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4

Abstract5

Customers of multinational enterprises (MNEs) exist almost everywhere. Cross-border B2C6

e-commerce is expected to double by 2022 according to Forrester Research. How do MNE?s7

efficiently leverage their brand in a uniform front across products and geographic markets?8

How do they assure that the culture behind the brand looks the same to a customer regardless9

of where they engage the company? The author shows how a one-ness strategy was applied in10

an MNE case study. The author extracts twenty propositions from the findings in this case11

and ultimately guides a discussion on an efficacious unified culture. Absent this12

understanding, the risk of revenue loss is enhanced significantly.13

14

Index terms— process integration; one supply chain; global strategy; one firm; business process management;15
synergy.16

1 I. One-Ness17

he challenge for many companies, global, local or glocal, is presenting themselves to customers as if they were18
one company. Such a presentation meets the need of customers who have this expectation (Baron & Harris, 200819
Meyer & Schwager, 2007). The idea of one-ness poses a significant challenge in diverse organizations. On the other20
hand, there is power in having one brand that represents a series of services. Collective brand power is a valuable21
asset (Arvidsson, 2005;Hatch & Rubin, 2006). These companies have one quality mantra, one service culture,22
and even a one-stop-shop where customers can select what they want. Challenges occur on the operational and23
culture side of the organization. Many initiatives to integrate businesses and consolidate the way employees work24
together have failed. Integrating processes in a global supply chain is challenging and capital intensive. And,25
efforts that are meant to unify and align employees are challenging in a dynamic business environment (McAdam26
&& McCormack, 2001).27

Integration efforts have been able to look at the functions of a company and align them towards a singular28
goal. In some cases, if the distinct parts do not have to be different, they can be consolidated. A consolidated29
organization can combine flexibility and strength. It takes less effort to produce an acceptable deliverable. A less30
fragmented organization can bend and twist to meet the changes in the environment. The strain from the need31
for adaptation is then distributed through the organization rather than being concentrated in one area where32
failure is more likely. Performance can Author: California Baptist University. e-mail: jbigley5163@gmail.com33
then be optimized as existing resident elasticity can be exploited (Gunasekaran, Lai, & Cheng, 2008; Gosling,34
Purvis, & Naim, 2010; Swafford, Ghosh, & Murthy, 2006).35

Oneness can help a company dominate a market of interest or penetrate a new sector. It is nimble, even36
though it has the power of a large organization. The global supply chain gives it reach. Oneness was researched37
in this study using the context of a multinational organization with a country-spanning supply chain. A one-ness38
initiative was initiated to align the firm with opportunities for the continuous realization of growth synergies.39
The case company is a global value chain consisting of a few dozen locations, several on each continent. Regional40
companies have a degree of autonomy around their local markets, but some clients are multi-regional, and41
collaboration between units is needed to serve them globally. An issue in one location impacts the global42
relationship. Furthermore, global clients have initiated one-ness initiatives expecting the same results as the case43
company experienced. Vendors and industry organizations have done this as well. The case company is in a44
position where they are surrounded by entities that have already moved in this direction.45
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The case company’s managers unanimously adopted a scalable organizational design that optimized decen-46
tralized collaboration while providing guidance over all functions. The strategy of the case company is to47
outperform competitors, exceed financial performance targets, and grow the company into addressable markets.48
Together with corporate guidance, functional leaders endeavor to expand the company’s market presence through49
superior strategic positioning and operational excellence. Location leaders strive to position their businesses in50
attractive markets with sustainable growth, high earnings potential, and with low volatility. Innovation, a51
global network for production, world-class performance, and a leading technical capability drive the achievement52
of operational excellence. Product leaders leverage and develop cross-business synergies with product lines.53
Continuous alignment allows for the realization of efficient synergy, product performance, and knowledge sharing.54
Support leaders enable operational efficiencies through systems and infrastructure. Growth requires that systems55
be modified to meet new client needs. Increased throughout demands infrastructure capability. Infrastructure56
continuously evolves as older equipment achieves end-of-life. Additionally, when new workflows are built the may57
demand workflow capability changes.58

2 T59

Client leaders have relationships with clients that may span multiple facilities or be just in one location. The60
responsibility of these leaders is to exploit the wallets of clients in the most profitable scenario possible. All of61
the functions in the organization are linked, requiring a high degree of collaboration for success.62

The case company has an established and continuously evolving portfolio of products and services. Megatrends63
affect choices by clients and end users; however, it is necessary that the case company be proactive in development64
decisions to leverage as much of the product life -cycle as possible. Furthermore, megatrends, affect strategic65
decision making to optimize profitability potential in all business units. Operational excellence enhances the66
value of products and services and supports higher pricing than competitors. To a client the product quality is67
critical; however, the arrival of that product, as intended, to the right destination, through the correct method,68
in the right quantity, on time, and with an accurate invoice on time are also aspects of the overall product. The69
experience that the client had while ordering their last item will be their current impression of the company. This70
impression of service is a part of the product and influences the client to order again from the case company.71
People excellence focuses on human resource talent in use. The current and evolutionary level of talent guides72
recruiting, personal improvement plans, succession planning, and membership in the talent pool. Corporate73
excellence relates to best-in-class governance through direction and support.74

The One-ness initiative was introduced to focus spreading excellence across locations while taking into75
consideration the overall scalability of the organization. It was not desirable to scale until the appropriate76
foundation was in place. Excellence in performance and entrepreneurship were already deeply established in the77
culture and continued to evolve. With this in place, there was an opportunity for the MNE to rapidly scale the78
organizational to achieve growth synergies. It was also an opportunity for the corporation to exploit further the79
one-ness that had already been accomplished in the case company. This initiative aims to promote profitable80
growth through a variety of sales strategies designed to increase market share, market coverage, and market81
differentiation. Products and services are designed to solve client problems regarding profitability.82

The critical aspects of the business drove the strategic initiatives. Growth stagnation had settled in and the83
company’s expansion opportunities needed to be exploited. The market was shifting and, it was important that84
the corporation was not left behind. The case company and the corporation operate within a market that has85
intense competition. Product commoditization occurred at a rampant pace, reducing life-cycle earning potential86
and the ROI on R&D investments. Competitors had strong growth aspirations and were willing to compromise87
price in order to acquire some of the addressable market. Additionally, some of the markets that the company88
operated in had become saturated and the life-cycle of some of the legacy, money-making products had peaked.89

The company’s clients became annoyed by the lack of coordination in sales and operational efforts. Not90
only were sales efforts uncoordinated, but clients were able to get one company location to give them better91
pricing than another. Internal price wars damaged rate structures and profitability potential. The company sales92
effort was restructured to include three aspects; (a) winning new customers, (b) harvesting as much as possible93
from existing customers across all product lines, and (c) managing service excellence. The objective of the first94
aspect was to penetrate existing customer silos and win new clients within each line of business. The intended95
accomplishment of the second was to expand revenue opportunities with clients with whom the company already96
had a relationship. In some cases a client silo had not been penetrated; however, the relationships with adjacent97
silos could be exploited to get into the new spend. Cross-selling initiatives were enabled by a client resource98
management system (CRM) that was deployed to record prospects in the sales funnel and lead sharing. Existing99
customers were experiencing rapid changes in a dynamic market. Clients were being restructured internally,100
the complexity of products was increasing dramatically, the security landscape was becoming significantly more101
intense, and disruptive technologies related to products and workflows were challenging existing paradigms.102
Clients were hungry to learn about these changes. It was necessary that the company help its clients deal with103
their revenue challenges through products and services. They demanded solutions and advice, and this needed104
to be given by one voice without conflicting information. The company could leverage this strategic concept and105
the opportunity to increase its value to clients and to shareholders.106

The case company leveraged integrative mechanisms to promote its one-ness initiative. A strategic leadership107
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team made up of leaders was given the task. Spreading products across locations was a quick win, it made sense108
to start with this team. This team had executive sponsorship and support. Each of the leaders had extensive109
experience in the industry and was well connected. Similarly, the executive sponsor was also well connected and110
had purview over a significant domain of support and operational areas such that the one-ness initiative could111
be realized. It was believed that when the company experienced one-ness internally that this could be seen and112
leveraged externally through sales initiatives. It was also believed that if one-ness was not achieved internally113
that end-to-end sales initiatives would be very challenging to implement, as these initiatives demanded a one-ness114
in execution to be profitable and sellable.115

3 II. Quality of the Research116

Creswell (2014) describes validity in qualitative research as being the determination of whether the findings are117
accurate from the standpoint of the author, the participant, and the readers of an account. In this case, language118
and meaning are the data. Creswell (2014), in parallel with Lincoln and Guba’s (1985) approach, offers qualitative119
researchers eight possible strategies for checking the accuracy of findings; triangulation, member -checking, rich120
descriptions, clarification of bias, the use of discrepant information, prolonged time in the field, peer debriefing,121
and the use of an external auditor. The author selectively used these strategies to ensure data validity with a122
focus on triangulation, peer debriefing, and member checking.123

