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Abstract. This paper explains and describes how Business process management
(BPM) Centre’s of Excellence (CoEs) can be effective. Thematic analysis of
data collected from two large South African financial services corporations with
operational CoEs produced a model based on the Integrated Team Effectiveness
Model that shows the factors influencing effectiveness of a CoE. The services
the CoE provides as well as the industry standards it chooses to align with were
found to have the largest impact. This research provides practical value by high-
lighting factors organisations can include in their planning and be mindful of
when establishing or improving the services of a CoE. The BPM CoE Effec-
tiveness Model presented in this work is a theoretical contribution in this field
and an extension to the ITEM model previously used in healthcare.
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1 Introduction

Due to economic changes and pressures, organisations have become interested in how
to enhance their business processes in order to improve business performance [1].
Business Process Management (BPM) is used to address this challenge. BPM refers to
all efforts made by an organisation to analyse, define and continuously improve its
fundamental activities [1]. Through BPM, an organisation can gain as well as sustain a
competitive advantage [2].

In order to succeed in the implementation of BPM, six core elements or success
factors have been suggested [3]. One of these elements is BPM governance. BPM
governance allows the organisation to establish clear roles and responsibilities to en-
sure accountability in the implementation of BPM. The governance mechanism must
provide guidance on process design and decision making for all processes in the or-
ganisation [3]. BPM governance is essential to ensure that BPM is embedded
throughout an organisation [4].

Although organisations have invested significantly in BPM initiatives, there have
been challenges in the implementation of BPM. One of these challenges has been how
to ensure that the delivery and sustainability of implementing BPM initiatives are
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consistent throughout the organisation [5]. This challenge is one that can be solved by
establishing a BPM Centre of Excellence [5] which we will refer to as a CoE.

The definition of a CoE is a central organisational team that is required to market
and embed BPM initiatives, perpetuating the benefits of BPM throughout an organisa-
tion. A CoE has been identified as indispensable when attempting to implement BPM
governance in an organisation [6]. It is also described as an important tool for the
implementation of BPM within an organisation and it is a critical success factor [7].

Yet, in a global survey [8], it was found that while organisations had established
CoEs the majority of the centres were only beginning to exert some valuable influ-
ence. For example in a case study where a CoE had been established in the South
African IT service sector, the CoE had not added significant value [9]. Researchers
have described the recommended setup of a CoE, including the required services [3, 5,
10]. BPM methods, tools and techniques have also been covered extensively in aca-
demic as well as in the practitioner literature. However a gap exists in determining
how to ensure that a BPM team provides the value that it is expected to deliver [3].

Therefore, the purpose of this research is to determine the factors that can contrib-
ute to the effectiveness of a CoE within an organisation and provide organisations
with relevant suggestions to help them realise the full benefits of a CoE. Therefore the
following research questions are proposed:

e What are the characteristics of an effective CoE?

e What factors support the effectiveness of a CoE?

To answer these questions, a literature review on related works is presented fol-
lowed by research methodology and then the data analysis and findings.

2 Literature Review

The purpose of BPM governance is to ensure that the strategy of the organisation is
aligned with its business processes [6]. BPM governance ensures that transparent and
appropriate accountability is established with regard to the roles and responsibilities of
BPM [3] ensuring that initial improvement and design efforts are coordinated and that
business processes continue to operate optimally through continuous improvement
efforts [11]. BPM Governance is also concerned with regulatory compliance and
managing risk, increasing an organisation’s efficiency and accountability as well as
providing measurement for decision makers [12]. BPM governance in an organisation
cannot be easily separated from managing the people, the technology and the func-
tions that perform the business processes [6]. Therefore BPM governance is challeng-
ing to implement but is crucial for the success of business processes [12-13].

In order to ensure business processes are customer focused and efficient, business
process success does not depend only on improving the business processes, but also
on structural changes [11]. Thus the greatest challenge for organisations is to align the
existing functional structure of the organisation to a process governance structure
[12]. This can be achieved using different kinds of mechanisms and the way in which



the organisation is structured affects the method of process governance [11]. One such
mechanism is the establishment of a CoE [6].

