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The objective of this study is to improve the internal process of the operation division in the
target company. The company is a freight forwarder in Egypt with main markets in the Far

East, China and Europe, and South America.

Due to the increasing growth on the business activities of the company, the workflow shows
that the operation department is experiencing a lack of standard-operating procedures which
are supposed to be capable of complying with the business size and increasing volumes. Fur-
thermore, the department does not have standard policies, which has led to grey areas in pro-
cesses with unclear responsibilities, ultimately resulting in huge penalties on the organization

and more problems with key account customers.

The thesis has applied the case study model for the research. Both quantitative and qualitative
methods were used in the study. At the current state analysis phase, the data was acquired
over different techniques using interviews with employees, questionnaires to customers and
case examples suggested by the management. The researcher started with process mapping,
after which the observation results were divided into four main categories to draw a more de-
fined structure. As a result, the findings of the current state analysis revealed some flaws on

the process design, but other issues, however, appeared as execution errors.

By reviewing the suitable literature and exploring the best practices of two leading companies
on the market, the researcher was able to provide the organization with an improved design of
the internal process and standard guidelines for the operation department, the new / modified
process addresses three points on the pricing stage to guarantee the smooth flow of the tasks,
save time and define responsibility areas, while the suggested guidelines would maintain the

integrity of the overall performance.

Keywords Developing internal process, operation, Small and medium-
sized enterprises, shipping, forwarding
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1 Introduction

1.1 Background Information

Shipping is one of the world’s biggest global industries. There are more than 50 000
merchant ships registered in more than 150 countries, having over one million employ-
ees practically from all nationalities. The shipping industry carries every kind of cargo
from raw materials to finished goods via a complex network of trade routes. Shipping
industry is the lifeblood of the global economy and supporting the world trade. Without
shipping, the import and export of goods on the scale necessary for the modern world
would not be possible.

Maritime transport defined by World Shipping Council (2018) as “liner shipping which is
the service of transporting goods by means of high-capacity, ocean-going ships that
transit regular routes on fixed schedules. There are approximately 400 liner services,
most sailing weekly, in operation today. Liner vessels, primarily in the form of contain-
erships and roll-on/roll-off ships, carry about 60 percent of the goods by value moved

internationally by sea each year”.

Additionally, International Air Freight is also vital to the global economy, according to
the Economist (2017) “Only 1% of exports by volume go in aircraft but because they
tend to be the most expensive goods, they account for 35% of global trade by value.
Nearly everyone has used products delivered by aircraft”.

Freight transport represents a huge part from the whole cycle of shipping, Freight
transport is the physical process of transporting commodities and merchandise goods
and cargo using various modes of transportation (air, inland water, ocean, rail, and

road).

1.1.1 Case Company

Company A which will be the case company of this study is an International Freight
Forwarding Agency located at Egypt. The company has been established four years
ago during an extremely difficult economic situation of the country, as the company just
entered the market recently their priority was to gain more business, for that they had

started the operations without a comprehensive management system.



The Company does not move the goods through its own equipment but acts as an ex-
pert in the logistics network, and use a variety of shipping modes, including ships, air-

crafts, trucks, and railroads, and often use multiple modes for a single shipment.

As mentioned on the FIATA Model Rules (2004), definition of Freight Forwarding is
“services of any kind relating to the carriage, consolidation, storage, handling, packing
or distribution of the goods as well as ancillary and advisory services in connection
therewith, including but not limited to customs and fiscal matters, declaring the goods
for official purposes, procuring insurance of the goods and collecting or procuring pay-
ment or documents relating to the goods”.

Forwarding is classified as a traditional industry but in fact it has been subject to a lot of
development influenced by the IT evolution and its impact on most industries. While,
the nature of the sector has set some rules that has not been changed yet, which is
that freight forwarder is dealing at each shipment with multiple parties and managing a

variety of activities that mostly encounter unexpected problems during the process.

Employees should have the capability to handle such problems right away and the sys-
tem is supposed to manifest rules and exact procedures for every department in order

to maintain a smooth process.

The following diagram explains the parties involved in trade and forwarding activities

and their contractual relations.

Seller

Consigner
{ Sender)

L

Trade Forwarding c q Contract of Carrier
Contract Contract orwarder Carriage

k 4

Buyer \
Consignee Clearance + = Delivery
{ Receiver) Transport

Figure 1: parties involved in trade and forwarding contracts




Company A is classified under SME’s (small and medium-sized enterprises) that most
freight forwarders companies sorted according to the same category. The company
structure is shown as below, mostly like as a typical company structure.

Managing Director Safety Advisor

Sales Operations Financial Cl_S.lsto_mer
Department Department Department ervice
Department

Figure 2: Company structure

1.2 Business Problem

As a startup business, the company strategy was built on expanding the customer base
and set the priority to gain new business and this approach was acceptable at that
time, but later it appears that the management had to give more attention to the opera-
tional aspect of the current orders as transactions has expanded and more staff would

join the company.

The workflow shows that the company is experiencing lack of strong internal adminis-
trative and operational system which is supposed to be capable of complying with the
business size and increasing volumes. Also, it has been evident that departments don’t
have clear policies and standard procedures which led to grey areas in processes with
unclear responsibilities, ultimately resulting in huge penalties on the organization and

more problems with our key account customers.

While, Freight Forwarding is all about the smooth flow of all processes as the freight
forwarder is the party who “ensures that internationally traded goods move from point
of origin to point of destination and arrive at the right place, at the right time, in good

order and condition, at the most economic cost” (CIFFA, 2015).



To accomplish this, we are required to investigate different areas at the organization
and figure out the best solutions. The organization set a development project which
aiming to develop the internal process of all divisions (Sales, Operation, Finance and

customer service).

As the desired project would need extremely long time and huge amount of data to be
included on the thesis, the management has decided to select most vital department to
be connected to the thesis. Based on the feedback from each department head and
according to management discussions. Operation division which considered the most
important department of the company have been selected to conduct the study.

1.3 Objective & Intended Outcome

The objective of the study is to develop the internal process of the operation depart-
ment and make the internal activities of the division more reliable and to increase
productivity of employees performing their day to day tasks. While every department
consists of small group and working as a team on all required functions, still the pro-

cess doesn’t flow smoothly all the time and may be subject to some problems.

The output of the study is to provide an improved design of the internal process and
standard guidelines for operation department. The management has detected that
more clear process and rules must be created to overcome several gaps and unclear

responsibilities and develop the internal processes.

1.4 Thesis outline

The thesis consists of additional six chapters after the introduction, starting with the
research methodology at the next chapter which will include the research approach and
the research design that will set the sequence of the research plan defining the steps of
how this study will flow, also it will contain the data collection techniques. After which
the current state analysis would emerge to gain information about the status que of the
operation department by mapping the internal process and performing interviews with
employees to investigate the details of their daily work and make use of case examples
that has been suggested by the management, then conduct the analysis to state the

key issues on the internal process of the department.



Thereafter, the researcher would pursue exploring literature at the existing knowledge
chapter related to the research problem starting with process management general
concept and with more depth into the process redesign and the implementation of pro-
cess management at SME’s, also it will include reviewing the best practices of other
companies on the field, The final stage will investigate the change management ap-
proach and how the planned change could be delivered to the internal system and fa-
cilities the successful adaptation of new behaviors within the organization.

Combining the results of both (CSA and reviewing literature) at a conceptual framework
that will lead up to the next chapter of building the initial proposal, the outcome of this
chapter would be a draft proposal to the management that addresses the issues ap-
peared on the CSA with an improved design of the internal process and guidelines for
the operation department. After discussing the proposal with the management, the re-
searcher will take into consideration any comments suggested to create the final pro-

posal.

The last chapter will include a conclusion of the study and an evaluation about the ob-
jective of the study compared to the outcome, also it will include the reflections of the

researcher about the thesis.

2 Method and Material

The purpose of this chapter is to set a level field of all readers, by briefly describing the
various methods used in research. It will explain the research strategy from collecting

data through the analysis and how to organize the results.

The data was primarily collected through interviews with employees and questioners to
customers with different volume categories to discover their feedback and comments
on the areas related to the operation department. Additional sources were case exam-

ples suggested by the company management.



2.1 Research Approach

Selecting the suitable research methodology start with the end result that research tend
to achieve as the first consideration. By comparing the basic research concept with
Applied Research, the basic research aimed to develop scientific theories and im-
proved understanding of a topic or certain natural phenomenon, it has a theoretical
focus and mostly oriented to generalize the results and testing theories, basic research
helps in adding new knowledge to the already existing knowledge and presents new

theory.

While Applied Research can be defined as research that encompasses real life sur-
roundings. It is directed towards providing a solution to the precise practical problems
and develop innovative concepts. In finer terms, it is the research that can be applied to
real-life situations. It studies a particular set of circumstances, in an attempt to relate
the results to its corresponding circumstances. Applied research embraces research

that focuses on certain conclusions experiencing a business problem.

This study is carried out to solve practical problems, seek solutions to everyday situa-
tions, full gaps and develop innovative ideas. The research approach would be using
applied research methods which is the most suitable approach to identify business

problems.

There is two types of data (quantitative and qualitative) that could be source of infor-
mation on the study, The current project require that more than one method might be
engaged on the research, referred to this approach by the term “mixed methods” which
an methodology of research that configure the quantitative and qualitative data within a
single investigation to collecting and analyzing both quantitative (closed-ended) and

qualitative (open-ended) data.

