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This thesis focuses on developing an operating model in a managed service for the case
engineering company. The case engineering company wants to bring back its consultants
from the customer premises to its premises. The case company has a challenge in managing

the resources and executing the service package project.

The research methodology for this thesis is qualitative research, design research. The de-
sign research was conducted in four-stage. First: current state analysis by interviewing the
key stakeholders, second: a conceptual framework from the existing relevant literature re-
search, third: developing an initial proposal from the current state analysis, conceptual

framework and interviewing key stakeholders and fourth validating the initial proposal.

The initial proposal of an operating model was presented for validation. The final operating
model was produced through a validation process, which describes the participant's position,

roles and responsibilities to execute the tasks in logical process order.

This thesis's final proposed operating model will offer the participants a guideline from initi-
ation to execution of the service package, resource management at a general level. The
outcome will influence the case company's working culture and provides an additional tool

to the case engineering company.

Keywords Operating model, resource management
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1 Introduction

Today, almost every market is global, and every global company wants to expand its
business. In manufacturing industries, companies are focusing their resources on re-
searching and developing the product to be competitive. Therefore, they lack support in
some business areas. Many companies are in a shortage of funds and resources, and
to reduce the cost, outsourcing a fragment of the project or whole project to engineering
consultancy has become common. An engineering consultancy company that has iden-
tified the manufacturing industry's need strives to fill the gap by supplying resources. An
engineering consultancy company wants to expand its business areas by assisting and

providing different engineering services to manufacturing companies.

The case company is an engineering consultancy company that wants to remain a com-
petitive leader in the market and wants to reach its annual growth target, which is ambi-
tious. The company has identified a high potential growth from its business strategy in a
new market segment to achieve its business goal. It has realised that it has difficulties in
its latest market segment, which needs to be dealt with urgently. The tool and instrument
are required for the operating model to determine the new market segment's obstacle,
which is very challenging. The customer needs to be satisfied with every aspect, includ-
ing financially, productively and proving its proficiency and competent efficiency in its

resources.

The case company has identified it does not have an operating model. Department man-
agers, sales managers and other key stakeholders are relying on a personal relationship
to get projects. The current working process needs to be developed for gearing organic
growth to meet the business target and business challenges. The goal of the model to
be developed in this thesis is to improve the competitiveness and free up manufacturing
company resources to utilise their time and energy on strategically important functions
effectively and efficiently, which creates competitive advantages to both the case com-

pany and customers.

The primary objective of this thesis is to build an operating model in managed services.
In managed service, the customer buys the results of the project rather than resources.
This project's report would be focusing on offering the service solution by exploring the
case company resources and apparatus to the manufacturing industry, which is a win-

win approach for both customer and the case engineering company.
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1.1 Business Context

Finnish engineers identified the demand of the manufacturing industry, which needed
expert engineers a few decades ago. Today, the case company is a Finland based mar-
ket leader, employing talented engineers and specialists worldwide. It is a progressive
global engineering consulting company that supplies its expert engineering resources for
technology industries. Therefore, most of the customers are global machinery and equip-
ment manufacturing industry. The case company’s services and products range from
supplying engineering personnel, software products, and technology products to com-
plete the customer project’s solution. The case company provides individual expert per-
sonnel or personnel in a team for its customer’s task while the complete solution delivers

its project.

The case company is widening its business areas, and its resources are becoming expert
in the business area of manufacturing industries. It has an ambitious strategy whereby it
wants to create customer value together with the customer. The case company wants to
sense the customer pain by applying its expertise competence to unlock the dilemma of
a customer project and to nourish competitive customer business. Instead of supplying
resources, service solution is a crucial element that associates various technologies,
high-tech engineering apparatuses and techniques, and versatile, resourceful expertise
to solve its complications. It also wants to boost customer value. The case company has
much knowledge, expertise and world-class equipment, but it doesn’t have appropriate
media to associate with the customer to exploit its resources. The case company is also
unaware of customer demand, and thus, it needs to bond strongly with the customer to
identify and retrieve the customer need. Then, it can propose its service solution to cus-

tomers.
1.2 Business Challenge, Objective and Outcome

The case engineering company supplies its resources to its customer, which does not
generate more significant revenue to reach the annual growth target. The case engineer-
ing company resources work for its customer on an hourly basis in the customer prem-
ises. When the case engineering company employee is at customer premises, the case
engineering company manager is not responsible for its result. The customer exploits
the resources competence as much as they need under their supervision. If the customer

ends its contract with the case engineering company, the resources return to the case
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engineering company premises without a task. The case engineering company wants to
divert its business and operating environment into managed services to challenge this
situation. The managed service means the results are delivered under the responsibility
of the case engineering company. In the managed service, the employee executes daily
tasks at their home premises, and at the same time, managers can supervise their em-
ployee. The case engineering company has implemented the managed services strat-
egy, but it wants to increase its market share because there is a higher potential to gen-

erate its targeted revenue.

This study proposes an operating model enabling remotely managed service delivery

with those mentioned above in an account. The outcome is the operating model.
1.3 Thesis Outline

There are seven sections, which are the main structure of this thesis report. Section 1
introduces the case engineering company. This part further elaborates the business con-
text, business challenge, objective and outcome. Section 2 consists of a project plan that
describes the research design research approach consisting of a flowchart of the project
steps and executing a data plan. Section 3 illustrates the analysis of the current operating
model in the resource supplying business of the case engineering company. This section
elaborates on the overview of the data stage, detailed description of the current operating
model, analysis of workforce management related challenges in the current operating
model. Section 4 describes the best practice of building a remote service delivery oper-
ating model found in the existing knowledge or relevant literature that conceptualises the
framework of the possible operating model for the case engineering company. Section 5
describes the proposal for the developed operating model, which enables remote deliv-
ery of managed services. It further describes the developed main module based on the
case engineering company’s collected data and conceptual framework from existing
knowledge. Section 6 reports the key stakeholders’ feedback for the proposed operating
model and its validation with improvements. Finally, section 7 summarises the thesis
report, evaluating project trustworthiness and validation with the recommendation for im-

plementing the new operating model project.
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2 Project Plan

This section discusses the research methodology, research design, and data collection

strategy.
2.1 Research Approach

The research principle is to research and discover new things, whether to improve sci-
entific research theory through articles and literature or to solve an industry’s urgent is-
sue. A report needs to assemble evidence and explanations of the data collection meth-
ods. Systemically, collecting evidence, compiling data from the relevant sources and
systematically interpreting it with a clear purpose. The data can be collected applying
two ways, through basic research or applied research. Basic research debates on exist-
ing scientific theory knowledge to develop the new result. Implementing the outcome is
less prioritised as the findings have narrow scope while applied research methods solve
the immediate challenge and complication; the result is prioritised to implement practi-
cally. (Saunders M. 2009).

Research methods can be further elaborated into quantitative and qualitative research.
Quantitative research methods are broadly conducted in a massive numerical structure.
The outcome of the research, i.e. the effectiveness and trustworthiness, are tested
through statistical metrics. On the other hand, qualitative research methods are applied
to understand and spot an organisation’s subjective dilemma. This method dives beneath
to analyse the case and reveals the present position rather than just providing theoretical
proof. (Harindran A., Chandra V. 2017). According to Kananen (2017), Individual data
collection methods or a hybrid of quantitative and qualitative data collection methods (i.e.
mixed methodology) are applied to export the output in applied research methods. Ka-
nanen further argues, the applied research method can be approached in two different
methods, i.e. (i) case study and (ii) applied action research. The applied action research
method has the fundamental principle that cannot be eliminated, i.e. identifying and de-
termining an organisation’s current issues, collecting data and validating from the stake-

holders, and implementing the report’s findings. (Kananen, 2017:20-25).
The case engineering company in this thesis has a challenge in its operating system.

There is an urgent need to improve the existing model further or develop an alternative

operating model. This report aims to identify the challenge in the operating model and

(&
Metropolia



propose the solution. After finding the solution, the report is presented to the case engi-
neering company’s key stakeholders for validation and implementation. Thus, applied
action research based on the qualitative data collection method suited best and was
chosen as the methodology for this thesis. The following sub-section shows the design

structure of this thesis.

2.2 Research Design

The research design structure reports the methods of collecting data as input and serving
the result as output. The study is conducted in five different stages: objective, current
state analysis, conceptual framework, proposing a developed operating model, feedback

and validation of proposal.

Figure 1. Research Design

Figure 1 illustrates the project’s progressive report in five different stages: the data col-

lection method and its progressive outcome.

In the first stage, the case engineering company’s current issue is identified, which is this
report’s objective. The key issue was proposed to the Department Manager of the case

engineering company. Department Manager further discussed this with the director of
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the department and other key stakeholders. Therefore, the objective was approved as

an urgent key issue that needs to be addressed instantly.

The second stage is current state analysis. It examines the existing knowledge of key
stakeholders and the current operating model in managed services. The research is
mainly focused on the ongoing practice and function of the operating model in managed
services. The analysis aims to explore the pros and cons of the existing operating

model’s function, valuable data for the fourth stage, “developing an operating model .

The third stage reviews the best practice of the relevant scientific researched articles,
works of literature, Industrial journals, and business operation-related written resources.
The purpose is to find out the way of practising its operating model in the business or-
ganisation. It will build the idea and conceptual framework of the operating model and
outputs the essential data, which will be the foundation for the fourth stage to build “an

operating mode”.

The raw data are collected from the case engineering company’s current operating
method and scientific literature, articles, books, and other relevant sources in the fourth
stage. The conceptual framework from theory builds a strong foundation on the best
practice of the operating model. Simultaneously, the case engineering company’s cur-
rent analysis stands and rebuilds the foundation of the conceptual framework to formu-

late and introduce an infantry “operating model”.

Stage five is “testing operating model”. The initial proposal of the developed operating
model from the fourth stage is presented to the key stakeholders. The key stakeholders
are the director of the Department and the Department Manager. Feedback is collected
and inserted to stage four to produce a delicate and precise operating model qualified

for the case engineering company’s validation and implementation.

2.3 Data Collection and Analysis

The data collection process is divided into three steps. The first set of data is compiled
during the current state analysis, the second set is compiled during the first stage of the
proposed model, and the third set of data is collected from feedback from key stakehold-

ers.

(&
Metropolia



Table 1. Data collection plan

- Description of

- Pros and Cons of

Current
. Model from
Operating .
. Available
Business Model M
Documents

Current
Operating Model

- Case Company
Current Operating

- Interview with Key
Account
Stakeholders

- Director, Engineering
Service Development

- 3 Department Manager
- SVP Global 5ales

- Director, Service
Solution

JANUARY

- Developing an

Operating Model
Module by
Module

- Stakeholder 1to 1
theme interviews

- Key Department
Manager

- Key Account Supervisor

MARCH

- Feedback from
the Keys
Stakeholders - Key Account
Stakeholders 1to 1

- Improvement on

Developed and
Proposed
Operating Model

theme Interviews

- Director of Department

- Key Account
Department Manager

APRIL

Table 1 shows the details of data collection and the position of an informant in the case

organisation. Data 1 is extracted from the face-to-face interviews and the case engineer-

ing company’s internal documents. Table 2 below illustrates the detailed data collection

methods for the documentation and time duration.

Table 2. Details of interviews and discussions in Data1-3

Participants /

role

Data type

Topic, description

Date,
length

Documented
as

vices

1 Respondent 1: Face to face | Understanding Current Oper- 21stJan Field notes
Department Interview ating Model 2020, and recording
Manager 1.23 hours

2 Respondent 2: Face to face | Understanding Current Oper- 28th Jan Field notes
Department Interview ating Model 2020, 60min | and recording
Manager

3 Respondent 3: Face-to-face | Understanding Current Oper- 28" Jan Field notes
Department Interview ating Model 2020, 60min | and recording
Manager

4 Respondent 4: Face-to-face | Understanding Current Oper- 29 Jan Field notes

Interview ating Model on Managed Ser- | 2020, 60min | and recording
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Director, Engi-
neering Service
Development

5 Respondent 5: Face-to-face | Understanding Current Oper- 22" Jan Field notes
SVP, Global Interview ating Model on Managed Ser- | 2020, 55min | and recording
Sales vices

6 Respondent 6: Teams Understanding Current Oper- 19t Jan Field notes
Director, Service | Meeting ating Model on Managed Ser- | 2020, 61min | and recording
Solution vices

Data 2, for Proposal building

7 | Participant 7: Teams Proposal building 20t April Field notes
Department Meeting 2021
Manager 1hr

8 Participant 8: Teams Proposal building 23 April Field notes
Department meeting 2021
Manager 1hr

9 Participant 9: Teams Proposal building 28" April Field notes
Department meeting 2021
Manager 1hr

Data 3, from Validation

10 | Participant 9: Teams Validation, evaluation of the 6t May 2021 | Field notes
Director of the meeting Proposal 1hr and recording
regional depart-
ment

11 | Participant10: Teams Validation, evaluation of the 6" May 2021 | Field notes
Department meeting Proposal 1hr and recording
Manager

Qualitative data for this thesis project were collected in three distinct rounds, as indicated
in Table 2. Data 1 was collected in the first phase to conduct a current state analysis of
the supplier. The data was collected through face-to-face meetings, online meeting in
teams, and existing operating process document in the supplier intranet SharePoint.
Some of the interviewed stakeholders are directly involved in their daily task, and some
in developing the key process. The purpose is to gather the information and key elements

transacted to execute the current operating model.