2.1  The Effectiveness of a CoE

A CoE is a central organisational team [5]. Teams can be multidimensional and con-
sist of processes and structures that depend on the compaosition of the team, the type of
work expected of it, the scope of work as well as the interactions of the team [14]. The
effectiveness of a team refers to the extent to which the team successfully meets its
objectives [15]. In order to measure effectiveness, high level measures such as organi-
sational effectiveness can be used. However, these measures may not take into ac-
count the specific goals set by the team. Research has not provided a clear direction
on how effective teams are created and maintained [14]. The head of a BPM team is
tasked with ensuring that business performance of the organisation is improved by
establishing efficient processes [16]. However, at present there are also no clear sug-
gestions on how increased performance is measured. The organisational context di-
rectly influences the effectiveness of the team and also determines under which initial
conditions the team will be effective. The resources, incentives and rewards as well as
the policy and social context are also influences [14].

2.2 Organisational Context

Establishing a CoE requires a number of organisational changes, including the struc-
ture of the organisation [7]. The structure is changed to align with the business envi-
ronment and the subsystems are aligned with the organisation’s strategy to ensure the
organisation performs effectively [1]. The CoE is an independent department with
responsibility spanning across the organisation [1]. If the CoE reports to the IT de-
partment a misalignment with the strategic objectives of the organisation may be
caused [7]. The CoE should have all the expert knowledge in a centralised place, and
provide and disseminates information as well as manages requests from different areas
of the organisation [7].

BPM maturity models have been developed to assist organisations achieve business
process excellence [17]. BPM maturity models suggests that the level of BPM maturi-
ty of the organisation influences how the CoE is structured [18]. In organisations with
high BPM maturity level, the CoE is proactive [19]. However, some researchers rec-
ommend that organisations which operate in low dynamic environments, should only
aim for low BPM maturity, as the costs to setup and maintain additional BPM capabil-
ities may not be worth the effort. Achieving the highest level of maturity may not
necessarily be suitable for the environment of every organisation [18].

Another effect of implementing BPM initiatives is change in the culture of the or-
ganisation in that the attitude and behaviour towards business process improvements
changes [2]. Culture is comprised of invisible values with which an organisation iden-
tifies [20]. A process oriented culture implies that the organisation values BPM initia-
tives and promotes business process effectiveness [17]. Organisations that value cus-
tomer orientation ensure that the customer is considered the ultimate goal of business



processes [20]. To ensure their BPM success organisations strive to maintain values
like customer focus, empowerment and innovation [17]. This is in contrast to organi-
sations where business units function in silos, resulting in customer processes that the
organisation does not understand well [1]. Excellence as a value in the organisation
promotes the culture of a workforce dedicated to eliminating shortcomings as well as
maintaining optimum performance and quality in all business processes [20]. The
organisation adapts and fosters a culture that is willing to change [3].

2.3 Services of a CoE

Task design depends on the task type (service) and features of the task provided by the
CoE. One of the services of the CoE is Strategic alignment which ensures that all
processes are aligned to the organisational strategy. A vision and methods of achiev-
ing the vision are drawn up with milestones [16]. Strategic alignment also ensures that
business processes work together [19]. The CoE needs to be well equipped to provide
the strategy committee with performance information on organisational processes as
well as advise the committee on different strategic opportunities [21].

With the implementation of BPM, organisations begin to view themselves from the
value chain perspective and realise their performance is linked to the performance of
their core processes [21]. The CoE has the ability to provide a wide variety of process
measures and/or process analytics making them valuable [19]. Appropriate and cost
effective methods need to be selected for collecting and analysing process perfor-
mance data [21]. Process performance, as a service provided by the CoE, includes
defining how the business processes will be measured as well as measuring, reporting
and monitoring the process performance [5]. The CoE can then assist the organisation
in determining why certain business processes are not performing well and is there-
fore in a position to suggest improvement solutions [19].

Process maturity assessment is another important service in which the CoE assess-
es the BPM maturity of the organisation on an ongoing basis [19]. This helps in defin-
ing accurate BPM vision, strategy and a roadmap [16]. Currently, there is a wide vari-
ety of maturity models which differ in their supporting methodology, foundation in
theory, depth and designs, although they are all based on critical success factors and
assist with designing a BPM roadmap [19].

In order to succeed in monitoring, controlling and improving processes, an organi-
sation first needs to understand their processes. This can be achieved via the process
architecture service by defining the value chain and all the processes that are linked to
the organisation’s value chain and how they interact with each other, or it may be
more in-depth, including performance measures, process managers and links to the
organisational mission, vision and strategies [5, 16, 21]. It is advisable to have a re-
pository to maintain links between the process artefacts and allow for easy updates
[19, 21]. Some of these artefacts may be maintained by other units requiring a close
link with management and modification of the enterprise architecture [19].