Endogenous validity refers to the validity of established causal relationships (Yin, 1994;Lamnek, 1995) or124
the internal logic of the research (Punch, 1998). By establishing a clear thematic focus that guided the case125
selection, abstracting and comparing, conducting peer reviews of causal relationships, and by having an open126
and comprehensive explanation building validity was achieved. A thematic focus was evident in a clear definition127
of an overarching research theme (cross-unit synergies), a narrowing research focus (operative synergies), and a128
specific research question (the sustainable realization of growth synergies leveraging a one-ness strategy) along129
with a compatible case selection in which the constructs of interest could be discovered. Continuous abstracting130
and comparing (Strauss & Corbin, 1990, 1996) occurred as the author continuously compared data sets to131
build higher order constructs, preliminary results to emerging data to confirm or refine results, and observed132
causal patterns within the existing literature. These comparisons improved the validity of causal relations (Yin,133
1994). Peer reviews of causal relationships were discussed with research colleagues. Additional perspectives were134
captured and tested based on experience in the field. These additional perspectives also enabled the validation135
of internal consistency and theoretical relevance of the author’s arguments. The final technique for internal136
validity was through the open and comprehensible building of explanations and causal relationships. The reader137
could reconstruct the causal relationship because of the way that the results were documented (Mayring, 1996).138
Openly, the author indicated initial ideas, deducted assumptions, and challenged potential inconsistencies.139

Exogenous validity refers to the generalizability of research results critical for robust theory development140
(Sutton & Straw, 1995;Weick, 1995) and depends on the research approach (Yin, 1994). Single case study141
empirical findings are difficult to generalize. Yin (1994) emphasizes that case studies do not allow for statistical142
generalization. More specifically, it is difficult to make inferences about a population based on empirical data143
collected in a sample. While issues of generalizability from case studies are severe (Denzin, 1989;Yin, 1994), single-144
case studies are recognized to be substantial from an evolutionary perspective (Stake, 1995). Single case studies145
can also provide new ideas and new thinking paradigms. They can help modify existing theories by exposing146
gaps and helping to fill them. There are several facts about this study that support the author’s conclusions147
that the findings and propositions will be at least somewhat generalizable. General theoretical relevance of the148
research can be confirmed as being present in existing literature (Eisenhardt, 1989). The findings were confirmed149
through consultation with participants, who are operationally capable with varied experience in the industry,150
suggesting the potential transferability of the claims. Finally, the findings were somewhat generalizable due to151
the continuous comparison of similarities and differences in case items across different levels of analysis.152

Reliability refers to the possibility that researchers can replicate the research activity and produce the same153
findings (Eisenhardt, 1989;Yin, 1994). A challenge for this replication is the attribute of qualitative research,154
in that it is bound to the context in which it is conducted (Lamnek, 1995), including time. The reader can155
draw their own conclusions from reliable qualitative studies when sufficient information is presented (Yin, 1994).156
The author attempted to ensure reliability through the explicit disclosure of the research design, including a157
detailed description of the research process, case selection criteria, interview guide, and methods for collecting158
and analyzing empirical data.159

4 III. Data and Analysis160

The purpose of this qualitative phenomenological research study, using Moustakas, (1994) modified van Kaam161
method, was to explore the real-time experiences of stakeholders, or coresearchers, as they lived and influenced162
events occurring around them. One-ness is an evolutionary experience (Freeman, 2000) that may involve exerting163
influence, letting go, and redirecting energy and attention (Depraz, Varela, & Vermersch, 2003). This oneness164
also includes being present physically and mentally in daily life. Stakeholders have to anticipate events, make165
sense of existing environments, and exert influence over future trends. Weick (1995) suggests that sense-making166
is a retrospective cognitive process that explains unanticipated events. He also suggests that activities in a167
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7 ? KNOWLEDGE MANAGEMENT

socially-created world both support and constrain action. Weick, Sutcliffe, and Obstfeld (2005) later suggest that168
individuals form both assumptions and conscious anticipations of future events. By examining sense-making and169
the development of mental models through actual lived, shared experiences, this study captures the subjective170
processes that have been largely ignored in the context of the connection between organizational design and171
growth in a multiunit firm. Using the experience of stakeholders, the author presents a conceptualization of how172
individual participants in this study made sense of their lived experience. This sense-making was an ongoing173
process for participants as they refined their understanding of lived experiences and established new equilibriums.174

Each section included individual textual descriptions as well as composite descriptions concisely oriented and175
illustrated in a theme map structure. Moustakas (1994) suggested that the integration of textual and structural176
descriptions into a composite description, such as a relational table, is a path for understanding the essence of177
an experience. The composite description is an intuitive and reflective integrative description of the meanings178
and essences of a phenomenon, of which the entire group of individuals is making sense. The participants create179
meaning through their awareness of the environment, reflection on their experiences, consultation with others,180
focused response to an inquiry, and iterative refinement to these inquiries.181

5 a) Coding182

An interview protocol with specific questions oriented in a sequenced schema facilitated data collection.183
Volunteers were solicited as participants from a pool of leaders based on a willingness to share information184
about the transformation of the case company division. Each volunteer co-researcher participated in the changes185
personally. Following each question, the participants’ response was determined to be linked to the question asked186
and was determined to be meaningful before continuing. An answer could trigger a clarifying question, or a187
question formed to solicit a more fulsome answer if needed. The additional information modified the answer and188
once again was determined to be fulsome or not. The data was added then to the data sheet and coded. Sub-189
code themes also emerged from the data and were grouped by code and sub-code. The data was surveyed by the190
author, who, due to personal experience, was able to apply an analysis for good (ANOG). To reduce the noise in191
the data and ensure completeness and clarity slight modifications were made as needed. These modifications were192
accomplished by consolidating like data points and simplifying others by stripping out noise and redundancy in193
the answers. The data was then resorted and generalized through categorizing. A pivottable was used to extract194
themes in the wording. The curated raw data was then posted in a table. In some cases most of the themes were195
unique, in which case a table was not used. From this data, dependencies, relationships, and the sequence of196
events were determined and organized into a theme relationship map. Occasionally the data collected appeared197
as though the participant was confused about the question. When this happened the author followed up with198
the participant and then added the newly acquired information to the raw data previously collected.199

The raw data was collected from each participant for each data domain and sub-domain in the sequence in200
which it is presented to promote a progression of thought. Patterns that emerged in the data are presented as201
textural responses (what happened), structural responses (how did it happen), or composite descriptions (what202
the group experienced). Data was interpreted into theme patterns. These patterns became concise propositions203
or findings from the study. Data items that referred to individuals, functions, line of business, locations, systems,204
or company names were obfuscated, eliminated, or given a pseudonym. The propositions, or findings, were formed205
and listed numerically. Within each proposition, a two-word summary was formed along with a statement that206
sums up the finding. For example, a central theme, norm strategy, or trigger may have emerged from the data207
as a result of coding. This data could then be categorized or filtered through the constructs being discussed that208
may include the strategic frame, product strategies, or a narrowed scope as examples. These constructs were the209
beginning of the theme map, or the outermost layer. The layers could then be elaborated on by breaking the210
outermost layer into sub-layers until it was reasonable to stop. The theme map was created to better describe211
the themes in the data and to show relationships and sequences between unique data items.212

6 b) One-ness findings213

The study began with the collection of 61 ways that the corporation was not experiencing one-ness. These ways214
are listed in the table below. A poll was used to collect this data, a root cause was determined, and a remedy215
for the lack of one-ness was listed. The 61 themes that emerged from the data do not create an exhaustive list;216
however, they begin the discussion about where the opportunity is concerning achieving one-ness and also briefly217
outlines some steps that can be taken to move in the right direction. As these steps are taken, and the gap is218
closed, they establish momentum for the evolutionary establishment of a oneness that clients will benefit from219
as the case company becomes a more effective solutions provider. Below, the 61 themes were broken down into220
13 theme categories, including a description of the issue and the remedy, as collected from the participants.221

7 ? Knowledge Management222

o The availability of training materials was limited.223
They had not been established in a format that was fulsome and standardized. No mechanism was in place224

to make this information available to all locations. Clients expected that all of the company facilities would225
function similarly within the scope of a given set of tasks. When clients saw that the methods were different,226
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they equated the company locations to being different vendors. This confusion made the end-to-end initiative227
much more difficult to sell. Internal locations wasted effort discovering and documenting processes that already228
had documentation. o A company university (MU) was created and implemented. It included a prescribed229
methodology and format for creating content. Curriculums were developed regarding processes that included a230
means for comprehension measurement. These materials, along with general documentation, were made available231
worldwide through a knowledge base that hosted the university and a single coordinator that administered the232
system.233

