation and efficiency for different situations. In the case of HPO-concern Ltd it’s strategic goals will require improvement of management as well description it’s core operations. For these requirements the process management model will fit well and that is why the implementation of new process management system can be based on this research. It is important to notice that the process management system can be utilized in three different roles. This research supports HPO-concern’s goals, if the process management is utilized as a management system. On the other hand, the results of this research can be utilized also as a tool for management of change. It is now important that the whole HPO-concern identifies and describes it’s operations processes based on it’s new strategy as stated earlier. After that the concern may start to arrange it’s resources around the new core operations. 
This research may be utilized as a tool for HPO-concern’s customer orientation’s and performance’s improvement as well as a tool to increase synergy between different product segments within HPO-concern. Results of the dissertation enables also an effective management of the change toward an effective and flat structured organisation.  
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APPENDIX I - Glossary of terms 
BPR
Business process re-engineering;“Fundamental rethinking and radical redesign of business processes to achieve dramatic improvements in critical, contemporary measures of performance, such as cost, quality, service and speed”.

BSC

a strategic planning and reporting model

Business Process
a core process of an organisation which achieves organisations strategic goals via organisation’s resources
EFQM

The European's foundation for quality management; a
 model which tries to help in quality achievement
Empowerment
shifting the decision making from managers to the staff

Learning Organisation
capable of continual regeneration from the variety of knowledge and experience and skills of individuals within a culture
Matrix Structure
a combination of structures 
Operation Process
a series of logically linked repetitive actions
Process Map
organisations identified processes
Process Organisation
an organisation, which has been structured based on core processes
SHRM

strategic human resource management

Team

a group of people who has same goals
TQM

Total quality management

APPENDIX II - Interview Timetable 

The data collection of research was made during the December 2003 and January 2004 within the HPO-concern. There were made six deep interviews for the managers and directors of HPO-concern, in Finland, in Hämeenlinna. Moreover, there was few pilot interviews and participating observation. Their role was to direct the development of interview research.  The role of prework were significant from the point of view of understanding the effects of the process management to the human resource management.

The text below includes the resume of the interviews.

17.9.2003 Telekolmio Ltd

· A participation to the Telekolmio’s managers strategy work

18.9.2003 HPO-Concern Ltd

· A pilot interview with HPO-concern’s chief executive Reijo Syrjäläinnen

30.9.2003 
HPO-Concern Ltd

· A pilot Interview with HPO-concern’s administrative director Katri Pietilä

16.12.2003 Hämeen Puhelin Ltd

· An interview with departmental manager Kari Tavisalo

17.12.2003 Telekolmio Ltd

· An interview with Telekolmio’s chief executive Jyri Pouttu

18.12.2003 Hämeen Puhelin Ltd

· An interview with Hämeen Puhelin’s  chief executive Seppo Lamminaho

19.12.2003 Hämeen Puhelin Ltd

· An interview with Hämeen Puhelin’s marketing manager Jari Juslén

3.1.2004 Telekolmio Ltd

· An interview with Telekolmio’s development manager Tapio Markus

12.1.2004 Hämeen Sanomat Ltd

· An interview with the chief executive of Hämeen Sanomat Matti Vihervuori
19.1.2004 MVM-projects Ltd

· An interview with consultant of Telekolmio Virpi Malin

APPENDIX III - Interview Questions

1. Has the organisation described it’s processes ?

a) HPO has identified and described some of it’s operation processes and will continue their development during the year 2004

b) Telekolmio has identified it’s processes during the year 2001 and the work has been continued continuously after that.

c) HPO-concern will describe and identify it’s operations processes after the concern’s organisations have done it.

2. Does the current organisation’s structure support strategic goals of organisation ?

a) The current organisation model supports current strategic goals, but there will be a need to develop the organisation toward more process orientated in the future.

b) Telekolmio’s current organisation does not support strategic goals, but there will be an organisational change during the year 2004,which will support better the strategy

c) HPO’s current macro structure supports mainly the strategy. There will be a need to change the micro structures

3.  Is the organisation managed as a network of processes ?

a) At Hameen Puhelin Oy the organisation is managed by lines and that is why is not a process network

b) At this moment Telekolmio’s organisation is managed by teams which are structured by line organisation. During the year 2004 the management will be developed toward the process management, which are based on two main processes.

c) HPO concern’s strategic goals is to utilize process management 

4. How are the teams formed and is the allocation of processes based on processes ?

a)  Teams are managed by line organisation. There are several projects which effects to the structure of teams in the future at Hämeen Puhelin.

b ) In Telekolmio the teams will be readjusted during the year 2004. After that the structure of organisation will be based on processes. 