One of the many advantages of using mixed methods is improved accuracy as the re-
searcher get findings through different methods while investigating the same subject.

For example, the research can compare the date collected from certain type such as
guestionnaire with data resulted by observation for the same situation to have the con-

fidence that both methods have similar output.



Also, the use of more than one method can enhance the findings in a way that provide
complete picture of the research topic and cover different aspects that cannot be pro-

duced by using of a mono method.

Data needed to conduct the research would determine which research method is suita-
ble to choose for collecting such data. Differences between qualitative and quantitative
methods as below.

Qualitative research in where there is no exact answer of (yes or no), the researcher
will gather information in a way to understand the environment by analyzing this infor-

mation.

“Qualitative research is primarily exploratory research. It is used to gain
an understanding of underlying reasons, opinions, and motivations. It
provides insights into the problem or helps to develop ideas or hypothe-
ses for potential quantitative research. Qualitative Research is also used
to uncover trends in thought and opinions, and dive deeper into the prob-
lem. Qualitative data collection methods vary using unstructured or semi-
structured techniques. Some common methods include focus groups
(group discussions), individual interviews, and participation/observations.
The sample size is typically small, and respondents are selected to fulfil a
given quota”. (DeFranzo, 2011)

Quantitative research usually used to acquire measuring data. research methods, con-

trolled and easy to be classified and get the direct results of it.

“‘Quantitative research on the other hand is used to quantify the problem
by way of generating numerical data or data that can be transformed into
usable statistics. It is used to quantify attitudes, opinions, behaviors, and
other defined variables — and generalize results from a larger sample
population. Quantitative Research uses measurable data to formulate
facts and uncover patterns in research. Quantitative data collection meth-
ods are much more structured than Qualitative data collection methods.
Quantitative data collection methods include various forms of surveys —
online surveys, paper surveys, mobile surveys and kiosk surveys, longi-
tudinal studies, website interceptors, online polls, and systematic obser-
vations”. (DeFranzo, 2011)

While using mixed methods in conducting the research, most of the information and

details will be extracted from the qualitative research methods, as the project main area



to understand the process in details and to investigate the roots behind each action.

Certainly, quantitative methods also will contribute with important details.

According to Denscombe (2014), “A shrewd combination of methods allows the re-
searcher to exploit the strengths of a particular method without leaving himself/herself
vulnerable to criticism in connection with that method’s weakness. To illustrate the
point, a researcher who chooses to use semi-structured interviews as the main data
collection method might also choose to supplement this method with the use of a
closed-answer questionnaire”. The choice of semi-structured interviews could reflect
the researcher’s need to gain an in-depth understanding of the motivations of a particu-
lar group of people, while the closed-answer questionnaire is designed to obtain infor-

mation from a broader number of participants.

The choice of semi-structured interviews might seem appropriate because this method
is particularly good at allowing the researcher to explore in depth the thoughts, feelings
and reasoning of the employees. But because interviews generally take time to organ-
ize, conduct and analyze, the numbers involved are generally quite small — which
makes the researcher vulnerable to the criticism that the data are not representative.
To compensate for this weakness, a mixed methods strategy can be adopted that in-
volves a questionnaire survey of other involved group, possibly including customers of
the company. The guestionnaire designed to measure points related directly to opera-

tion department internal business process.

2.2 Research Design

The research plan containing the steps of how this study will flow and describes the

procedures and data materials and the intended outcome.

It is consisting of five main phases starting the first stage with stating the objective of
the study and followed by the current state analysis which meant to explore the status
que of the department and create an understanding of the internal process and define

the flaws and gaps and the roots behind them.

Afterwards there is the phase of exploring the literature and best practices of the topic

under research and according to the findings of the current state analysis, thereafter



the researcher will start building the initial proposal, and then the final stage is about

receiving the feedback and creating the final proposal.

Research design indicating the five stages are shown in figure 3.

Objective

Developing the internal process of the Operation department.

Data 1:

- Interviews (internal) Current State Analysis Oﬁtcdomet: il b

- Financial and operational —I_' - ;ta?u:;ig_n dalali
reports - Map out the current internal process. - Identifying internal

- Questionnaire (customers) - Observe the common gaps and pitfalls. issues of the process.

- Case examples

Existing Knowledge Outcome:
Data 2: - Literature of improving internal process. - - Conceptual framework.
- Benchmarking Interviews —I_> - Best practices for boosting operational
- Best practices efficiency at SME's.
Buildi AP I Outcome:
uilding roposa
- - Proposal draft to
- Providing recommendations for improved management.
internal process.
Data 3 :
- Feedback from the o teome:
management Validation Of The Proposal
- - Final proposal

- Feedback from company management.

Figure 3: Research design

The study started with defining the business problem based on the cooperation with the
organization management, the researcher has had several discussions with the man-
agement to identifying the role of the study in connection with the planned development
project as the crucial point is to settle the thesis scope and what exactly the study will
concentrate on and as mentioned previously, it has been decided that the focus of the

study would be the operation department internal process.

Next stage is the current state analysis which aims to gathering information from busi-
ness stakeholders, understanding the operation process management system and
mapping out the internal processes of the operation department to recognize the cycle

of the work in detail.
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Also, it was about collecting data depending on various techniques to acquire the com-
plete picture of the current situation and to have an overview of each part on the pro-
cess. The analysis process comes after completing all the required data to observe any
gaps or issues and investigate the roots of them which will form the input for the next

phase.

Reviewing literature and best practices stage, the researcher will concentrate to review
related suitable materials that could be helpful in the study scope, there are a huge
amount of publications about improving the internal process and increasing the opera-
tional efficiency of internal process, the main purpose is to combine theory with practi-
cal case studies around the topic under investigation to create knowledge for building
the proposal that will support of developing the internal process of the operation de-
partment in the case company.

The fourth stage is about building the initial proposal based on the previous two phases
of understanding the status que of the department and reviewing the literature and best

practices to form the initial proposal.

The final stage is about collecting feedback on the initial proposal from management
and involved stakeholder and based on suggestions and comments, a modifications

plan would be started to check the initial proposal and create the final proposal.

2.3 Data Collection and Analysis

Data collection is the process of “gathering and measuring information on variables of
interest, in an established systematic fashion that enables one to answer stated re-
search questions, test hypotheses, and evaluate outcomes. The data collection com-
ponent of research is common to all fields of study including physical and social sci-
ences, humanities, business, etc. While methods vary by discipline, the emphasis on

ensuring accurate and honest collection remains the same”.(Reviews, 2016)

Several methods applied to gather data in the research, in the phase of current state
analysis there was face to face and telephone interviews, web-based questionnaire

and selected case studies, also we tend to use financial and operational reports when-
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ever it was available and have sufficient information that would help with the research
data. At the stage of reviewing the existing knowledge the source of data was from
literature, another part was best practices interviews with operation department man-

agers at two of the market leading companies to have an idea about the best practices.

The final round of data collection was for validating the proposal, a feedback data was

received from the company management reflecting how the study output was.

Details of data collection are represented in Table 1 below:

Data Date & Ap-
Round Data Type Data Source proach Purpose
Operation
Department Staff
Interview Employee 1 Aug. 2017 Investigate the
Employee 2 Face-to- internal process
Employee 3 Face in detail
Finance and Sales
Departments Staff Examine other
Employee 1 Aug. 2017 | divisions relation
Interview Employee 2 Face-to- with the internal
n Employee 3 Face process of opera-
o Employee 4 tion department
©
=
‘c“s ff, Case Exam- Suggested by the Aug. 2017 | Check the related
s ples management issues with the
o0 operation dept.
% Operation department
= Group Manager April 2018 | Discuss interview
3 Discussion Sales Manager Face-to- output to explore
Business Development Face different dimen-
Manager sions
Questionnaire Customers April 2018 Discover cus-
Web-Based | tomer feedback
on certain points
Check the turno-
Internal Financial reports ver, penalties
Documents Operational reports April 2018 | and errors result-
ed from internal
process
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(%)
[¢D]
~ = Operation Manager July 2018 Discuss compa-
o Interview Business Develop- nies’ internal
g S ment Manager Phone calls | regulations and
Q process of the
m Of two companies operation de-
partment
™ _5 Sep 2018 Proposal valida-
8 © Meeting Top management tion feedback
82 Conference
= call

Table 1: Data Collection

While observation is part of our normal life activities for making knowledge and based
on that knowledge we decide how to act, our interaction with other people around us is
mainly based on ideas, thoughts of how particular group of people are likely to behave.

These theories are built up and continually refined, by observation.

As mentioned above in Table 1, several techniques and tools of quantitative and quali-
tative methods has been used to effectively gather this data. (Questionnaire/ Interview/
discussion group). According to Denscombe (2014) “both the quantitative and the
qualitative methods are valuable and can make a worthwhile contribution to what is
known on the matter. Combining the methods, however, allows the researcher to pro-
duce a fuller account of the situation that covers not only the scale of the issue (e.qg.
numbers involved, age, sex, ethnic group) but also gives some insight into the motiva-

tional factors that give rise to the behavior (e.g. self-image, stress, peer groups)”.

2.3.1 Current State Analysis Data

In this section, the researcher will demonstrate the type and methods applied on the
CSA phase to collect data which are (interviews, questionnaire, case examples and
focus group).
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e Interviews.