Data 2 was collected during the proposal’s initial development period. The first proposal
was developed from the current state analysis Data 1 and the existing literature review
presented to the key stakeholder through team meetings. During the teams meeting, the
feedback from the informant was taken into consideration to develop a furthermore prac-
tical level of an operating model. In the second step, furthermore, a teams meeting was

conducted to co-create the fine practical level of the initial proposal.
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After collecting Data 2, the initial proposal for the operating model was built. The proposal
was presented to the regional director and department manager to collect Data 3, who
has a broad knowledge of the department operation. During Data 3, a teams meeting
was held to present the initial proposal to get feedback and validation on the initial pro-

posal.

Other than face to face interview and online meeting, Data 1 were analysed using the-
matic analysis from the available confined documents. The listed documents in the Table
3 were the determined documents analysed for the current state analysis extracted from

the internal document database.

Table 3. Internal documents used in the current state analysis, Data 1

Name of the document Number of Description
pages/other
content
Key Account Management How we work, process de-
A e 17 pages _
Process Description scription
Key Account Management . Key activities with key cus-
B o 6 Slides
Process Description tomer
C | Outsourcing Process 21 pages Process Description

As seen from Table 3, this study also analysed several internal documents. The primary
documents included key account management process description and outsourcing pro-
cess. The records were analysed for the current state analysis, Data collection 1, to

gather the current operating model information, identifying its critical methodology.

The operating model’s current state’s collected data is analysed in the next step, explor-

ing the current key operating process.
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3 Current State Analysis

This section outlines the collected data and findings from the interviews and internal
confined documents. This section aims to describe the data collection methodology, key
stakeholder participants’ views, and their responsibilities to outperform the current oper-

ating process and explore the key stakeholders’ interaction during daily work.

3.1 Overview of the Current State Analysis Stage

Three phases were used to undertake the present situation study. The first phase in-
volved conducting interviews with important stakeholders. The selected key stakeholder
was the case engineering company participants based on their roles to ensure that the
investigation has a purpose with this report’s objective. The study was carried in the
process of recruitment, resourcing and sales areas of the company. The five participants
were interviewed face to face, while one Interview was conducted in online teams. The
meetings duration was between 55 minutes to 83 minutes. All the interviewees were
provided with a beforehand questionnaire to ensure the interview result delivers the cur-

rent state.

In the second phase, the Interview was documented as field notes and recording. One
of the tapes was transcribed into field notes. This section has provided the key process

of the current state of operation. Appendix 1 was utilised as the theme interview.

In the third phase, internal confined qualitative data were used from the case engineering
company’s intranet database to retrieve and evaluate the interview field notes and re-
cordings’ relevance. This phase has outlined the key areas in the process that need to
be developed to propose the new approach. This phase has ensured the data collected

in phase two has relevance.
The following figure2 shows the current operating model flow process of curriculum vitae

(CV) business based on Data1. Each element of figure2 is described below after the flow
chart.
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= Skills
+  Competence
*  [Education

. Experience

[ CV Business Process ]

Company Profile
Existing Customner Data

Mapping Customer Operating
Process

Contact Customer via Media or
Face-to-Face Meeting

Determine
Customer Needs

Resources getting task
from the customer

Figures out the customer

=  Existing Vacancy Announcement
need product or Service

Identify the Target
Customer

Department
Manager (DM)

Arrange Interview
Meeting

CustomerPremises

If Yes,
Agreement

Business Scope

Cost
*  Time

Equipment
Scope

CustomerResource

Customer Key
Account Manager

Supplier Resources

* Resources moving back

mon toin-house office DM manages
resources

Supplier Supplier Premises
*  Not enough communication with consultants
No Invoice *  No identification of supplier company MM
Consultants Employee
.

No privileges or right in customer management
No right to make the decision

Supplier Premises
Department Manager (DM)

ST T a0 0@ . ® _
A l‘m. it' * No task to ™ »° Notask to provide
Employe doatall for employee

Figure 2. CV Business Process of the case engineering company
3.2 Department Manager

The department manager of the case engineering company is the main key stakeholder.
The department manager initiates and administrates several employees to ensure em-
ployees have a task. The department manager also acts as a human resource adminis-
trator and trains or hires consultant to meet the customer demand. The department man-
ager supplies the resources to solve the issues of the customer. The department man-
ager monitors all of the employees under his/her supervision and ensures each em-

ployee has met the company’s objectives and goals.
3.3 Identifying the Target Customer

The case engineering company’s business supplies resources to the end customer in
engineering, embedded system, software and digitalisation. The supplier identifies the
target customer and the need of the customer. Several customers may need different
roles or the same roles, or one customer may lack several resources with different posi-

tions or with the same roles. Each case needs to be identified as a unique task and
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should address individually to satisfy the target customer. The target customer can be
identified through its vast existing customer data to retain the business relationship or
regain the customer. The target customer is grouped with preferences that share similar
activities in the business area. According to Hughes, the RMF analysis method is a help-
ful tool that excels in customer purchasing behaviour and needs. The customers are
arranged in three different segments by their consumption nature. They are Recency | —
the customer’s most recent purchase, Frequency (F) — the number of times the customer
has purchased and Monetary (M) — how much the customer has created monetary value
(Hughes, 1994). This method differentiates customer nature and benefits the supplier to
analyse the marketing procedure. The case engineering company department managers
are the principal sales representative. Their technique and proficiency deviate from iden-

tifying the target customer.
3.4 Determining the Customer Needs

The customers are not large, as B2B sales are significantly small, but the transaction
occurs in a large unit. A small number of customers doesn’'t mean it is easy to handle
the situation. It is very hectic and challenging to understand the company culture in man-
ufacturing/technology. In B2C, one can buy several products. Still, in B2B service sales,
several buying representatives from one company can purchase a single product, which
results in the complication in buying sequence. Another factor is that the individuals from
the supplier and the customer can vary in educational background and may come from
different working experiences. Thus, the supplier struggles to understand the company
culture and identify the customer’s need. The customer can seek one role, and the sup-
plier may purpose with unmatched roles and skills. The supplier needs to carefully com-
municate, understand the customer’s need, and analyse it very carefully. To eliminate
the error, the supplier has existing customer data to produce the customer journey map.
The customer journey map and operating process of the customer assist in pinpointing
the customer’s needs, and the demand of the consultant can be spotted. Face to face
meeting is another efficient practice that supports solving the communication gap, mis-
understanding. Once the face to face meeting or meeting via media is held, the supplier
receives the customer’s request, and additional information about the requirement is
clarified. Sometimes, there can be a time limit for the supplier that the supplier needs to
propose a suitable consultant within a short period of customer request. Therefore, it

clears the essential requirements of the roles and time limit.
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3.5 Proposing Curriculum Vitae (CV)

The customers are in shortage of enough in-house expert who leads the organisation to
fail to implement a successful project. Therefore, the customer request about the roles
and need of the consultant to the supplier. The case engineering company receives a
request from the customer, and they analyse the requirement of the positions. The case
engineering company search for a suitable candidate either from the in-house or from
the consultant’s network or by announcing the vacancy. The case engineering company
selects the best-qualified candidate and offers consultant competencies, skills, educa-
tion, and experiences. Usually, the case engineering company provides a single consult-
ant CV with complete confidence that the customer won’t decline. But sometimes, the
case engineering company propose several consultant’s CV for a single position if the
position is like middle management. The case engineering company does so because
there may be more opportunities to offer more CV under the key stakeholder regime.
Introducing several consultant CV makes it easier for the customer to select the high

competence consultant from many proposed consultants.
3.6 Arranging a meeting

If the customer approves the consultant CV, the department manager from a supplier
and key stakeholder agrees on a face to face meeting. Mostly, the interview meeting is
held on the customer premises sometimes, and it can also be in the supplier premises.
The purpose of a meeting is to test the consultant personality, strength, competencies,
skills and others as written in the consultant’s CV. If the consultant fails in the Interview,
and the supplier may get some extra time to provide an alternate candidate or sometimes
the supplier may lose the business opportunity. The customer may have chosen several
suppliers searching for a single consultant, which does competitive business within sev-
eral suppliers. Several supplier's consultants are competing for one position. Such a
competitive business may force to lose the opportunity for the case engineering com-
pany. The case engineering company has maintained its strategy intelligently while se-
lecting the consultant, so the consultant is awarded the position, and the case engineer-

ing company is awarded a business opportunity.
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3.7 Business Scope

After the interview, the customer takes a few days to weeks to decide on the consultants.
If the customer approves the proposed consultant, then the process moves forward with
the business scope. The business scope is determined with time, cost, equipment and
scope description. The customer should define the time frame, so the supplier knows
how many hours the consultant will work for the customer assignment. The defined cost
will provide information to the customer and the supplier about the consultant’s hourly or
monthly rate. The equipment element represents responsible for providing the necessary
equipment like computer, software, machinery equipment. If the supplier provides the
essential equipment and software, the supplier may charge an additional invoice. If the
customer disagrees with the extra invoice’s proposal, they need to find a reasonable
cost, or the customer needs to provide equipment. All the elements of the business scope

are defined according to the rules and regulations.
3.8 Agreement

After defining and agreeing on the business scope, the agreement paper is signed by
both parties. The process ends after purchasing the consultant from the supplier. The
consultant starts his/her job at customer premises within the defined time. The customer
takes care of the consultant management, supervise the consultant to work on the task
and exploits the consultant’s skills and competencies in their projects. The consultant
continues to work until the agreed end time with the customer. There could be a contin-
uation of the agreement if the customer finds the consultant job is effective and enough

assignment is available for the consultant.
3.9 Key Findings from the Current State Analysis

The case engineering company has hired the consultant, and the consultant has worked
for the case engineering company’s customer. It has thousands of consultants scattered
all over the customer premises. The department manager from the case engineering
company does not have control and management over the scattered consultants. The
case engineering company want all the scattered consultant to be in-house premises so

the department manager can manage their consultant.
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When the consultant is in the customer house, there is insufficient communication be-
tween the case engineering company’s manager and consultant. If necessary, they com-
municate with each other, focusing on the issues that need to be solved; otherwise, they
don’t have friendly contact with each other. Then some of the consultants have felt that
they belong to the customer rather than a mother company. The consultant works in the
customer house; they still don’t have privileges in the management if something needs
to be changed in the system, software, management, etc. Mostly, the consultant is not
allowed to participate in the decision-making meeting. The case engineering company
has realised that they don’t have identification when the consultants are at the customer

premises.

Usually, the case engineering company has hired and signed the contract paper with the
consultant as a permanent consultant. The consultant works in the customer house, and
when the customer does not have enough assignment, they decline the current agree-
ment. Then the consultant returns to the mother company, and the case engineering
company cannot send an invoice to the customer. But the case engineering company
still needs to pay a salary to the consultant; though, the consultant does not have a task
to do. Therefore, the case engineering company steering team has shifted the business
paradigm from CV business to managed services. Now, the case engineering company

wants the consultant to work in-house. As the

case engineering company is a consultant supplier, they must find the consultant’s task

to work from the mother company.
In the next step, the operating model’s conceptual framework is explored through the

existing scientific literature, which generally provides the idea to develop the new oper-

ating model.
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4 Existing Knowledge / Best Practice on Operating Model in Managed

Service

This section explores building the operating model from existing literature, articles, and
academic books. The selected works of literature have the instruction and provide a con-

cept in building an operating model.
4.1 Service

4.1.1 Introduction of Engineering Service Business

Over the years, the trend in engineering service has steadily increased. The service
business is mainly supported by emerging technologies that help information transmis-
sion across nations and new business strategies that include outsourcing due to the
growing number of organisational activities. According to Karina et al. (2010), most en-
gineering services were generated by a few nations, with the United States being the
primary export supplier. Currently, many developing countries have begun to offer such
services, and today, in the globalised world economy, engineering services are being

supplied from almost all parts of the world (Karina, Penny, and Gary, 2010:15-20).

Process transformation may no longer be optional in today’s world because of business
landscapes’ complex and dynamic nature. Currently, firms need to maintain a good com-
petitive standard, and those that fail to retain such an opportunity may find their institution
at a disadvantage compared to leading-edge organisations. To prevent unnecessary
time and resources loss, firms that attempt to improve process transformation require a

more focused methodology and approach.

Such a methodology is PLT (Process Led transformation); this holistic approach enables
competitive advantage through targeted objective intervention and active process man-
agement. PLT (Process Led Transformation) is outcome-driven, issued-based, and pro-
cess led to address and diagnose enterprise-large execution challenges and offer value.
Process Led Transformation (PLT) advantages are better realised when managed in a
holistic end-to-end manner. Process transformation initiatives may fail in several organ-
isations due to the absence of a core process organisation. Still, if staffed with individuals
who possess the required expertise, success can drive the transformation (Parikh and

Joshi, 2005:1042-1061). Process improvement is often sought when the challenges are
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evident instead of being implemented towards a determined future end-state. There are
no sufficient potentials to keep the transformation process on track in several other cases
where a more strategic and complete transformation approach occurs. A business ser-
vice can address these problems. But a single service provider’s system can be critical
to transforming a long-term success with low risk. (Zhang, Gregory and Neely, 2016:42-
43). Managed Services is outsourcing daily management responsibilities as a strategic

approach and method of improving operations.

As many companies reach outsourcing services, they mainly realise that external service
providers offer additional value-added services. The company has found the service pro-
vider is more responsive, flexible to implement, provides quality service. It is easy and
quick to access the skilled technical staff with the proper expertise, the better optional
scheme for/of using technology to enhance business activities and functions, and far
lesser challenges when managing internal political and organisational problems (Quinn
and Hilmer, 1994). In the 90s, according to McCarthy (1996:1217), the significant rea-

sons why a company considers outsourcing are as follows:

e Consultant supplier allows the company to rebuild and promote plans, generates

enough time to become more effective, saves cost and increases efficiencies.
e Outsourcing enables firms’ resources to focus on their core business objective.
e Outsourcing certainly reduces costs over the long term.

