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Virtual teams are getting more and more popular within organizations since they allow
acquiring talented personnel regardless of their location and enable international orientation,
which is more or less crucial for succeeding in global competition. The case company is
transferring predetermined indirect non-project purchases to be handled by global virtual
teams, where the collaboration happens between Finland and India. This work aims to
support the planned transfer of the non-project purchases to be handled by the India
Procurement organization by examining how the case company’s non-project purchasing
process and related operating methods could be improved, unified, and adapted to fit the new
operating environment and collaboration between the company’s Finnish and Indian
locations and investigating the operation of a global virtual team could be supported in the
initial phase of the collaboration.

This thesis was conducted as action research. This work begins with building the needed
theoretical framework for understanding the processes and their improving methods, indirect
purchases, factors contributing to the success of global virtual teams, and work-related
cultural differences between Finland and India. Workshops and observation method were
used for data collection and solution creation. The findings of this work suggest that the
improvements in the case company were especially related to policies and rules, documents,
and information systems process enablers. In total, 8§ improvements were identified and
implemented throughout this work. The findings also suggested that communication and
communication technologies, formalized processes, goals, roles and responsibilities, trust,
commitment to the tasks and the team, cultural aspects, and finally leadership actions are
factors that contribute to the success of global virtual teams. Two solutions were
implemented that aimed at positively contributing to these identified factors.
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Virtuaaliset tiimit osana organisaatioiden toimintaa ovat yhi suositumpia, koska ne
mahdollistavat osaavan henkildston rekrytoimisen ndiden sijainnista riippumatta ja
osaltaan mahdollistavat kansainvilisen liiketoiminnan, joka on vilttimétonta timéan pdivin
globaalissa kilpailussa menestymisessd. Case-yritys on siirtdméssa tietyt epasuorat
projektien ulkopuoliset hankinnat tehtavéksi globaalien virtuaalisten tiimien toimesta,
joissa yhteistyd tapahtuu Suomen ja Intian vililld. Tdma ty6 tukee suunniteltua siirtoa
tutkimalla, miten case-yrityksen projektien ulkopuolisiin hankintoihin liittyvdé prosessia ja
toimintatapoja voitaisiin parantaa, yhtendistdd ja mukauttaa uuteen toimintaympéristoon
sekd tarkastelemalla, miten globaalien virtuaalisten tiimien toimintaa voisi tukea yhteistyon
alkuvaiheessa.

Tama diplomityd toteutettiin toimintatutkimuksena. Ty6 alkaa teoreettisen viitekehyksen
rakentamisella, jolla luodaan ymmaérrys prosesseista ja niiden parantamisen metodeista,
epésuorista hankinnoista, globaalien virtuaalisten tiimien toimintaan ja menestymiseen
vaikuttavista tekijoistd sekd tyohon liittyvistd kulttuurillisista eroista Suomen ja Intian
valilla. Téssa tyossa tiedonkeruuseen ja ratkaisujen muodostamiseen hyddynnettiin
tyOpajoja ja havainnointia. Ty0ssd havaittiin, ettd prosessiin liittyvét parannukset liittyivit
prosessin mahdollistajista erityisesti kdytdntdihin ja sdéntdihin, dokumentteihin seké
tietojérjestelmiin. Tyon aikana tunnistettiin ja implementoitiin kahdeksan ratkaisua
prosessin parantamiseksi. Liséksi ty0ssa tunnistettiin kommunikaatio ja -teknologiat,
virallistetut prosessit, tavoitteet, roolit ja vastuut, luottamus, sitoutuminen tiimiin ja sen
tehtéviin, kulttuuriset tekijit sekd johtamistoimet globaalien virtuaalisten tiimien
toimintaan ja menestykseen vaikuttaviksi tekijoiksi. Kaksi ratkaisua, jotka tukivat
positiivisesti ndiden tekijoiden toteutumista, toteutettiin timén tyon aikana.
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1 Introduction

1.1 Work background

Virtual teams are getting more and more popular within organizations since they allow
acquiring talented personnel regardless of their location (Alsharo, Gregg & Ramirez 2017),
and enable international orientation, which is more or less crucial for succeeding in global
competition (Brewer 2015, 18-20). It can be said that these global virtual teams pose the
chance for both the greatest successes and the biggest failures (Brewer 2015, 26). That said,
enabling these global virtual teams to operate effectively is essential for companies aiming

for successful global business.

