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BUSINESS PROCESS MATURITY IN SMALL AND MEDIUM-
SIZED ENTERPRISES

Okreglicka M., Mynarzova M., Kaiia R.”

Abstract: Business process management in an enterprise is an approach to management
that concentrates on optimizing the ways business processes in organisation’s run.
The business process maturity of the organization is one of the success factors. From this
perspective, the constant advancing the process maturity level is the relevant economic task
and the area is still an important issue requiring investigation. The article presents
the results of empirical research - the survey was conducted in 2015 on a group of 138
enterprises in Poland. The main aim of this article is the identification and analysis
of business process maturity in small and medium-sized enterprises in Poland, as well as
finding the areas that require the intensification of process management.
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Introduction

Currently, the dynamically developing market environment is typical for its
elements of high uncertainty, small and medium businesses are led to the need to
use all the knowledge to increase their productivity. One way to find solutions for
more efficient business management is the use of Business Process Management
(BPM). Process management is increasingly important for the functioning of the
organization and has a positive influence on their success. Today, the number
of successful businesses has process management system already in place.
Improving business processes is a key necessity to maintain the competitiveness
of business entities in the European Union in the global market.

Business Process Management seeks to identify critical points in business
processes and can lead to the standardization of processes. This is achieved through
the application of new rules of procedures, including monitoring, measurement and
performance management. Maturity of business processes can be considered one
of the most important characteristics for the success of the company. Process-
managed enterprises dynamically respond to market needs, competition,
availability of resources and the external environment by being able to change
internal processes without jeopardizing their own existence. These enterprises
continuously improve the processes and gaining a competitive advantage in
globalized market.

Small to medium enterprises (SMEs), have a significant role as engines
of economic and social development (Floyd and McManus, 2005; Pietrasienski,
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and Slusarczyk, 2015). Small to medium enterprises (SMES) make a key
contribution to the economy in terms of employment, innovation and growth
(Tabor, 2006). It emphasizes the importance of the research undertaking in order to
identify the conditions and determinants of SME sector development. SME sector
until recently have shown a general tendency not to include elements of process
management in their strategy of action (Tabor and Roman, 2004; Zimmerer and
Scarborough, 2005). It can be assumed that business process maturity of SMEs is
on the insufficient level and requires methods and tools helping in its improvement.

Theoretical Background

Growing importance of Business Process Management dates from the very
beginning of this discipline. Business processes are generally defined as sequences
of tasks performed within or across companies or organizations (Schult et al.,
2015). Business processes describe how organisations operate, and therefore have
influence on their performance. The issue of process and its comprehension lies in
its division into individual systems and sub-processes. These, however, cannot be
understood in isolation from the other processes, but in the context of relations with
other processes. At present, the effectiveness of business processes is an important
aspect of enterprises’ activity, regardless of dynamics of the environment they are
functioning in (Lobaziewicz, 2013).

Business process management is a comprehensive approach to realizing efficient
and effective business processes in an economic entity. This process view contrasts
the functional view, which originates from the division of labor in Taylorism
(Schmiedel et al., 2014). Elzinga et al. (1995) define BPM as a systematic,
structured approach to analyze, improve, control and manage processes with the
aim of improving the quality of products and services. As Singh (2012) stresses,
BPM can speed up organizational processes, reduce needed resources, improve
efficiency and productivity, improve competitiveness for organizations, etc.
According to Hammer (2010), the purpose of BPM is to increase the efficiency and
effectiveness of organizational processes through innovation and improvement —
a gradual, continuous improvement of business processes rather than a thorough
reengineering (Lee and Dale, 1998; Zairi, 1997). Therefore, BPM delivers
a collection of tools and methods for achieving an understanding of, managing, and
improving an enterprises’ process portfolio (zur Muehlen and Indulska, 2010).
In order to develop within the organization, BPM requires top management
understanding and involvement, process-aware information systems, well-defined
accountability and a culture receptive to business processes (Smith and Fingar,
2003).