8 Global Journal of Management and Business Research234

Volume XVIII Issue IX Version I Year ( )235
? Quality Management o The maturity of the quality system varied from BU to BU. The system included BU236

workflow reliability and the measurement of that reliability level. The measurement would have been possible237
if a rejection tracker had been available end-to-end. The client wants the vendor to process a project that is238
named. The project has a large number of deliverables in a variety of formats. Configurations throughout239
the global supply chain are subject to progressive invoicing and configuration yields. When a client wants to240
know what happened within a configuration, they could be talking to an isolated vendor, as there is a lack241
of uniformity in the rejection tracking and a corrective action process does not exist. Additionally, the ability242
to continuously improve the process is not uniform. o A quality management system was deployed to control243
the quality process in a centralized context. This system included a single document that outlines our quality244
strategy, a single document that records measurements regarding all process yields, documents that cover quality245
system principles, and documents that include work instructions and specifications against which operational246
quality are compared. o A robust and mature quality system existed but was not applied across the end-to-247
end supply chain. This gap is a force against the exploitation of this type of sales opportunity. The lack of a248
quality system implies that a culture of reliability, a standard for performance, a method for a quality system,249
and guiding documentation has been applied across the organization in an inconsistent way. This variability250
is visible when clients investigate issues encouraging a lack of confidence in the corporation’ ability to perform251
the tasks that clients give to them. Subsequent orders may be diverted or reduced. o All business units in the252
corporation came under one quality management system (QMS). This system included a quality manual, quality253
system documents (QSDs), management review (MR), and work instructions (WIs). This system set the tone254
for quality performance regardless of the product or service. From a growth perspective, the quality manual255
influenced the introduction of new products, technologies, and expansions in capacity. The QSDs influenced256
aspects of the workflow that they applied to establishing a united quality approach regardless of location. The257
MR included a unified set of metrics for all like workflows. It included performance targets and corrective258
action information that would lead to the closing of the gap. The relative measure of performance encouraged a259
”push” or ”pull” strategy for information flow. A business unit that was performing very well would share their260
knowledge and transfer talent if needed. The work instructions (WIs) documented how tasks were performed.261
These documents, made available worldwide, allowed all locations to standardize on best practices. Knowledge262
sharing accelerated performance improvements and allowed any location to perform tasks with a high degree of263
reliability quickly. o Various business units, some of which have similar workflows and products, did not have264
quality performance metrics. In some cases, the metrics existed but were different or were calculated differently.265
This lack of standardization made it difficult to assess performance levels and know where to apply energies266
for the mitigation of vulnerabilities. o The remedy was singular reporting through one management review.267
The review included metrics for all businesses, including their definition and the method of calculation. These268
metrics were applied across all applicable locations and workflows. They were used to assess where there was269
an opportunity for improvement. Quality performance was a significant market differentiator that led to the270
awarding of additional work from clients. Sensitive work products that had tight delivery requirements were271
especially sensitive. Once the client could count on the company because they were easy to work with, they272
would tend to award work even at higher prices. This trust was validated in client survey information. ”Our jobs273
are made so much easier based on the performance delivered by this team.” (CS67) Internal costs at the client274
were higher when they dealt with a vendor who could not ”figure out” how to make difficult projects easy. This275
cost performance led to better profits due to higher price points.276

9 ? Asset Management277

o A variety of divisional and sub-divisional groups managed logistics. Each group had a different perspective on278
how logistics should be managed.279

The level of excellence also varied as they had not standardized best practices. When a client wanted to280
know where an asset was or how it was tracked, they received a variety of answers from locations within the281
same company. o The unification of practice came from organization integration. The leader was able to push282
practices worldwide to mitigate risk and vulnerability. The company was able to answer asset and logistics283
management questions in a singular way when a client RFP (request for proposal) was issued. This ability284
to answer consistently encouraged confidence in the established one-ness. The deployment of mature practices285
mitigated incidents286
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Volume XVIII Issue IX Version I Year ( )288
A that otherwise would have discouraged clients from using the company’s services. These practices mitigated289

cost, enabling better profitability as well. o Assets were stored in a myriad of locations. Each location was290
managed differently and was in a different state of integrity due to asset tracking. The physical environment in291
which the assets were kept also varied significantly, to the point where the condition of the facility could damage292
the asset. This damage could happen through water damage or a lack of temperature controls for example. When293
a client wanted to know where their assets were, they did not want to hear that their assets were scattered in294
different locations, some with asset tracking capability and others without. o The consolidation of locations into295
three worldwide regional storage locations helped to concentrate inventories. Cycle-counting practices assured296
the integrity of the inventory as seen by very high levels in count accuracies. If a client asked for an asset, it297
could be quickly located and made available. If the operation needed an asset, the same thing would happen.298
The consolidation of vaults reduced complexity and increased the ability for the vaults to serve internally to299
operations and externally to clients. The consolidation also helped with cost synergies, thereby reducing cost and300
improving profitability. o Assets are typically ingested or digitized, making them digitally available on storage301
when they are received. Access to digital storage is not provided to operations, slowing their ability to exploit302
the assets through availability. o Digital storage came under centralized control.303

Previously, storage was isolated to business units and hoarded for spike capacity requirements. A shared304
solution increased utilization and made capacity available to all through sharing. When there was a spike, the305
storage was reconfigured temporarily to allow for the volume requirement. When capacity needs shrink, storage306
capacity was reduced. o Asset storage charges were applied to some clients but not to others. Assets were307
requested to be returned soon after their use when clients were charged for storage, their. Clients could take308
advantage of free secure storage for years when they were not charged for asset storage. The majority of the309
assets had not been touched in more than three years based on last movement aging reports. o Inconsistent rates310
for storage encourage less profitable behaviors due to storage costs. If storage was free, then clients were prone311
to use it, bloating inventories. They were not motivated to take their assets back, as this would transfer costs to312
them. The cost of storage eroded profitability possibilities.313

A This issue is especially critical for a project that utilizes a large portion of the supply chain and extends314
beyond a single division. ”A common system would go a long, long way towards unifying the different companies?315
all our disparate systems create inefficiencies and an inability to present a unified front to ourselves let alone316
the customers.” (1NS146) o A system unification initiative led to a system consolidation roadmap. Operators317
were then able to go to one system to get the information that they needed. Their effort to enter information318
was reduced through data sharing. Asset configurations were shared rather than recreated. Clients who had319
access to the system experienced end-to-end transparency and ease of use. This complexity reduction accelerated320
workflow throughput and reduced system management and enhancement costs. o Many of the comments that321
emerged from the data related to systems. The ability to lead change is a core competency in an MNE ??Burnes,322
2004; ??itroff, 2001). Systems that impose workflow controls, track the progression of work, and provide data323
for review and analysis enable the monitoring of performance. Within the end-to-end supply chain, a variety of324
systems are in use. This usage may be due to acquisitions and a subsequent lack of integration. It may be due325
to unique requirements that triggered a development or purchase due to isolated perspectives. This usage may326
also be due to a lack of awareness that other systems exist that could perform the work. Regardless, disparate327
systems do not share information well, if at all, and organization evolution is slowed as a result. o A plan that328
reflected an assessment of systems in use and a roadmap for integration into a single ERP was developed. The329
plan included the cost savings associated with not having to maintain disparate systems, the cost that would330
have been incurred to benefit from additional features available already in the ERP, the financial benefit of these331
features, the training benefits, and workflow efficiency gains. These benefits resulted in a compelling basis to332
provide the additional labor to accomplish the integrations in the shortest amount of time possible. o The user333
interface, the structure that drives navigation, and the core database architecture is the basis for the system334
design. Customers see that all of the systems are variable as they are exposed to them. For example, core335
database architectures drive information required for the system to function.336

A client would notice that a field array of data is required and repeatedly entered for the company. This effort337
is needed for work to be processed. This variability is due to a lack of an organization-wide standard suggesting338
that clients might experience similar issues if they were using multiple vendors. o With the consolidation of339
systems, the user interface (UI) was also standardized. The corporation did not assume that this user interface340
would be adequate for client usage. An assessment was done of client requests, as a result, and a development341
roadmap was executed to accomplish the changes to meet or exceed client expectations. In some cases the client342
was not sure what they would want. When this happened, the features that were already accomplished as a343
result of previous client feedback could be exploited. Repurposing features accelerated the accomplishment of344
meeting client expectations that were desired in their UI to the ERP system. o The ability to execute work345
may depend on the availability of equipment. Capital constraints may inhibit the ability of the organization346
to purchase needed capacity. On the other hand, the redeployment of existing equipment to the point-ofneed347
could increase utilization while accommodating demand. A complex global environment with significant volume348
variability typically needs a capacity planning system.349
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o A system that listed the inventory of all workflow equipment and the disposition of the equipment was350
deployed. The maintenance history and ”runtime” was also listed such that the next interval for preventive351
maintenance could be known. This data produced capacity availability information through the inventory. This352
inventory was available to all locations. When a local business unit had the need for equipment or parts for353
their existing equipment, they were able to locate suitable components and request them. The system allowed354
for components to be moved only if they were required elsewhere. Consequently, a central storage facility was355
not needed. o Hardware viability is reflected in uptime measurement and output quality. Proactive maintenance356
driven by component failure predictability drives hardware performance metrics. Systems are needed to predict357
hardware life-cycles, track maintenance histories, identify parts inventories, and schedule downtime to avoid358
hardware outages that could influence delivery performance. A business unit may lead a client to believe that359
capacity is not available when the system is used inconsistently. Furthermore, a BU may be renting equipment360
that could be replaced by existing equipment that needs repair. Parts inventories are valuable when quick repairs361
are needed. Triggers for ordering or sending parts to other facilities that need them is also a requirement of the362
system. o The inventory system was used to pull parts and hardware into locations that had the need. The363
provision of on-demand capacity allowed businesses at various locations to accept work, rather than turn it away,364
because they were capable to increase capacity as needed. The system only worked if all locations participated365
by listing their inventory. The diagonal support function that manages equipment was able to work with each366
location to enter their inventory in the system. Additional support was given to the location if they did not367
have the capacity or the skill to enter the information. o The inability to monitor delivery systems promoted368
sub-optimal utilization of this capacity. In some cases, deliveries could not be made while the capacity to make369
deliveries was available elsewhere. An inability to be aware of current usage trends kept managers from knowing370
what was available and where the capacity constraints were. o The delivery function was centralized under a371
technical group that could train the delivery teams on optimal practices for shared resource utilization. Tools372
were made available so that capacity was known real-time. These changes allowed for flexibility and adaptability373
depending on demand.374