Purchasing is, in essence, managing the company’s external resources so that both primary
activities and support activities are securely enabled while simultaneously aiming at optimal
conditions. Indirect purchasing enables the operation of different support functions, making
it necessary for business continuity. (Weele 2014, 7) Nowadays, indirect purchases can cover
arelatively large share of the company’s total spend. In addition, indirect purchases typically
include a wide variety of different types of purchases. (Iloranta & Pajunen-Muhonen 2018,
63) Managing purchases that are very different from each other and are acquired from a high
number of different suppliers can be time-consuming and thus tie up lots of human resources.
Considering together a possibly high share of the total spend, a wide variety of different
purchased items, as well as numerous transactions, not to mention the necessity for the
company, it is justified to strive to implement these purchases efficiently while always

ensuring their availability.

Case company Sumitomo SHI FW is gradually transferring first its European and later
possibly all the rest of its non-project purchasing to be executed by the India Procurement
organization that was established at the end of 2025. This work focused on the Finnish
subsidiary Sumitomo SHI FW Energia Oy (Later referred to as Oy) and its non-project
purchases. At the beginning of this work, the India Procurement organization consisted of
one buyer. The transfer is started with predetermined categories, i.e., the purchases for
certain Oy departments operating in Finland. In the company, non-project purchases refer to

indirect purchases, which is the term that is more often used in literature and research of the
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field. Non-project purchases term will be used throughout this work to describe the
company’s indirect purchases. These purchases are ultimately the responsibility of different
departments and their department managers, even though the actual purchase is, or at least
should be, handled by the Procurement department. The transfer aims to cut down on labor
costs of purchasing and to help allocate the resources of the current Oy Procurement team

members to purchases that are more essential considering the company’s primary activities.

The cooperation between the buyer from India Procurement (and maybe in the future,
buyers) and the Oy Procurement department, as well as the members of other Oy
departments for which the non-project purchases will be made, can be considered as working
in a global virtual team. These global virtual teams will be taking care of the non-project
purchases i.e., the company’s indirect purchases. To achieve efficiently managed and
executed non-project purchasing, the operation of these teams must become efficient. It is
known in the company that there are some challenges in the current ways of executing the
non-project purchases, and these practices have only worked in the Finnish environment and
teams so far. Therefore, a need has been identified to assess current process and operating
methods, improve them, and if possible, unify them. In addition, it is considered essential to
ensure that the process and related operating methods can work in this new operating
environment in which the work is completed by global virtual teams. Furthermore,
supporting the initiation of these global virtual teams is seen as necessary to enable the best
possible start for the collaboration and the basis for the creation of efficient and effective

teams.

1.2 Research questions and scope of work

This work has two objectives that support the planned transfer of the non-project purchases
to be handled by the India Procurement organization. The first objective is to examine how
the case company’s non-project purchasing process and related operating methods could be
improved, unified, and adapted to the new operating environment and collaboration between
the company’s Finnish and Indian locations. The first objective is approached with the

following question:
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1. How can the varying non-project purchasing process and purchasing-related operating
methods in Finland be transformed into a unified and improved process and operating
methods suitable for the new operating environment and collaboration between two

different locations?
The first question is further divided into three sub-questions:

1.1: What is the current non-project purchasing process and purchasing-related operating

methods of each assessed department?

1.2: How can the non-project purchasing process and purchasing-related operating
methods be adapted to fit the new operating environment that requires cooperation between

Finland and India?

1.3: How can the varying non-project purchasing process and purchasing-related operating
methods be improved and unified into one coherent process and coherent purchasing-related

operating methods?

The second objective of this work is to find out how the operation of a global virtual team
could be supported in the initial phase of the collaboration. This is investigated with the

following question:

2. How can the operation of a global virtual team be supported in the initial phase of the

collaboration?