Although BPM has been an economic concept for decades, its strategic and
operational roles within organizations are still an important issue requiring
investigation from various perspectives (Bititci et al., 2011).

Using BPM in a company in the past dealt with authors such as: Hammer (2000),
Basl (2002), Urbanek (2002), Hriiza (2007) or Smida (2007). At present, focus
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ison a higher level BPM in connection with the so-called Business Performance
Management. This process assesses the level of maturity of the company, and is
known as Business Process Management Maturity. In connection with the
evaluation of maturity process of the enterprise and corporate performance raises
the question of further development in the field of business process management,
particularly in small and medium-sized enterprises.

Various empirical researches indicate that there is a positive correlation between
business process management and success of the organization (Trkman, 2010),
and this is why the constant advancing the process maturity of an enterprise is so
important. Business process maturity is defined by McCormack et al. (2009) as that
which is derived from “an understanding that processes have life cycles or
developmental stages that can be clearly defined, managed, measured and
controlled throughout time”.

Maturity models allow organizations to understand their processes and provide
a standard helping in process measurement and possible improvement introduction.
They are used for assessment and also as a guide for improvement of process
capabilities (Kalina et al., 2013). Process maturity also shows how the perception
of the processes fits into the company's strategy. On the one hand, the process
maturity tells how to be aware of employees to participate in business processes,
on the other hand - how managers use knowledge about the processes in decision
making and development of the organization. Since the 1970s, the maturity models
have been recognized as important improvement tools for organizations. The most
common used maturity models are: Capability Maturity Model Integration
(CMMI), Business Process Maturity Model (BPMM), Process and Enterprise
Maturity Model (PEMM), Crosbi MaE etc. (Bitkowska, 2013). Despite the various
maturity models, a common conceptualization is still lacking (Looy et al., 2013).
Similar to a maturity model is model with different process states which was
described by Wheeler in 1997 (Cronemyr and Danielsson, 2013).

Business Process Maturity Model (BPMM) is a natural development of the
Capability Maturity Model, which has been modified and generalized so that it can
be used to evaluate business processes that support the management of the whole
enterprise. The development of the Business Process Maturity Model (BPMM)
began in 2002. The BPMM is a conceptual model that compares the maturity of an
organization's current practices against an industry standard. This model is able to
help the organization to set priorities for improving its outputs operations using
a proven strategy and developing the capability required to execute its business
strategy. Through the BPMM, an organization can efficiently and effectively
manage their business process while trying to achieve and realize its business
purposes and values (Lee et al., 2007). The model highlights the basic management
principles that should be used to improve maturity. The higher the level
of maturity, the more activity is productive, allowing the company to gradually
improve the quality of results and manage the costs and time to implement the
business process. When using the evaluation of the levels of maturity
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of the organization, it is possible to determine how the organization is resistant to

change internal factors, and how it is adapted to changing external conditions.

For BPMM maturity and maturity level are very relevant terms. Process maturity is

the extent to which processes are explicitly defined, managed, measured, controlled

and effective. Maturing processes imply a growth in capability and indicate both
the richness of the organization’s processes and the consistency with which they
are applied throughout the organization (Looy et al., 2011). The process maturity
concept has been developed and verified considering the software development
process (Harter et al., 2000) and the process of the project management (Ibbs and

Kwak, 2000).

A maturity level refers to a level of organizational capability created by the

transformation of one or more domains of an organization’s processes. It is

evolutionary plateau that serves as a stepping stone for achieving a mature process
culture (Rendon, 2008). By Object Management Group, Inc. the BPMM is divided
into five maturity levels that represent different states through which
an organization is transformed as its processes and capability are improved.