The semi-structured interview will be the method for gaining in-depth knowledge for the
internal process details, the semi-structured interview is a qualitative data collection
strategy in which the researcher asks informants a series of predetermined but open-
ended questions. The researcher has more control over the topics of the interview than
in unstructured interviews, but in contrast to a structured interview which has a rigorous

set of questions that does not allow one to divert.

Interviews most often will take place face to face, but in some cases, it might take place
over the telephone, or online using computer-mediated technologies. Most interviews
are conducted between two people (the researcher and the interviewee or the partici-
pant). Interviews as mentioned previously were semi-structured interviews; the re-
searcher might not use all questions on every interview and may use other questions

brought up during the interview because of what the interviewee says.

According to Eriksson & Kovalainen (2016), “qualitative interviews, as used in scholarly
research, are research vehicles, the purpose of which is to produce empirical materials
for the study in question. In contrast to how you conduct everyday conversations with
fellow students, teachers or business managers, a good qualitative interviewer most
often prepares some of their questions in advance, and later analyses and reports re-
sults in a specific way. The interviewer also focuses the interview on particular issues

that are related to the topic and research questions of their study”.

The interviews questions can be found in Appendix 1, 2, mostly focus on daily process
of the operation department, group one interview questions were designed to operation
department team and it will investigate all aspects of the operation department and the
intern process, one of the most remarkable notes that age all employees of the opera-
tion department were between 25 and 30 years old and years of experience from 3to 5

years.

Group two of interview questions was targeted to employees of other departments (fi-
nance, customer service and sales) to check their cooperation in daily work with opera-
tion department and how the process is running, the questions were designed to reflect

mostly on the internal process of the operation department.
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e Questionnaire.

While regularly questionnaire to customers concentrate on service quality assessment
to examine customers who experience poor quality as service quality contributes to
substantial damages to a business when compared to other business factors such as
product cost. Questions usually included in a standard service quality evaluation is
about addressing customer problems and perception about service quality where the

organization can make enhancements.

But questions for the customers on this study designed based on a different concept,
the researcher tend to ask the type of question which has reflection on the operation
department part of the shipment cycle, so questions will not be similar to the regular
and stranded service quality surveys that mostly build to measure the general aspects

for the service quality.

Most of the question mentioned on this questionnaire (Appendix 3) were designed and
directed to specific areas such as speed and accuracy of information, which considered
main elements of the internal process of the operation department, the researcher
needs to get a broader view of the operation processes from an outsider and the cus-
tomers is one of the best information sources who owns different overview as they
based their judgment on practical issues and direct benefits, it was essential to get the

information from a different angle.

e Case examples.

According to Denscombe (2014), “Case studies need to be chosen on the basis of their
relevance to the practical problems or theoretical issues being researched”
(Denscombe, 2014). The cases examined in this study were suggested by the organi-
zation management because these cases have made a huge impact of the company
and caused massive problems and the operation department was part of these cases,
the purpose was to inspect the cases to check if the problems were caused by an error
of the internal process of the operation department and if so, it has to be included to

the data of the study.
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e Focus Group.

Focus group is basically an interview method but done in group discussion, the select-
ed persons were the department managers, a group discussion with involving stake-
holders could be used to provide qualitative data that would help to explain why certain
problems happens and what is the roots behind that.

The main reason of the group discussion was to derive comments and thoughts that
might help to draw up different perspective of certain points of the results of interviews
and questionnaire based on the opinion of the managers.

2.3.2 Best Practices Data

For this section, searching for best practices will be applied to compare the perfor-
mance of the internal process of the operation department to other companies so we
could know our weaknesses points in relation to them. Arranging best practices inter-
views was necessary because the studies available of field of freight forwarding is lim-
ited and the techniques of work inside the companies of freight forwarding if different
than other businesses, Accordingly, the researcher have been in contact with some of
the leading freight forwarding companies to get their approval on participating on the
study, already two companies approved to join the study.

The researcher had a phone call with the Operation Manager of the first company and
A meeting with the Business Development Manager of the second company, the dis-

cussion was about the internal process of the operation department of both companies.

Questions were asked about specific procedures followed in certain cases based on
the current state analysis findings and how the cycle of work running on the operation
department at the two companies. The target was to obtain an awareness of the high-

est performance levels currently being achieved.

A copy of the best practices interview questions can be found in Appendix 4.
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2.3.3 Feedback on Proposal

The proposed recommendations initially presented to the management and to the op-
eration department staff via email to be conducted and included in the internal pro-
cesses, the management had a discussion with the employees of the operation de-
partment to check the results of the recommendations on the internal process. Later, a
meeting was held using a conference call to obtain their comments, this feedback will
be utilized to form the final proposal.

2.4 Validity and Reliability

According to Sagor (2000), “validity refers to the essential truthfulness of a piece of
data. By asserting validity, the researcher is asserting that the data actually measure or
reflect the specific phenomenon claimed. While reliability relates to researchers' claims

regarding the accuracy of their data”.

One of many ways to check the validity of attained data is to measure the outcome of
the data with what was already planned, the data must lead to information about the
research problem. Using multiple resources for acquiring the data will assist of the va-
lidity.

“While validity is concerned with ensuring you are measuring the right measures, relia-
bility is concerned with whether the responses are consistent. The most basic test of
reliability is repeatability. This is the ability to obtain the same data from several meas-
urements of the same group collected in the same way. An example of repeatability is
to administer the questionnaire to the same individual repeatedly over a period of time.
If the individual responds the same way to the questions every time, there is minimum
error, meaning there is high reliability. If, however, the individual has different respons-
es, there would be high error, meaning low reliability”.(Elkeles, Phillips and Phillips,
2014).
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3 Current State Analysis

The current state analysis (CSA) section is mainly for generating information about the
operation division current situation and how their internal processes work. The target is
to gather real quantifiable objectives and potential functional gaps. Another question
arises, do the internal tools supports the process of the division.

3.1 Current State Analysis approach

CSA was accomplished over systematized steps to focus on some specific areas in-

side the operation department.

Business processes: The focus of the researcher is to gain insights about the activities
accomplished inside the department and to investigate the current process to detect
their context and sequence. In studying the existing process, the researcher needs to
separate between the necessary and unnecessary actions and approvals. Also, to rec-

ognize the interrelation between processes.

Business rules: the analysis would concentrate to define the current rules under which
the department operates, searching for missing rules or the out of date regulations that

might need an update, so all the stakeholders have the same rules.

User tools: to complete full understanding for the current state, user tools must be in-
vestigated so the researcher could figure out in which level the user tools support the

current process and if any additional requirements should be included.

Problems: the current state analysis would assist to define the problems and examine
the roots behind them, it is essential to understand the problems to avoid misjudging or
suggesting solution that do not address the origins of the problem. The researcher
must be extremely precise on his way to discover the problems and set aside any pre-

conceptions that might misdirected him to the wrong output at the end.



18

3.2 Operations Process Management

We had to dig deep into the operations process management to figure out the details
behind every move and understand the regular cycle on the day-to-day work. Opera-
tions management is “concerned with those activities that enable an organization to
transform a range of basic inputs (materials, energy, customers’ requirements, infor-

mation, skills, finance, etc.) into outputs for the end customer”.(Brown, 2005)

Operation simple definition and interrelation between processes is “about tasks consist-
ing of one or more elements or subtasks, performed typically in one location. Usually
operations transform resource or data inputs into desired goods, services, or results,
and create and deliver value to the customers. Two or more connected operations con-
stitute a process. The starting point of successful operation is the output, and no
amount of efficiency in the transformation process will make up for an inappropriate

design of product or service”.(Galloway, 1996)
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Figure 4: The eight stages to managing operations - Cass Business School
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For that reason, understanding past mistakes allows the researcher to offer workable
solutions, instead of making blind recommendations, which hardly scratch the surface
of the problem. Access to stakeholders inside the department who perform and under-
stand the business process is a key element on the research, at least the researcher
needs to have one stakeholder to represent each role on the process to draw the oper-

ation cycle.

3.2.1 Process Mapping

Mapping the process is an essential element, the project will need to gather everyone
involved in the process even from other departments, deciding how the process hap-
pened: inputs, outputs, steps and processing time. There are many benefits of process
mapping, first of all when all participants involved in this activity, it would have a posi-
tive affect about the whole improvement project because they feel as it is their own
project, their own ideas would make them very positive about assisting and suggesting
innovative thoughts that definitely will contribute to other stages on the project and cer-
tainly to the overall progress. One of the other benefits of the mapping activity is expo-
sure of vague problems, it is not always very easy to discover what is the exact reason
that makes the cost high or why there is a delay happened or time gab between some

actions, who gives the decisions and whom is the responsible about it.

Another point of view regard to the benefits of the process mapping is about getting the
full and complete picture of the activities, it is better when you see everything visually,
other stakeholder realizes how it might be complicated to their colleagues for certain
points in the process. Furthermore, the process mapping allows the chance to redesign
the whole process again and one of the main points before the redesign is to allocate
any unnecessary steps or procedures which may be the reason for long process, also it
might appear that some activities with no added value to the process itself and could

be removed or replaced with other actions to generate benefits on the whole cycle.