¢ Replicating the tools and technology is expensive for the companies to purchase

or rent while it is needed.

e Firms need to improve the level of service provided to their employees’ benefit

plans by increasing the accessibility and consistency of information.

The engineering service landscape has evolved substantially over the past decades.
Companies are steadily getting competitive and attempting to expand their global foot-
print. To develop or gain a competitive advantage, the firm concentrates more on its core
values and activities. For a firm to cope, there should be an increased focus on reducing
cost, which leads to the introduction of outsourcing strategies. Organisations are expect-
ing to be lean, agile, and have a steady improvement. As a result, firms’ lookout to out-
source engineering services to their captive counterparts or managed engineering ser-
vice providers that offer a considerable cost advantage. It may be due to the lack of

infrastructure, maturity, and resource capabilities available to the firm.
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Currently, engineering service providers have changed substantially, spreading the prod-
uct life cycle from new product development and design to value engineering to engi-
neering analytics. Engineering service providers and companies are looking for business
models that can substitute conventional staff augmentation models. Concurrently, the
business model ought to be flexible and respond efficiently to technological change. The
following chapter provides insight into the operating model’s conceptual framework of
managed engineering services, the Services, Organizational Design, Tool and Technol-

ogy, People Management and Performance Management Process.

4.1.2 Engineering Service

The Engineering Services provide experienced expertise in consulting and proven solu-
tion to an organisation while decreasing overall cost. The success is based on various
key factors like; extensive software tools portfolio, global experience, local viewpoint,
unbiased independent advice, and recognising every company’s unique aspect. Engi-
neering services aim to maximise return on investment and expand companies’ net-
works, enabling the company to retain market leadership and offer real value for its cus-

tomers.

Engineering Service companies are global outsourcing companies with management
consulting, technological, and engineering services, with an estimated million individuals
serving as esteemed clients worldwide. An engineering service company offer a high-
quality service in a cost-effective, professional, and timely manner and look forward to a
lasting long-term relationship. They are passionate about the services they render and
are entirely devoted to providing unique and genuine value for the company’s each step
of the way (Zhang, Gregory and Neely, 2016:80-94). Engineering Services offer a wide
range of engineering services for industrial operations domestically and internationally.
They specialise in all engineering, process development and improvement, and perfor-
mance engineering management. Engineering experts are invited to the business to em-
ploy, design, commission, assess, advise, develop systems and plans, and offer staff

training to ensure safety, effectiveness, and efficiency in business operations.
Global engineering services can draw business and technical expertise for working with

worldwide customers in the broad industrial sectors to meet a particular asset or manu-

facturing management difficulty. It provides expert advice, consultancy, engineering de-
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sign services, project services, project management or ongoing maintenance, and oper-
ation support. The familiarity and innovation approach with the best practices ensure an
effective and fast response. Innovative technology enables the service to add unique
value to every assignment stage, especially the beginning phase. No matter the chal-
lenge, the chances of which engineering services must have come before are high-in-
stalling and designing new plants and accomplishing a world-class standard very fast.
Also, getting more from previously established facilities without any new significant in-
vestment, new market adaptation, and the regularised condition is an additional engi-
neering service. The demands differ from company to company, business to business,
and from nation to nation. However, they have often acknowledged similarities (Karina,
Penny, and Gary, 2010:15-20).

Engineering service is centred on securing results. Its strength could be found in its per-
sonnel and international experience, which offers a suitable solution to leading compa-
nies worldwide. These are affirmed by the technologies and methodologies demon-

strated in engineering services (Dhillion, 2002).

Furthermore, engineering services approaches focus on fast, sustainable value realisa-
tion through a solid emphasis on operational and process efficiency and a closer busi-
ness activity coalition throughout the transformation. It offers the flexibility and scalability
of several services cost-effectively; captures and identifies synergies amongst several
enhancement initiatives. With its extensive PLT (Process-Led Transformation) services
and solid expertise, engineering services provide consistent, low-cost, and high-quality
services. The vast array of engineering services offerings ranges from process modelling
and definitions to managing process performance on an ongoing basis to rendering and
delivering services (Heisig and Clarkson, 2014:10-15). The global and comprehensive
workforce enables deployment in engagements and lower cost by performing substantial
services from the developing countries. Engineering service has broad expertise in cost-
effective process-driven transformation by supplementing engineering services capabil-
ities supported by using accelerators, technology, and mature assets, which can mean

fast value realisation for their clients.

4.1.3 Service Performance Measures

Services are ‘processes’ rather than ‘things’ since they do not have taste, fragrance,

feelings and visibility. Due to the intangibility of services, many logistical activities cannot
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be deployed to the supply chains process. The traditional function of “agent,” in which
firms were primarily concerned with a cost advantage, has transformed into the role of
service providers. To strategically improve their competitiveness, service providers must
ensure competency-based service delivery (Lacity et al.,, 2008; Kedia and Lahiri,
2007:13-34), (Baltacioglu et al., 2007:105-124). Thus, control of service outsourcing pro-
cesses (or intangibles) such as contact intensity and frequency, communication, and

conflict resolution capabilities may be necessary to ensure a long-term collaboration.

Performance indicators indicate how well the various competitive priorities integrate into
the operational strategy as implemented (Suarez et al., 1996:223-240). Effective perfor-
mance measurements for service sectors involve moving away from manufacturing effi-
ciency toward those that capture crucial success elements connected to customer-initi-
ated needs (Abernethy and Lillis, 1995:241-258).

However, in today’s dynamic environment, service operations managers require relevant
and specific inputs to make sound judgements. Non-financial measurements contribute
to performance improvement in these scenarios by focusing on causes rather than con-
sequences. As a result, managers are motivated to maximise performance on the tasks
for which they are responsible (Hayes et al., 1988). The operational strategy’s dimen-
sions must be incorporated into the performance measurement system to optimise per-
formance (Sampson, 1996:601-621).

It is necessary to consider the service performance reference model to develop a supply
chain management (SCM). Fitzgerald et al. (1991) propose six distinct characteristics of

service performance from those used in manufacturing:

1. Competence:
e The capacity of new client acquisition

e Customer retention

2. Economic Viability:
e Asset turnover
e Cost control of labour and capital

e Revenue generated per serving
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3. Adaptiveness:
e Over time, incorporate flexibility in term of volume, delivery speed, and
specification into service design
e Long-term application of level design
¢ Part-time and ad hoc staffing

¢ Demand smoothing using pricing and promotion strategies

4. Resource Management:

o The effective use of facilities, equipment, and personnel.

5. Creativity:

o Measuring the success of the innovation process and the invention itself.

6. Service Quality Assurance:
e Relationship between customer and organisation
e The establishment of unambiguous customer expectations

¢ Evaluation of customer satisfaction (Fitzgerald et al., 1991).

4.1.4 Customer Service

Business practitioners argue that excellent customer service means consistently check-
ing with the customer that they are happy with its services (Darlington 2018:10-20). Fur-
thermore, customer service is the company function where all its claims, values and mis-
sion are tested (Dixon et al., 2013:20-30). According to Dixon (2013), the company’s
customer service’s actual test is when something goes wrong for the customer when a
problem or issue comes up. The customer needs the company’s help to come up with
the solution. When the customer needs help, the customer service team is called upon,
and the team’s job is to return the customer to a neutral state, to the state that the cus-
tomer was before the problem occurred (Dixon et al., 2013). However, Dixon et al. (2013)
argue that the purpose is not to delight the customer but to reduce the customer’s effort
to solve the problem. Additionally, customer service’s role is to increase loyalty by miti-

gating disloyalty with actions that minimise customer effort (Dixon et al., 2013:20-30).
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In addition to minimising customer effort, the company needs a customer service team’s
complaint-solving process. Goodman (2009:50-60) included the DIRFT-model, a com-
plaint solving approach that aims to minimise the number of problems for the customer
during their journey with the company by completing the task correctly the first time. In
the model, the complaint solving process is described. It includes the following steps:
1. reacting to individual consumers,
identifying reasons for displeasure,
analysing the underlying cause,

2

3

4. solving the problem,

5. asking for feedback on prevention,
6

improving the service quality.

The process begins with an effective response to the customers’ questions and con-
cerns, and then it identifies the actual cause of dissatisfaction. The next step is the es-
sential problem-solving stage, followed up by feedback on how the problem solving
worked and prevented the issue. The process ends with the service quality improvement
step, which feeds the required data to relevant parties to prevent or proactively deal with

the problems.

4.1.5 Adaptability of service

Flexibility as a competitive advantage continues to lack a precise definition. Flexibility is
a nebulous word in service firms since not all service flexibility characteristics have been
identified. After all, resilience is widely recognised as a beneficial instrument for enhanc-
ing a firm’s competitive position, particularly when it comes to technology adoption and

implementation decision-making (Alvarez Gil, 1994:109-128).

In this context, service flexibility refers to the ability to rapidly integrate new designs and
services into the service delivery system, to alter capacity rapidly, to customise services,
to respond to changes in the service mix rapidly, and to rapidly respond to changes in
client delivery timelines (Suarez et al., 1996:223-240). Thus, the primary goal of service
flexibility is to optimise the time and quantity of resource allocations required to finish a
process to prevent consuming an excessive amount of human and material resources
that are not needed (Duclos et al., 1995:36-52).
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Customer engagement and customisation imply a degree of adaptability to the charac-
teristics of services, such as the fact that the primary input flow is information. At the
same time, material handling is a less critical role (Adler, 1988). Nowadays, consumers
have increased expectations of firms that provide essential services. This reality neces-
sitates the development of a fresh and different perspective on service flexibility. Apart
from that, service sector process equipment is significantly reliant on information tech-
nology. Personnel adaptation and flexibility must be prioritised, as employees provide a
higher level of service than equipment does in manufacturing firms (Harvey et al.,
1997:29-45).

Because information technology and people flexibility are inextricably linked and depend-
ent on one another, they can be viewed as their whole (Daniel, 2003). On the other hand,
electronic data interchange (EDI) and information technologies (Its) enable service or-
ganisations to increase their market reach without incurring major investment expenses.
Harvey et al. (1997:29-45) established a model of service flexibility based on this notion.
Technology is responsible for minimising unpredictability in the following dimensions:
volume, time and location, demand and customer. Due to the widespread deployment of
information technology in the service sector, process re-engineering is more viable in in-
service delivery systems than manufacturing systems. Additionally, service businesses
can turn their delivery systems into self-service delivery systems by actively involving
clients (Daniel, 2003). The intended delivery method simplifies and facilitates flexible
application, mainly when the customer develops service delivery systems, such as those

used by manufacturing organisations for high-cost training.

4.2 Tools and Technology

4.21 Tools and Systems for Process Execution

By and large, operational models are designed to manage tools, i.e., to address specific
process components. Certain tools are meant to make project planning more exact, co-
ordination easier, lead times shorter, knowledge transfer more effective, and quality as-
surance sufficient. Such project management models attempt to make sense of an in-
comprehensible world, and formal models give a common vocabulary for interpreting
‘chaos’ (Engwall et al., 2005:427-439). Project operational models, from an engineering

standpoint, portray a collection of technological issues. While these project management
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models address technology challenges, formal models communicate stated best prac-
tices that improve job productivity (Engwall et al., 2005:427-439). These models appear
to be able to accommodate distinct stages of the process. The models are only applica-
ble if their users interpret them correctly and apply them within their conceptual frame-

works.

Additionally, the same model can be applied in several different ways. Nonetheless, it
has been proven that models are used to facilitate communication within and between
projects and give standard models and concepts (Engwall et al., 2005:427-439). As a
result, displaying a point of view in a model helps promote collaboration and critical think-
ing. Said they steer a conversation toward a specific issue from a particular vantage
point. Models are not static; they evolve during their use and interpretation through their
integration and development. Numerous authors have referred to the following opera-

tional model tools as being used by service firms.

4.2.2 On-Demand Workplace (ODW)

Businesses are striving to shorten market cycles, increase customer satisfaction, in-
crease revenue, maintain a competitive edge, and efficiently respond to new issues in
the fast-paced, constantly changing, on-demand environment. And, while seeking to re-
duce operating costs and overhead, be quick to respond to changes in the business

environment.

The ODW provides employees with the tools necessary to do their duties successfully,
increasing productivity while decreasing costs (IBM, 2004:315-325). Nonetheless, due
to the limitations of current organisational structures, it cannot leverage fully and realises
the benefits of IT transformation for a global firm. Parallel organisational structure trans-
formation is required, similar to the change of IT systems via service-oriented architec-
ture (SOA) and on-demand efforts (Galbraith, 1994;2000: 20-45). IT systems have
evolved from being only tools and accelerators to being an integral element of corporate
operations. This newly created entity must be incorporated into the proposed structural
design. According to Drucker (1999:250-260), the business concerns of the twenty-first
century can be overcome by the application of the SOA paradigm to organisational
change. An SOA-based service’s essential qualities are its abstraction levels, a trans-

parent, fully described contractual interface, and ease of discovery and invocation. Ad-
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ditional service composition and choreography might be employed to create more intri-
cate services with equal essential attributes. These services are delivered with a strong
emphasis on contractual compliance, are managed and executed in a scalable and re-
silient information technology environment and are administered in line with governing
norms and service-level agreements (SLAs). When applied to organisational structure,
the SOA metaphor naturally implies the concept of critical tasks and activities as service
units. Each team performs a specific service and is focused on a particular activity or
task. A chain of services from various organisations may be structured to accomplish
higher-level tasks or economic objectives. The services teams and their core skills are
listed on an internal bulletin board located within the ODW. Additionally, the governing

policies and procedures that govern their engagement are published (IBM, 2014:10-18).