As a result, the continuous stream of deliveries was seen as consistent and reliable both internally to375
departments and externally to clients. o Systems are useful in tracking licensing of software and support contracts.376
When licenses are not tracked and monitored, they can expire leading to penalties. Additionally, hardware may377
become unsupported, leading to a decision to get other equipment or bring support capability in-house. o All378
of the support contracts were entered into the equipment inventory system. Cost efficiency was optimized by379
determining which items would need to be supported in light of replacement component costs. Support for other380
items was not needed as parts were easily available and in-house capability to repair these components was also381
available. A model for regional maintenance was set up to assist with regional location maintenance needs. These382
locations kept parts inventories, performed repairs, executed preventive maintenance at all locations, and trained383
locations to troubleshoot and perform simple maintenance activities. o A sales system is beneficial to track leads384
and manage work through the sales funnel. A CRM is a typical system type to facilitate this. The system must be385
used uniformly to ensure that leads turn into revenue. This usage may be influenced by a willingness of the sales386
force to expose leads, the effectiveness of the system, the timeliness and accuracy of entries, and the design of the387
system. o A commission structure linked to the CRM was deployed. If the project was not in the CRM, it was not388
commissionable. The amount of the commission varied by project type. If it was new business, the commission389
was higher for example. If another person could assist with the closing of the deal, then the extra commission390
available was shared. This reward system drove collaborative behaviors, including lead sharing which accelerated391
the closing of the deal. o The end-to-end supply chain uses multiple systems to track work between business392
units. Customers are given the opportunity to track their work in these systems, they receive reports from these393
systems, and they have to integrate their new products or features into these systems. The multiple system394
environments are difficult for clients, as they need training and access to multiple database environments. They395
are challenged to create one report regarding the performance of the corporation. o After a development roadmap396
was achieved the ERP system became common along the supply chain. A performance report was available for397
each function in the supply chain. If a client wanted to know the results of key performance indicators (KPIs)398
they would only need to enter the date range and function in the workflow to have a report quickly displayed.399

? Strategy o A strategic-planning coordinated capability was not in place. As a result, initiatives in one400
business unit would conflict with the initiatives in another. As an example, when work is transferred as cost401
reduction strategy the intended gain could be cancelled by a resultant loss. We often have development projects402
generated in some business units running at cross purposes. We should try to get some oversight into development,403
so we don’t ’re-create the wheel’ or develop applications that directly oppose initiatives in other business units.404
(1NS148)405

Externally, clients noticed and were asking for an improved relationship through strategic discussions.406
We’d [like] to have the company serve as [a] technological thought leader as relates to our business. We’d also407

like to have more strategic discussions/ direction with the company team.” (CS13) o Periodic strategic planning408
meetings were initiated.409

The results were documented and used for follow up. Benefits of each were documented and used as a partial410
basis for prioritization. Action trackers were deployed in the form of weekly ”huddles” to share information about411
status. In these huddles, awareness was created through questions to project leads. This awareness allowed for412
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12 ”MERGING (AT A HIGH LEVEL), SERVICE LINES BASED ON
OVERALL WORKFLOW / PRODUCT? FOR [SERIES OF FUNCTIONAL
AREAS].” (1NS2-9)
inclusion of critical participants that may not have been anticipated. It also gave business unit leaders information413
about deployment plans and status. o A trend was developing regarding the rapid commoditizing of pricing.414
This trend applied to new products and workflows as well. Clients were quickly involved in workflow and product415
design so that they could minimize prices, citing their involvement in the development. Additionally, they were416
able to cost out workflows based on legacy pricing structures and required that these structures be replicated417
into the new pricing plans. o A two-fold approach was used to counter this trend and ensure higher product418
introductory pricing. The first approach was that the company began to develop their products without direct419
client involvement. This strategy allowed for elevated pricing. The second strategy was that an R&D component420
was added to rate structures. In cases where commoditized line items were mandated, an R&D line item was421
added to reflect development costs with each product delivery. Before a collaborative initiative with the client422
was started, the cost was determined as well as the volume. The R&D cost per product was then allowed to be423
applied.424

o Clients were able to see a singular design that was scalable and growth oriented. o The desire to discover425
synergies is constrained as business unit leaders put up barriers, disallowing transparency or investigation into426
potential synergistic integration. ”Turf” is valued and drives behaviors of protection. This source of inertia keeps427
synergistic integrations from getting off the ground.428

In the event that they do get off the ground, there will be those who will want the integration effort to fail429
so that the organization can return to the previously wasteful equilibrium. o Business unit leaders are more430
likely to offer up turf if they understand the strategy and subscribe to the overall vision of the organization. The431
self-interest of each location needed to be respected through a guided process that promoted organization432
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A evolution. Leaders saw that a networked-production environment allowed them to improve the financial435

performance of their business. It allowed them to grow their businesses as well.436

12 ”Merging (at a high level), service lines based on overall437

workflow / product? for [series of functional areas].” (1NS2-438

9)439

o Skills and the tasks performed by human resources or hardware are redundant within the silos. Utilization may440
be high, but there may be an organization combination with altered methods or workflow and based on most441
effective practices that could be a super-additive when these resources are combined. This benefit may effectively442
promote growth. The exploitation of these super-additives may be constrained by isolated work cultures. o Skills443
were established and transferred worldwide through a centralized learning management system. This system444
included curriculums of training within functions. Anyone could learn how to use a system. This liberated445
learning and normalized methods allowing for continuous improvement from a common platform. Locations446
were, therefore, made capable to perform and acquire more work from clients, as they were now made capable.447
o If analyzed, it would be clear that there are product and service workflows that are redundant. These can448
be consolidated with the associated superadditives that produce profitability. There is a resistance to converge449
like functions due to turf protection and ego-based aspirations for ”empire building” rather than profitability450
realization. The discovery of these opportunities often does not get off the ground. In the event that the discovery451
does happen and is made known, the plans for execution to create consolidation are often difficult to perform. o452
A synergy analysis was conducted by business type and location. Many locations have similar workflows. Also,453
businesses in the supply chain have similar workflows. This similarity was assessed and consolidation opportunities454
were included in centralized organizational designs. Increased utilization boosted profitability and capacity to455
accept more work. strategy that included periodicity, method, and audience. Leaders were transparent about456
the next steps that the organization would take. These actions may be uncomfortable to some, but the overall457
effect of having informed employees outweighed any negativity. The bias to overcommunicate turned out to be458
advantageous with good-willed employees. o The corporation had an established offshore location. This location459
had effective leadership and skilled employees. Some businesses took advantage of these capabilities while others460
preferred to keep their processes local. They cited that the offshore location was not able to perform functions461
targeted for off-loading. They said that the offshore location was not able to turn the work around quickly462
enough. The off-load location did not understand local needs and so could not do the work. o These deficiencies463
were remedied through shift configurations that allowed for 24-hour operations.464

An always on initiative helped the offshore operation to understand the goal of how they should be perceived465
by the various operations. Teams at the offshore location were put on distribution lists that put them ”in the466
know” immediately. It was as if the offshore person was sitting next to a location worker. Capabilities were467
made available to all offshore workers through a learning management system. Personnel exchanges allowed468
for local cultures to be learned. Representatives for each location were set up so that a single-point-ofcontact469
liaison relationship with the offshore location was possible. A collaborative environment was encouraged by470
one-on-one contact. The impact of this environment was better cost structures. These improved cost structures471
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allowed for different pricing structures that promoted increased volumes and enhanced profitability. o Similar472
products and services did not have the influence of a single leader. This vacuum promoted variability in culture473
and practice. The results of this variability were seen in financial and reliability performance. In some isolated474
cases, performance was very good for a portion of the supply chain. The clients’ view of performance in a475
supply chain relates to their experiences with the weakest link. A failure in one aspect of a workflow is a476
failure of the supply chain. Issues negatively influence the workflow cycle-time due to delays, rework, and477
resupplies. o The organization design has a product and service leadership provision. These leaders work478
collaboratively with each other vertically in the supply chain and horizontally within their lines of business479
across the geographical dimension. They flush out variability and enable the standardization on best practice480
by pushing policy uniformity, tools, system enhancements, and metrics for monitoring. o A side effect of a481
dysfunctional organization is the lack of a streamlined and effective escalation process. Business continuity and482
performance predictability are generally desired internal to the business and external to clients. While this483
condition is a panacea perspective, there are exceptions that occur. The nature of an intense, high-volume484
business with significant associated liabilities is that these exceptions tend to have significance.485