Also there is several employees who has long experience time in the company follow
sort of a tradition to practice the process according to their experience and situations
they had faced during their work in the organization, so there is a variation in the prac-
tice on the process depending on each individual, for that process mapping help to
detect all of these variations allowing the researcher of removing the inefficient activi-

ties and promote the most effective.
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3.2.2 Process Mapping analysis

Reviewing the process map, the researcher is looking for processes that may cause
delay or does not have added value or the process that continually pass back and forth
between certain people, deciding what opportunity of fixing it could become. Analysis
made to draw attention to four key elements.

Bottlenecks: When the process slowed during a certain step on the cycle or where we
have a huge waiting time, it should be analyzed and search for the reason why the flow
has slowed and find a solution for it.

Points of contact with the customer: though the operation department is not considered
a direct point of contact with the customer, but some processes inside the department
have a direct impact on the customer even if other departments intervene in the middle
but still the output from the operation department is the main influential factor. It is ex-
tremely important to revise these activities to become the most satisfying for the cus-

tomer.

Determine the value-adding activities: reviewing the process in detail will assist to re-
veal if the scope of the process has some activities that could be considered low value
activities, those should be improved in a way to create more value or to be removed to

facilitate the process cycle and eliminate the effects of this activities on cost or time.

The interaction between systems: the information flow, work flow of business activities
inside the organization, specifically between the operation department and other divi-
sions internally, this connection and information passes from one department to anoth-
er should be observed so that the workflow became smoothly transferable and the

transmission of orders and running shipments could be reliable.

Because the processes were huge and has a lot of involved parties, the researcher
choose to separate the process into stages or phases so it would be easier to follow

the interaction between all participants. Here the researcher will present the stage of
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pricing, in this stage mapping the process had started even out the range of the opera-
tions department as the process starts there and the researcher had to check if the

underlaying causes might be reside outside the internal process on the department.

Pricing stage which starts at sales department with receiving the RFQ (request for quo-
tation) from the customer and then send it to the operations department as shown on

Figure 5.

Customer select ustomer Reques Provide offer to
service q customer
RFQ data
reviewd
Sales call

CUSTOMER

Does Customer Want

SALES

Service?

send RFQ to

select best offer
agents

Yes arrange booking

According to this stage the researcher will give an example of how the process map is

from sales
division

OPERATION

RFQ received }

Figure 5: Pricing Stage

analyzed and depending on this structure the following stages of the process and fur-
ther processes will be examined and mention all the results at the next point of this

chapter (observation results).

Starting with the RFQ received from the customer, RFQ it is not definitively containing
all the required details that must be available to operation department in order to start
immediately working on acquiring the price, even there is a stage when the sales per-

son review the RFQ data before forwarding it to the operation department.
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Figure 6: Repeatable Process

This causing a repeated process as shown in Figure 6, operation department staff had
to ask for the missing information from the sales division and for that, usually they re-
turn the RFQ stating the required data from the customer, and according to that also,
the sales team return again to customer to obtain subject information and after that

send the inquiry to the operation department.

The defect shown in this process has several consequences occur as a result of re-
peating this process, one of the most important consequences is because the customer

is part of the process, it is very sensitive area when the customer is part of the process.

First of all, it affects the reputation of the company and its sales team when the sales

employee return to demand additional information that must be available to obtain the
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price, it gives impression for the customer that sales person is not familiar with some
technical details of the business. Furthermore, it increases the effort required by the
customer to ask for the price and waste more time for him. Beside all of that, it has ma-
jor impact on the average working hours per each shipment as it increases the working

time approximately by twenty percent at least.

The middle part of the process is about getting the price from international agents or
local shipping lines and select the best rate to make an offer to the customer. As shown
at Figure 7, the process moved directly from the operation department to the customer.

Provide offer to

w

customer

PP Does Customer Want

Service?

select best offer

Figure 7: Missing Step

Although that the selling rate is determined by the sales person responsible about the

customer account, it is obvious that the offer should be presented by the sales division
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to the customer. Here there is a conflict part of the process because interviews reveal
that in other cases sales employee receive the price from the operation department
and send the offer to the customer directly. It is a gray area where the decision's re-
sponsibility is ambiguous, which division is responsible and who can bear the liability of

results.

3.3 Observation findings

On this section, the analysis of process mapping and data acquired from interviews,
gquestionnaire and case studies will be combined together to form the final results.

After mapping out the process in detail and investigate certain cases (pervious ship-
ments) suggested by the company management to check the problems happened at
these files and identify weak points and their relationship with the operation depart-
ment. Also, as the interviews disclosed many information and details, it was necessary
to divide the observation results into four main categories which will assist to draw the
status que on more defined structure and would helping to indicate gaps and pitfalls to

be avoided.

Will investigate with more depth into these four categories (Communications, Docu-
mentation, Finance and Delegation of authority) to discover how these tools affects the
daily work inside the operation department, some of these categories are mode or a
manner of procedures inside the department and some about other departments and
how the cooperation between these divisions affect the tasks and functions required

from the operation department.

3.3.1 Communications

Based on the internal work cycle for the operation department, the internal communica-
tions which is the relation between the division itself and other departments inside the
company will be examined to check how it affect the internal process and output of the

operation department.
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« Gap in cooperation between sales and operation.

Interviews showed up huge gap in cooperation between sales and operation depart-

ments, one of the employees of the operation department says:

“‘we are feeling that we are in a competition with the sales department not
as supposed to have cooperation, we tend to fight at every shipment for
some details” (Interviews, 2017).

This has a direct impact on the files under processing, the results differ between delays
on the booking, conflict about cost of the shipment (net cost) and way of handling the

consignment.

The reason for that poor communication is that both divisions hold different point of
view on the work process and different priorities. Operation employees is very practical,
time is extremely important and very limited for them, and also, they do not have the
sense of customer service.

The sales on the other side, is working based on a different scale, different model, one
of the main priorities for them is to gain the business in a very competitive environment,
maintain the customer satisfaction even under difficult circumstances that may happen

during the processing of the shipment.

« Share of information.

Flow of information inside the department and between other divisions is not organized
in way that would let every employee knows some basic information required to main-
tain his role in a good manner, meaning that some information might be shared and
others not, without structure or a declared statement specify how the information could

be shared and in which way.

For instance, in case there is no agreement with certain shipping line, not all depart-
ments have the same information, and this might lead to huge problems. One of them

appeared on the questionnaire done with customers, one of the customers stated that:

‘the company does not always use the same shipping line that has been
agreed before with the sales department” (questionnaire, 2018).
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The customer may prefer using exact shipping line or air carrier for their consignment,
the reason of that choice might depend on that shipping line or airline provide easier
procedures for releasing the cargo or another reason that it owns a warehouse near to
the customer premises, there are many other reasons for the customer to prefer using

such exact carrier.

In such cases the sales personal agrees with the customer to use the mentioned ship-
ping line and include that in the contract, but in fact the sales do not have information
that there is no agreement with this carrier and the company will use another carrier.

3.3.2 Documentation

% Releasing MB/L without collecting HBJL.

Let us define the meaning and function of both Master Bill of Lading (MBL) and House
Bill of Landing (HBL).

MBL: A bill of lading issued by the shipping line to the shipper to serve as a contract of
carriage and a receipt for goods, mostly master bill of lading is issued by the carrier
(the shipping line) to the freight forwarder as the party who is representing the exporter
located at the port of departure to be sent as original document to the destination port

agent as an evidence to receive the shipment after arrival.

On the other hand, HBL is issued by the freight forwarder once after receiving cargo
from shipper after necessary customs formalities, the freight forwarder releases house
bill of lading HBL to the shipper. The shipper at the HBL is the exporter or the party
who delivers goods to freight forwarder and the importer or the consignee is the party

to whom the cargo has to be delivered by the said freight forwarder.

Documentation cycle for HBL and MBL has many details and the essential point on the
cycle is that the Original MBL should not be surrendered to the customer unless the
overseas counterpart (the freight forwarder at destination port) collects the original HBL
from the customer. As it has legal liability on the issuing party which is the freight for-

warder at origin.
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At the subject case, the operation department released the original MBL without col-
lecting the HBL from the customer which reflecting a missing rule for the department
internal regulations. The consequences of this incident were very awkward, and it

caused a huge problem between the organization and its international agent.

% Showing wrong/different details on the bill of lading.

The customs clearance formalities at Egypt requires that the goods information on the
bill of lading must be the same on the commercial invoice of the shipment. The cus-
toms clearance procedure starts with reviewing the shipment documents and confirm

that all the details are matching on all documents.

The cycle of the documentation for the shipment is based on the cooperation between
the shipper or the exporter of the shipment and the freight forwarder, the shipper re-
sponsible at his own to issue the commercial invoice, packing list and the certificate of
origin. While cooperating with the freight forwarder of issuing the bill of lading (house

and master).

At the subject case both house bill of lading and master bill of lading were issued show-
ing different details of the shipment for which are mentioned on the commercial invoice
and other documents (packing list, certificate of origin). When the customer (the im-
porter) starts the customs clearance formalities at destination port it was revealed
about these differences, the customs authority had to hold the shipment and asked for

an amendment of the documents to have the same and right details of the goods.

Since the correct information was mentioned of the commercial invoice then the H/MBL
had to be amended to show the same description, this require much time to be imple-
mented and definitely a correction fees for the shipping line. And therefore, the cus-

tomer complains about the additional cost of delaying and fees to the organization.