5. How are the goals set and is the efficiency of processes measured as well results ?

a ) At Hämeen Puhelin the goals are set for departments and there are some counter’s which measures the effectiveness of processes

b ) At Telekolmio the strategy will be implemented via processes. 

c ) HPO concern sets the goals via concern’s organisation’s, but in the future the goal setting will be based on the processes. 

6. Has the development of processes effected to the structure of an organisation ?

a ) At this moment the structure of organisation is based on line management, not to the processes at Hämeen Puhelin Ltd. In a long run it may have an effect but is not yet sure.

b ) At Telekolmio it has effected and will also effect. 

c ) At HPO-concern it will effect in a long run.

7. Is the organisation going to externalize processes ?

a ) Hämeen Puhelin is considering to externalize some of it’s operations

b ) At Telekolmio there is not a need to externalize processes

1. Are the goals set based on processes or by line departments ?

a) The goal setting is mainly based on to the teams and departments, not to the processes at Hämeen Puhelin

b) At Telekolmio the goal setting will be changed from the lines to the processes

2. Do the staff report on several managers, fort instance to the line manager as well process manager ?

a )  There are situations, within the member of the staff has to report more than one people. For instance, for the process manager and line managers

b ) At Hämeen Puhelin the staff reports to line managers, but in the future it will change.

3. Does the organisation use formative discussions ?

a ) Organisation utilizes formative conversations. They are conducted with the line managers.

b ) At Telekolmio the discussions are done with team leaders as well with process managers.

4. How does the BSC thinking support process management ?

a ) The BSC system is rather reporting than strategic development tool at HPO. That is why there is not yet straight link between them, but will be in the future.

b ) In the Telekolmio’s case, they are strongly linked and the role of process aspect will be emphasized in the future. 

5. How is the quality managed in organisation ?

a ) The quality management is based on few measurement point of operations and company utilizes also customer satisfaction surveys (HPO)

b ) Telekolmio is currently developing the quality issue, based on the processes. Company will utilize TQM and other continuous developments methods. 

6. Are the power-responsibility relations developed during the process development ?

a ) The development of processes has not yet effected to the power-responsibility relations at HPO

b )  At Telekolmio the process development work has effected to the power-responsibility relations, because the organisation’s macro structures has been developed.

7.  Does your organisation benefit personal result cards ?

a ) In HPO no, in the future yes.
b ) Telekolmio benefits the BSC also as a personal goal setting card. 

8. Is the reward linked to the processes ?

a ) The rewarding is not yet linked to the processes at Hämeen Puhelin.

b ) At Telekolmio the rewarding will be linked to the teams’ goals, which are based on the processes.

1. Does your organisation develop HRM strategy or is it noticed as a part of BSC ?

a ) HPO does not develop HRM strategy. Company recruits staff case by case.

b ) Telekolmio does not develop HRM strategy

c ) HPO concern is going to develop HRM strategy.

2. Does the BSC set goals for the development of staff’s know-how, based on processes ?

a ) Not yet, but during the year 2004 it will at HPO

b ) At Telekolmio the know-how requirements are based on the BSC, which is also a strategic development tool.

3.  Will the process management effect to the HRM strategy ?

a ) Not yet.

b ) At Telekolmio the process management creates basics for the management as well to the staff’s know-how levels.

4. How will the process management change manager’s know-how requirements ?

a ) The role of communication and social skills will be emphasized in the future. 

b ) At Telekolmio the management will be changed more toward coaching style, rathe than traditional management. The role of operation processes is to support the staff as well operate as guidelines for the staff.

5. What kind of know-how requirements the process management will cause to the staff ? 

a ) From the point of view of staff, the working environment will be more hectical and the internal relations will emphasized due to role organisations’s.

b ) At Telekolmio the whole staff must understand the mea
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