These stages of maturity include (OMG, 2008):

Level 1: Initial — wherein business processes are performed in inconsistent,
sometimes ad hoc ways, with results that are difficult to predict;

— Level 2: Managed — wherein management stabilizes the work within local
work units to ensure that it can be performed in a repeatable way that satisfies
the workgroup’s primary commitments. However, work units performing
similar tasks may use different procedures;

— Level 3: Standardized — wherein common, standard processes are synthesized
from best practices identified in the work groups and tailoring guidelines are
provided for supporting different business needs. Standard processes provide
an economy of scale and a foundation for learning from common measures and
experience;

— Level 4: Predictable — wherein the capabilities enabled by standard processes
are exploited and provided back into the work units. Process performance is
managed statistically throughout the workflow to understand and control
variation so that process outcomes can be predicted from intermediate states;

— Level 5: Innovating — wherein both proactive and opportunistic improvement
actions seek innovations that can close gaps between the organization’s current
capability and the capability required to achieve its business objectives.

Each mentioned process area is designed to achieve specific goals in creating,

supporting, or sustaining the organizational state characteristic of the level.

Any attempt to skip maturity levels is counterproductive, since each level forms

a ground work from which to achieve the next level (Paunescu and Acatrinei,

2011). Each process area consists of a collection of integrated best practices that

indicate what should be done, but not how it should be done. Thus, organizations

are free to define their own methods and approaches to satisfying the goals and
objectives of each process area.

124



POLISH JOURNAL OF MANAGEMENT STUDIES 2015
Okreglicka M., Mynarzova M., Kana R. Vol.12 Nol

The Empirical Characteristic of Business Process Maturity in Polish SMEs
Sector

Research Description and Methodology

The presented empirical data in this article constitute a part of of the empirical
studies conducted, identifying enterprises' orientation on BPM. The survey was
conducted in 2015 on a group of 138 enterprises classified, according to the size
of employment, as small, medium-sized and large enterprises. The micro-
enterprises (up to 9 employees) were excluded form the analysis, due to the fact
that business processes are often poor and unstructured in such entities. At the
same time the study of large enterprises has been done to compare the results to the
SME sector. The survey should be treated as a seed research, identifying
correlations which should be confirmed in fully representative studies in future.
The main aim of this article is to identification and analysis of business process
maturity in small and medium-sized enterprises in Poland as well as finding the
areas that require the intensification of process management.

Taking into consideration the main aim of this paper, the following research
hypothesis has been put forward:

H1 - business process maturity in SMEs sector is on the average level and it grows
with the increase in the size of an enterprise.

Business Process Maturity of Small and Medium-Sized Enterprises in Empirical
Studies

Process maturity assessment in the organization can be defined in various ways.
To the need to this article, maturity levels were modified to the requirements of the
specific nature of the SME sector. Process maturity of the surveyed companies was
determined using a 5-point scale, where 1 would mean a very low level of process
maturity and 5 — fully developed process maturity (Fig. 1).

The method of process management in the enterprise has been tested in selected
areas of activity of SMEs. In each main field, 5 to 18 detailed areas were evaluated
and the results were averaged for the main area.

Analyzing the results of the survey, it can be concluded that the process maturity
of Polish SMEs has been assessed by the entrepreneurs above average (2.5),
but there are variations between individual areas (Fig. 2: Presented results are
a part of market survey conducted by M. Okreglicka and A. Lemanska-Majdzik in
2015). The highest process advancement is visible in the area of finance and
marketing, production and sales. In turn, the lowest level recorded in the area of
risk management, which seems reasonable, due that we are dealing with small
business entities. In addition using Kendall's tau correlation coefficient,
a statistically significant relationship between the size of the company and the level
of process maturity was observed.
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sthereis a congcious processmanagement (business process optimization)
- processes are consciously shapedfor the purpose ofthe company's
strategy; measuring the process effectiveness provides information to
managers that areneeded to their continnougimprovement

*processes are analyzed and evaluated with regard to their efficiency - a
system of measuring outcomes and costs withinindividual processesis
introduced

sprocesges in the company are documented andrepeatable - there are
dezcriptions of each action within the processes

*business processes exist but arenot documented- thereis awareness that
subgequent activities comprise the coherent process

*procesges in the company areaccidental - lack of awareness that business
activities can talce the form of process

Figure 1. Process maturity levels used in research

marketing and sale

risk management < ,production
financial \/ human recource
management management
=g ciall medium-sized  ===]arce

Figure 2. Business process maturity in selected activity areas of Polish enterprises

The correlation has positive character and that means the bigger enterprise is the
higher level of process maturity has and the differences are clear visible.