Usually the operation department proceed on the shipment after receiving a confirma-
tion on H/MBL drafts from the shipper of the consignment by the overseas counterpart,
but according to this case this procedure was not enough to maintain the integrity of
the drafts.



28

3.3.3 Finance

The finance department manages wide activities on the organization, the business
functions of the department typically include bookkeeping, planning and on certain
cases present information to assist the management on strategic decisions.

After mapping the whole parts of the operation department process and analyze the
parts where there is an interaction between the operation and finance departments,

one important point came to discussion which is credit control.

The operation department usually receive an RFQ for a new customer from the sales
as stated in the pricing stage and on certain cases after the operation department
working for a few days to secure the best rate available on the market, the shipment
will be canceled as the customer need credit facility for long period which cannot be
accepted by the finance department, and this makes the efforts done by the operation

department useless.

Usually, when a new customer asks for a credit facility the regular approval comes from
the management but as mentioned above finance department might refuse the request
after offering the rate to the customer because of the long period or the huge amount in
other situations. Credit control approval currently affected by finance and top manage-
ment decisions which might be different than each other and as evident it is not the

ideal situation.

3.3.4 Delegation of authority

Authority structure in the organization is traditional and power or authority in many situ-
ations comes from top down, based on the freight forwarder small size companies, the
top management might consider current aspect more efficient to control the authority in
such structure. While the concept of delegation of authority is about the process which
the manager divides power among subordinates, and move part of the responsibilities
to them in order to accomplish certain tasks, along with that perspective, the manage-

ment could guarantee achieving effective results.
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And by returning to the operation department and their daily work activities, the process
mapping shows that the operation employee face different circumstances during each
shipment and he has to deal with it immediately with a prompt decision. According the
current way, most of these cases the operation department staff has to return to their
direct manager or even more to the top management to explain the case and the

choices available and get an idea of what should be done and in which way.

The feedback from management in many cases is on time and does not affect the pro-
cessing of the current file but there are certain situations the operation department staff
reported that the responsible official is not available and they might need to act imme-
diately.

3.4 Key Findings Current State Analysis

The current state analysis purpose is to derive much information as possible out from
the internal process on the operation department to reveal gaps and pitfalls and get a
list of the pain points and allow the chance of asking questions to find the root causes
for any issues appeared. “The researcher should follow an approach focused on identi-
fying and understanding the underlying causes of an event as well as potential events

that were intercepted” (Hughes, 2008).

The operation department staff were very enthusiastic about participating in the inter-
views and providing the researcher with any information needed and by this assistance

and spirit there was many topics has been observed during the CSA.

The issues derived from interviews, discussions, case studies and questionnaires are
listed as below:

Missing information at the RFQ resulting on repeated process.

Conflict area between sales and operation for sending offer to customer.
Releasing MB/L without collecting HB/L.

Showing wrong/different details on the bill of lading.

Gap in cooperation between sales and operation departments.

Absence of sharing information policy between divisions.

Different credit control decision between top management and finance.
Authority structure and implications based on top down decision technique.

Table 2: Key Findings from CSA
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After the CSA, it has been clear now what exactly is required and the researcher dis-
cuss above mentioned points with the management, it has been decided that all issues
will be included in the research. Management will also benefit from the findings on this

stage as it will be transferred to the development project.

4  Existing Knowledge

This section is about exploring existing knowledge concern the research problem, re-
viewing the best practices from literature and reveal the theoretical/practical thoughts
that would assist the researcher to learn more about the suitable solution for the re-
search problem. Topics and subjects of the existing knowledge has been selected
based on the results of the current state analysis and designed on a steps knowledge
sequence to obtain the general basics and the structure of the business process man-
agement and techniques of increasing operational efficiency at SME’s. On the second
stage, the researcher will review the best practices on the market by interviews with
two local companies in addition to the studies published of the international organiza-
tions on the field of freight forwarding. The final stage will investigate the change man-
agement approach and how the planned change could be delivered to the internal sys-
tem and involved stakeholders with a professional technique that could guarantee the

continuation of the project.

4.1 Process Management Framework

The section will discuss the general aspects of process management which is an ex-
tremely wide subject so the researcher would concentrate more on the process man-
agement basic knowledge and then focus on the importance of the process redesign,
and the next point would concern the merging of the process and practice, and the last

point will discuss optimizing systems and using the process management at SME’s.

According to Brown (2005) operations managers find that handling the internal process
of the organization is a major concern, even with different organization process result

as it may offers products or services. A full understanding of the nature, requirements
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and distribution channels of the product or service must be presented at the mind of the
operations manager. Another risk that most SME’s consider when trying to have com-
pliance with business process management that “Over-design can cause major prob-
lems of organizations intending to innovate new products and services, and will take up

unnecessary time and capacity”.(Brown, 2005)

Function 2

Function 1 Function 4

Function 3

Figure 8: Definition of the term “business process” - (Kirchmer, 2017)

Smith & Fingar (2003) define Business Process Management (BPM) as “a structured
method of understanding, documenting, modelling, analyzing, simulating, executing
and continuously changing end-to-end business processes and all relevant resources
in relation to an organization’s ability to add value to the business. It is the current term
utilized to encapsulate a process-driven approach to attain enterprise operational effi-
ciency”.

Operations management is about managing people and resources of the organization
to produce services or products, the efficient process of an organizations is guaranteed
by compliance with standardized procedures, in order to enhance the final output and
ensure lower errors, the process has to be monitored and evaluated regularly to im-

prove the procedures that have heavy impact of the product.

According to Brocke & Rosemann (2014) “If performance does not meet targets, the
reason for this shortcoming must be determined. Broadly speaking, processes fail to
meet performance requirements either because of faulty design or faulty execution”.
The performance measurement of the process should be conducted the minute the
process starts, it has to be compared to the applied matrices based on customer needs

and company requirements. “Such targets can be based on customer expectations,
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competitor benchmarks, enterprise needs, and other sources”.(Brocke and Rosemann,
2014)

Figure 9 represents the essential process management cycle.
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Figure 9: The essential process management cycle - adapted from (Brocke, Rosemann, 2014)

In case the organization willing to apply business process management then standard-
izing process is a pre-requisite for that initiative, it means that procedures across inter-
nal system of the business unit must be integrated and unified. High performance could
be insured through a well design of the process combined with carefully managed exe-
cution. To figure out the roots of the gaps on the process, the organization should fol-
low the pattern of the process, a widespread, repeated defects means there are a de-

sign flaw, in contrast the execution issues on the process happen occasionally.

4.1.1 Process Redesign
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Business process is a planned response to an operational business event. Harmon
(2014) suggests that an internal management process could be made up of serveral
subprocesses, in the following figure 10, the author is emphasizing the importance of

redesign the process and how it could reflect on the day-to-day business activities.

When the organization start to redesign a certain process, it must include every ele-
ment of the process in the design to ensure that the cycle of the process in closed and
there is no way that an event could be lost during the ongoing process, a professional
process design would guarantee full compliance from the business unit and the em-

ployees.
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Figure 10: Process redesign (Harmon, 2014)

Business process redesign in meant for achieving the best performance available using
the current resources of the organization, the success of a process improvement is
very depending on process-related initiative and the discipline of the measurement. It

should firstly identify organization resources from physical objects, systems and peo-
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ple, the process design reproduces a new or modified process pattern with its value
proposition, pricing, and target customers. “The approach of a “process factory” is used
to develop the process design as efficiently and effectively as possible. Such a process
factory is necessary to ensure a quick move from strategy to the implementation and
execution phase while still having sufficient time to focus on process innovations and

important strategic improvements of high-impact processes”.(Kirchmer, 2017)

4.1.2 Process and Practice Orientation

Freight forwarding industry is one the fields that require high knowledge about practice
of the process, the experience in the field of freight forwarding have a huge impact on
the performance of the organization and consequently affect the final results. The peo-
ple on the organization should always raise their practical knowledge about the filed to
ensure achieving the best performance. “Every effort to change how work is done
needs a dose of both process — the design for how work is to be done — and practice,
an understanding of how individual workers respond to the real world of work and ac-

complish their assigned tasks”.(Brocke and Rosemann, 2014)

Definitely, analysts can design and implement an efficient process regardless of their
experience level or understanding of every detail on the sector, but for other fields par-
ticularly those which require high knowledge and practice on a specified area is difficult

for outsiders to understand and design.

Here it is apparent that the design should combine process details and practice
knowledge and the best way to achieve the best design would be through an experi-
enced personal who owns knowledge about the field and realize how the practical envi-
ronment works to ensure the new or modified process will be more effective and effi-

cient.

4.1.3 Process Management for SME'’s

Expansion is a challenge for a small and medium size enterprises, currently SME’s ac-

quire a considerable percent of the global economy, at the case organization, with
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more employees joining the company things tend to get more complicated, but process

management can assist SME’s to attain more growth in a sustainable way.

According to Fortune magazine, only one out of ten start-ups succeeded (Griffin, 2014),
many of these elements that lead to failure could be handled through the implementa-
tion of process management, most SME’s have some common features that makes the
execution of the process management aspect difficult such as cost, time and human
resources, but in the same time they own additional characteristics that would assist of
employing a business process discipline as fast decision making, integration of activi-
ties.