Identifying such unique services inside a large firm may necessitate the formation of
various teams and related specialised services. Effective orchestration and coordination
of these teams would be required. To support these virtualised services, a fabric for col-
laboration and coordination would need to be established. It is delivered through a logical
ESB (Enterprise Service Bus) that leverages the capabilities of ODW tools in conjunction
with well-defined service engagement and communication channels (Bieberstein et al.,
2005:691-708).

4.2.3 The Supply-Chain Operation References (SCOR) framework

SCOR is a testing tool that assists managers in developing and managing supply chain
operations at the organisational strategic and operational levels. It can be used as a
reference point for comparing diverse supply networks across various industries. SCOR
does this by standardising supply chain activities into the five high-level processes de-

scribed below:

1 Plan: Balance overall average supply to decide the best course of action for sourc-
ing, production and delivery.

2 Source: Acquisition processes for meeting demand.
Make: Operation that results in the completion of products.
Deliver: Processes that result in the manufacture of final commodities to satisfy de-
mand.

5 Return: The processes of transferring products from the downstream to the up-

stream phases of the supply chain.
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Each high-level process is separated into three levels to analytically identify strategic,
tactical, and operational actions that support supply chain operations. Additionally, the
model considers and integrates the operations of a business’s suppliers and consumers,
providing a holistic perspective of the supply chain. Once a supply chain has been
mapped using the SCOR tool, it is possible to evaluate the standardised procedures
using specified metrics. The toolkit emphasises industry-wide best practices for optimis-

ing performance in standardised processes (Mihalis, 2011:346-361).

4.2.4 Service Directory Tool

The service directory tool (SDT) is a standards-based application that enables the stand-
ardised specification and publication of all company services. Additionally, critical char-
acteristics of the services, such as service delivery assurances, sample outputs or refer-
ences, current stakeholders and team members, and ratings, are appropriately docu-
mented. The rating can be used by a potential stakeholder (such as a CEO) to differen-
tiate between services and make orchestration decisions. When a service is created, the
meta-data for rating is defined. The service type would determine metadata classification
for functional (e.g., component testing service, such as test report quality, defect discov-
ery rate, or test intervals) and non-functional items (e.g., turnaround time or reliability).
The overall service rating is calculated using the weighted average of the subtracting
data (derived at service creation time and fine-tuned regularly). The service’s users and
stakeholders provide input and populate the rating values on a transaction-by-transac-
tion basis, utilising the SDT’s autonomic capabilities. When higher-level services, such
as departmental services, are active, the ratings are propagated to the respective team

services.

Additionally, the rating data can be cascaded upstream to elicit critical metrics for meas-
uring departmental or business unit performance and efficiency, providing senior execu-
tives with an organisation’s “pulse.” The SDT enables anyone to browse and acquire
information about services and extend and descend from higher-level services (Bieber-
stein et al., 2005:691-708). Access rights are influenced by roles, authorisation levels,

and privacy rules.
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4.2.5 Asset directory tool

Services respond with work products and assets when activated (for example, product
binaries, architectural blueprints, best practices, and technical papers). At each level, the
work products are turned into polished and reusable assets. The asset directory tool
organises and publicises these reusable content and work items (ADT). Their service
agents offer guidance to asset-producing service teams regarding reusability. Other ser-
vices may send repeated requests to ADT links, which may be responded to. Stake-
holder service teams are directed to search the ADT for relevant assets before initiating
asset-producing activities to avoid duplication of communication. The COB may be able
to implement this asset-request matching function (Collaboration-And-Orchestration
Bus). Both sensitive and non-confidential intellectual capital is housed at the ADT. On
extranets and customer-relationship portals, non-confidential and shared assets can be
advertised. Access permissions and controls are used to protect confidential assets
(Bieberstein et al., 2005:691-708).

4.2.6 Employee directory tool

The employee directory tool (EDT) is crucial in an on-demand environment. Individuals
have a limited amount of time to adapt and adjust to team dynamics, as teams are con-
stantly formed and coordinated to accomplish corporate objectives. The EDT maintains
a database of all employees. Employees can use the EDT to share personal and profes-
sional information such as experience and credentials, prior and current roles and re-
sponsibilities, comprehensive contact information, personal calendars and schedules,
reporting structures, accomplishments, linked contact information (direct formal and in-
formal relationships with other employees), photographs, and unique “blogs” (Weblog
consist-ing of frequently updated chronological entries on a particular topic). While most
information is accessible to the public, an employee may restrict private and personal
data access. The EDT’s primary objective is to present a human face for team members
and facilitate virtual collaboration for a remote team (Bieberstein et al., 2005:691-708).
Employees can use EDT and the ODW collaboration tools to establish formally and in-

formally contacts necessary for effective teamwork and personal growth.
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4.2.7 Technology

Throughout the many stages of service systems engineering, a diverse range of tech-
nologies must be used to design the hardware, software, information systems, and tech-
nology infrastructure components. Additionally, the organisation’s modelling, definition,
design, processes, and data structures are necessary for an end-to-end perspective of
the service system (Ricardo et al., 2012:420-427).

An engineering team will require access to modern technologies and offer support in
maintaining a competitive edge. Modern technology cost high for technological adoption,
over-worked IT staff, and the high number of specialised tools needed for digital trans-
formation. We live in a product-innovative world. Thus, an organisation will need to reap

the benefits of modern technology.

The engineering services offered to firms provide firms with a wide range of features,
technologies, and tools to manage the engineering business. The software programs
often entail project management and planning, scheduling, resource allocation, budget
management, control tools, document management and cost forecasting, quality man-
agement and administrative functions. Software platforms may be utilised for employee-
client or employee-employee collaboration and communication. In addition to architec-
tural frameworks, business process management (BPM) encompasses various process
management scenarios for coordinating people and technology. Business process man-
agement includes multiple activities, including sequential workflow, straight-through pro-
cessing, case management, content lifecycle management, collaborative process work,

and value chain participation (Ricardo et al., 2012:420-427).

Model-Based Systems Engineering (MBSE), Model-Driven Architectures (MDA), Model-
Oriented Systems Engineering (MOSES), and other techniques are frequently used to
build information technology and technologies on a logical (functional), behavioural (op-
erational), and physical level. UML, UML2.0, and SysML are commonly used to depict
operational scenarios, modes of operation use cases, and entity relationships through
Requirement, Structural, Behavior, and Parametric diagrams (Ricardo et al., 2012:420-
427).

There are many benefits to utilising engineering management software. They include:
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e The software ensures easier collaboration occur in multiple departments, more
so when tasks overlap. It is essential as it provides every team member is on
track regarding the objectives to be met.

e It's ideal for improving customer communication. Clients are quickly updated on
a project’s progress, providing feedback and receiving an automated transmis-
sion from the project team.

e Tracking projects using scheduling systems ensure deadlines are met and that
resources and time are managed flawlessly. This sort of software offers tools,
making it easy to know the progress of the project.

e Managing a budget is challenging in engineering. The software helps project
managers in staying on cost and ensuring the funding is met

e The software ensures contracts and documents are added to the database and

e-filing is accurate.

4.3 Management Process

4.3.1 Workforce Planning

Time is a widely used and universal metric for evaluating performance. In workflow sys-
tems, it can be defined as the total time required to convert a set of inputs to outputs.
Typically, a time-based approach requires businesses to provide the highest value pos-
sible as rapidly as possible. A speedier workflow execution time enables quicker creation
of new items, giving you a competitive advantage because you can get your items to
market sooner. Additionally, by reducing the time required to accomplish a series of tasks
inside a workflow process, a company can be more responsive to the needs of its con-
sumers. As a result, improving the workforce management system to include time-based

process execution is critical. (Cardoso et al., 2002:274-285).

Executives frequently indicate in surveys that human capital is one of their most precious
assets, yet they struggle to convert that human resources into a competitive edge. How-
ever, several companies have recently worked to address this issue. IBM, for instance,
developed “Opti Match” at its Watson Research Center to match employees to Global
Business Services projects. Hewlett Packard has also implemented a new staff planning

and scheduling system at its Palo Alto Laboratories (Hargaden and Ryan, 2015:578-
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590). These technologies were developed to assist corporations in accomplishing spe-
cific objectives, such as streamlining the labour assignment process. It’s similar to staff

scheduling and rostering in the mass services and service shop categories.

Mostly in-service business, workforce planning includes workforce planning or redeploy-
ment, which involves arranging employee work schedules to match client demand (Ernst,
Jiang, Krish-nanmoorthy and Sier, 2004:3-27). Additionally, engineering consulting or-
ganisations examine the task assignment procedure. In contrast to mass service or ser-
vice shop environments, engineering consulting firms “concentrate completely on
knowledge generation through the addition of value to data in their transformation oper-
ations.” (Brennan, 2006:98-107).

Innovation in experience and understanding industries results from collecting the rele-
vant knowledge and information at the right time to face novel, complicated situations. It
is well accepted that the prominence of a strong team leader in information exchange
hampers innovation. In knowledge-intensive work, workflow and problem-solving net-
works are frequently dynamic, moving as new projects require various types of infor-
mation and abilities. As new obstacles or opportunities arise, the set of relationships
upon which one is now relying for information may prove less valuable than those with
previously unknown group members who may have information pertinent to the new
tasks at hand. When individuals know who to contact for knowledge and information
essential to a new endeavour, a network can augment their capacity to overcome new
challenges. As a result, team leaders who are more aware of their team members’ ca-
pabilities should be more likely to link the appropriate persons in the proper time when

unique challenges develop (Jan et al., 2008:269-286).

4.3.2 Leadership

Process management effectively attains the success ladder; leadership determines if the
ladder is leaning against the right wall. Leadership entails charting a course and organ-
ising an organisation around process improvement initiatives. Academic research has
continually affirmed that senior executive leadership is required for a process manage-
ment system to function well and is the driving force behind these initiatives (Flynn,
Schroeder, & Sakakibara, 1995). Senior management commitment should be the start-

ing point for improvement processes since they construct the organisational mechanisms
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that design and manufacture products. The influence of leadership on process manage-

ment ultimately influences knowledge generation. (Linderman et al., 2010:689-719).

Members of an engineering design team are obligated to exchange information about
their work. In a recent study, Kratzer et al. (2006) illustrate that managing workflow net-
works can foster creativity in innovation teams. Two components have a significant role
in determining this structure. First, the job breakdown and the interfaces that result from
it necessitate team member swaps. Second, the team leader’s coordination skills enable
him or her to link or disconnect team members for administrative needs. Throughout
innovation trajectories, this structure inexorably alters and adapts to shifting difficulties
and tasks. Team leaders have a dual purpose in workflow networks. Team leaders serve
as coordinators, monitoring the workflow and making required modifications or interven-
tions. On the other hand, team leaders must be closely involved in the workflow to mon-

itor job progress and manage the team (Jan et al., 2008:269-286).

As previously stated, team leaders serve as gatekeepers, bridging the divide between
internally and externally communications systems. Thus, leaders can maintain a central
position within their internal networks while maintaining several contacts with different
technical design teams. The degree to which team leaders are related to other groups
reflects their external centrality or ability to cross boundaries. Boundary bridging has long
been recognised as a factor in how information enters organisations. The degree to
which one is aware of another’'s competence or comprehends what another knows is

related to one’s propensity to seek knowledge from that individual.

On the other hand, highly specialised skill is distributed throughout the group with an
engineering design team. No member can monitor every area of expertise of his or her
colleagues. Team leaders who are aware of the distribution of knowledge and experience
within the team, on the other hand, may manage the team in such a way that the relevant
individuals exchange knowledge and information at the appropriate time. As previously
said, team members who are more aware of the diverse abilities available within a net-
work are more positioned to act effectively when new challenges necessitate specialised
knowledge (Jan et al., 2008:269-286).
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4.3.3 Management of Knowledge and Knowledge Management Systems

Knowledge management and knowledge management systems Implementing
knowledge management in engineering is fraught with difficulties, including short supply
times, organisational culture, a lack of standardised work processes, and limited financial
resources. More precisely, these constraints manifest as a lack of managerial support,
employee resistance to knowledge sharing, an insufficient IT infrastructure, a lack of a
real-time integrated database, and an insufficient financial flow (Carrillo, Chi-nowsky
2006:2-10). During the execution, evaluation, and reinforcement stages of knowledge
management, the control points for KMS are the system’s usability and effectiveness,
the number of knowledge objects, progress reports, user satisfaction, the number of
knowledge object applications, the number of knowledge object usages, appraisals, re-
view mechanisms, portal maintenance, and process tuning (Chang and Li 2007:479-
493). As a result, engineering is a project-based profession, which complicates the
knowledge transfer process (Tserng, Lin 2004:781-802; Lin et al. 2006; Tserng et al.
2010:332-344). Additionally, it demands knowledge management and experience exten-
sion. Thus, a fundamental subject is a process through which implicit information be-
comes explicit knowledge. Engineering consulting firms are highly knowledge-intensive
enterprises burdened with planning, designing, and supervising construction projects
(Mortazavi 2010:13-30; Ding et al. 2011). The majority of knowledge assets are concep-
tually preserved in the minds of senior engineers or are documented in copious amounts.
Historically, information was obtained through the reading of papers or oral discussions
amongst personnel. However, the loss of capability caused by the resignation of senior
engineers can result in a loss of competitive edge (Yu et al. 2009:430-440, 2012; Ding
etal. 2011; Lin, Lee 2012). As a result, increasing engineering productivity and mitigating
the effects of personnel attrition are critical. Knowledge management activities encom-
pass the processes of creating, capturing, storing, sharing, and reusing knowledge.

These processes are crucial to the competitiveness of engineering consulting firms.