126



POLISH JOURNAL OF MANAGEMENT STUDIES 2015
Okreglicka M., Mynarzova M., Kana R. Vol.12 Nol

It should be stressed that differences in process maturity between SMEs and large

enterprises are not the same in every area of activity and the strongest are in the
area of risk management and human resources management.
After evaluating the current status of SMEs process maturity, the identification
of potential changes in the future was provided. The aim was to assess whether
small and medium-sized companies are focused on process management and
whether the process orientation is different here compared with large enterprises.

Surveys have confirmed that focus on the management of process management in
SMEs differs from that in large companies (Fig. 3).

331
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small medinm-sized large

Kendall'stau = 0,1454,p = 0,0108

Figure 3. Forecast to increase process maturity through emphasis on the management
related to the identification, implementation and verification processes in enterprises
in the next 3 years

The desire to deepen the process approach (in a scale from, 1 - definitely not to 4 —
definitely yes) was significantly higher in large companies than in small and
especially medium-sized companies. Only large companies plan to improve the
business process maturity in the period of 3 years. SMEs seem to be undecided,
S0 this area isn’t for them the priority.

Identifying the determinants of business process intensification, several factors had
appeared, including: increased knowledge about the rules and benefits management
process, improving the financial results of the business, extending the company's
business profile (new markets, new products) or the employment of more
specialized / with higher levels of knowledge employees — described as important
by the respondents. This kind of knowledge can be useful in preparing the tools
(including institutional ones), promoting the professionalism in process
management.
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Conclusions

Each element of the activity of an enterprise, creating an element of the consistent
process, should be subject to an effective management, regardless of industry,
business experience or size of the company. The researches show that generally
SMEs don’t show a greater tendency to include elements of process management in
their strategy of action.

The main aim of the survey conducted on a group of enterprises carrying out

business activity in selected region of Poland was to identify and analyze

of business process maturity in small and medium-sized enterprises as well as
finding the areas that require the intensification of process management.

The research hypothesis stated in the article was generally confirmed, that business

process maturity in SMEs sector is on the average level and the level of process

maturity grows with the increase in the size of an enterprise.

Among detailed results from the questionnaire survey shows, there may be

mentioned:

— the size of an enterprise matters during process management, that is the bigger
enterprise is, the more advanced is the way of process management i.e., process
maturity,

— the strongest difference of process maturity between SMEs and large enterprises
is visible in the area of risk management and human resources management —
it’s the area for improvement for SMEs,

— large companies want to increase the emphasis on process management in the
next 3 years to a much greater extent than SMEs.

The importance of process management for success of the organization encourages

to successive and in-depth research that will help to identify opportunities and

constraints to the development of the area.

There are many articles concerning business process maturity of enterprise,

but only a few relates to SMEs. Among the similar works in this field may be

mentioned e.g. a researches conducted by de Oliveira and Kaminski (2012) on
industrial SMEs from Brazil or by Jochem, Geers and Heinze (2011) in Germany.

From this perspective, we think it's worth considering conducting similar studies

on a bigger population in the future to identify regularities and present

recommendations to small and medium-sized enterprises.

We plan to focus on processes maturity in the financial management area and

the risk management area as not well recognized in literature. The strongest

limitation of present research is the unrepresentative research group, so the
challenge for the future is to create and realize the fully representative research in
the area of process management and process maturity in Polish SMEs.

128



POLISH JOURNAL OF MANAGEMENT STUDIES 2015

Okreglicka M., Mynarzova M., Kana R. Vol.12 Nol

References

Basl J., Tama M., Glasl V., 2002, Modelovani a optimalizace podnikovych procesii, Plzen,
Zapadoceska univerzita.