There may be a single $30 delivery that is used politically to sink a $200 million deal. While all risks cannot486
be predicted and the best, most robust workflow cannot keep a single nonconformity from occurring, there is the487
need for both contingencies and exception management. When a reactive action is required, the organization488
needs to have the ability to escalate the exception to someone who can course-correct a delivery or a re-delivery489
to mitigate penalties and brand image tarnishing.490

o A template was established and deployed worldwide for purposes of escalation. The familiarity of the design491
made it easy for everyone to know how it worked. Exception management was then accelerated as workers knew492
who to contact when they could not handle a situation. Clients noticed that issues were resolved more quickly.493
The resulting confidence encouraged increased work from the client. Sensitive work was assigned to the company494
because clients knew that the work would be accomplished on time and not stopped by issue resolution problems.495

13 ? Financial Functions496

o The preparation of an invoice that is accurate and includes every possible billable line item with maximum497
value placed on time is a challenge for any organization. In some cases it seems like it is more difficult to invoice498
than to make the product.499

14 One of the biggest blockers (from my viewpoint) is the500

dysfunctional intercompany process that we are following...501

it takes my entire team 2 days at the end of every month to502

reconcile intercompany? that’s nuts. If we add the time and503

resources that we are wasting invoicing each other -it really504

gets crazy. (1NS127)505

An organization that delivers complex and individually unique products to many customers simultaneously is506
especially challenged. Adding to the complexity, when different organizations create invoices for various parts507
of the supply chain in isolation from other organizations, inconsistencies and errors are possible. The client will508
view this bi-product of a lack of centralized control as being similar to dealing with multiple vendors. This vendor509
choice scenario then negates the end-to-end strategy. o A product line manager was introduced. This role made510
it possible for a product line, in all of its variations, to be tracked through the supply chain. A single point of511
communication for the client inspired confidence. Frequent ”executive summaries” promoted transparency and512
issue resolution. The product line manager was able to monitor billing line items for the product line to ensure513
a single representation of the financial cost of the product line. This single point of contact made it easy for514
the client to do their work with the company. o Accountability for financial performance mandates that those515
held responsible have feedback on the impact of their decisions over time. Periodic financial feedback needs to516
be aligned and timely.517

The alignment of financial information includes report design aspects that allow for analysis and comprehen-518
sion. Some of these aspects relate to time. For example, the capability to perform yearover-year (YoY) analysis519
across locations would suggest that the data is consistently constructed520
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and applicable over the time frames. Additionally, for those who are accountable, it would be expected that523

they would receive feedback on their decisions soon after the effect of their decisions was experienced by the524
organization. If this is not the case, the ability to accelerate progress in the right direction or course-correct away525
from a bad direction is slowed. o A single design for financial performance packages was deployed. This design526
promoted a consistent look of the documents from month to month. Once a P&L leader was trained on how to527
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16 WITH PRICING PRESSURE BEING WHAT IT IS, THIS LOCATION
SELECTION BECOMES EVEN LESS LUCRATIVE AS MARGINS SHRINK
FURTHER. (1NS139)

read it, they became much more aware of their financial performance. The financial packs reduced complexity528
and helped them to make quicker decisions. They also helped leaders to see the impact of their decisions, thereby529
enhancing profitability. o The construction of a P&L includes functional groupings and their associated costs530
and revenue. These groupings may not be optimal or practical.531

The ability to understand performance by LOB would suggest that the functions that add value to a532
LOB workflow would be financially grouped in the P&L. Not understanding this performance leads to pricing533
inconsistencies that appear to the client as irrational.534

There are huge challenges ? the largest from my perspective is due to our businesses all being on separate535
P&Ls. The business leads are being judged against that, and thus, need financial incentives to place the work536
where it makes sense.537

16 With pricing pressure being what it is, this location selec-538

tion becomes even less lucrative as margins shrink further.539

(1NS139)540

Internal competition can lead to a negotiation that hurts profits, as a client then asks for the lowest pricing for541
the same value-added activities but from different sources within the organization.542

o Product LOB leaders gained access to financial information from all locations that produced the products543
that had been mapped to them. They were able to review the allocation of expenses and the organizational designs544
at all locations and make alignment corrections. They were able to increase organizational alignment to make545
sure that the right groupings of functions were organized within their associated lines of businesses worldwide.546
This reorganization also enabled performance monitoring and the use of comparative performance ratios. o A547
single customer may be billed using different methods or multiple template designs because deliverables came548
from many BUs at the company. These billing methods lead to inconsistent practices being deployed that may549
result in increased error rates. It may also lead to needless discussion around these inconsistencies so that the550
client can understand what the invoice is saying. o The client would prefer to have a similar looking invoice. This551
request suggests one-ness in the value chain. It ensures readability and reduces errors or confusion. A centralized552
billing department was used for the supply chain. This department led by a product leader pushed policies that553
promoted conformity to a single standard across all locations.554

To the extent possible, a similar rate structure and strategy was used. In some cases the structure was555
driven by contractual documents. o The rate structure also applies to intercompany situations. A division in556
the supply chain may need a workflow output from another division to make a sale. This scenario becomes557
even more prevalent in an end-to-end scenario. Within the sale, the crossdivisional workflow element was priced558
and may be an isolated line item on an invoice. Intercompany rates typically are discounted against this line559
item and so the organization that performs the work and bears the cost does not experience the full revenue560
associated with the line item. Regardless of how the rates are structured, a lack of consistency and agreed to561
billing norms leads to needless negotiations with every project on what the internal rate is going to be. This562
wasted effort influences the internal behaviors about the desirability of the work and also delays the execution563
of the work, which subsequently delays its associated revenue. It may also lead the client to believe that the564
organization is not able to perform the work, leading to a reassignment. o The intercompany rate card was565
eliminated by consolidating P&L structures. The result was that the revenue received for the line item was566
fully experienced by the P&L. The transfer of funds between P&Ls, guided by the intercompany rate card, was567
eliminated. The effort and ”research” when discrepancies occurred were eliminated. This, together with the568
centralized billing function for all functions, reduced cost. The centralized function also allowed for systemic569
enhancements to streamline processes going forward. o The silo environment does not encourage crossdivision570
revenue opportunities. Each division is measured independently and is not incentivized to provide revenue571
opportunities to upstream or downstream divisions. In some cases a division was working on a product that572
could be exploited vertically. These opportunities are lost due to a lack of collaboration. o The selling group and573
an operational group were connected that could make supply chain deals. They could also vertically expand a574
deal to benefit other divisions. A commission-based reward structure was associated with these deals to motivate575
the sales group, while bonuses motivated operation groups. o A dysfunctional rate structure, intercompany or576
across clients, leads to effort needed for research. The complexity brought on by variable rate structure designs577
and a lack of a common method, leads to inaccuracies applied to invoices. Training becomes more difficult and578
human performance inconsistency becomes more prevalent, leading to investigations and reconciliations. This579
research consumes capacity and increases the cost within the billing function and the operation. Customers then580
experience a delay in receiving their invoices. They may even indicate that one part of the supply chain is able581
to send invoices timely and accurately, while another section of the organization struggles. This situation is582
confusing and frustrating for clients.583