Another important task is Process Improvements and Change. These focus on de-
signing the best version of a business process, taking into account compliance, finan-
cial impact, risk assessments [19] and improvement opportunities [5]. The CoE then



manages all process change initiatives in the organisation [5, 19, 21]. This ensures a
smooth transition in the procedures and reporting lines in the organisation [19].

There is also the project support service which ensures that process thinking, meth-
odology and frameworks are applied at all times during the course of projects [19].

The CoE is also tasked with providing training and education service to all em-
ployees, particularly process managers, equipping them to manage processes daily
[21]. This task is positively related to the demand and success of BPM [19]. The CoE
is the marketer of BPM within the organisation and provides information about policy
guidelines, procedures, benefits realised from implementations, and how far in the
BPM strategy roadmap the organisation has travelled [16].

Organisations are increasingly required to comply with process legislation depend-
ing on the industry and the country, Sarbanes Oxley being one such legislation for
financial institutions [21]. Process Compliance involves ensuring that legislation is
built into the process architecture and that process models are maintained and updated
regularly [21]. The CoE needs to have an in-depth understanding of the legislation
which the organisation needs to comply with, and customise BPM techniques, meth-
ods and tools to take different standards into account [19].

2.4  CoE Roles

The work performed by the CoE has been described in great depth by researchers [5,
10, 19]. However, research also cautions that the labels given to these services may
differ from organisation to organisation and many of the services specified could also
be offered by other teams in the organisation [19]. Various roles in a CoE have been
identified and discussed by researchers, and include BPM Executive [12], Process
Owner, Process Architect, Process Analyst [4]; Head of BPM, Process Expert, Process
Coordinator, Process Modeller, Enterprise Architect and Change Management Advi-
sor [16]. However some roles are not adequately supported, and the literature is still
full of contradictions [2]. Further research should focus on the team composition in
relation to the processes and outcomes to assist in understanding what expertise is
required in a team and how it can be organised [14]. The team needs to be able to
function well together interpersonally as well as technically [14].

2.5 Team Processes and Traits

While some researchers confirm that a positive team influences the effectiveness of
the team only a few studies explain how to create the enabling conditions [14]. A
framework for understanding the multi-dimensional relationships within health care
teams, named an Integrated Team Effectiveness Model (ITEM) has been developed
[14].The groupings and relationships in ITEM are shown in Fig. 1. Yet a gap exists
with regards to beneficial BPM team-processes and traits, although it is agreed that
the people available to support BPM affect the structure and processes of the CoE [7].
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Fig. 1. ITEM categories adapted from [14]

3 Research Methodology

The research employed a descriptive and explanatory approach to describe CoE effec-
tiveness and explain the factors influencing effectiveness. A case study was performed
of 2 large South African banks with CoEs. These banks operate across the continent
and the sector operates in a very competitive environment with a constant requirement
to improve business performance [1]. The sector is well developed as the 2015-2016
World Economic Forum Global Competitiveness Survey ranks South Africa 12th
globally in terms of Financial Market Development [22]. The researchers applied
judgement sampling, particularly the key informant sampling technique [23]. Table 1
lists the roles of the participants in each organisation. The codename P1-P7 is used to
identify the 7 participants but retain their anonymity. Semi-structured interviews [24]
were recorded and later transcribed. The researchers made use of notes during the
interviews to document points that might not be heard in the recording, for example,
body language. Thematic analysis was used to identify themes [25]. The first iteration
of coding yielded a total of 183 themes. The third round of coding reduced the themes
to 35 basic themes which were then categorised the themes using ITEM [14].

Table 1. List of selected participants

Interviewees in Bank 1 Interviewees in Bank 2
Head of Process CoE Head of Process CoE
Value Chain Lead Process Engineer 1
Process Steward Process Engineer 2
Value Chain Lead

4 Results and Discussion

This section discusses the findings of this research supported by quotes from the par-
ticipants and from the documentation that was used. In the data analysis it emerged
that some themes were more prevalent than others. Figure 2 shows the resultant BPM



CoE effectiveness model. Included in the model are the basic themes with the number
of quotes or empirical observations for each theme across all data sources. The model
and themes will now be discussed.
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Centre of Excellence drivers (15)
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Support from the ExCo (8)
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Fig. 2. BPM Centre of Excellence Effectiveness Model

4.1 Team Effectiveness

The literature on team effectiveness has failed to clearly specify what teams are ex-
pected to be effective at and has not taken into account the specific goals that a team
sets for itself [14]. However in the findings of this research the objective outcomes as
well as the subjective outcomes of the CoE are very clear.