Bititci U., Ackermann F., Ates A., Davies J.D., Gibb S., Macbryde J., 2011, Managerial
processes: an operations management perspective towards dynamic capabilities,
“Production Planning & Control”, 22(2).

Bitkowska A., 2013, Zarzqdzanie procesowe we wspdlczesnych organizacjach, Warsaw,
Difin.

Cronemyr P., Danielsson M., 2013, Process Management 1-2-3 — a Maturity Model and
Diagnostics Tool, “Total Quality Management”, 24(8).

de Oliveira A.C., Kaminski P.C., 2012, A reference model to determine the degree
of maturity in the product development process of industrial SMEs, “Technovation”,
32(12).

Elzinga D.J., Horak T., Lee C.Y., Bruner C., 1995, Business process management: Survey
and methodology, “IEEE Transactions on Engineering Management”, 24(2).

Floyd D., McManus J., 2005, The role of SMEs in improving the competitive position of the
European Union, “European Business Review”, 17(2).

Hammer M., Champy J., 2000. Reengineering — radikdlni proména firmy: manifest
revoluce v podnikani, Praha, Management Press.

Hammer M., 2010, What is business process management? [in:] vom Brocke, J.,
Rosemann, M. (Eds.), “Handbook on Business Process Management: Introduction,
Methods and Information Systems”, Springer, Berlin.

Harter D.E., Krishnan M.S., Slaughter S., 2000, Effects of Process Maturity on Quality,
Cycle Time, and Effort in Software Product Development, “Management Science”,
46(4).

Hriza T., 2007, Jak poznat vyspélé procesy, IT Systems.

Ibbs C.W., Kwak Y.H., 2000, Assessing Project Management Maturity, ,,Project
Management Journal”, 31(1).

Jochem R., Geers D., Heinze P., 2011, Maturity measurement of knowledge-intensive
business processes, “TQM Journal”, 23(4).

Jufica P., 2014, Hodnoceni urovné procesniho rizeni v produkcnich systémech, Brno
Vysoké uéeni technické.

Kalina, J., Smutny, Z., Rezni¢ek, V., 2013, Business process maturity as a case
of managerial cybernetics and effective information management, “Proceedings of the
European Conference on Information Management & Evaluation”.

Kulej-Dudek E., 2013. Evaluation of knowledge management in small and medium-sized
enterprises, “Polish Journal of Management Studies”, 8.

Lee J., Lee D., Kang S., 2007, An Overview of the Business Process Maturity Model, [in:]
“Advances in Web and Network Technologies, and Information Management”.
APWeb/WAIM 2007 International Workshops. June 2007, Huang Shan, China.

Lee R., Dale B., 1998. Business process management: A review and evaluation, “Business
Process Management Journal”, 4(3).

Looy A.V., De Backer M., Poels G., 2011, Defining Business Process Maturity. A Journey
towards Excellence, “Total Quality Management”, 22(11).

Looy A.V., De Backer M., Poels G., Snoeck M., 2013, Choosing the Right Business
Process Maturity Model, “Information & Management”, 50.

129



2015 POLISH JOURNAL OF MANAGEMENT STUDIES

Vol.12 Nol Okreglicka M., Mynarzova M., Kana R.

Lobaziewicz M., 2013, Effectiveness of business process management in B2B model,
“Polish Journal of Management Studies”, 8.

McCormack K., Willems J., van der Bergh J., Deschoolmeester D., Stemberger M.I.,
Skrinjar R., Trkman P., Ladeira M.B., de Oliveira M.P.V., Vuksic V.B., Vlahovic N.,
2009, A global investigation of key business turning points in business process maturity,
“Business Process Management Journal”, 15(5).

Object Management Group, 2008, Available at: http://www.omg.org/spec/BPMM/1.0/PDF,
Access on: 19.8.2015.

Paunescu C., Acatrinei C., 2011, Managing Maturity in Process-Based Improvement
Organizations: A Perspective of the Romanian Companies, “Journal of Business
Economics and Management”, 13(2).