The inability to invoice has led clients to move their work to, or away from, their vendors. o The centralized584
billing function was able to deploy a module in the ERP that standardized billing methods through the system585
design. Local nuances were accommodated for, while rate card designs were standardized so that the system586
could exploit them. Sales modified rates in the system when new contracts were won. Billing functions that587
could be automated were. Policy and commonality could be pushed through the system. Training on the use588
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of the system was facilitated through the company’s online university. o Unfair end-to-end pricing resulted589
when deals were made. Some businesses were used as loss leaders to make the deal. This hurt P&Ls that were590
used as part of the reward system, and so were protected. Giving some services away for free compromised the591
performance of business units and presented the image that they were unhealthy and subject to divestiture. o A592
methodology for the redistribution of revenue was deployed to avoid a perception of poor financial performance.593
The redistribution was related to the business unit total cost as a percentage of the overall cost associated with594
the project. o A dysfunctional intercompany process resulted in negotiations, some of which were achieved under595
duress, regarding internal pricing. The intent was to increase margins in the home business unit at the expense of596
the business unit that was offering services unavailable to the selling business unit. The inflated margins created597
line item targets for discounts. Clients wanted details of cost in the workflow at the line item level, leading to the598
discovery of opportunities for reductions. With this information they were able to reference market pricing for599
these line items. This situation left the business unit that provided internal services with a loss leader that was600
uncompensated for in the selling unit. Additional costs were associated with coordination, internal transfers, and601
internal invoicing. o The selling units became members of a single P&L structure where intercompany transfers602
were not needed. The P&L experienced the revenue and the cost was allocated. As a result all line items were603
justified against market pricing standards. o Revenue was lost due to the inconsistent choices of line items used in604
the invoicing process. This inconsistency led to the loss of revenue potential for services. Rate cards may not have605
provided adequate information about the rates that can be used. In this case line items would be consistently606
missed. o Revenue worksheets were set up in the ERP system to provide template-based invoices that referenced607
rate cards built into the system. All rate card structures were reviewed for fulsomeness. Automatic checks were608
built into the system such that any changes to the invoices outside of the template rate card needed approval609
prior to being sent out. o A client may receive multiple invoices on the same purchase order (PO) due to the610
segregation of functions in the value chain. The preference of the client is to receive one PO for all services in611
the value chain. This practice also reduces costs at the vendor site, as processes are consolidated and connected612
providing a general level of transparency. o The ERP system was used to prepare billing across the value chain613
in all supply chain services. As the ERP migrated vertically to business units, they were able to use automated614
billing and repurpose data that was populated once at the beginning of the project. This strategic usage of data615
saved time and met the clients’ expectations. o The behaviors of the facilities were influenced by the fact that616
there was no ”self-interest” policy. The effort expended to accomplish work that meets a client’s expectations617
should be rewarded with revenue and profits that are part of the location’s reward system. This reward motivates618
locations to accomplish the work with the least cost and the most value to clients. o A self-interest policy was619
created to reward locations that accomplish work in their local markets. This policy also influenced reward620
systems as they were designed with a strong local component to motivate leaders to exploit addressable markets621
within their reach. o In some cases rate structures were set up such that one business profited at the expense622
of another. These structures had already occurred in deals that were made. A concession in one area allowed623
another business to profit. Essentially the losing business was given a loss leader.624
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A o A policy related to the redistribution of funds was implemented. It was structured in accordance with an628
allocation policy that related to total costs in the loss-leading business unit. A monthly transfer was made based629
on the calculation. In this way, the cost burden was equalized across all participating businesses. o Every project630
had an aspect that was unique.631

Consequently, a pricing structure was created around each project. To optimize profits, a pricing strategy632
to optimize profitability would have to be used. The strategy needed to include various techniques to optimize633
profitability. o Each deal was unique and so needed a unique pricing strategy. The techniques used to optimize634
profits in each deal came from an assortment of techniques that could be applied, such as seeking overages and635
up selling services. Every billable line item was considered. As an example, there was the opportunity to up636
sell other services to gain more revenue. A strategy may also include the inclusion of line items that were not637
previously considered. These line items are needed when other line items cannot adequately carry the cost of638
those not listed. o Rate card misalignment happened as the result of unique deal structures. Even so, treating639
every deal as a one-off resulted in the loss of opportunity to charge for other aspects of the project for which640
the client would have paid. This situation happens when the dealmaker does not understand what is valuable to641
the client. In addition, there are nuances to rate structures that are geographically driven. o The organizational642
structure includes geographic locations in the vertical dimension. An awareness of value in each location was643
determined. For example, one location may pay more for security than another that would consider it a barrier644
to entry. Product leaders were able to see how their pricing was handled by client and by location. This645
information allowed for discovery of line items that could be used, thereby optimizing alignment while allowing646
for customization.647
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20 ? COMPENSATION SYSTEM

19 ? Continuous Improvement648

o Some parts of the organization may have a structured continuous improvement process while other parts may649
not have one at all. However, not learning from failure encourages a repeat of that failure. This lack of learning650
is confusing for clients who want the corporation to learn from their mistakes. Typically a mistake will result651
in a penalty to both the vendor and the client. For example, the vendor will have the cost of the rework while652
the client may have to wait longer to get their product. This delay will impact schedules and lead to penalties.653
An inconsistent or incomplete application of the corrective action process may lead customers to believe that in654
some areas there is no hope of keeping issues from happening or reoccurring due to the significant existence of655
residual risk. o An analysis of all workflows was completed to understand what they were and where they were656
located. The quality system was then applied to these workflows in all locations. The quality system includes a657
robust corrective action process. An SLA on corrective action turnaround time was deployed and measured for658
compliance. All issues were logged in trackers and reflected in the management review that went to all executives.659
All investigations and corrective actions were reviewed by a single capable person.660

? Leadership o While personalities of leaders and their leadership style will differ, clients want to see one-ness661
guided by a single set of values that drive behaviors. They want to see one culture driven by these values. They662
expect that these values drive performance that is predictable and desirable. o ”When we see things (in our663
business unit or others) that seem to oppose this initiative, we need an agnostic escalation point that represents664
’The case company’ ... not just a slice of the company.” (1NS150) o The lack of leadership conformity within665
BUs and at corporate suggests to clients that they cannot predict the behavior of leaders when they engage666
leadership at the corporation. o A vision and mission statement was made public by the corporation’s leadership667
following significant discussion on the topic. Supplemental statements were made with regard to sub-aspects of668
the statements related to security, quality, and service levels to provide additional detail on responsibilities.669

As the organization scaled, the culture driven by these statements was transferred to each additional business670
unit in the overall organization.671

20 ? Compensation System672

o With the blending of business units through synergy exploitation or acquisition, there were anomalies in673
compensation systems. This included terms of employment and compensation amounts. This caused issues of674
compliance with payment bands and uneasiness among those within the bands due to a lack of conformity in a675
few instances. o The issue was resolved by extending the bands and adjusting the wages of the high-fliers. This676
change enabled those who were paid at lower rates to be pushed up further into the band and conversely, it pulled677
those outside of the band back into the range. The band creation regulated the hiring of new employees, including678
allowing for new employees at higher rates. This system was deployed to all business units and included regional679
nuances. o Performance in the business units was not linked to compensation. This disparity was partly due to a680
lack of a unified set of performance metrics. The metrics that existed had variations in the methods by which they681
were calculated. This variation prevented relative measurement and made it difficult to set targets that applied682
to all business units for like workflows. o A set of KPIs were created that were agreed to by business unit leads.683
These KPIs were defined including the methodology for calculating them. With this, it was the possible to set684
annual performance targets and target improvements. The results of the measurements are published monthly685
in the management review. The targets and their definitions are also published in ”The Review.” Updates to the686
materials were relatively easy, as leaders were trained on how to create and modify courses.687

[Client] wants to leverage MU to help enable their people to perform tasks in [the] ERP as an example. This688
opportunity gives us the ability to measure comprehension through testing, the ability to evaluate test capability689
through the analysis of question success, the tracking of who has and who has not passed a test, etc. (1NS19) ?690
Recruiting Practices o The recruiting practices at each site varied according to local practice. While geographical691
nuances needed to be considered, many of the functions were similar worldwide. The lack of standardization on692
best practice inhibited the transferability of work. When this occurred there were excessive failures, diminishing693
confidence in the ability of the business unit to execute the work. In many cases the performance of the teams was694
directly related to getting other work. Poor performance influenced revenue and profits. In some cases penalties695
were assigned. o A process for recruiting was implemented to ensure the best candidate was awarded the job.696
This process was determined through preliminary knowledge testing and a structured interview process. The697
functional leaders were directly involved in interviews to make sure that the new employees were a good fit. A698
better fit also reduced attrition rates. The mix of full-time (FT) and freelance (FL) workers was also optimized.699

? using operator skills in all places possible where they can be applied... informs our ability to consolidate700
activities across functions ??including] labor type modeling that relates to the percentage of freelance staff as701
compared to full-time relative to the volatility of volume. (1NS45)702

? Security Management o The assets that the corporation handles are not their own; they belong to clients.703
These assets are the ”crown-jewels” of the clients. They have invested significant capital in these creative704
properties. The loss or leakage of these assets results in significant loss on this capital invested. Consequently,705
security management is paramount in this industry. A single breach could result in significant penalties and706
financial loss. Clients expect that when they review the security management in any division of the corporation,707
that they will see similar leadership, culture, and controls. When this is not the case, they lose confidence that a708
security breach will not happen and they award the work elsewhere. This award system is a barrier for entry in709
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many cases. o A unified security approach was applied to all locations through a security management system.710
This system was used in all new locations. An internal assessment tool was made to assess the compliance status711
of each location. A centralized team supported the location to bring the new site up to company standards712
quickly. Local regulations were taken into consideration as part of the initiative. Ongoing assessments were713
completed through internal and external audits. Non-conformities were resolved through corrective action. A714
security standard was constantly updated to reflect the last threat mitigation controls. This standard informed715
the gap analysis. With each update, the gap analysis was used to ensure that all locations met all the controls,716
including the new ones. This gap closure also prevented drifted and accommodated new workflow introduction.717
In summary, the data suggests that the oneness initiative is critical for the growth strategy of the case company.718
In order for clients to entertain this strategy, they would have to see the competitive advantage from the one-ness719
factors that differentiated the company from a sequence of vendors in the clients’ supply chain.720

”721

21 [We established] customer decision maker alignment for722

product [that] lead to synergistic supply chain opportuni-723

ties.” (MS58)724

The effort on the clients’ side to manage a sequenced vendor chain would be significantly more than the one-725
ness alternative. An end-to-end proposition for services would eliminate handoffs, reduce order dwell time,726
and reduce the number of outputs needed. The following propositions summarize the key findings of this727
section: (Organizational Recalibration): Organizations seeking one-ness must recalibrate their perspective on728
organizational design to enable or sustain profitable growth in an evolving market that embraces, or that already729
has embraced, the benefits of one-ness.730