1.3 Research methods

This research follows the action research method. Action research, as the name indicates,
combines research and action. This research method, or rather a research strategy, aims at
solving practical problems that exist in different communities, such as companies and other
organizations. The research is targeted to a single case, and due to this limitation, the results
of the research are mainly applicable to that particular case targeted in the research.
However, it is possible that the results can be generalized to apply to a broader range of
different cases, changing the nature of the research to a sort of theory of action research.
Generalizations are not the primary goal of this research method, but the aim is to achieve

change that somehow solves the identified problem(s). (Kananen 2014, 11-12)
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This research method is chosen because the case company desires concrete actions to solve
the identified problems. In this work, the problems have been presented in the form of
research questions. The first problem (the first research question) boils down to identified
problems with the current, varying process and operating methods, as well as the challenge
of transferring the non-project purchasing process to a completely new operating
environment. The second problem is about the potential challenges related to the
collaboration of established global virtual teams, which will be responsible for the non-

project purchases after the transfer has been completed.

Action research is a cyclical process, consisting of four steps: planning, implementation,
observation, and reflection. These steps form an iteration, and typically, iterations follow
each other with the previous improvements as the baseline. (Kananen 2014, 12-13). In this
work, the emphasis is on the planning and implementation phases. Observations are
addressed in the conclusions of this work. Due to a limited time frame, reflection and the
assessment of the need for further improvements are left for the company’s responsibility,

though continuous improvement is supported with action plans provided in this work.

Data collection methods of action research are similar to the ones used in qualitative research
and practically, as said before, action research is more like a research strategy than a separate
research method (Kananen 2014, 77). Figure 1 below describes the difference between
qualitative research and action research, as well as some examples of data collection
methods. In this work, observation and workshops were used as data collection methods.
These will be described in more detail in chapter 6. In addition, some of the company’s

internal documents were used as a data source.
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Action research
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Literature * Survey

Information Documents
sources

Ethics

Validity

Figure 1. Data collection methods in qualitative research and action research adapted from

Kananen (2014, 77)

1.4 Report structure

Figure 2 below presents the input-output diagram describing each chapter of this work. From
an action research point of view, chapter 1. evidences the need for conducting action research
by pointing out the background of the thesis as well as the problems that this work attempts
to solve. Chapters 2-5 are related to the planning step in terms of building the needed
theoretical framework for understanding the processes and their improving methods,
indirect purchases (or non-project purchases, as called in the case company and in this work),
factors contributing to the success of global virtual teams, and work-related cultural
differences between Finland and India. This theory helps explain the assessed problems and
thus creates the foundation for problem-solving. Chapter 6 can also be thought of as part of
the planning phase, but from the perspective of how the research will be conducted and in
what kind of environment. Chapter 7 is about implementation and presents the results, i.e.

what kind of improvement and concrete actions have been achieved with this work. As
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already mentioned, observation and reflection steps received quite a limited amount of
attention due to time restrictions, but they are briefly addressed in chapters 8 and 9, where
the connections between theory and implemented solutions are discussed, and the research

questions are answered.

Initial assessment of the literature | _, : - . Thg nged for action research, .work background,
and discussions with the company 1. Introduction objectives and research questions, methods, and
3 structure
Literature on processes and process _,‘ 2. Improving processes ‘ —, Common understanding of a process, process
improvement 3 improvement methods
Literature on indirect purchasing —,| 3.Indirect purchasingasa | __ Understanding of the phases Ofthfe purchasing
and the basic model of purchasing concept process that can be used for defining the assessed
process
¥
Literature on various factors : ; ;
contributing to the suscess of _,| 4. Factors contributing to | _| Categorized factors that will be addressed in the
lobal vi rtug It global virtual team success work and understanding of how each factor
global virtual teants & influences the success
Literature on the characteristics of 5. Cultural differences in : : :
Finnish and Indian national culture |—> working life between > Iﬁf: f;grnsslgfdc;itgfeg S(tiitlal cultural differences
especially in business context Finland and India

¥

—*‘ 6. Research Methodology ‘ —>

Case company information, action
research, data collection methods
and process improvement methods
literature

Detailed description of the research environment
and research execution

¥
Literature from chapters 2-5, data
collected with the methods —“‘ 7. Results ‘ —>
described in chapter 6