Usually small business companies are looking for applying new process or at least ad-
just the current process in the time of developing their business performance, but while
large organization are benefited from applying the business process model because
they have more complex structures and large numbers of employees which the pro-
cess management make them focused on specific tasks. SME’s would not have these
huge benefits but also can take advantage from applying the business model for their

day to day process to achieve quality, efficiency and compliance.

Employees on small organizations tend to have different perspective for their work and
the outputs of it, the business environment makes them adapted to identifying and solv-
ing upcoming issues by themselves “They do not have many guidelines, policies, and
standard operating procedures on which to rely” (Kirchmer, 2017). Individuals usually
take actions in a limited time; the process forces them to find the best possible solu-

tions.

For that reason, mid-size companies have to consider the risk of losing their competi-
tive advantage while applying the business process management, which Kirchmer
(2017) represent the important elements of it as “SMEs have to be faster, more agile,
and more innovative than large organizations. Since they do not have any significant
economy of scale, attributes like speed, agility, and innovation are preconditions to

survive”.

In case of applying the process management in a very busy environment of the com-
pany, organization employees would have a great pressure and on the same time the

management does not have the ability to recruit more employees. According to
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Kirchmer (2017) “people on this situation must focus on vital, day-to-day operations
which makes them normally available on a part-time basis. When even a small change
in the business process can have an impact on the overall performance”, the business
process approaches need to blend into that environment and implemented in a manner
that is well integrated with the other multiple tasks of SME employees. It must be clear
that additional effort in one area truly leads to less work in others or that the resulting
benefits is improved. Also, the author points out that a successful project of applying
process management in mid company is the project which consider “the right balance
between standardization and agility”.(Kirchmer, 2017)

4.2 Best Practices in Improving Internal Processes

The data on subject section mostly are the output of the interviews with two managers
of operations department at local companies, also, information from some studies
made about international companies of freight forwarding sector has been included.
The content of the interviews was about exploring the environment of the operation
department and to acquire more information about their internal process specially con-

cerned with the points appeared on the current state analysis.

Both managers have more than ten years of experience in the field of freight forward-
ing, the results show that both companies have a unified ERP system connecting all
divisions in a way that makes the information transferred smoothly between the in-
volved stakeholders and RFQ process managed inside the same system. The accessi-
bility of data inside the system is determined based on the requirement of each de-
partment. Concern the credit control matter, both advised that it is working also on the
same system when the sales person creates new account for the customer and fill on
all the information including the credit facility if it was one of the requirements of the
customer and based on that, the finance department give a positive or negative deci-

sion according to the required amount and time.

The discussion about the cooperation between sales and operation departments was in
the core information, apparently, they have the same issue between the two divisions,
but their solution was to arrange sort of workshop every quarter to discuss any related

issues between the sales and operation.
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Interviews also shows that the average years of experience for employees of the oper-
ation department in both companies are remarkably higher than their counterpart in the
organization under the study and based on that they obtain more space to have deci-
sion in certain situations, so the degree of authority is a bit more available to employ-

ees.

Regarding the documentation cycle, the managers advised that each department has
its own rules on the documentation cycle, so the department employees knows exactly

how to maintain their part during the consignment.

Reviewing the international perspective about the main factors of a successful freight
forwarding organizations. It has been represented in a study include top freight for-
warding companies in the world such as Kuehne & Nagel, Expeditors International,
DSV, Panalpina and UTi. Burnson (2016) state that “They all have the same common

denominators in place: experience and stable, productive business systems”.

Based on the results of the study, the author explains that the most important factor of
the success of the companies is about building a business system which clearly de-
fined organizational structures, processes, another important feature of the organiza-
tions is about how the companies manage their internal system, “Neither Kuehne &
Nagel nor Expeditors have a superior IT system. Both use an older in-house solution”
(Burnson, 2016),

But the author emphasize that “what really matters instead is how well companies use
their systems, which includes constant updates and ongoing training” (Burnson, 2016).
According to this perspective, the structure and management of the internal system is

more important than how advanced the system is used.

4.3 Change Management Approach

The current stage of the existing knowledge would explore the basic principles of the
change management which is a broad subject, the researcher need to obtain the re-

quired knowledge that would facilities the successful adaptation of new behaviors with-
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in the organization. As Goncalves & Campos (2018) advise that “change management
can be applied to all different types of organizational change. While the most mutual
change drivers could include: technological evolution, process reviews, crisis, and
consumer habit changes; pressure from new business entrants, acquisitions, mergers,
and organizational restructuring. They all have one feature in common, they affect
people and their paradigms. They change the status quo (the way things are done) and
take people out of their comfort zone”. Also, the authors adapt Lewin’s freeze model
that suggests the change involves a move from one static state via a state of activity to
another static status and all this via a three-stage process of managing change: un-
freezing, changing and re-freezing.

A simple change meaning is illustrated at figure 11 as below.

N

Change
agent For improved
L —— ipati
nsed organizational
performance

i3 an alteration in the
way things are done

Change

Happens in big companies,
small businesses, universities
and colleges, state and city
governments, military etc.

Technology
J

Figure 11: Meaning of Change - adapted from (Murthy, 2007)

There are many reasons for an organization to create the need of the change, these
factors differ from internal and external, in the case company the forces of change are
internal, the internal process of the operation department require that such approach to

be applied as it will be suitable, so the employees could adapt the required changes.

The process of change management is the order of phases or actions that a change
management scheme follows to apply change management plan to an organization, to
drive individual transitions and certify the plan meets its projected results. The below
steps mentioned at figure 12 have been recognized as main factors of a successful

change management process.
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Phase 2 - Managing Change

Develop change
management plans
Phase 1 - Preparing for Change

Define your change TakeraeonTand
management strategy - implement plans

Prepare your change
management team

Phase 3 - Reinforcing Change
Develop your

sponsorship model
Collect and analyze feedback

Diagnose gaps and manage
resistance

Implement corrective actions and
celebrate successes

Figure 12: Change Management Process — adapted from Prosci’s 3-Phase Process

e Preparing for Change.

The stage will be about facilitating the introduction of the change project to involved
stakeholders, the employees should feel they are part of the project so it could build an
awareness of the importance of the change, in addition, this stage will include an anal-
ysis of the environment to achieve an overall understanding of current situation, also, it
will assist on realizing the surroundings that might affect the project positively or nega-

tively.
The change objective should be evident at the preparation phase as it will improve the
ability of effective communication through the project, the resources of the project must

be reviewed and the sponsorship model to be identified.

¢ Implementing Change.
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The second stage is about creating the plans that will be incorporated into the project,
the strategy should explain the steps in which it will support the participants on the
change project, Kirchmer (2017) suggests that training is needed to ensure that em-
ployees can do their jobs as required by the altered or newly established business pro-
cess. Also, the author emphasize that training activities should be organized with a
business process-oriented approach and address the relevant changes of the existing
as-is processes or the integration of a new process into the overall process landscape.

In addition to that, the current stage also involves the execution of processes and activ-
ities to actualize change. “The ADKAR model has five elements that define the basic
building blocks of a successful change: Awareness, Desire, Knowledge, Ability and
Reinforcement”.(Hiatt, 2006)

e Sustaining Change.

The third phase helps to create specific action plans for ensuring that the change
is sustained. The sustainability of change is in the endurance of new methods and per-
formance levels in the organizational setting. It is not only the process that should
change but also the behavior to create a new culture, the action plans should be al-
tered based on the attitude of employees to fill gaps for a full adaptation. The organiza-

tion need to maintain the change by having a measure of compliance.

The bottom line, to deliver a change successfully to an organization, certain elements
must be followed to insure the project will positively affect the people. “The change
management processes need to be managed to minimize the period during which the
change has a negative performance impact, and it must minimize this effect, as well as
related risk”(Kirchmer, 2017). “The first level of organizational performance measure-
ment emerging from the analysis focuses on overall results and outcomes of the
change, project, or initiative. This dimension asks whether the effort has delivered the
expected benefits and improvement in performance”. (Rothwell, Stavros and Sullivan,
2015) and ask questions about these results, has the performance improved as ex-

pected and has the benefits of the project realized.



41

4.4 Conceptual Framework

At the existing knowledge section, the researcher has reviewed the basics and general
characteristics of the process management framework, with more focus on process
design specifically to gain in depth knowledge about the core process sequence also,
the researcher reviews BPM role in small and medium sized enterprises to check how
to implement process management strategy at very different environment of SME’s,
what is the challenges that could face the implementation and suggested plans that
could be tailored to utilize the process management benefits with the advantages of
being agile as a small company. The second stage was the best practices interviews to
explore how other organizations manage their process in the same field, as it was very
essential to obtain a practical information about how other organizations resolve similar
issues on their day-to-day work environment. Then the final phase was about the im-
plementation of the change for the organization and how it could be prepared, planned

and managed through the whole cycle.

Earlier at the stage of current state analysis, the researcher could state challenges face
the internal process of the operation department, followed by the existing knowledge to
review literature and best practices to derive information that would assist the re-
searcher finding out the suitable solution for the research problem, sequence of both

parts, CSA and literature shown on figure 13.
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Process Mapping
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Figure 13: Thesis conceptual framework

As appeared after literature review, some of those problems was a result of lack of a
comprehensive design of the business process inside the division which lead to in-
creasing process time, delays of several actions and unsatisfying feedback from cus-
tomers, while others problems were an execution issues resulted from the lack of
standard procedures where the employees could not find a guide to follow in certain
situations and also it has an effect on the financial part of the company causing penal-

ties on the organization.