Proposition 15: (Knowledge Centralization): Knowledge management engages entrepreneurialism, producing731
new knowledge while unifying task knowledge through centralization, utilization, and influence. Proposition 16:732
(One Reliability): Clients expect a singular, high-reliability, performance experience in the value chain that is733
subject to a mature remediation process when infrequent non-conformities occur.734

Proposition 17: (One Vault): Clients expect that their assets are available, locatable, and treated in a735
similarly excellent way, regardless of where they are in the endto-end vendor supply chain. Proposition 18:736
(One Infrastructure): Clients count on the reliability of the vendor supply chain workflows, which are dependent737
on the continuously available capability of each linked functional element. Proposition 19: (One Strategy): An738
end-to-end value chain must be aligned in purpose and destiny in order to realize synergistic growth.739

Proposition 20: (Financial Information): Organization leaders benefit from timely, concise, and complete740
financial performance reviews that are linked to cost mitigations and the result of opportunity exploitation.741

22 IV. Conclusion742

The research question seeks to understand the impact of one-ness on achieving growth synergies in an MNE.743
The one-ness ”mega-initiative” helped create alignment through the division. This alignment is preparation for744
the further in-depth study of focused action and the organizational design discussed throughout the dissertation.745
The case company’s leader introduced a program whereby the company would be positioned to appear to clients746
as though they were one company, without silos. Furthermore, this aligned the efforts of business unit leaders by747
implementing a mindset. Caution had to be taken to make sure that this mindset was not misapplied through748
behavior meant to achieve personal agendas or dilute accountability by installing organizational socialism. The749
initiative included a sequence of initial strategies that created product related collaboration between businesses.750
This resulted in the ongoing realization of growth synergies. The corporation had some strategic initiatives aimed751
at organic cross-unit growth, however, this was limited to cross-selling with the deteriorating effect of discounts752
for the personal purpose of gaining revenue-based, rather than profit-based, commissions on sales. The one-ness753
initiative was meant to accelerate organic growth for the sustainable realization of market share and penetration754
growth synergies. This was enacted by providing industry-specific, cross-unit solutions that supported increasing755
market share, coverage, and differentiation. Ultimately, the aim was to use the case company’s products and756
services to solve customers’ problems and create value opportunities that could be monetized.757

The company overall collectively embraced one-ness to achieve growth synergies. For example, the consistently758
accurate use of a single ERP is an aligning platform that enables accountability for performance and synergistic759
growth through transparency. Furthermore, the rate at which enhancements, called out by stakeholders, are760
developed and deployed broadly relates to the growth rate of an enterprise that is successful in a moderately761
dynamic marketplace. One-ness is compromised when data is scattered and unavailable. With system capability762
and data consolidation, relevant information from across the supply chain is made available to leaders. The763
system allows organizational leaders to leverage known available network capacity across all locations to764
meet client expectations. The alignment of workflows exposes synergies that enable capacity pooling. This765
capacity management technique is helpful when there is demand variability, improving utilization and increasing766
profitability opportunity. Alignment is synergistic in this case, as existing workflows and infrastructure can767
be used to deliver new products and services to an adjacent, new, or similar market in a different geography.768

13



22 IV. CONCLUSION

Augmenting alignment, standardization is a complexity -reduction technique that enhances scalability, capability,769
predictability, updatability, and transportability in a chaotic environment. Standardizing on best practice770
includes deploying a common language needed for more accurate profitability measurement and creating a771
platform for efficient organizational evolution. An optimized and appropriate methodology is needed to propagate772
best practices at the rate of absorptive capacity. Unification implies a single purpose and strategy for the business773
units that consider local addressable markets. The strategy for global deployment must also include consideration774
for change management momentum and the organization’s capability to effectively deploy. The mission of product775
leaders is to exploit one-ness to achieve profitability and realize growth synergy.776

Location leaders promote and benefit from oneness to achieve synergistic growth. They can reach out to777
nodes in the production network to capture needed capacity. Workflow alignment enhances profitability through778
the exploitation of geographically diverse but synergistic workflows based on best practice. A single set of779
meaningful and measurable goals need to be aligned with the firm’s mission and vision. This promotes a common780
understanding of performance, allowing high performance workers to achieve success in an operation that is781
measured, monitored, and knowledge rich. At the beginning of the one-ness initiative, most businesses did not782
have a customer-centric view, as they had multiple customers that had their work spread over several locations.783
Additionally, they had come from either a legacy product-centric construct or a legacy client construct only. This784
challenged the multidimension design while illuminating opportunity. Over time, brand managers discovered785
white spots of valuecreating opportunity where a client business sector was untapped, where a client could786
be added, or where a location could add a product opportunity, etc. Managers realized over time that the787
white spots in their cross-unit portfolios disappeared. The sector migration brought in new opportunities that788
did not overly stretch the capabilities of the facilities. And, the increased competencies across business units789
led to the development of innovative offerings, expanding the company’s portfolio and market potential. This790
one-ness promotes the sharing or redeployment of capacity, enabling the execution of large overcapacity orders791
that competitors are unable to execute. These would otherwise have been referred to another vendor or split792
between vendors. Work can be profitably assigned when available and capable capacity costs are understood793
and when supply chain leaders aggressively share their resources. A unified culture, the constitution of which794
is aligned with other locations, optimizes capacity utilization in a network-based production (NBP) schema.795
The product leader supports the production facility network through a supply chain mindset because it reduces796
carrying costs, enables the execution of high volume, and, therefore, mitigates capacity constraints. One-ness797
also applies to the global workflow management system. The timely availability of data from the system used798
similarly across all locations and which is offered up transparently, can accelerate strategic decision making and799
issue resolution. Alignment promotes collaborative evolution that leverages standardization as a platform for800
achieving and sustaining ongoing enhancements. For example, slight enhancements to workflows may enable the801
consolidation of workflows, improving their utilization and cost per deliverable. One-ness is further promoted802
through communication as the location leader is seen by location workers as the center point of internal and803
external communication.804

One-ness augments the organization’s ability to execute synergistic change. This unity is seen in consensus,805
consistency, and continuity. It is partly achieved through diversity of talent, tools, and processes. It is guided806
by a holistic vision that includes a detailed organizational design built for achieving client requirements and807
encouraging a collaborative social environment necessary for profitable growth realization. The dichotomy of808
a decentralized yet collaborative network can be agile as it adapts and constantly seeks a new equilibrium in809
a dynamic market. A guided autonomy, driven by self-interest and augmented by resource complementarity810
in a NBP environment, accelerates the process of achieving profitable growth. Profitable growth is reflected811
by the nature of the new equilibrium. The new state may include common and effective policies that812
accommodate critical concerns from stakeholders and drive behaviors that lead to profitable growth. The813
continuous achievement of temporary equilibrium is augmented by the corporate center. It is a service center814
that can contribute to continuous growth by temporarily incubating growth opportunities, by sharing related815
resources between businesses and by helping business units to select initiatives based on the long-term strategic816
plan for the firm.817

Collaboration intrinsically channels focus and promotes a one, or singular, perspective. This perspective is818
brought into unity when existing knowledge is consolidated and made available. A holistic awareness can be819
used as an advanced starting point, or platform, for new discoveries. Furthermore, awareness and collaboration820
encourage fluid resource sharing without boundaries. Consequently, the right resources are quickly attracted to821
issues whose resolution contributes to profitability potential. An example is the resolution of a standardized822
and appropriate cost allocation methodology that creates predictable financial performance and allows for823
profitproducing trend monitoring. Organization leaders must be able to resolve issues through a mindset that824
includes a one-ness perspective that is understood by all.825

Lateral integrative mechanisms (LIMs) (Persson, 2006) also promote one-ness by their design. They are826
synergistic, as they connect organization dimensions in meaningful ways through common interests. Further to827
this, collaborative structures are required for the coordination and enhancement of cross-business collaboration828
in an evolving synergistic growth environment. For example, cultural activities help these dimensions establish829
and mature a collaborative mindset in a complex environment. Additionally, leaders benefit from access to830
meaningful and relevant tacit knowledge and domain experience that can be used to accelerate growth-oriented831
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decision making. The dynamic nature of the LIM makes it an ideal on-demand construct to help propagate a832
one-ness perspective.833

Selected actions, when focused, promote alignment and unity. Specifically, an organization can drive834
synergistic focused action, that when exploited can realize dynamic scaling, including expansion, consolidation,835
the integration of business units, and a competitive advantage. The energy consumption needed to accomplish836
patching, or other focused action, in an organization that is aligned to realize local synergistic opportunity is837
minimized. This is because an organization is intrinsically and efficiently aligned. The structure is connected838
and tasks are shared by relevant functions needed to achieve growth synergies. The relevant sequence of tasks839
are quickly discovered and effectively executed. This can lead to mutual benefit between business units that840
collaborate.841