Description of the implemented solutions and
suggested solutions

B
i i i Description of the connections between the theo:
Insights from the literature in _,‘ 8. Discussion ‘ — p ry
chapters 2-5 and research results and the results
L
Insights from literature, results and —“‘ 9. Conclusions ‘ —“‘ Answers to the research questions

discussion

Figure 2. Input-output diagram of the chapters
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2 Improving processes

This chapter creates a theoretical background for understanding processes and how they can
be improved. Subchapter 2.1 briefly defines what a process is so that further on in this work,
the concept of a process will be understood in a similar way. Subchapter 2.2 discusses how
the processes should be defined and described. Finally, subchapter 2.3 presents some

approaches for improving processes.

2.1 Process as a concept

The word “process” is used in very different meanings, causing unnecessary confusion and
difficulties among people either working on or otherwise involved in process improvement
unless properly and unambiguously defined (Sharp & McDermot 2009, 31-33). In a
company context, Sharp & McDermot (2009, 56) provide the following definition for a
business process specifically: “A business process is a collection of interrelated activities,
initiated in response to a triggering event, which achieves a specific, discrete result for the
customer and other stakeholders of the process.” Figure 3 below presents the essential

components of a process according to this definition.

"Work™
Q Activities / steps and .

decisions
Triggering event: Result:
» Action or \ } . P"d t
decision ! . Sle?vil:::
. T]lllE” . » Information
.  Condition Workflow modelling
should indicate:
+  Who?
+  Does what?
«  When?

Figure 3. Essential components of a process adapted from Sharp & McDermot (2009, 45)
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Sharp & McDermot give some further explanations and clarifications of the given definition.
First, they point out that business processes are essentially in place to deliver a certain result.
The beneficial result is received by a customer, which can be either internal or external to
the company, and either a person, an organization, or even some wider entity. The trigger
can be identified by thinking the process backwards until the earliest event that causes the

process to start is identified. (Sharp & McDermot 2009,45 & 56-58)

The result of the process should be individual and therefore identifiable so that it is possible
to refer to a specific result. The result should also be countable, i.e. the number of achieved
results can be counted when the prerequisite of the results being discrete is fulfilled. Finally,
the determination of the result should be based on a thought of what is essential and
fundamental for the company. Thus, the result should remain the same regardless of the

small differences in how or by whom it is achieved. (Sharp & McDermot 2009, 40-41)

Laamanen (2001, 19) defines process as a group of logically related actions and resources
needed for their implementation, with which together, the results of the actions are
accomplished. Resources, such as materials or people, are necessary for the execution of the
actions. Figure 4 below also presents other concepts closely related to the definition of a
process. The terms “resources” and “inputs” can easily be confused. Inputs refer to
knowledge and materials that are somehow processed or refined in the process, whereas the
resources participate in the execution of the actions. Results mentioned in the definition
include both outputs, such as products in production processes or services in service

processes, and the performance achieved with the process. (Laamanen 2001, 19-20)

A process should be approached from the perspective of who the customer is and what their
needs are. Next, outputs (products and services) that can fulfill this need are identified. The
process, consisting of actions and resources, should be built so that it can deliver the desired
output. Required inputs, as well as who (supplier) can provide them, are finally identified.

(Laamanen 2001, 21)
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Inputs: Outputs:
Knowledge and Products and
materials services

Process
A series of actions +

\ J
[

Performance

Supplier
Customer

/I

Figure 4. Process and related concepts modified from Laamanen (2001, 20)

While the definitions of Sharp & McDermot (2009) and Laamanen (2001) differ a bit, the
core of the definitions is largely the same. The result of the process should benefit the
customer and fulfill their needs, and it forms the base for assessing processes overall. The
result or output can be a product, service, or even information. The actual process consists
of sequential activities that end up in the desired output. While Laamanen’s (2001) definition
doesn’t clearly indicate it like Sharp & McDermot’s definition, it can be stated that a process

has a clear beginning, and it ends as the result is achieved.