Objective Outcomes. With regards to the objective outcomes the most prevalent
theme is Customer Experience where the better the Customer Experience the more
effective the CoE. Thus the CoE is required to engineer the best customer experience
for the client:

“One of the key things we are always trying to drive is customer experience” (P1),

“We’re trying to get to a point where we deliver consistent customer experiences

obviously consistently great™ (P2).

Another prevalent theme that emerged is financial impact. This means if the CoE is
effective it should translate into cost savings or revenue generation to the organisation,
as the processes of the organisation are more efficient:

“People in corporate really want to hear that’s how you’re going to make money.

And we were able to link having a process Centre of Excellence to this money”

(P1).

“So the performance is measured based on the targets that have been set which is

primarily cost reduction and what are the savings to the bank™ (P2).

A large part of the work of the CoE is to ensure that there are efficient processes to
support the business of the organisation. Thus, efficient processes are used as a sub-
jective outcome to measure effectiveness of the CoE:



“By making it more efficient, by increasing the levels of automation, by giving our

dealers and our salespeople more capacity” (P5),

“We as a team will drive efficiencies across all the operations™ (P7).

Enabling business was found to be a measure of effectiveness of the CoE. This re-
fers to enabling the business team to attract more customers with the same number of
staff. This objective works hand in hand with efficient processes.

“We are sort of the enablers to the business™ (P5),

The last objective outcome for the Effectiveness of a CoE is delivering value. A
CoE cannot be seen as effective if it is not seen to be delivering value to the organisa-
tion.

*““you’re kind of dead if you start thinking about capability without delivery” (P1),

“because in business what happens is once they see especially if they start to see

delivery then they get excited and then they give you more” (P2)

Subjective Outcomes. The CoE can also evaluate its performance based on subjec-
tive outcomes. Measuring performance of an internal process is done and is used as an
outcome of the CoE.

““So the simple measurement for process Centre of Excellence really it’s the effec-

tiveness and the efficiency of the processes that we design” (P4).

“Whether the process performance is improved so where we have dashboards we

can say okay productivity was at x and the baseline and now it’s at y” (P5).

Managing the value chain across the organisation is another subjective outcome
that emerged from the research. It is noted in the literature that with the implementa-
tion of BPM, organisations begin to view themselves from the value chain and realise
that their performance is linked to the performance of their core processes [21]. The
CoE designs and manages the interactions and processes along the value chain.

““So our role is really to look at all the initiatives we are trying to drive across the

value chain” (P4).

“thing is that we actually need them to use the stuff to actually help us to manage

the whole value chain (Training)” (P1).

Managing change that occurs as a result of the CoE is another theme that emerged
as a subjective outcome. Managing change can also refer to the culture change that
may be occurring in terms of the enhancements the CoE is trying to achieve.

“the change management that’s what we are actually driving as well”” (P4).

“other departments in the organisation focus on running the bank initiative, the

CoE takes care of change in the bank™ (P6).

“it’s the mind sets of people so we have to start with the DNA or the culture

change” (P5).

“We also look at measuring people on the success of Lean for managers, so that’s

the culture change how many change managers actually identifying and imple-

menting initiatives” (P5).



4.2  Task Types

It emerged that the task types of the CoE team greatly depends on the kind of services
delivered. Literature states that the governance mechanism must provide guidance on
process design and decision making for all processes in the organisation (3). The ser-
vices that emerged included process modelling, process design, process improvement
and increasing the process maturity level of the organisation. Some of these services
are as a result of aligning to industry standards.

“we then design processes to say this is how you could provide the service that you

want to provide to the customers™ (P4).

““so that’s basically part of our continuous improvement function” (P2).

“check if there are any as-is processes currently on the system if there’s no pro-

cesses then get those mapped” (P3).

“We said we would move from where we think we are Bank 1 level 1.5 to level 4

where you get standardised processes consistent in 36 months™ (P1).

The Task Type also depends on the Scope of Work. The importance and challenges
of BPM governance increases with increasing scope of the business processes and the
greater the number of functional units that are impacted by a business process the
greater the challenges [11].

“your big projects which are your transform projects...technically span more than

6 months”(P2),

The type of work was found to depend on how the work is broken down and varies
depending on the service.