Based on the results of the existing knowledge section, it has been clear for the re-
searcher how to tackle the problems and issues of the internal process of the operation
department. On this respect, the correlation between the results of the CSA and find-
ings of reviewing literature part will empower the researcher to create the suitable solu-

tion for the case organization that will be the performed in the next chapter.
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5 Building a Proposal

One major concern for the researcher while building the proposal is to avoid over-
engineering, the distance between top management and operations team in the com-
pany is not that huge as corporate organizations. Also, the researcher has to consider
that the company does not have a complete ERP system that connects all the depart-
ments together, so the proposal should adapt that no advanced software available at
the time of implementing the development project.

5.1 Initial Proposal

Based on the findings of pervious two chapters, the researcher has developed a struc-
ture of which will differentiate the key findings of current state analysis into three main
categories, the building of the proposal will be based on these categories, Process de-

sign gaps and Execution errors as shown in table 3.

While there are some problems that could be classified as managerial issues and after
the discussion with the management, it was required to include a recommendation for

these issues at the final proposal stage.

Missing information at the RFQ resulting on repeated process.

ng;:ieis Conflict area between sales and operation for sending offer to
g customer.
gaps

Showing wrong/different details on the bill of lading.

Releasing MB/L without collecting HBJ/L.

Different credit control decision between top management and
Execution | finance.

errors
Absence of sharing information policy between divisions.
.| Gap in cooperation between sales and operation departments.
Managerial
ISSUes | Authority structure and implications based on top down decision

technique.

Table 3: Concerns observed from CSA
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The Initial proposal would depend on two pillars, the researcher will provide the com-
pany with redesign of the internal process of the operation department which will ad-
dress several issues on the structure of the process, secondly a set of guidelines and

rules to prevent recurrence of employees’ execution flaws.

5.1.1 Design the process

As shown at table 3, there was three points that has been classified as design gaps,
the proposal will suggest adding or adjusting certain steps on the internal process to
overcome the defects of the process.

Starting with the first point of the missing information at the RFQ that lead to a repeated
process, the researcher has developed an RFQ form that sales team now must com-
plete, the RFQ form will be sent to operations department, RFQ form now would have
full information and details that required by the operations department in order to ena-
ble them from acquiring the proper offer from the agents or the shipping lines and
based on that they would be able to give the right quotation from the first time avoiding
double work and eliminate any chance for wrong or missing information or even ask for
additional details. Sales team employees will ask for any missing information from the
customer when receiving the shipment details because they must fill up the form with

all the required detalils for the specific commodity of the shipment.

The second point was about the conflict area between sales and operation for sending
offer to customer. At the new process, the offer must be sent from the sales team side
to the customer directly, so the operation department will not send any offers to cus-
tomers, they will send the net rate -the price without adding profit- to the sales team

and sales will add the profit share and contact the customer.

At the following figure 14, the inclusion of the RFQ form and price offer is done on the

price stage process map, the new/adjusted process is shown in yellow.
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Figure 14: Pricing Stage redesign

The third point was appeared in a case example, wrong/different details has been stat-
ed on the bill of lading of the shipment, as mentioned of the case observation, opera-
tion department usually get a confirmation from shipper by our international agent but it
was not enough to ensure the details are correct, so there is a new process to be in-
cluded in which operation department staff has to double check on the shipment drafts
by the customer even after getting shipper’s approval, this third point of confirming the
bill drafts from the customer will not be added to the shown model of pricing stage and

it will be included at another stage of the operation process.

5.1.2 Standard guidelines

The second part of the proposal was about setting certain rules to avoid the execution
problems and prevent any area of unclear responsibilities which will maintain the pro-
cess integrity. The new procedures will be added to the current guidelines and rules of
the operation department, the management will communicate the importance of the

new procedures to involved stakeholders.
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The first issue was about releasing MB/L without collecting HB/L. according the best
practices interviews, the researcher suggested the company should develop a full doc-
umentation cycle for the operation department and to include the matter of the releas-
ing master bill of lading on this documentation cycle, this will result on a control of how
to manage all documentation activities inside the department and ensure that such act

will never occur again.

The second point of different credit control decision between top management and fi-
nance, the idea was to create a combination of speed, compliance and simplicity of the
procedure. To save time for the process, the first step was that the top management
approval will be eliminated from the cycle so now the management will not decide
about the credit control anymore, the only and final decision will be stated by the fi-
nance department. The researcher had a discussion with the finance department to
figure out what is the range of credit facility (defining amount and time) that could be
accepted by the department by default and under the current financial situation.

And then the solution was to set a standard criteria of credit amount and allowed pay-
ment time, if these criteria applied to the new customer, then the sales team will directly
send the RFQ to the operation department and proceed with the shipment. In case of
the customer need credit facility that exceed the pervious declared conditions by the
finance department, the sales must get a separate decision from the finance before
sending the RFQ to the operation department and at that situation, the operation de-

partment will wait to receive the approval from finance before proceeding on the order.

Th third and last point was about absence of sharing information policy between divi-
sions. The operation department is the part of the company which deals with interna-
tional agents, local/international shipping lines, customs brokers and trucking compa-
nies so any information about the agreements with those parties is managed by the
department. And as the operation department is the source of such information, it has
been essential to resolve the matter of sharing information by establishing a rule that
operation staff has to make a notification about any updated, modified or canceled
agreements with agents or shipping line to other departments (finance, sales and cus-

tomer service).

On this respect and according to what has been mentioned above, the suggested rules

will maintain that these actions will not occur again.
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6 Validation of the Proposal

This section will include the stakeholders and management feedback on the initial pro-
posal and if any suggestions or amendments needed for the process design and the

rules.

6.1 Validation Overview

The proposal for the case organization was built upon several foundations, the ultimate
goal was to improve the internal process of the operation department to achieve the
best performance for more optimized operations. Earlier there was the stage of current
state analysis which was about reviewing the processes on detail and state the key
findings which need to be addressed, followed by the existing knowledge phase to ex-
plore the literature about the specific points resulted from the CSA and review the best
practices on the field so the researcher could have the ability to gain more knowledge
that would allow him to create the proposal.

Later on, the built proposal was presented to the management and the operation de-
partment staff for discussion, the meeting (data 3) was the main source of the feedback
on the initial proposal, the participants gave their comments about the points of the
initial proposal and according to these comments some minor changes were made to

the proposal.

6.2 Final Proposal

Beside the process redesign and the guidelines that has been mentioned of the initial
proposal, the management asked to include recommendations for managerial issues
appeared on the current state analysis on the final proposal, so below table 4 state the

main elements that would form the final proposal.
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Proposal Include:

1. Redesign of the internal process of the operation department.
2. Aset of guidelines and rules.
3. Recommendations for managerial issues.

Table 4: Final proposal main points

Based on the participant's feedback and considering their experience about the whole

proposal, there was two points that has been subject to modification. The management

need to include the process of confirming bill drafts to the pricing stage and to be the

final step of that stage to maintain all points of contact with the customer into one

phase which is the pricing stage, next phases would be internally managed between

the operation department and other divisions. So, the researcher has to amend the

process design to add more steps to complete the required actions before adding the

final s

tep of confirming bill drafts from the customer.

The modified steps of the process are shown in figure 15 in green as the final design of

the pr
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Figure 15: Pricing Stage final design
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The second point that require modification was the sharing information policy, in addi-
tion to the agreements update notification, the management suggested that operation
department should submit a monthly announcement about any changes at the routes,
prices and ports requirements that has been reported to the department during each
month to all divisions, even in case it does not affect the current business of the com-
pany. The management concept is to sustain full knowledge of any update or general

changes on the market to other divisions especially sales team.

Table 5 include the final modified output of the process design and guidelines indicat-
ing the observed concerns from CSA and the proposed action of each matter.

Missing information at the New RFQ form will modify the RFQ request
RFQ resulting on repeated process, sales team now must complete the

c process. form with all required details.
% Conflict area between sales  An adjusted process that will make the offer
] and operation for sending to be sent from the sales team side to the
n offer to customer. customer directly.
§ A new process to be included in which oper-
o Showing wrong/different ation department staff has to double check
a details on the bill of lading. on the shipment drafts by the customer even
after getting shipper approval, and to be the
final step of the pricing stag.
The company will develop a full documenta-
Releasing MB/L without col-  tion cycle for the operation department and
lecting HB/L. to include the matter of the releasing master
bill of lading on this documentation cycle.
A standard criteria of credit amount and al-
lowed payment time has been applied, in
3 Different credit control deci-  case of the customer need credit facility that
£ sion between top manage- exceed the pervious declared conditions by
3 ment and finance. the finance department, the sales must get a
5 separate decision from the finance before
(g sending the RFQ to the operation depart-
o ment.
5 Operation staff has to make a notification
D about any updated, modified or canceled
n agreements with agents or shipping line to
Absence of sharing infor- other departments (finance, sales).
mation policy between divi- Also they must make monthly announce-
sions. ment about any changes at the routes, pric-

es and ports requirements that has been
reported to the operation department during
each month.

Table 5: final modified output of the process design and guidelines
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6.2.1 Recommendations for The Managerial Issues

Finally, as per the discussion with the management the final proposal will also include
recommendations concern the managerial issues to assist the organization overcome
those matters. The first point that has been classified under the managerial section was
the gap in cooperation between sales and operation departments that has been ap-

peared in several times during the CSA.