4.3.4 Process Performance Management

There are extensive surveys conducted in many companies worldwide with more than
250,000 staff over the past thirty years. The surveys point to employee commitment, and
happiness is dependent on several simple practices. Kativar& Khalid (2014) state re-
search findings dictate that adequate human resources capital adds almost 47% to a

shareholder’s value.
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Many SMBs or SMEs (Small & medium-sized businesses or enterprises) find it challeng-
ing to make proactive management. The emphasis lies on achieving stability and in-
creasing revenue. With a growing business, it is essential to improve staff engagement,
loyalty, and productivity. Here, performance management shows significant differences
between an enterprise experiencing sustained growth and one with momentum falters.
An organization knows the role played by performance management but often conduct
it in an impromptu manner. Such a technique will be helpful when dealing with few em-
ployees. With many employees, a formal process is needed. Consistent staff feedback
is essential for a larger organization to succeed. Engineering services provide organiza-

tions with an approach that improves performance (David and Joe, 2013:37-42).

Generally, performance management entails communicating with staff on the organiza-
tion’s expectations, ensuring their actions and goals align with company strategies. It
focuses on the effective management of individuals & teams for improved organizational
performance. The technique is strategic (looking into broad issues & vision) and inte-
grated (linking all business aspects). Performance management entails (Cornerstone,
2017:3-27):

¢ Individual targets

e Training and learning

o Development & improvement plans

¢ Annual feedback and reviews

e Objective recognition and rewards

CIPD (Chartered Institute of Personnel and Development) state that there are consider-
able benefits to be reaped by a business through performance management (Corner-
stone, 2017:3-27). They include:

e Improved staff morale

e Consumer satisfaction

e Assisting in employee progress

o Staff empowerment and loyalty

¢ Increased engagement.
A common misconception dictates performance management refer to yearly reviews.
Reviews can be viewed as a part of an extensive management process. Performance
management, generally, is a universal procedure. Well-developed strategies assist or-

ganizations and employees by:
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¢ Informing them on the necessary things an organization aims to achieve

e Arming organization and employees with essential skills

¢ Communicating responsibilities of an individual employee in the accomplishment
of objectives

¢ Informing staff on what the organization expects of them

e Supporting employees in developing their skills and managing challenges

4.3.5 Work Execution Nature

The introduction of performance management strategies in an organization is essential
for organizational maturity. Considerable benefits are reaped when this is gotten right
through staff and business engagement. By implementing various steps, employees
reap massive benefits to grow them personally and professionally. On learning new com-
petencies, skills and recognizing the investment an organization is making, they become
productive, reflecting company performance. An organization using an ad hoc technique
in management is less successful. An organization that does not integrate feedback and
performance practices in management programs has lower performance improvements
and high employee turnover and dissatisfaction. Performance turnover provides a busi-
ness with the chance to improve and refine development activities. Various solutions and
challenges are essential in the development of performance management strategies.
Engineering Services offer practical guidelines for SMEs incorporating performance
management in the long-run growth plan. Based on research, case studies and experi-
ence, the advised integrating management into the organization’s workflow (Corner-

stone, 2017:3-27) are the following steps:

Establishing Enterprise Case in Managing Performance
A Customized Performance Management Procedure
Implementation of Effective Stakeholders Reviews
Building Processes that Adapt to Evolving Enterprises

Understanding and Analyzing the Impacts of the strategy

2L e

Utilizing the Ideal Technologies for your Organization

The above steps aim at providing clarity and insights to an organization preparing for the
implementation of performance management in an enterprise. This paper identifies ma-
jor setbacks faced by an organization when introducing employee performance manage-

ment and offers practical steps in developing ideal strategies for overcoming challenges.

(&
Metropolia



35

4.3.6 Information Flow Across a Work Procedure (Establishing Enterprise Case in
Managing Performance)

On introducing performance management in an organization, some resistance might be
encountered from employees and senior managers. Typically, colleagues’ express con-
cerns on:

e Company lacking resources and time

e Additional behaviour control

e Offering little to no ROI

Combatting perceptions require preparation and patience. One needs to understand per-
spectives and views and challenge the convictions with conviction. Performance man-
agement points to overwhelming research confirming its effectiveness. For an organiza-
tion to overcome the setbacks, Engineering Services build concrete business cases out-
lining the impact of utilizing performance management in organizations.

Solution: Building solid business scenarios

Building enterprise scenario based on an organization’s skill, whether the case is pre-
sented as a report or slideshow (Cornerstone, 2017:3-27). The chapters be included are:
e The Problem: It entails identifying major performance hitches that the enterprise
fac. Does an organization have high employee turnover? Do workers underper-
form regularly? Is there productivity? Are the utilized procedures constantly im-
proved? Problem identification is necessary in presenting a business case. There

should be a clear and concise message on overcoming the problem identified.

e Communicating using Numbers: In performance management, analyzing ex-
pected outcomes and costs using ROI is essential. Implementing performance
management strategies incurs costs, making it necessary to present clear ideas
on baseline outcomes. Delivering a precise figure outlines expected gains for a
company and the likely time for it to happen. For instance, what does a 5%
productivity improvement imply in a financial year?

e Engaging employee across and outside the enterprise. Speaking to peers from

the subordinate to management ensures all are engaged in meeting goals.
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4.3.7 Implementation of Effective Stakeholders Reviews

Performance reviews are vital in judging management and thinking about how to imple-
ment strategies. Good reviews empower staff, boosting their careers as negative reviews
affect performance, morale, and engagement

Solution: Ensuring effective reviews

Many enterprises will use inappropriate approaches to annual reviews. Staff might view
it as stressful and a timewaster. It needs to change. An effective way to employee re-
views should:

a) They are encouraging regular feedbacks the entire year. It ensures employees’
annual reviews are surprising. Managed services regularly tell staff their perfor-
mance as they relate to targets.

b) Decide on a suitable review type for the enterprise. When a review is conducted,
the choice depends on the enterprise’s most accurate action in costs and time.
Review types include:

o Self-appraisals where employees will rate their performance based on de-
fine targets

e Manager reviews where line managers provide feedback

e Multi-ratter assessments: It's the broader review in which feedback is pro-
vided by customers, colleagues, and line managers for a more profound
view

c) Provide concise and clear targets and outcomes for organizations. It entails align-
ing behaviours and trends with enterprise goals. Progress is measured against
objectives based on measures and concrete examples, ensuring animosity or

personal liking doesn’t interfere with fairness.
4.4 People Management

441 Management Techniques

Organizational culture mainly influences the management style that portrays when con-
ducting a project. The management style illustrated is shaped by social dynamics, local
culture, customs, project, team members, skills, and project managers’ personality. Or-
ganizational Leadership management styles can be categorized (Cherry, 2006:30-45)
as:
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e Laissez-faire
e Democratic
e Paternalistic

e Authoritarian/Autocratic

4.4.2 Autocratic

In this management style, all decisions are made by a service company. Decision-mak-
ing and information are left to the senior management of the company. The company’s
workforce/employees are expected to accomplish various tasks and objectives to meet
its goals. Downward communication, from leaders to subordinate staff, is involved in the
authoritarian management style. Individual control frequently referred to as authoritarian
leadership, is characterised by total autonomy through all outcomes and minimal partic-
ipation by group members. Autocratic leaders typically make decisions based on their
ideas and judgments and rarely solicit advice from followers. Autocratic leadership en-

tails a group’s authoritarian rule (Cherry, 2006:30-45).

From an employee’s viewpoint, it results in reduced motivation (Ebrahim, 2018:13-25).
A primary advantage of using this technique is an organization’s direction remains con-
stant as decisions are similar, projecting a well-managed and confident organization.
However, team members will highly rely on project management, making supervision a

necessity.

4.4.3 Paternalistic

A paternalistic style of management is one in which the manager places equal weight on
the interests of the employees and the firm. Communication is downward in a paternal-
istic management style, and feedback and questioning authority on superior and group

cohesion are lacking (Francis and Ekaette, 2016:51-61).

In this case, the manager will make decisions with employees’ ideal interests at heart
rather than an organization’s interests. It explains most decisions made to team mem-
bers, ensuring leisure and social needs are met. It helps in balancing the lack of motiva-
tion resulting from authoritarian management technique. In this technique, feedback is
generally downward. However, the management collects employees’ feedback. It is an

excellent style in engendering employee loyalty. It results in low staff turnover due to its
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emphasis on social requirements. It's disadvantageous in that employees highly depend
on the manager, and in case of a wrong decision, employees are dissatisfied with their

manager (Hajra et al., 2019:1-5).

4.4.4 Democratic

When a manager practices democratic management, he or she encourages employees
to participate in decision-making; thus, the majority agrees on everything. Both directions
have substantial contact (from employees to managers and vice-versa). Under a demo-
cratic management style, each worker is provided with a voice at the table, and commu-

nication is relatively free-flowing (Francis and Ekaette, 2016:51-61).

Employees are involved in the decision-making mechanism, and the majority rule ap-
plies. It is critical when making highly complex decisions that require the collaboration of
multiple professionals and a high level of professionalism. From a general view of an
organization, work quality is improved, and tasks are always done satisfactorily. How-
ever, deciding is slow, and consensus might not always lead to taking the ideal decision
(Ebrahim, 2018:13-25). Employees are encouraged to communicate their views, ideas,

and emotions that contribute to the organization’s success.

Because democratic leadership includes employees in decision-making, it is often re-
ferred to as participative leadership. The democratic manager keeps their workers in-
formed of all factors affecting their job and delegated decision-making and problem-solv-
ing authority. This leadership style entails the leader acting as a coach who has the last
say but solicits advice from subordinates before making a decision. Democratic leader-
ship possesses the capacity to perform both high-quality and quantity work over a pro-
longed period. Numerous employees appreciate the trust they receive and demonstrate
it through cooperation, teamwork, and a positive work environment. (Cherry, 2006:30-
45).

4.4.5 Laissez-faire Technique

Here, the service is marginal. An employee manages their section in a project. The pro-
ject manager doesn’t perform management duties, resulting in uncoordinated delegation.

Communication is horizontal, implying equal communication in two directions. However,
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there is little communication in comparison to other management techniques. It encour-
ages creativity and professionalism amongst employees. At times, it is not deliberate,
resulting in poor management. It can lead to lacking the drive and reduced staff focus,
resulting in a poor organisation’s image and dissatisfaction (Abdul Qayyum and Husnain,
2012:258-264).

In many cases, laissez-faire leadership is referred regarded as the “hands-off” leadership
style. It is one in which the supervisor gives little or no direction and gives employees the
maximum level of autonomy possible. Employees are given complete control or power,
and they are responsible for setting goals, making decisions, and resolving problems
independently (Cherry, 2006:30-45).

4.4.6 Working Principles

An organization’s general process in sharing rights on a decision made about a project
and monitoring how various project interventions occur is project governance. Any engi-
neering service organization is guided by project governance. An effectively governed
organization actively design project-governing mechanisms such as approvals, budget-
ing procedures, and committees to encourage trends consistent with an organization’s
strategy, mission, norms, culture, and values. Project governance aims at establishing
apparent authority or levels and an ideal decision making inclusive of policy conduction,
influencing, planning affairs of a project and assuring its success through the definition,
documentation, and dissemination of dependable, repeatable project methods (Robert
and Ralf, 2016b:613-626). It entails policies, processes, and people providing a frame-
work through which the engineering services will make decisions, optimizing results re-
lating to the area of responsibility. Identifying and defining responsibilities, accountability,
and roles of involved persons, optimum outcomes are obtained. It includes coordinating
and interacting with external and internal dependencies. An organisation’s management
team sets up and supports the governing structure before initiating a project activity. It
ensures key decisions will be made in good time. Management teams define project
governance using a document outlining responsibilities and roles for making decisions
with team members and stakeholders. It entails creating project committees and quality
operating rules. An ideal project-governing document assists projects through clear pro-
cedures on following escalating issues, defining decision-making structures, responsibil-
ities and roles for every stakeholder on various processes in a project (Robert and Ralf,

2016b:613-626). A service offer is made up of three primary development components:
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a services conception, a service method, and a service system. The service concept
articulates the customer’s requirements and establishes a link between them and how
the service should fulfil them. The service process specifies the events that must occur
for the service to be generated, whereas the service system specifies the resources nec-

essary to offer the service.

A way for increasing productivity in a sector or department is effectively motivating hu-
man resources. Past studies have indicated self-motivated persons are more productive
compared to people who aren’t self-motivated. Published literature cites numerous mo-
tivational tools. Chironis (1969:19-35) outlines six motivators for an engineering service

in motivating people:

¢ Involving employees when setting goals

e Setting standard achievable by employees for measuring performance
e Challenging employees’ self-destructive attitudes

e Ensuring policies and goals are clearly understood by employees

e Consulting employees on issues above their position levels

¢ Uncovering motivational tools which will operate best for individual employees

4.4.7 Skills and Capabilities

According to Thamhain (1990:80-84; 1992a; 1992b:400-421), the effective management
of technology and engineering functions in the current environment will require specific

administration, leadership, and technological skills.

Elements of leadership skills include setting goals, assembling a multidisciplinary team,
motivating others, and gaining commitment and support from upper management. The
ability to handle unstructured work environments, to communicate effectively, and to help
resolve conflicts, as well as to help in problem-solving, are essential in-service manage-
ment. Some technical expertise aspects include facilitating trade-offs, understanding
marketing priorities, and integrating people and systems. Multifunctional projects, sched-
uling, straightforward interpretation of policy, staff retention, estimation of capital, re-
source negotiations, progress measurement, administrative management, and collabo-
rations are examples of managerial skills. It is critical to notice that at times, the skill

components of the three groups may overlap.
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Service engineers and managers should understand the science and technology re-
quired to deliver value-adding technology-based services to actual people. It corre-
sponds to the capabilities required of a service scientist (Sphorer, 2008:11-40): technol-
ogy, business, and social organization.
o New technologies (i.e., ability to design and evaluate innovative technologies
and processes).
¢ New modalities of contract or services (i.e., understand the user and customer
needs and meet requirements and quality expectations).
¢ Innovative business models (i.e., leadership and management capacity to meet
stakeholder interests and the demand for organization flexibility, effectiveness,

and accountability).