Rendon R.G., 2008, Procurement Process Maturity: Key to Performance Measurement,
“Journal of Public Procurement”, 8(2).

Schmiedel T., vom Brocke J., Recker J., 2014, Development and validation of an
instrument to measure organizational cultures’ support of Business Process
Management, “Information & Management”, 51(1).

Schulte S., Janiesch C., Venugopal S., Weber 1., Hoenisch P., 2015, Elastic Business
Process Management: State of the art and open challenges for BPM in the cloud,
“Future Generation Computer Systems”, 46.

Singh P.K., 2012, Management of business processes can help an organization achieve
competitive advantage, “International Management Review”, 8(2).

Smith H., Fingar P., 2003, Business Process Management: The Third Wave. Meghan-Kiffer
Press.

Smida F., 2007, Zavddéni a rozvoj procesniho Fizeni ve firmé, Praha, Grada.

Pietrasienski P., Slusarczyk B., 2015, Internationalization of small and medium
enterprises: empirical research review on barriers to entry into foreign markets,
“Polish Journal of Management Studies”, 11.

Tabor J., 2006, Technological Potential and Innovativeness of Small and Medium
Enterprises, Chapter I. /6/. [in:] The Challenges for Reconversion. Innovation —
Sustainability — Knowledge Management, Ed. By Piotr Pachura, ISI Pierrard, HEC du
Luxemburg, Virton.

Tabor J., Roman. M., 2004, Application of the process approach in small and medium
enterprises, The Inetrnational Conference TEAMT’2004, Technical and Economic
Aspect of Modern Technology Transfer in Context of Integration with European Union,
Vol. I, Ed. J.Szkutnik, M. Kolcun, Published by Mercury-Smekal Publishing Home,
Kosice.

Trkman P., 2010, The critical success factors of business process management,
“International Journal of Information Management”, 30(2).

Urbanek J., 2002, Teorie procesii — management environment, Brno, Cerm.

Zairi M., 1997, Business process management: A boundaryless approach to modern
competitiveness, “Business Process Management Journal”, 3(1).

Zimmerer T.W., Scarborough N.M., 2005, Essentials of Entrepreneurship and Small
Business Management: the Foundations of Entrepreneurship, The United States
of America: Pearson Education.

zur Muehlen M., Indulska M., 2010, Modeling languages for business processes and
business rules: A representational analysis, “Information Systems”, 35.

130


http://www.sciencedirect.com/science/article/pii/S0167739X1400168X
http://www.sciencedirect.com/science/article/pii/S0167739X1400168X

POLISH JOURNAL OF MANAGEMENT STUDIES 2015
Okreglicka M., Mynarzova M., Kana R. Vol.12 Nol

DOJRZALQSC PROCESOW BIZNESOWYCH W MALYCH
| SREDNICH PRZEDSIEBIORSTWACH

Streszczenie: Zarzadzanie procesami biznesowymi w przedsi¢biorstwie jest podejsciem do
zarzadzania, ktore koncentruje si¢ na optymalizacji sposobow, w jakich przebiegaja
procesy biznesowe w organizacji. Dojrzato$é proceséw biznesowych w organizacji jest
jednym z czynnikoéw sukcesu. Z tego punkiu widzenia ciagle poglgbianie poziomu
dojrzato$ci procesow jest istotnym zadaniem ekonomicznym i obszar ten jest nadal
waznym zagadnieniem wymagajacym badania. W artykule przedstawiono wyniki badan
empirycznych - badanie zostalo przeprowadzone w 2015 roku na grupie 138
przedsigbiorstw w Polsce. Glownym celem niniejszego artykutu jest identyfikacja i analiza
dojrzato$ci procesow biznesowych w matych i §rednich przedsigbiorstwach w Polsce, jak
réwniez znalezienie obszarow, ktore wymagaja intensyfikacji zarzadzania procesami.
Stowa kluczowe: dojrzatos¢ procesow biznesowych, BPM, mate 1 $rednie
przedsigbiorstwa, MSP
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