Corporate promotes one-ness as a complexitymitigation technique. When it is embraced by corporate and842
business units alike, it accelerates profitable growth because it is a suitable platform on which growth can843
more easily take place. Corporate helps business units connect with other business units that have achieved844
synergistic capabilities that could be exploited. Conversely, the effort needed to achieve revenue realization from845
a client that requires one-ness is significantly more difficult if internal business do not embrace the alignment846
vision. Furthermore, a fragmented MNE cannot easily solve client issues that relate to one-ness, as they do not847
understand the root causes of the problems. Corporate can encourage the realization of growth synergies oriented848
towards creating one-ness through focused and selected action.849

One-ness is at the core of the one-ness initiative. It is clear that an end-to-end value chain must be aligned in850
purpose and destiny in order to realize synergistic growth. For example, consistent excellence across all locations851
is foundational to a one initiative, as it validates the single, vertical, supply chain perspective of the client.852
Organizations seeking one-ness must recalibrate their perspective on organizational design, potentially through853
patching activities, to enable or 1 2 3

Figure 1:
854

1The Quest for One-Ness: An MNE’s Journey
2© 2018 Global Journals 1
3© 2018 Global JournalsThe Quest for One-Ness: An MNE’s Journey
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22 IV. CONCLUSION

1

Attributes of a Lack of One-
ness

CountRoot Cause Remedy

Training capacity availability
and uniformity

18 Lack of a centralized
university

The company university

No end -to -end (E2E) rejec-
tion tracker

11 Multiple sys-
tems/methods for
tracking

Title base rejection
tracker

Disparate logistics groups 10 Fragmented logistics
resources

Consolidate management
of logistics

Warehouse proliferation 10 Multiple warehouses Warehouse optimization
strategy

Lack of capable support for
infrastructure

6 Fragmented support
for infrastructure

Centralized support for in-
frastructure

Lack of E2E version control 6 Multiple sys-
tems/methods for
tracking

Common system (ERP)

Non-collaborative growth syn-
ergy strategy

6 Multiple agendas, lack
of coordination

Strategy consensus at up-
per levels

Variable ratio FL/FT per loca-
tion

6 Variable methodolo-
gies

Analysis and recalibration

Varied software development
process

6 Disparate processes Deploy common method/
consolidate

Lack of infrastructure manage-
ment

6 Multiple agendas Consolidate management
of infrastructure

No synergistic consolidations 6 Lack of coordination,
strategy

Assess opportunity and
exploit

Non -centralized maintenance
of equipment

5 Multiple approaches Hardware inventory sys-
tem

No collaborative execution 5 Lack of coordination Lack of trust, reward sys-
tem

Unconsolidated billing 5 Disparate entities Consolidate management
and optimize

Unconsolidated storage of as-
sets

5 Disparate loca-
tions/methods

Assess, consolidate, purge

Unconsolidated ingest of assets 5 Disparate loca-
tions/methods

Strategy to route to one
point

Unconsolidated shipping & re-
ceiving

5 Disparate loca-
tions/methods

Strategy to route to one
point

Continuous improvement is
not executed timely

5 Disparate methods Adopt a single process

Data architecture standards
are varied

5 Multiple agendas Consolidate management
and standard

Financial reporting -late or
hard to comprehend

5 Single understandable
timely packet

Direct finance to do so

Hardware inventory unavail-
able

5 Lack single system Hardware inventory sys-
tem

Lack of parts centralization 5 Not registered in single
system

Hardware inventory sys-
tem

Lack of resource redeployment
process

5 Not registered in single
system

Hardware inventory sys-
tem

Varied or no Quality Manage-
ment System

5 Disparate sys-
tems/agendas

Consolidate into one QMS

Varied or no Security Manage-
ment System

5 Disparate sys-
tems/agendas

Consolidate into one SMS

Lack of skill synergy exploita-
tion

5 Siloed businesses Assess and consolidate,
strategy

Uncoordinated software licens-
ing

5 Not registered in single
system

Hardware inventory sys-
tem

Not standardize best practices 5 Multiple agendas Singe performance excel-
lence leader

Uncoordinated support con-
tracts

5 Not registered in single
system

Hardware inventory sys-
tem

Disparate workflow manage-
ment systems

5 Disparate systems, if
any

Consolidate on ERP

CRM not uniformly utilized 5 Disparate systems, if
any

Consensus on participa-
tion by upper manage-
ment

Lack of billing consolida-
tion/standardization

3 Siloed businesses Consolidate billing under
one team

Sub-optimal P&L grouping 3 Lack of appropriate
grouping

Change to optimize prof-
itability

Do not bill the same customer
similarly

2 Siloed businesses, mul-
tiple forms

Consolidate billing under
one team

Disparate business system 2 Disparate legacy sys-
tems

Consolidate on ERP

Unfair intercompany rates 2 Disparate methods, if
any

Consensus on single
method by upper
management

Figure 2: Table 1 :
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.1 V. Contributions to Theory

sustain profitable growth in an evolving market that embraces, or already has embraced, the benefits of one-855
ness. Fundamentally, competitive enterprises are compelled to strategically position themselves in alignment856
with the one megatrend in order to maintain and enhance market share in a dynamic environment. Evidence of857
one-ness is clearly seen in organizations that have achieved it. Such evidence could be a mature quality system858
that promotes a performance standard and that has equal influence on all locations, encouraging performance859
parity and improvement. There should be a common security awareness and similarity in infrastructure integrity860
at each site, indicating the level of concern and control over the threat environment. This could be augmented861
by a knowledge management system that engages entrepreneurialism, producing new knowledge while unifying862
task knowledge through centralization, utilization, and influence. A mechanism can be deployed to verify that863
training is effectively deployed on a single platform by measuring comprehension and to what extent users depend864
on it for knowledge acquisition. An effective data management system consolidates knowledge by exploiting a865
globally accessible framework. The internal unification of systems can streamline operations. For example, the866
standardization of infrastructure components allows for knowledge of hardware disposition and the redeployment867
of it to accommodate local capacity requirements. Unity is easily found in an MNE’s organizational design when868
the layout of the positions is clear and practices are commonly centered on excellence. This organizational unity869
is augmented by a common vision-mission that is embedded in strategic planning documents. This alignment870
unity is further encouraged through a deployed set of values and norms that creates a single mindset among871
organization leaders. Ultimately, it is the client that decides if oneness is achieved. In fact, clients expect a872
singular, highreliability performance experience in the value chain that includes a mature remediation process873
when infrequent non-conformities occur. The client’s impression of the MNE is influenced by how the organization874
allows itself is to be transformed and monitored externally. Using assets as an example, clients expect that their875
assets are available, locatable, and treated in a similarly excellent way, regardless of where they are in the endto-876
end vendor’s supply chain. All in all, clients count on the reliability of the vendor’s supply chain workflows,877
which are dependent on the continuously available capability of each linked functional element. Fortunately for878
The case company, an organization intrinsically embraces the idea of one-ness and so is an ideal structure to879
scale and preserve a single supply chain view to clients. A structure that is scalable in all dimensions, such as880
the organization, can propagate alignment and a suitable culture to improve profitability. Scaling is directly881
related to the ability of the supply chain to manage its resources effectively. Scaling may include work shifting882
and pooling to optimize cost structures as seen in cost per similar deliverable measurements. The organization883
is intrinsically a propagator for one-ness as it can scale while preserving social or cultural attributes.884

In summary, the significance of being aligned and collaborative is that it helps the MNE achieve profitability885
realization. This one-ness initiative helps businesses achieve collaborative alignment, which in turn, helps them886
achieve growth synergies. The Oneness initiative recalibrated the thinking of employees. It is a mindset, or887
norm, that guides action plans. The lack of one-ness fragments the mission and the purpose of the organization.888
Chaos is present in a dynamic market and performance issues are imminent regardless of the environment. An889
organization that embraces one-ness has a better chance of sustained performance, and will be more able to890
survive the future. One-ness is also attractive as it is a complexity-reduction technique that was applied to the891
global production network. Two businesses that did similar work could have diverse performance characteristics892
due to a lack of one-ness. When this occurs within two businesses in an MNE, clients are confused. Alignment, on893
the other hand, accelerates the creation of trust and collaboration. Selected actions guided by one-ness become894
simpler for all involved, as there is less noise. It is clear that scaling is dependent on a singular mindset that is895
tuned to the addressable market and the directional strategy.896

.1 V. Contributions to Theory897

The primary contribution of this article is new empirical insights about how awareness contributes to collaboration898
that, consequently, enables growth realization in an MNE. These results are, therefore, relevant to the achievement899
of sustained profitability and competitive advantage by focusing a multi -unit firm on business unit relatedness and900
strategic complementarity. Seven propositions were extracted from the participants instigated by a precipitated901
event that contribute to theory. These outcomes that influence change efficacy are described and useful for902
sustained corporate advantage.903

The author anticipates that these propositions will stimulate further research as organizational behavior is904
significantly complex and situational. These observations are also meant to stimulate further thinking. By905
studying the distinctive features of achieving one-ness, the author hopes that interest has been sparked on906
researching the design and application of further more effective and efficient methods and management techniques.907
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