Service engineers must possess a strong understanding of their speciality field and di-
verse skills and competencies. Chang (2010:479-493) identifies four key abilities for ser-
vice system engineers:
¢ Skills to manage a system, a business, a market, a body of knowledge, and a
financial situation.
¢ Knowledge of operations and service procedures
e Analytical and interpersonal skills

e Entrepreneurship, ethics, and global perspective

4.4.8 Building Processes that Adapt to Evolving Enterprises

Process and tools are dictating performance management strategies evolve. As a com-
pany grows, priorities change. Thus, performance management should change. Solely
focusing on sales is relevant; however, the organization is developing, emphasizing cus-
tomer relations and brand identity is necessary. It leads to a shift in performance man-

agement strategies (Cornerstone, 2017:51-60).
Solution: Document processes and clearly defined roles

With performance management strategies, an identifiable leader or project manager is
essential. The person will ensure an organization’s vision is accomplished through per-
formance management by taking the lead interest on:

e Documenting progress

e Constantly analyzing the implementation of strategies
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¢ Researching into the performance management of a company for improved work-

flow

4.4.9 Understanding and Analyzing Impacts of the strategy

The primary reason for implementing a performance management strategy is under-
standing how companies and individual employees perform concerning predefined tar-
gets. Performance management offers colleagues their feelings, major setbacks they
experience, and areas the organization and employees can improve. This information
can be utilized in (Cornerstone, 2017:51-60):

o Defining new organizational objectives
e |dentifying failures and weaknesses
¢ Rewarding success

e Assisting in discovering and employing new employees

Solution: Analyzing and using data/information

Performance Management information, if possible, should be digitized. Digitization mas-
sively facilitates one’s ability in analyzing data collected in the entire process. Data anal-
ysis should be related to goals set by a company:

¢ Who achieves the goal, who surpasses set goals and who underperforms?

¢ How will colleagues’ morale be impacted?

¢ Where has the company made improvements, and what can be done better?

e How conversant are employees with the company’s objectives?

e Does every stakeholder in the company understand their responsibilities?

Analyzed information or data can be used in informing new objectives, strategies, and

company policies.

4.4.10 Utilizing the Ideal Technologies for an Organization

Traditionally, organizations conducted performance management tasks and activities us-
ing paper and pen, and reviews were done by filling tick-box forms. There’s a perception

among SMEs (Small &Medium Enterprises) that extensive performance managing tools
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will be burdensome and costly. Platforms like engineering managed services provide art
tools designed for all sorts of enterprises.

Solution: Using the right cloud-based solutions

Technologies used in management performance in an industry have been advancing
rapidly over the past years, and companies can access them regardless of size. Scalable
and flexible cloud-based subscriptions offer ideal solutions to companies through:
¢ Simplified analysis and tracking across mobile and desktop devices.
e Streamlining and automating performance reviews through workflow technolo-
gies that integrate the existing systems in a business line.
e Easily accessing online reviewing tools such as browser-based technologies rec-
ognizable to end-users, resulting in great completion rates from the respondents.
e Making training resources available and easily linking them to tools for perfor-
mance management.
e Cataloguing previous targets and actions securely stored or backed up for easy
retrieval.
e According to Cornerstone (2017:51-60), pre-defined feedbacks and tips are avail-
able to the managers when performance appraisals are being written through

logging into systems with credentials.

4.5 Organization Design

The organisational design process entails six important decision points: centralization
and decentralisation, a chain of command, departmentalization, formalisation, a span of

control, and task specialisation (Robbin, Coulter, DeCenzo, 2020:57-66).

4.5.1 Work Specialization

The degree to which an organization’s tasks are divided into multiple roles is referred to
as work specialisation. Work specialisation refers to the fact that a single individual's
complete task is not finished but is broken down into steps that various individuals ac-
complish. Individuals are more prone to specialise in a particular area of activity than in
action. When work specialisation was established and applied in the early twentieth cen-
tury, initial results indicated increased employee performance and productivity. When
used excessively, it resulted in human economic diseconomies because of work special-

isation fatigue, stress, boredom, increased absenteeism, poor quality, and high turnover,
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all of which negated the financial gains. Recently, engineering services have considered
specialisation as a necessary organisational tool but not as the principal source of rapid

development in productivity (Robbin, Coulter, Decenzo, 2020:57-66)

4.5.2 Departmentalization

After jobs have been classified according to job specialization, they must be grouped to
coordinate general tasks. Departmentalization is grouping the essentials of work (Rob-
bin, Coulter, DeCenzo, 2020:57-66). Engineering services have a distinct method of cat-
egorizing and arranging work tasks. The customer department classifies jobs by cus-
tomer: clients who share common problems or requirements that professionals best ser-
vice. There are advantages to equating de-participation with the absence of a client.
Functional departmentalization classifies jobs according to how they are conducted. This
strategy may be used in any institution, albeit the functions would vary to demonstrate
the institution’s activity and mission. Departmentalization of processes organizes jobs
according to a customer or product flow. This strategy enables work operations and ac-

tivities to follow a natural customer or product processing flow.

Product departmentalization categorizes or arranges jobs according to the product line.
This method enables each critical product area to be subordinated to engineering experts
accountable for all aspects of the product line. Geographical division classifies jobs by
location or area, such as western Canada or the east coast, central Ontario, Europe,
Asia, the Pacific region, or the United States. Most big engineering firms integrate all
forms of departmentalization. Each of the firm’s divisions is functionally organized. Its
manufacturing segment is process-oriented. Its distribution unit is geographically orga-
nized, while its sales area is segmented into four customer or client groups. The usage
of cross-functional teams and customer departmentalization are two common trends in
departmentalization. Engineering services use cross-functional teams, which are made
up of individuals with specialized knowledge who collaborate to increase understanding
and knowledge for an organization’s task and customer departmentalization, which di-
vides jobs into categories based on everyday customer needs or problems. It enables
organizations to gain a complete understanding of their customers and to respond more
rapidly (Robbin, Coulter, DeCenzo, 2020:57-66).
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4.5.3 Chain of Command

The chain of command is a continuous line of authority that spans from the organization’s
top-level to its lowest levels, outlining who reports to whom. It supports employees in
resolving issues such as where or who should | contact if | am experiencing a prob-
lem/challenge? Alternatively, whom am | accountable/responsible? A discussion of the
chain of command would be incomplete without addressing additional concepts such as
authority, accountability, delegation, responsibility, and unity of command. The phrase
“authority” refers to a managerial position’s head telling employees what they must do
and how they must do it. Engineering managers are also an essential component of the
chain of command since they encourage teamwork and decision-making. They are
vested with a certain amount of authority to carry out their obligations. By integrating and
coordinating employees’ activities, managers assume a commitment to carry out any set
objectives or responsibilities. The term “Responsibility” refers to this expectation or com-
mitment to complete. Accountability flows from obligation, which requires managers to
justify and report their work to their superiors. The concept of the unity of command con-
tributes to maintaining the idea of a continuous chain of authority. It stipulates that each
employee should report to a single supervisor who is authorised to provide directives
and directions. Without organizational unity of command, several managers’ disagree-
ments and competing goals might generate difficulties. Delegation is the process of as-
signing authority to another employee to perform a specific task, hence empowering the
employee to make some decisions. Delegation is a critical component of engineering
services because it ensures that the appropriate people are involved in decision-making
(Robbin, Coulter, DeCenzo, 2020:57-66).

4.5.4 Span of Control

The span of control is the most significant number of personnel that an engineering firm
can effectively and efficiently manage. This control span is crucial since it has a consid-
erable impact on the number of employees, levels, and managers necessary. The span
of control idea recognises that several elements influence the optimal number of employ-
ees that a manager can effectively manage. These factors include the manager’s and
employees’ abilities and capabilities and the task’s nature. For example, the more train-
ing and experience an individual has, the less direct supervision they require. As a result,

managers with highly skilled and experienced staff may effectively manage a larger span.
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Additionally, the similarity of employee tasks, their complexity, subordinates’ physical
proximity, the extent to which standardised procedures are in place, the sophistication of
the organization’s information system, the strength of the organization’s culture, and the
manager’s preferred style all contribute to determining the appropriate span. Extended
control spans are also a possibility as a result of technology improvements. Managers
and subordinates interact more efficiently, and there is frequently more information avail-

able to assist people in performing their duties. (Robbin, Coulter, DeCenzo, 2020:57-66).

455 Centralization and Decentralization

In some technical organizations, junior managers and personnel carry out orders, while
senior management makes all choices. It may appear differently in other organizations,
and decision-making decentralized to junior-level managers is centralized in the former,
while decentralized decision-making is centralized in the latter. Centralization refers to
the extent to which decision-making is focused inside a single organization. Centraliza-
tion occurs when top management makes critical organizational decisions without feed-
back from below. By contrast, decentralisation occurs when junior managers or employ-
ees participate in decision-making as well. However, the terms “decentralization” and
“centralization” are relative terms. A business is neither necessarily entirely decentral-
ized nor entirely centralized (Robbin, Coulter, DeCenzo, 2020:57-66).

456 Formalization

Formalization describes how jobs within a company are standardized and how proce-
dures and rules guide the employees’ behaviours. If a job has a high formalization, the
individual executing that job has limited freedom to select what is to be done, when is it
to be done, and how the employees do it. A supervisor may demand an employee to
handle the same input repeatedly in the same manner, resulting in consistent and uni-
form output. Engineering services are highly codified, with precise job descriptions, well-
defined processes, and a wealth of organisational rules covering all operational aspects.
Additionally, if formalisation is restricted, job behaviours are unstructured, and workers
have significant discretion in carrying out their responsibilities (Robbin, Coulter, De-
Cenzo, 2020:57-66).
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457 Structure — The Human Services Bus

The Human Services Bus (HSB) is an ideal organisational service structure designed to
meet the needs of a demand-driven business environment. Its system is derived from
expanding the semantics of traditional services and utilising existing organisational struc-
tures, combining them to maximise benefits and reduce constraints. The service is the
HSB’s central logical entity. A service can be described as anything that performs a par-
ticular function to accomplish objectives, tactical results, or strategy implementation. Ad-
ditional services can be bundled together to create more robust, complex services
(Bieberstein et al., 2005:691-708).

Additionally, service agents must be defined to ensure that services operate efficiently
and effectively. These are individuals who have been regarded as capable of supervis-
ing, mediating, or choreographing services. Their responsibilities and tasks differ by tier

and are critical to the HSB’s function.

458 Team services

This section details the HSB’s critical services. These services are well-defined regard-
ing the tasks and activities they execute to support the organization’s core competencies.
The team services group has particular and tight tasks, such as “functional testing of
component A in product XYZ,” “data access performance benchmarking in the retail busi-
ness,” and “level 1 customer help for component B in product XYZ.” The service agent
for this layer is a manager responsible for mediating and ensuring that the service is
functioning and meets contractual requirements, optimising connections to the collabo-
ration engine, resolving day-to-day challenges, and regularly managing team incentives
and morale (Bieberstein et al., 2005:691-708).

4.5.9 Departmental services

At the departmental level, team services are aggregated to deliver on essential business
objectives, resulting in departmental services. “Testing component, A in product XYZ,”
“retail performance benchmarking,” and “customer support for component B in product
XYZ” are examples of these services. Senior managers are the choreographers of the
first level of service, charged with the obligation of comprehending the business objec-

tives given to them. They must create a service workflow based on existing services to
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meet those goals while also streamlining workflow connections through collaboration

with team service managers (Bieberstein et al., 2005:691-708).

4.5.10 Business-unit services

These services are generated through the coordination of departmental services to ac-
complish the company’s tactical objectives. “Product XYZ testing,” “industry performance
benchmarking,” and “product XYZ customer support” are all examples. Additionally, busi-
ness unit services can satisfy some of their essential requirements directly through team
services, boosting departmental service orchestration. Organizational capabilities are
necessary for developing business-unit services that execute and deliver tactical ele-
ments and manage critical profit-and-loss results. A director is accountable for planning
and implementing services at the departmental and team level to meet these expecta-
tions. He or she collaborates with service agents in the layers underneath to analyse the
services their unit employs, identify process bottlenecks, reengineer service character-
istics as necessary, minimise service redundancy, and design new emerging services

(Bieberstein et al., 2005:691-708).

4.5.11 Divisional services

Coordination of services supplied by business units is critical to achieving the organiza-
tion’s strategic objectives. “Supervise product XYZ,” “Supervise industry solutions,” and
“Supervise customer interactions.” Divisional services designers have access to the
team’s gamut, departmental, and divisional services and can make the most use of them.
Senior executives, such as vice presidents and general managers, are accountable for
accomplishing strategic goals through effective divisional service coordination and finan-

cial management (Bieberstein et al., 2005:691-708).

4.5.12 Group services

These initiatives are designed to assist the organisation in accomplishing its overarching
mission and objectives. They formulate and carry out strategies through the divisional
services they supervise. “Software portfolio services” and “industry-solution services” are
two possible examples. Senior vice presidents work closely with the CEO and his exec-

utive team to determine the organization’s short- and long-term priorities. Each senior
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vice president is responsible for monitoring the quality and effectiveness of their divi-

sion’s and business unit’s resources and establishing directives to guarantee they ac-
complish those objectives (Bieberstein et al., 2005:691-708).