“*So where you are introducing incremental change you do a ClI project” (P2).

Also, the Task Type is affected by the CoE outputs, in terms of the documents such
as business cases that are produced. It depends on how the work is broken down in
order to deliver those services.

“we will prepare documents, which are required with all the findings™ (P7).

Lastly, Innovation has an influence on the type of work that the CoE produces. The
CoE personnel are required to be innovative in how they think of the processes of the
organisation and this informs the type of work that they produce.

“Will be competition within the bank so all the process improvements will be ap-

proved over there and the best project will win” (P7).

“those guys are innovating across process lines not across product lines” (P1).

4.3  Task Features

Task features refer to the characteristics of the work being carried out and many stud-
ies have overlooked how these affect team functioning [14]. In this research, a number
of factors have been discovered that contribute to the task features. One of these is
aligning to industry standards; the use of industry standards seems to ensure that eve-
ryone on the team has a clear understanding of what needs to be done. Good practice
recommends defining process standards and linking business processes to information
technology [4]. There is great emphasis on the use of well-known methodologies to
perform the work of the CoE.



“we have pretty much had to align if you think about the generic standards™ (P1),

“defined methodologies that we apply like lean and lean six sigma” (P5),

The use of tools within the CoE ensures that the work is guided and uniformly per-
formed. Tools also help with aligning to industry standards

“We’re currently using ARIS,” (P3),

“primarily the modelling systems are used so one would be System Architect” (P6),

“we had to get a whole lot on the tools side, get proper process mapping tools™

(P1).

Another important characteristic of the work of the CoE is providing accessible in-
formation. This refers to availability of information that is required for the work of the
CoE,

““a SharePoint kind of system where the guys share information” (P1),

“Intranet has got in terms of information on how to do some stuff so one could al-

ways go in there and look at information™ (P2),

Autonomy of roles is another feature of their tasks. It refers to the ability of each
role within the CoE to make own decisions and work independently of the team.

“Each individual works on his project, you can take your decision because you’re

the right person on the project” (P6),

“where we are right now the guys are quite comfortable to really make decisions

without consultation” (P4),

4.4 Team Composition

The Team Composition is one of the factors that influence the effectiveness of the
CoE. This refers to the capabilities of the team and the capabilities the team requires.
The literature referred to roles rather than capabilities within the CoE, however from
what has emerged in this research it seems to be the capabilities within the team that
are required and not the roles.

“We kind of sourced a lot of these guys from manufacturing companies” (P1),

“I am not a permanent employee of bank 2, so I am a contractor” (P6),

“it’s got different kinds of people with different kinds of experiences, different

backgrounds™ (P3),

““to have process thinking people, people with logical thinking, people who can re-

ally build relationship by doing the right things and flexible people” (P4).

45  Team Structure

Team Structure emerged as one of the characteristics not accounted for in ITEM alt-
hough reference is made to the fact that a team is made up of structures. In a 2015
survey clear responsibilities was a top 5 ranked success factor [26]. This assertion is
supported in this study in that the team structure has an influence on everyone under-
standing their role and responsibilities and is an important influence on the effective-
ness of the CoE. The team structure consists of the way the team is structured, allocat-
ed and their reporting lines.



“We currently report to the head of enablement basically an operations executive
that sits on the management board” (P5)

“We have structured them by value chain horizontal rather than by products™ (P1),
“People are allocated across different spaces, in different domains™ (P7).

4.6  Team Processes

Team processes are positively associated with perceived team effectiveness [14]. The
most prevalent theme that emerged is that of training for the team, although in the
literature training is only suggested as a service that the CoE provides. Aligning to
Industry standards results in required training for the team on those industry standards.

“basically we trained everyone on Lean six sigma black belt”” (P5)

Avenues for collaboration is another prevalent theme, where the team has frequent
meetings and forums to discuss issues, get support and share what each member of the
team is working on. Social media tools have created alternative ways of collaboration.

“We have a WhatsApp group where we collaborate...” (P2),

“we have a working session on a Thursday, which is like for 3 to four hours™ (P3),

“through our weekly forums ... they present their stuff”” (P4).

Stakeholder involvement in the work of the CoE is an important team process that
impacted CoE effectiveness. This is supported by a 2015 survey identifying integra-
tion of important stakeholders as one of the top 5 success factors [26].