The cooperation between the two divisions reserving a huge part of the day-to-day
work process and in order to enhance the current situation the researcher suggested
that sales could have a period of a practical training within the operation department,
the training would be conducted with the operation department staff directly during their
usual daily activities so the sales team could know how it goes with every stage of the
shipment and who are the active players on the cycle and how some decisions affect
the procedures and what situations might happen during the processing of the ship-

ment.

This would let the sales team to create an overview of the environment of the operation
handing process and the difficulties that might face the operation department staff at
several situations. Also, they will figure out the reasons behind the information and de-

tails which the operation department might request during the process of the shipment.

The second point was about the authority structure and some negative effects resulted
based on the top down decision technique, business activities of freight forwarders
tend to rely on experience, for that reason there must be more space of the middle
management and even for the employees to decide about certain issues without return-

ing to the top management.

In fact, empowering middle management with more authority will reflect of the day-to-
day business activities and will contribute to the greatest advantage of the organization
which is the agility, this feature that distinguish the company among the big players on
the market giving it a competitive advantage. The role of middle managers has evolved
to be a vital part of the organization performance success, while the top management
focus on the strategy of the organization, the role of the mid-level managers is to main-

tain the way of how these strategies will be implemented.
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6.3 Recommendation for Implementation

High percentage of change programs aim to modify parts of the internal process of any
organization face several difficulties because of their lack of employee support. It is
necessary for the company to have a practical approach of how to plan, implement and
sustain the change and to share the whole project with the employees.

One of the most significant factors that participants must engage in a highly interactive
discussion about the intended change to create positive environment and realize the
benefits of the change, that would facilities the successful adaptation of new behaviors

within the organization.

Organizations usually tend to focus more about thinking on the change and plan for it
but do not expand a lot of energy in the adaptation phase, to deliver a change success-
fully to an organization, both the implementation and the adoption of the new process
or system must be observed at the same time as separate and distinct sets of activities

to monitor the progress of project and sustain the improved performance.

7 Discussion and Conclusions

The final chapter of the thesis discuss the research progress and gives a summery of
the study, stating what was the objective and comparing it to the intended outcome and

present a reflection on the study.

7.1 Summary

The study performed as part of the development project for the case company, the rea-
son behind this development project was that the organization as a startup had focused
mainly on acquiring new business, open new branches and increase the customers
base to support the financial side of the business. During performing this strategy, the
number of shipments had increased in an unprecedented way, in parallel with such
growth, many problems started to appear at the processing of the consignments, these

issues resulted in losing some of the key clients, paying huge penalties and dissatisfac-
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tion from several customers about some delays faced their shipments. The impact of
these issues leads the company management to consider a development project to

enhance the overall performance of the company.

The study scope was the operation department internal process, the researcher had
investigated the internal process in detail to discover any gaps also examines the co-
operation between the operation department and other divisions that was part of the
internal process of the department, also the researcher had to check points of contact
with the customer that been resulted from the internal process of the department.

All those details and information has been observed using several techniques to gain
in-depth knowledge from different angles and to verify the authenticity of the acquired
information. The research approach was the mixed methods research design that ena-
ble utilizing of both quantitative and qualitative research data. The next step was to
analyze these data to find the roots behind the problems and to reach a complete un-

derstanding of the current state of the department.

At the existing knowledge phase, the researcher had reviewed the literature about the
key findings of the current state, there was three topics selected business process
management, best practices at the field and change management. The business pro-
cess study area was extremely wide, so the researcher had worked on acquiring the
basic principles of the BPM and then concentrate more about the process design and
implementation of the process management at small and mid-size companies. The
best practices had focused on the practical information at two leading companies on
the market and the last point was discussing the way on which the new and improved
process will be delivered to the department using the concepts of change management

approach.

7.2 Evaluation of the Thesis

This section will include an evaluation about the objective of the study and the out-

come, also it will contain the researcher reflection to the study.
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7.2.1 Outcome vs Objective

The objective of the study was to improve the internal process of the operation depart-
ment at the case company, in other words “to make the internal daily processes of the
division more reliable and to increase productivity of employees performing their day to
day tasks” quoted from the first chapter of the thesis. The goal was to reach a smoothly
flow of the process and functions inside the department.

Comparing the outcome with the objective, | believe the study had faced the problems
inside the internal process with the suitable solutions in the form of redesigning the
flawed parts of the process and applying guidelines for certain points that face lack of

rules or unclear responsibilities.

The proposal has been built to encounter the challenges of the internal process directly
and with the simplest technique to avoid complexity that might have a negative effect of

the daily work of the department and would cause delays on the work cycle.

7.2.2 Reflection & Afterword

At this final part of the thesis, | would give my reflection of the study, | have worked on
the thesis for nearly one year, it was challenging to get the balance between work and
studying at certain times. The scope of the thesis has been maodified at the first begin-
ning because to complete a development project for the entire organization would need
an extremely long time and a massive amount of data. After this modification, it was
time to concentrate on how to acquire the data correctly, using of semi-structured inter-
view was an ideal selection to acquire the required data to create a complete under-
standing of the current situation. Also, the participants enthusiasm and the manage-
ment full support to the study was one of the main reasons for the success of the study,
and after processing the CSA data, the management has showed a great interest to

check the findings of the research till this stage.

The feedback from the management showed that the proposal had a direct benefit to
the company and that working on this project with the employees give a positive impact
on the internal environment, employees felt they have participated on building their own
working system. Personally, | am satisfied that | had the chance to contribute to the

development project.
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Appendix 1: Interview questions group one

Interview questions with operation department employees.

General information

Age group:

25-30/ 30-35/ 35-40 / 40-45 / 45-50 / 50-55 / 55-60
Education

Work experience in years

Work experience in the target organization

Job role

In charge of Import or Export shipments.

Process questions:

1.

P W N

16.
17.
18.

Describe your role in detail?

What parties you are dealing with outside the division?

What is the most common problem happened in the range of your role?

In your opinion, whom is responsible about these problems (internal team
members or other division)?

What kind of problems that internal team members is responsible for?

What kind of problems that other divisions are responsible for?

How do report these problems in case of repeated?

Do you receive enough information to perform your role in a good way?

Do you receive this information in a suitable time?

. Which parties that commonly does not provide essential information?

. In which way you ask for this information?

. Have you had a training before starting the job in the company?

. In your opinion, what is the strengths and weaknesses of the department?
. In your opinion, is the hierarchical organization suitable for the company?

.In case you need a decision from your manager/supervisor, how fast you get

the decision?

In case of delay, in your opinion, how it could be solved?

Do you think that current service level meets the customer expectation?

In your opinion, how we could improve service quality provided to the custom-

er?
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Appendix 2: Interview questions group two

Interview questions with employees on other divisions.

General information

Age group:

25-30/ 30-35/ 35-40 / 40-45 / 45-50 / 50-55 / 55-60
Education

Work experience in years

Work experience in the target organization

Job role

Process questions:

10.
11.
12.

13.
14.

Describe your role in detail?

What parties you are dealing with inside the operation department?

What is the most common problem happened in the range of your cooperation
with the operation department?

What are the reasons behind the issues?

How do report these problems in case of repeated?

What could be the development targets in the process to prevent these prob-
lems?

In your opinion, what is the strengths and weaknesses of the operation depart-
ment?

Do you receive enough information from the operation department?

Do you receive this information in a suitable time?

In which way you ask for this missing information?

Have you had a training before starting the job in the company?

Do you think the training system is workable for operation department employ-
ees?

Do you think that current service level meets the customer expectation?

In your opinion, how we could improve service quality provided to the custom-

er?
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3: Questionnaire

Service Quality Evaluation by customers

Questions:

10.

11.
12.

Please rate the quality of service you received:
Worse - Bad — Normal — Good - Excellent
Please describe if there was any particular aspect of the service experience
that was unique:
In case of problems, the process of getting my problem resolved was:
Worse - Bad — Normal — Good — Excellent
How do your rate the service in terms of price?
High — Normal — Competitive
How do your rate the service in terms of speed?
Slow — Ordinary — Quick
In case of limited time, how do rate the company interaction with the situa-
tion?
Late — Normal — Prompt
How do you rate the ability of our employees to understand your specific
needs?
Worse - Bad — Normal — Good - Excellent
Have you ever faced different outcome than the agreed on the shipping con-
tract?
Yes
No
What differences?
Considering the time, effort and money you spent, how would you rate the
overall value provided?
Worse - Bad — Normal — Good — Excellent
Would you recommend the service of the company to other companies?
Yes
No
Why?

Do you have any suggestions for improving our services?
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Appendix 4: best practices Interview Questions

Interview questions with operations managers on other companies.

Does the company have an ERP system?

How the RFQ process flow between sales and operation department?

Who is responsible about sending offer to the customer?

Do the company have sort of a system policy regard the profit margin of the
consignment?

Who is responsible about releasing the shipment documents to customer and
how the process being handled?

How the documentation cycle works in the company?

What determine the accessibility of data for each division?

In what way the cooperation between the sales and the operation department
take place during an ongoing file?

In your opinion, what can make the cooperation between the sales and the op-

eration much easier?

10- Who is responsible about the final credit control decision in case of huge

amounts and long period?

11- In what level do you classify the authority delegation in the company?