Business processes can be further divided into subprocesses. Typically, it is reasonable to
divide a business process into 5+2 subprocesses. Identifying even more subprocesses would
certainly be possible in most cases, but this many subprocesses can’t be managed
concurrently, which eliminates the whole benefit of further dividing the business process. A
subprocess, like any process, should have a discrete result. These results of the subprocesses
can be thought of as milestones that need to be achieved before the final result of the business
process can be accomplished. Thinking of the important milestones along the whole business
process should guide the identification of the subprocesses. (Sharp & McDermot 2009, 146-
147)
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2.2 Defining and describing processes

Defining or describing the process itself is not an objective, but a necessary action in order
to understand, assess, and finally improve the operations of the company (Laamanen 2001,
75). Sharp & McDermot (2009, 84) argue that “framing the process”, as they call it, i.e.
understanding process context, scope and goals, is actually the most important phase when
working with process improvements. This is because not having adequate clarity of context,

scope, and goals usually leads to problems sooner or later (Sharp & McDermot 2009, 84).

Process description is definitely more than just a flowchart model of the process, even though
it should still be part of the process description. The point of describing processes is to help
people understand both the big picture and their own role in achieving the desired results. It
should improve collaboration among the participants of the process and allow working
flexibly within the conditions created by the requirements of the process. Process description
should include things that are crucial for the success of the company and critical for the
process being described. There are countless factors that could be described, but not all of
them are possible, or more importantly, relevant for each process. Thus, what is being
described needs to be decided for each company and each process separately. Table 1 below
presents a basic model for describing the process. The model can be used as the baseline for
process description, but as emphasized earlier, company- and process-specific customization

might be needed. (Laamanen 2001, 76-78)

Table 1. Process description model adapted from Laamanen (2001, 78)

Heading ‘ Contents

Scope of e What is the process applied to?

application e What are the start and the end of the process?
Customers and e  Who are the customers and the stakeholders of the
their requirements process?

e How are they using the products and services of the
process and what are their requirements for the products
and services?

Goal e What is the goal of the process (purpose, mission)

e What are the success factors of the process?

e How is the performance of the process measured?

Inputs and outputs e What are the inputs, products, and services (outputs) of

(products and the process?

services) e How is information managed?
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Process flowchart e What is the high-level phasing of the process?
o What is the process flowchart like?
Responsibilities e What are the essential roles/teams in the process?

e What are the most important
tasks/decisions/responsibilities of each role or team?
e What are the rules of the process?

In Sharp & McDermot’s approach to process improvements, everything starts by identifying
and defining the process, although the emphasis and order are slightly different. Process
description is built step by step, starting with identifying related processes and creating a big
picture context. The beginning and the end of the process are clarified along with process
elements that include functional area, actors and their responsibilities, as well as different
systems and mechanisms that enable the process to work. The process is then assessed from
each stakeholder’s point of view to have an understanding of how the process affects each
stakeholder. Process goals are identified and supported by specifying performance metrics.
Lastly, the process workflow of the current process is modeled. (Sharp & McDermot 2009,
84) Practically same things are considered in both Sharp & McDermot’s (2009) and
Laamanen’s (2001) approaches. Laamanen’s (2001) list of considered things presented in

table 1 provides a simple template to start with.

The first step in Laamanen’s (2001, 78) model includes defining the beginning and the end
of the process. Enough effort should be put into identifying processes, because in the end,
the way the process is defined affects how it can be managed and improved. One main
principle for defining the process is that the process should start and end with the customer.
(Laamanen 2001, 52-53) It is essential to remember that, as Sharp & McDermot (2009, 56-

58) pointed out, customers can be internal or external to the company.

As for mapping the process workflow, Sharp & McDermot (2009, 77) recommend using
swimlane diagrams. According to Laamanen (2001, 81), there is no explicit rule for deciding
the level of detail when modeling or mapping the process. In general, modeling the process
in too much detail leads to very high number of subprocesses, which might cause more
confusion than understanding. On the other hand, the process should be modeled so precisely

that its operating logic becomes clear to everyone. (Laamanen 2001, 81)
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2.3 Improving processes

Sharp & McDermot (2009, 65) summarize process improvement process into three steps:

T

“Establish process context, scope and goals”, “Understand the current (as-is) process’ and
“Design the new (to-be) process”. The first phase starts with finding related business
processes. This is done in order to understand the wider context. The next action is
determining the scope separately for each process, i.e., defining what is included in the
process and what is not, as well as what the process objectives are. The second step goes
deeper into understanding the chosen process by modelling its workflow. Already at this
phase, some essential factors influencing the performance of the process can be identified.
Assessing the factors behind realized performance is taken further in the third phase, where
potential targets for improvements are first identified and then a selection is made to decide
which improvements will be implemented. Any characteristics that affect the
implementation or design of the new workflow should be identified and properly addressed.
(Sharp & McDermot 2009, 65) Figure 5 below describes the steps within each of these three

steps in a bit more detail.