““key part of our role is to make sure that we manage expectations™ (P2),

“we work with the operations people... the heads of business units” (P5),

“We like to think of these internal people as really stakeholders you need to man-

age” (P1).

The style of management affects the way in which the team works together and how
decisions are made within the team, and generally how issues are resolved.

“As and when there is something we need to talk about we just gather at each oth-

er’s desk and then we pick up the conversation and then we deal with that™ (P4),

“You can address them with your manager especially if its availability of stake-

holders where you would then have to escalate” (P3),

“we’ve got open door policy like all the way up to the Head™ (P2).

Communication, project prioritisation as well as conflict resolution were also
themes that emerged from the data. Positive communication patterns and low conflict
levels are characteristics of effective teams [14]. The data revealed that there were
many channels for communication and that communication in the team can be done at
many levels.

47  Team Traits

Team traits are practices that have been internalised by the CoE and that have stabi-
lised over time. Team Traits that emerged included accountability, team culture and
team understanding. A clear understanding of the responsibilities of the CoE and what
each role in the centre is accountable for is required.



“The process steward basically runs the task so to speak and they hold the business

relationship” (P2),

“process engineer for each of the departments is responsible for that whole pro-

cess” (P5),

The team culture was referred to as process driven and delivery focused:

““So we are delivery focused” (P2),

“I mean we are more a process driven department and we try to really entrench the

culture of process thinking within the organisation” (P4).

The team understanding refers to unspoken rules and procedures that the team
knows. These form part of the team traits. The team had a tacit understanding of when
approval and formal methods were not needed.

““your value chain lead will give you the project so you don’t necessarily need ap-

proval in that sense because they have already discussed it with business™ (P3),

*““depending on the complexity of each initiative we can follow the full methodology

or in some cases we just do a rapid assessment and you get to the solution you im-

plement it (P4).

4.8  Organisational Context

While organisational structure and culture affect the team’s outcomes, few studies
have focused on context [14]. Firstly factors within the organisation that drive the
need for a CoE were classified as CoE drivers.

“the only way you get a predictable, consistent, standardised customer experience

is if you actually engineer the processes to deliver it” (P1),

“that team basically looks after the target states where you want to take the organ-

isation” (P4).

The second factor was clear goals set by the organisation for the team and then
cascaded down to each individual within the team.

“Main target or goal for us is to get the bank self-driven in running these efficien-

cies” (P7),

““so we said we would move from where we think we are Bank level 1.5 to level 4

where you get standardised processes consistent in 36 months. (Five stages of BPM

Capability)” (P1).

Support from management at ExCo level is a reinforcement of the two factors
above, as it highlights the importance of achieving these goals. Top management sup-
port was identified as the key enabler of success in BPM in a 2015 survey [26].

“I also form part of the strategy ExCo which is very important so that this is seen

as very strategic and you part of shaping the strategy” (P1),

““so the top management we’ll discuss the challenges we’ll discuss the objectives

and approach the management once we’ll get a buy in from them™(P7).

It is common for organisations to provide training to all members that work with
processes, including managers at the operational level, in order to equip them to man-
age processes daily [21]. Although training for the organisation is only described as a
service that the CoE provides, it affects the effectiveness of the team. Training creates
awareness and provides a conducive environment for the CoE to operate in.



“what the Process Centre of Excellence does is to conscientise people around do-
ing things better” (P2),

““so the leadership programmes, there’s programs for middle managers, there’s
programs for newly appointed managers, you’ve got programmes for staff as well,
that’s just internal programme” (P4),

““going forward we will be training each and every team or each and every individ-
ual within the bank so that they can run their own efficiencies™ (P7).

49  Resultant Model

The research identified that the effectiveness of the CoE is determined by a number of
interrelated factors. This is shown in Fig. 2. The Organisational Context lays the
foundation for the CoE and provides the reasons for its existence. It sets the goals that
need to be achieved by the CoE and ensures that the Centre has the necessary support
required from senior management in order for it to be effective. The Organisational
Context influences the task design as well as the team structure.

The Team Structure influences the work that is done in the team such as the task
Design. This is not in ITEM but describes the reporting line of the CoE and how the
resources are allocated.

The Task Design includes the type of work that the CoE performs, how the tasks
differ from other tasks, what capabilities that the CoE has and how the team works
together. The services provided by the CoE and the alignment with industry standards
are the dominant elements in task design. This research suggests that capabilities of
the team are more important than their roles due to the fact that different roles can be
used for the same capabilities. The Task design in turn affects the team processes,
traits and effectiveness.