4.6 Conceptual Framework of Thesis

Service provide and its level of performance
- Karina, Penny, and Gary (2010)

- Zhang, Gregory and Neely (2016)

+ Harvey et al. (1997)

Structures and systems, develops plan for
the new challenges

- Robbin, Coulter, DeCenzo (2020)
- Biebersiein et al. (2005)

Systems and tools to execute the process.
- Bieberstein et al. (2005)
- Ricardo et al. (2012)

Work executing nature, flow of information
across all levels, working process
= Jan, et al. (2008)

- Cornerstone (2017)
- Cardoso, et al. (2002)

Addressing leadership, ways of working,
skills and capabilities
Cherry (2006)

Ebrahim (2018)

Francis and Ekaette (2016)

Figure 3. Conceptual Framework

The conceptual framework of this thesis is designed to develop the managed service
operating model based on current state analysis from section 3 and existing literature
knowledge from section 4. When combined, the result will serve as the foundation for
developing a systemic framework for operating model in managed service. The concep-
tual framework and its main elements are illustrated in Figure 3. Each of the elements

has a significant role in the operating model.
1. The first element, “service,” illustrates the supplier services, service performance

measures, customer service, service flexibility. This element is defining about the

supplier services method, process, and operating functions.
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2. The second element, “Tools and Technology, “ describes the tools, on-demand
workplace, SCOR framework, service directory tool, asset directory tool, em-
ployee directory tool, and technology. This element represents the technology

infrastructure used in engineering service supplier.

3. The third element, “Management Process”, elaborates on the leadership,
knowledge management system, performance management, work execution na-
ture, information flow procedure, implementation of effective stakeholders, build-
ing process, understanding and analyzing impacts of the strategy, utilizing the

ideal technologies for an organization.

4. The fourth element, “People Management”, provides the existing knowledge
about management technique (Autocratic, Paternalistic, Democratic, Laissez-

faire Technique), working principle, skills and capabilities.

5. The fifth element, “organisation design,” discusses the specialisation of work, de-
partmentalization, a chain of command, control centralization and decentralisa-

tion, and organisational structure.
After describing these elements, this study proceeds to Section 5 to explain the pro-

posal for developing the operating model in managed service, illustrating the operating
model’s idea in detail.
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5 Building an Initial Proposal of an Operating Model in Managed Service

This phase combines the results of the current state analysis with the conceptual frame-
work to construct the proposal using Data 2. The current state analysis and the concep-
tual framework of the literature were used to develop a proposal for the managed ser-

vice’s operating model.

5.1 Overview of the Proposal Building Stage

The current state analysis of section 3 detailed the key issues observed during the inter-
views. The participants were able to execute the daily task without the documented op-
erating process was revealed. The interview participants were able to recognise many
improvements they could take to carry on with them, and by doing so, they have been

able to keep a closer eye on this study.

The current state finding states that the supplier does not have identification and the
resources feel abandoned during the critical decision-making in the customer premises.
The case engineering company wants to transform the business model from selling re-
sources to managed services, i.e. offering service packages (complete project package)
to a customer instead of resources, which will help bring the resources to the supplier
premises. When the resources are in-house, the supplier needs to organise and operate
resources to execute the service package task. Managing resources in-house and selling
service package is a massive task for the supplier. That is why the operating model is
built and proposed to the case engineering company to help operate and organize the
resources to solve the issue. The existing literature, journal standards supported getting

the proposal off the ground.

The participants from the data 3 stage were called to participate and provide the idea so
the proposal draft can be revised for validation. The participant has contributed to refining

the draft and built the operating model.

5.2 Findings of Data Collection 2
During the current state analysis and building the proposal, the participants suggested

the working model for their daily task execution. Below table 4 illustrates the noted sug-
gestions of key stakeholders, which were very helpful for building the proposal.
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Table 4. Participated stakeholder suggestion from the case engineering company

Key focus area Suggestions from Description of the suggestion
from CS (from stakeholders, catego-
Data 1); rised into groups (Data

2)

1 | Flow Process State the flow process | Stakeholders suggested having less ele-
Chart Descrip- with fewer substances | ment for each step for their roles and respon-
tion sibility.

2 | Roles and re- State the roles with Stakeholders suggested defining the roles
sponsibilities customer with the customer how the key stakeholder

P handles the task with the customer.
3 | Sales Process Define the managed Stakeholders suggested raising the issue of

services sales process | the sales process for managed services.

Table 4 details the ideas and suggestions of stakeholders. The common suggestions

and ideas are taken to develop the proposal.

5.3 Process Activity in a logical process order

The process activity steps of the proposed operating model in a logical process order is
based on the current state analysis and literature research. The case engineering com-
pany requires a common understanding operating process for all domestic and offshore

departments

5.3.1 Initiation of Sales Process and Its Execution

In the first step, the sales manager roles are crucial and are in the front line of the sales
business process. In the context of the case engineering company, the department man-
ager (DM) acts as a sales manager, takes all the roles & responsibilities and initiates the
sales process. The first task is to identify the target customer and to analyse the issues.
After identifying the end customer, the sales manager determines the customer pain
point with a solution and offers service packages instead of resources. Usually, the cus-
tomers are buying resources, and it'’s challenging for the sales manager to propose and
convince with the new product, i.e. service package. The sales manager role is very
crucial. The sales manager task is to divert their own and customer business model to a
new type of approach. The sales manager has to be very careful and required to perform
with high negotiation skills, asserting that the offered service package provides enor-

mous value. The sales manager assures the service package frees customer personnel
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for other productive tasks like product development, strengthening strategy for the core
competitive business segment, etc. When the customer understands the benefit of the
service package and accepts the offer, the sales manager further proceeds with the busi-
ness scope and signs the agreement. The sales manager handovers the service pack-
age to the service responsible engineer. The service-responsible engineer is responsible
for planning, initiating, and executing within the time frame, budget, and business scope.
DM continues to follow the status of the service package to make sure it has achieved
the signed agreement with the customer. Figure4 shows the logical process order of the

sales manager roles from the initiation to the execution level.

Sales Roles & Responsibility

Makes sure the

Convince customer
customer that receives service
Determines service package Sign agreement package within
customer pain saves time, & receives the signed
point task cost, resources service package agreement
Offers total Determines Handovers
service package service scope service package
instead of together with to the service
resources customer responsible

«Required engineer

expertise
=Time schedule
Total cost

#Service package
outcome

Figure 4. Sales manager executing the task in a logical process order

5.3.2 Recruitment

Below, figure 5 shows the recruitment process of the case engineering company. After
the sales process, the next step is to find the proper resources to perform the task until
the execution point. In the case company, the department manager (DM) steps forward
to recruit the resources. Initially, the DM acted as a sales manager to accurately know
the required skills and expertise. The DM finds appropriate resources within the in-house.
Usually, the in-house resources are fully engaged in a customer project, but sometimes
some resources might be without a task for few days to months. In this scenario, the DM
might provide the necessary tools and training to reskill the resources to be assigned for

the newly received service package. If there are no available resources within the case
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engineering company, the next step is recruiting new resources. The vacancy is an-
nounced through different channel and media. The most suitable candidates whose pro-
file has met the requirements are selected for the next interview phase. The highly com-
petitive candidate among the interviewed candidates is selected for the recruitment. The
DM ensures the team is complete with all required skill, knowledge, and expertise. Then
the team is hand over to the service responsible engineer, who is responsible for man-

aging resources.

Recruitment

Determines '
Ensures the Handovers

resources to Reskill and Recruit
. L created team complete team
make a provides resources if not . .
s . . has skills and to the service
complete team training if available in- ;
knowledge to responsible
to execute the necessary house .
execute the task engineer

service package.
R

Figure 5. Department manager executing the task in a logical process order

5.3.3 IT Management

Below, figure 6 shows that the IT department receives the request from the DM to facili-
tate needed tools and equipment. After providing the necessary tools and equipment,

the IT manager ensures the task has been performed securely.

T Management

Receives reguest to Facilitate the essential
facilitate the necessary tools and equipment to
tools and equipment the team
Purchase necessary tools Ensures the security
and equipment management

Figure 6. Service package related IT manager tasks in a logical process order
After-sales and recruitment, the DM moves to the next level to fully equip the service

package team. The service package team requires all the necessary tools and equip-

ment to perform the task that has been assigned. The DM requests the IT manager to
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facilitate the needed tools and equipment. The IT manager arranges and provides all
necessary tools and equipment to the team. The IT department makes sure the tools
and equipment are working correctly, ensuring the tasks are performed and delivered
securely. Cybersecurity is very crucial because a service package is usually coming with
a confidential tag.

5.3.4 Service Package

The complete service team is equipped with tools and ready to perform the task. The
received service package is ready to kick off. Below, figure 7 shows the service-respon-

sible engineer (SRE) manage the team and service package simultaneously.

Service Package

Service responsible
engineer receives
the service package

Executes the Understand the

service package service package

and hand overs to scope, plans and
the customer ‘ initiates

Kick-off the
service package
and manage the

Brings back the
team and wok
flow if there is

needed team
Measures the Monitors the work
performance by progress and team
using KPI performance
Coordinate with machanical

Figure 7. Service package

SRE initiates by understanding the service package, plans the resource and service ac-

tivities. In a broader sense, the service responsible engineer roles and responsibilities

Metropolia



56

are parallel to the project manager. After the kick-off of the service package, SRE en-
sures the service package meets the schedule, budgeting, and other business scopes.
The service package depends on the individual industry and organization, but overall,
the SRE task is to oversee the time, budget, and resources from inception to completion.
SRE is also skilled in shaping the service package trajectory by minimizing the budget
costs and maximizing personnel efficiencies, leading the supplier organization to the rev-

enue target.

SRE collaborates with the service package team from different engineering backgrounds
like mechanical, electrical, automation, and documentation during the continuous work-
flow. SRE understands the product functions and coordinates to make the product func-
tions correctly. SRE collaborates with the documentation engineer to document all the

necessary materials to be delivered together with the product.

SRE uses KPI to measure the performance of the resources. If there is some weakness,
then reports to the DM in the weekly report meeting. SRE requests to the DM facilitate
needed short training, increasing the efficiency of resources to meet the required skills
and knowledge for the service package. Not only resources, but SRE also monitors the
workflow progress and uses KPI to measure the service package progress. There can
be a risk that the service package team or workflow can divert to another direction from
the scope. If the service package is out of track, SRE directs the team to progress back
to the track. SRE overall analyse the risk and manage the service package & resources

up to completion.

After completing the service package, SRE successfully handovers the customer within
budget and business scope. SRE reports to the DM that the service team has success-
fully executed the service package within the time, budget and business scope. There-
fore, the DM ensures the service package has achieved the agreed outcome within all
business substances. After receiving positive feedback from the customer, DM creates

an invoice for the customer and executes the service package life cycle.
5.4 Proposal of an operating model
This section introduces the proposal draft. Below, Table 5 illustrates the roles and re-

sponsibility of the key stakeholder in logical process order. Table 5 has documented the

key substances that are combined from the previously described elements.
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Table 5. Initial Proposal for an Operating Model

Activity steps of the operating in a logical process order
Participants Task Analysis & Facilitation Service Evaluation KPI & Services Agreement & Delivery
Relation Information Management management
Department Customer Determines customer | Offer total service | Convince customer | Determines Determines Documents Handovers
Manager (D) pain point task package instead that service service scope service package agreement service package
acts as sales of resources package saves together with scope; required and receives to the service
manager time, cost, customer skill expertise, service responsible
personnel time schedule, package from | engineer
total cost, service | the customer
package outcome

Department Service Determines the Re-skill and Recruit resources Ensures the Provides
Manager team resources within in- provides training if not available created service | complete service

house to make a to the in-house within in-house team can team to the

complete service resources if execute service

team necessary service responsible

package manager

IT Manager Service team | Receives request for | Provides Assures the service | Ensures

required tools and necessary tools team; all the tools | Security

equipment from and equipment to | and equipment are | management

department manager | a service team working properly
Service Service Receives service Understands the Directs the Monitors the Monitors the Manage the Executes and
Responsible team package from the service package dedicated team workflow team and KPI service team delivers the
Engineer department manager | nature, initiates, during the ongoing | process and measures the & brings work | service package

and plans forthe | task KPI measures team back ontrack | intime and
project the work performance if necessary within budget to
progress customer

Service Several Coordinates with a Understands Manage & verify Delegate Delivers
Responsible departments | mechanical engineer, | product functions | materials and documentation | documentation
Engineer electrical & to execute the prepare necessary | and assist in and materials to

automation engineer, | service package documents assessment the customer

documentation delivery

engineer
Department Finance Receives information; | Ensures service Creates invoice to | Receives
Manager acts service package has package has the customer key payment
as a financial been executed achieved the account manager
manager initial agreement

This proposal has several segments which are in logical process order according to the
individual key stakeholder. One stakeholder has different roles and responsibility with

another segment of stakeholder.

The first row describes the sales manager roles. The DM acts as a sales manager. Here,
the sales manager responsibility is to sell the product. The very first step is to analyse
and accumulate the information of the customer. After determining the end customer
issues, the sales manager offers the product, i.e. service package. The sales manager
negotiates with the key customer and convinces the offered product frees customer per-
sonnel and saves time. When the customer is convinced, a customer’s key personnel
and sales manager determine the scope of a service package, for example, time, cost,
required expertise, and other business scopes. The sales manager and a key customer
agree on a standard business substance and signs an agreement remaining within a

business scope. Then the received service package is hand over to the service engineer.

The second key stakeholder DM role is to create a complete team to perform the service
package task. The DM search resources in-house. If not available, then recruits new
resources to fulfil the required position. The complete team is transferred to perform the

service package task where SRE manages the resources.
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The third key stakeholder, the IT manager, manages to facilitate the tools and equipment
to the service package team. It is very crucial to ensure the security that the tasks are

performed confidentially and delivered securely.