Establish process context,

scope and goals

Understand as-is process-
workflow and other enablers

Define to-be process
characteristics & requirements
and define to-be process

workflow

Identify related processes and
how they are linked
Determine process scope:
triggering event, sub processes,
influence on stakeholders,
possible variations

Determine as-is process
elements: different functional
areas, actors and their
responsibilities, systems and
mechanisms of the process
Assess as-is process from each
stakeholder’s perspective
Clarify to-be process goals
Clarifys customer-focused
performance metrics

= Arrange initiation session for

staff, management and external

stakeholders to go through
scope, issues, goals and ground
rules of the process/es

Create swimlane diagram for

each variation at a time

* Check each step of the

modelled process:

. Are previous steps and actions

correctly identified?

2. Are specific and clear action
verbs used for describing
activities?

3. Are all triggers shown?

4. Are all participating actors

shown?

. Are all outputs shown?

Create swimlane model for
other process cases

* Add level of details if needed

—_

i

Assess as-is process from the
perspective of each enabler
Choose an approach: leave as-
is, improve, redesign...
Arrange “challenge session” to
challenge any hidden
assumpitons and to come up
with creative ideas

Eliminate ideas that are not
viable due to money, legal
reasons, resource availability
etc.

Assess viable improvements
ideas form the perspective of
each enabler and gather
requirements for each enabler
Create to-be workflow first at a
rough level and later increasing
the level of detail assessing and
checking viability at each level

Figure 5. Contents of process improvement process steps adapted from Sharp & McDermot

(2009, 84-8)
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Figure 5 already describes the contents of each of the 3 steps in quite detail. However, a few
terms of the approach should be briefly addressed. Sharp & McDermot (2009, 69) use the
term “enabler,” which is a concept strongly related to processes. They describe an enabler
as a “factor that can be adjusted to impact process performance”. The six enablers, presented
in table 2, are workflow design, information systems, motivation and measurement, human
resources, policies and rules, and the last, not as unambiguous category, which Sharp &

McDermot (2009, 69-72) refer to as facilities.

Table 2. adapted from Sharp & McDermot (2009, 69-72 & 334)

Enabler Description
Workflow design [Mustrates the sequence of actions, decisions and handovers as

well as who (which actor) is responsible for each of them.
Information systems | Includes for instance computers and other devices,
telecommunications equipment, information, and information
systems. Information systems are in place to support process
steps, capture/present information, and to manage workflow.
Motivation and Motivation as an enabler mainly refers to the reward system of
measurement the company. Measurement refers to how either individuals,
organizations or processes are measured (used metrics) and what
kind of goals there are for the performance measures. These
measures are the basis for a reward system.

Human resources Human resources as an enabler comes down to the question of
whether there are the right people with the right knowledge,
skills, and other expertise assigned for each task.

Policies and rules This enabler category includes all rules, policies, laws, and
regulations that either guide or constrain how the process can be
executed.

Facilities (or other) | Facilities include different kinds of physical infrastructure in the
workplace, such as furnishing, machinery and equipment. In case
facilities are not relevant for the process under consideration,
they can be replaced by another enabler group. One example of a
substituting enabler is documents.

Laamanen (2001, 209) on the other hand, summarizes basic concepts of process
improvement into three different approaches: process design and performance improvement,
problem solving and benchmarking. Figure 6, figure 7, and figure 8 present the basic phases

of these three process improvement approaches.