The Team Processes are processes that are unique to the team. They directly affect
the effectiveness of the team. Collaboration, training and stakeholder involvement are
the most important processes of the team. The team processes also affect the team
traits and team effectiveness.

The Team Traits are unspoken rules in the team. The accountability, culture and
team understanding are all embedded in the team and are part of the makeup of the
team. The team traits affect the team processes and the perceived team effectiveness.

The Team Effectiveness is measured and identified by how the CoE views itself and
how the team is viewed by the organisation. The organisation has certain expectations
of the CoE “that convince the organisation of the effectiveness of this team, the domi-
nant factor being customer experience. The members of the CoE also have their own
measures that ensure that the team is working optimally and is effective such as
measures of process performance.

Generalisability and Limitations. The model presented in this paper focuses on the
effectiveness of the CoE team and is limited in that it does not extend to other poten-
tial factors such as business strategy and IT infrastructure which would also impact
the CoE team. This is a limitation. In this study factors were identified from 7 partici-



pant interviews and theoretical saturation was not reached. Hence these themes are not
necessarily complete. Clearly the sector the organisation operates in would have a
strong impact and that was the contextual factor that appeared to have the strongest
impact. It seems reasonable considering financial sector maturity in South Africa that
this model can be extended to other organisations in developed financial sectors.

5 Conclusion

This paper has investigated the factors that influence the effectiveness of a BPM CoE.
The results indicate that the effectiveness of a CoE depends on a number of interrelat-
ed factors including the organisational context, team structure, task design, team pro-
cesses, team traits, and challenges. Together, these factors produce a model which
explains factors influencing effectiveness of a CoE. For practitioners, this will be
particularly useful when establishing a CoE. From a theoretical perspective the ITEM
categories and relationships which were developed to explain the effectiveness of
health care teams were found to be valid for CoEs within the financial sector with all
the relevant themes presented. The model was extended to include the Structure cate-
gory and all basic themes relevant for a CoE were derived from the case. This presents
a new theoretical contribution. The context of this study was the financial sector in
South Africa, further quantitative studies could validate this model and confirm
whether these factors are applicable in other contexts. This research also highlighted
the key role of process owners in BPM effectiveness and further studies are recom-
mended that explain the organisational models that enable stronger collaboration be-
tween process owners and COEs.

6 References

1. Trkman, P.: The Critical Success Factors of Business Process Management. International
Journal of Information Management, 30(2), pp. 125-134 (2010)

2. Niehaves, B., Poeppelbuss, J., Plattfaut, R., Becker, J.. BPM Capability Development-a
Matter of Contingencies. Business Process Management Journal, 20(1), pp.90-106 (2014)

3. Rosemann, M., vom Brocke, J.: The Six Core Elements of Business Process Management.
In vom Brocke, J., Rosemann, M. (eds.) Handbook on Business Process Management 1,
pp. 105-122. Springer, Heidelberg (2015)

4. Doebeli, G., Fisher, R., Gapp, R., Sanzogni, L.: Using BPM Governance to Align Systems
and Practice. Business Process Management Journal, 17(2), pp.184-202 (2011)

5. Jesus, L., Macieira, A., Karrer, D., Rosemann, M.: A Framework for a BPM Center of Ex-
cellence (2009). http://www. bptrends. com/publicationfiles/FOUR

6. Paim, R., & Flexa, R.: Process Governance, Part ] (2011).
http://www.bptrends.com/process-governance-part-ii/

7. Levina, O., Holschke, O.: Reusable Decision Models Supporting Organizational Design in
Business Process Management. BUSTECH 2011, the First International Conference on
Business Intelligence and Technology, pp.45-50 (2011)

8. Harmon, P., Wolf, C.: Business Process Centers of Excellence Survey - 2012,
http://www.bptrends.com/bptrends-surveys/



10.

11.

12.
13.

14.

15.

16.

17.

18.

19.

20.

21.

22.

23.

24.

25.

26.