The fourth and fifth row indicates the role of SRE in a different segment to various par-
ticipants of the team. In this segment, the stakeholder SRE takes over the service pack-

age and service package team to initiate, plan, manage and execution.

The sixth row describes the follow up after the service package execution. The key stake-
holder DM measures the outcome that the service package has achieved the agreed

result. After customer satisfaction, the DM creates invoices for a customer.

This proposal has an outcome from the current state analysis where the issues were
raised. Resource wise; resources were lacking to get the task when they are back home
to supplier premises. The resources did not have right in the customer management and
decision making. Supplier wise; The DM could not provide the task to engage and could

not create an invoice for a customer.
When the DM sells the total service package, then the in-house resources will have tasks
to engage. The DM can create an invoice for the customer and increase revenue to meet

the annual turnover target. For

The description and validation method is described in section 6. The top-level key stake-

holder participated in the validation of a proposed operating model.
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6 Validation of the Proposal

The results of the validation stage of this thesis are discussed in this section. And some
implementation ideas are documented in the original proposal for an operating model.
The recommendation for the proposal from the participant is documented and presented

in this section.

6.1 Overview of the Validation Stage

The proposal was based on the current state analysis and the idea developed from the
conceptual framework. During the development of the proposal, key stakeholder partici-
pated and presented their view and opinion. Based on the participant’s opinion and cur-
rent state analysis issues, the proposal for the operating model was drafted and pre-
sented to the top-level key stakeholder from the case engineering company for valida-

tion.

The proposal draft was presented through the teams meeting. The material presented
during the gate presentation was presented to the key stakeholder so the author of this

thesis can present the same substances and get feedback on the same elements.

The validation participant reported that the proposal is in perfect shape and mentioned
that the activities' substance does not require additional modification. The author re-
quested to provide some feedback so the proposal can be refined and precisely defined.
Therefore, the refined final proposal of an operating model can be recommended to im-

plement throughout the case engineering company.

The validation participant provided three more substances with the idea than the pro-
posed model, i.e. sales tool to be defined, measuring customer satisfaction after the
product is delivered securely and participant roles with responsibility in own business
area. During the teams meeting, the participant informed that there is not documented
current operating model. The way the case engineering company has changed their
business strategy, top-level key stakeholders revealed no supporting document had

been documented for the daily work.
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6.2 Feedback on the Proposed Operating Model

The participants provided feedback and improved opinion during the teams meeting. The
recommended substances are documented in table 6. This section aims to discuss the

recorded substance and create a final proposal based on the initial proposal.

Table 6. Proposal for an Operating Model

Key focus area Suggestions from Description of the suggestion
from Current stakeholders, catego-
State rised into groups (Data
3
1 | Sales tools Tools that measure the | Determining and analysing a customer’s
pain point of a cus- | pain pointis challenging, so a specific meas-
tomer uring tool is essential to develop.

2 | Customer Satis- | Measuring  customer | After the delivery of the service package out-
faction satisfaction is neces- | come, customer satisfaction level needs to

sary be measured.

3 | Participants role | Each participant is re- | A sales manager and financial manager are
sponsible for their busi- | the proper personnel to handle the sales and

ness area. financial activities, respectively.

Table 6 illustrates the field notes of the teams meeting. The first comment is recorded in
table 6 for future development. The sales tools will be developed based on this paper

registered operating model.

6.3 Developments to the Proposal

The common opinions provided by the key stakeholders are recorded. All the recom-
mendations which were not related to the thesis objective are not recorded. Some sug-

gestions were more related to sales management.

However, the customer satisfaction element is recorded and presented in the final pro-
posal. The supplier would like to measure the satisfaction of the customer after the ser-
vice package outcome delivery. This substance will help the supplier track the customer

satisfaction level, which will be the most powerful tool to retain the old customer.

The substance related to sales management is not recorded in the final proposal. The
substance which participants suggested is to the depth of sales management. The feed-

back & suggestions were to find the solutions for sales management and increase the
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case engineering company's target revenue. The raised issues during the meeting are

as follows:

¢ How to increase the sales of service package?

¢ How to find the pain point of the targeted customer?

6.4 Final Proposal

In this section, the final operating model has the sales manager as sales roles and the
finance manager as finance roles. Initially, the department manager was acting as a
sales manager and finance manager simultaneously. Now, the sales manager is respon-
sible for performing the sales activities while the finance manager is responsible for per-
forming the finance activities. The department manager has one more activity to measure
“customer satisfaction”. The department manager had an “ensuring service package has
received initial agreement” element during the financial activity, but it has moved to his
business area. Below table 6 illustrates the final proposal of an operating model where
the yellow highlighted substance had been either added, revised or moved to its business

area according to the key stakeholder's common feedback.

Table 6. Final Proposal for an Operating Model

Activity steps of the operating in a logical process order

Participants Task Analysis & Facilitation Service Evaluation KPI & Services Agreement & Delivery
Relation Information Management management
Sales Manager | Customer Determines customer | Offer total service | Convince Determines Determines Documents Handovers
pain point task package instead customer that service scope service package agreement and service
of resources service package together with scope; required receives service package to the
saves time, cost, customer skill expertise, package from the | service
personnel time schedule, customer responsible
total cost, service engineer
package outcome
Department Service Determines the Re-skill and Recruit resources Ensures the Provides Ensures service Measures
Manager team resources within in- provides training | if not available created service | complete service | package has Customer
house to make a to the in-house within in-house team can team to the achieved the satisfaction
complete service resources if execute service initial agreement | (measuring
team necessary service responsible after the tools need to
package manager execution be
implemented)
IT Manager Service team | Receives request for | Provides Assures the service | Ensures
required tools and necessary tools team; all the tools | Security
equipment from and equipment to | and equipment are | management
department manager | a service team working properly
Service Service Receives service Understands the Directs the Monitors the Monitors the Manage the Executes and
Responsible team package from the service package dedicated team workflow team and KP1 service team & delivers the
Engineer department manager | nature, initiates, during the ongoing | process and measures the brings work back | service
and plans for the | task KPI measures team on track if package in
project the work performance necessary time and
progress within budget
to customer
Service Several Coordinates with a Understands Manage & verify Delegate Delivers
Responsible departments | mechanical engineer, | product functions | materials and documentation | documentation
Engineer electrical & to execute the prepare necessary | and assist in and materials to
automation engineer, | service package documents assessment the customer
documentation delivery
engineer
Finance Finance Receives information; | Creates invoice to | Receives payment
Manager service package has the customer key
been executed account manager
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6.5 Recommendations /Action Plan

The operating model of this thesis is very relevant and helpful in the daily work of the
case company. According to the participants, the proposed model’s recorded substance
is almost the same as the working task. The decision is up to the top-level management

to implement or keep it as a recorded document for the case engineering company.
7 Conclusions

This section describes the executive summary of this thesis report. The summary de-
scribes and provides information about the solution to the issues and challenges raised
in the business context. This section focuses mainly on the crucial content of the body

and summarizes.

7.1 Executive Summary

The current business model of the case engineering company is based on supplying the
resources, and the case engineering company has initiated a strategy to transform a
business model from marketing resources to a total service package. When the business
model has been transformed into a complete service package, the case engineering
company faces the issues in resource management that need to be addressed. Cur-
rently, the case engineering company does not have a documented operating model in
a managed service. Therefore, this thesis aims to introduce an operating model in man-

aged service for the case engineering company.

The current state analysis was done with the participation of key stakeholder of the case
engineering company. Besides the key stakeholder participation, thematic analysis was
also done from the available confined internal document. The issues were identified dur-
ing the current state analysis, which needs to be addressed in the building operating
model. The current state analysis was done by applying qualitative data collection. After
the current state analysis, the literature review was done by researching existing litera-
ture, book, journal and related business article. The literature review provided the con-
ceptual framework to design the operating model for the case engineering company. The
idea developed from the conceptual framework is used as a tool to address the issues

collected during the current state analysis.

After analysing the current state analysis and idea developed from the conceptual frame-

work, a proposal of an operating model is built. During the built of a proposal, the key
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stakeholders were invited to brainstorm and develop an operating model. Based on the
current state analysis, conceptual framework and opinion from the participants, the pro-
posal of an operating model is built. The built proposal model details the roles and re-
sponsibilities of the participants and participants activities in logical process order during

the operation of the tasks.

The proposal of an operating model was further presented to the top-level key stake-
holder of the case engineering company. The purpose of the presentation was to collect
the feedback and redevelop it into an actual working level. There was feedback from the
key stakeholder to add a task substance and participants position to the proposed oper-
ating model. The substance was related to operational tasks for the participants and

each business role (area) for each participant.

The final operating model provides participants with a step-by-step process order for
completing tasks. Suppose the top executive level decides the proposed model is appro-
priate, then the final proposed model could be implemented for the regional department

where the participants participated during the data collection.

7.2 Next Steps and Recommendations toward Implementation

The case engineering company is a global company, and this thesis report is produced
by utilizing only one department of one country. The built operating model does not illus-
trate the working culture of other countries. It would be wise to call the involvement of
other countries participants also. The next step toward recommendation is to further col-
laborate with the majority of participants from several departments from several coun-
tries. Therefore, the appropriate model can be redeveloped based on this thesis report
by collecting the vast amount of data through different countries that could provide the
current state of the case engineering company. However, the produced operating model
is also at a general level for all the departments located around the globe. The author of
this thesis acknowledges the developed operating model is more appropriate for the re-

gional department where the current analysis was done.
7.3 Thesis Evaluation

The purpose of this thesis is to develop an operating model in managed service. Since

the initial stage of this thesis, the business substance remained constant. The outcome
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is produced step by step, following the design plan and staying in the same business

elements.

The author realized there could have been a better way to collect more relevant chal-
lenges data by calling participants of the several regional branches of the case engineer-
ing company. The participants from different region could provide more challenging is-
sues. And that could give the appropriate and demanding challenges for the case engi-

neering company.

The second area was to develop the conceptual framework from the existing literature.
There could be a better way to develop the conceptual framework by diving into the deep
core content from the business substance and making the current conceptual framework
a bit narrower. The narrow and deep conceptual framework could have provided this
thesis more relevant and accurate design idea of an operating model. The author real-

ized all the above comment after the final proposal of an operating model was built.

The third area is participants during the building of a proposal of an operating model.
The case engineering company is a multinational company. The participants from a dif-
ferent country would produce the general operating model for all the offshore department

for the case engineering company.

The evaluation of this thesis is discussed in the four-way as validity, reliability, logic and

relevance of search are discussed in the following paragraph.

7.3.1 Validity

According to Thomson, S. B. (2011:78), the term 'descriptive validity' refers to the data's
accuracy. When the information is collected from the participant, the transcription report
must reflect what the participants are saying. In this thesis report, the current state anal-
ysis and building proposal were made by interviewing the participants and documenting
the data as field notes and records. In this study, the documented data has been inter-

preted accurately from the participants' interview.
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7.3.2 Reliability

If the report is investigated and reproduced using a similar methodology, the achieved
results will be similar is referred to as reliability (Golafshani, 2003:598). To match the
reliability, the data collection of this thesis was conducted from the key stakeholders from
the different roles in the current state analysis. The same participants were called to
provide their views and idea for proposal building to ensure this study can achieve a

reliable result.

7.3.3 The logic of this Thesis

This study has followed the logical content through the research design discussed in
chapter 2.2. The chapter was presented to the students and instructor of this study. The
reference idea of students and instructors were taken into consideration to put the re-
search design in a logical order. The first research was current state analysis, second

conceptual framework followed by co-creation of proposal and validation.

7.3.4 Relevance

When the business challenge needs to address then the research is done. Then the
objective of the study is formulated. In this thesis, the objective was formulated from the
business challenge with the collaboration of the key stakeholders, top-level key stake-

holders, who can influence the outcome's implementation.
7.4 Closing Words

The objective was proposed to the resource supplying company. The supplier had de-
cided to change the business environment. Instead of providing the resources, the case
engineering company would like to keep the resources in the in-house premises. To keep
the resources at their premises, the case engineering company would need more effort
to receive service packages from the customer, manage the resources, manage the sup-
plier management, tools, equipment, etc. To manage the resources, building an operat-
ing model in managed service is proposed. The outcome of this thesis will provide the
case engineering company as a tool to operate the daily task execution. This paper will
benefit and influence the case engineering company to further develop an operating

model at a general level for an offshore company.
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Appendix 2
1(1)

Current State Analysis Interview of the case engineering company

Informant 1: Depart Manager

Informant 2: Director, Service Solution

Informant 3: Director, Engineering Services Development
Informant 4: SVP, Global Sales

Informant 5: Depart Manager

Informant 6: Depart Manager

Document: Field Notes

The following questions aim to get the idea of the current state of an operating
model of the case engineering company. The questions are attached in this appen-
dix to report how the current state of analysis has approached this level. The an-

swers are only available to the evaluator.

1. Could you brief me on the current operating model?

2. How would you describe the current ways of working in the CV operating
model?

3. What are the significant issues in the CV operating model?

4. What kind of challenges the department manager faces while the employees
are at customer premises?

5. Could you provide the current model that corresponds to key stakeholders’
roles and responsibilities?

6. What kind of challenges does the employee face at the customer premises?
Do you have recorded customer feedback and comments on the issue that
needs to be solved?

8. Do you think the sales department have efficient tools to execute the operating
model tasks?

9. Which of the key elements need to be improved to operate successfully?

10. How do you perceive the importance of an operating model?

11. How do you approach new customers?

12. Do you see room to improve in the current way of working?
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