Siriram, R.: A Soft and Hard Systems Approach to Business Process Management. Systems
Research and Behavioral Science, 29(1), 87-100 (2012)

Jesus, L., Macieira, A., Karrer, D., Caulliraux, H.: BPM Center of Excellence: the Case of
a Brazilian Company. In: Vom Brocke, J., Rosemann, M. (eds.) Handbook on Business
Process Management 2, pp. 399-420. Springer , Heidelberg (2015)

Markus, M. L., Jacobson, D. D.: Business Process Governance. In: Vom Brocke, J., Rose-
mann, M. (eds.) Handbook on Business Process Management 2, pp. 201-222. Springer,
Heidelberg (2010)

Jeston, J., Nelis, J.: Management by Process. Butterworth-Heinemann, Oxford (2008)
Spanyi, A.: Business Process Management Governance. In vom Brocke, J., Rosemann, M.
(eds.) Handbook on business process management 2, pp. 223-238. Springer, Heidelberg
(2010)

Lemieux-Charles, L., McGuire, W. L.: What do we Know about Health Care Team Effec-
tiveness? A Review of the Literature. Medical Care Research and Review, 63(3), pp. 263-
300 (2006)

Eccles, M., Smith, J., Tanner, M., van Belle, J., van der Watt, S.: The Impact of Colloca-
tion on the Effectiveness of Agile IS Development Teams. Communications of the IBIMA,
pp.1-11 (2010)

Scheer, A. W., Brabédnder, E.: The Process of Business Process Management. In vom
Brocke, J., Rosemann, M. (eds.) Handbook on Business Process Management 2, pp. 239-
265. Springer, Heidelberg (2010)

Looy, A. V., Backer, M. D., Poels, G.: A Conceptual Framework and Classification of
Capability Areas for Business Process Maturity. Enterprise Information Systems, 8(2),
pp.188-224 (2014)

Niehaves, B., Plattfaut, R., Becker, J.: Business Process Governance: A Comparative
Study of Germany and Japan. Business Process Management Journal, 18(2), pp.347-371
(2012)

Rosemann, M.: The Service Portfolio of a BPM Center of Excellence. In vom Brocke, J.,
Rosemann M. (eds.) Handbook on Business Process Management 2, pp. 381-398. Spring-
er, Heidelberg (2015)

vom Brocke, J., Sinnl, T.: Culture in Business Process Management: A Literature review.
Business Process Management Journal, 17(2), pp.357-378 (2011)

Harmon, P.: Business Process Change: a Business Process Management Guide for Manag-
ers and Process Professionals. Third Edition. Morgan Kaufmann, Waltham (2014)

The Global Competitiveness Report 2015-2016. http://reports.weforum.org/global-
competitiveness-report-2015-2016/economies/#indexld=GCl&economy=ZAF

Marshall, M. N.: Sampling for Qualitative Research. Family Practice, 13(6), pp.522-525
(1996)

Myers, M. D., Newman, M.: The Qualitative Interview in IS Research: Examining the
Craft. Information and Organization, 17(1), pp.2-26 (2007)

Fereday, J., Muir-Cochrane, E.: Demonstrating Rigor using Thematic Analysis: A Hybrid
Approach of Inductive and Deductive Coding and Theme Development. International
Journal of Qualitative methods, 5(1), pp.80-92 (2006)

Hohne, M., Schnégelberger, S., Dussuyer, N., Vogel, J. et al.: Business Process Manage-
ment Study 2015, http://www.bearingpoint.com/en/adaptive-thinking/insights/business-
process-management-study-2015


http://www.bearingpoint.com/en/adaptive-thinking/insights/business-process-management-study-2015
http://www.bearingpoint.com/en/adaptive-thinking/insights/business-process-management-study-2015

	1 Introduction
	2 Literature Review
	2.1 The Effectiveness of a CoE
	2.2 Organisational Context
	2.3 Services of a CoE
	2.4 CoE Roles
	2.5 Team Processes and Traits

	3 Research Methodology
	4 Results and Discussion
	4.1 Team Effectiveness
	Objective Outcomes. With regards to the objective outcomes the most prevalent theme is Customer Experience where the better the Customer Experience the more effective the CoE. Thus the CoE is required to engineer the best customer experience for the c...
	Subjective Outcomes. The CoE can also evaluate its performance based on subjective outcomes. Measuring performance of an internal process is done and is used as an outcome of the CoE.

	4.2 Task Types
	4.3 Task Features
	4.4 Team Composition
	4.5 Team Structure
	4.6 Team Processes
	4.7 Team Traits
	4.8 Organisational Context
	4.9 Resultant Model
	Generalisability and Limitations. The model presented in this paper focuses on the effectiveness of the CoE team and is limited in that it does not extend to other potential factors such as business strategy and IT infrastructure which would also impa...


	5 Conclusion
	6 References