22

N Defining
process

ldentifying
customers

Y
Process planning

Modelling and
measuring

Creating and
testing solutions

Implementing
change

el Sustaining and

Performance improvement

evaluating changes

Figure 6. Process planning and performance improvement process adapted from Laamanen

(2001, 211)

In Figure 6 above, the defining process phase includes creating a common understanding of
the process and agreement on the target of improvement. In the identifying customers phase,
the emphasis is on identifying the customers and other relevant stakeholders of the process
and their needs and requirements for the process. The modelling and measuring phase aims
at getting a deeper understanding of the process and its performance. In addition to
understanding improvement opportunities and defining new performance targets, the setting
goals phase also includes creating subprojects for improvement if needed. As the name
suggests, the creating and testing solutions phase includes coming up with new practices
that would allow achieving the new performance targets and verifying that these solutions
are functional and viable. The implementing change phase includes all the actions needed to
get the new practices into use, such as investments, training and different kinds of new
arrangements. Finally, in the sustaining and evaluating changes phase, any insights and
learnings about the process and implemented improvements are discussed. A decision about
the next steps, i.e. whether the improvements made were enough or even functional, or if

further improvements should be made. (Laamanen 2001, 210)
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Defining
problem

Analyzing
problem

Creating
solution

Evaluating and
implementing solution

Problem solution process

Verifying
implementation

g Conclusions

Figure 7. Problem solution process adapted from Laamanen (2001, 212)

When utilizing the problem solution process presented in figure 7 above, the performance
improvements are pursued by addressing problems that cause problems for efficient
execution of the process. The defining problem phase simply means creating a common
understanding of the problem and the goals in terms of solving it. The analyzing problem
phase is about creating a fact-based assessment of the reasons behind the problem. The
Creating solution phase includes determining a new way to execute the problematic part of
the process and forming a plan for the implementation actions. In the evaluating and
implementing solution phase, the planned actions are executed. The verifying
implementation phase includes evaluating how the practical implementation of the solutions
went and whether they were efficient in achieving the desired results. In the conclusions
phase new useful insights and learnings from the problem solution process are addressed and

a decision is made on how to proceed. (Laamanen 2001, 212)

Naturally, different kinds of problems require different kinds of analyzing methods. In an
ideal situation, there would be at least some quantitative information available about the

problem, which then enables the use of several quantitative analysis methods. However, this



24

is not possible with all problems, in which case qualitative information should be used to the

best of one’s ability. (Laamanen 2001, 213-214)

mmal Defining improvement
area and choosing
partner

Assessing own
practices

Assessing
partner’s
practices

Identifying improvement
opportunities

Benchmarking process

Implementing
improvement
solutions

Evaluating
learnings and
results -

Figure 8. Benchmarking process adapted from Laamanen (2001, 220)

Benchmarking process presented in figure 8 above starts with the defining the improvement
area and choosing partner phase. The name practically tells what the phase is about. The
target of the assessing own practices phase is to gain a comprehensive understanding of
one's own practices and performance. The assessing partner’s practices phase, on the other
hand, is about evaluating what kind of practices the partner uses and what the partner’s
performance is. The identifying improvement opportunities phase includes identifying the
differences between one's own and partner’s practices, finding out the reasons for these
differences, as well as coming up with improvement ideas based on these differences and
their reasons. The implementing improvement solutions phase doesn’t need further
explanation. Finally, in the evaluating learnings and results phase, what has been learnt is
discussed within the organization, and again, a decision about the next steps is made.

(Laamanen 2001, 220)

It should be noted that the partner for benchmarking can be either internal or external to the

company. Inside one company, different units can improve their processes by comparing
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each other’s processes. If information can be found about the competitors’ processes and
performance, this information can work as the base for benchmarking. Sometimes the
common best practices can be found, but they are not necessarily from the same industry
and thus require creativity when applying. Organizations can also find other organizations

that want to collaborate in exchanging learnings and best practices. (Laamanen 2001, 219)
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3 Indirect purchasing as a concept

This chapter briefly describes the role of purchasing and especially the role of indirect
purchasing in an organization and presents the basic model of the purchasing process, which
will be used later in this work to define the assessed process. Subchapter 3.1 presents the
role of purchasing and discusses indirect purchases in more detail. Subchapter 3.2 addresses

the purchasing process model and related concepts.

3.1 Role and scope of (indirect) purchasing

Weele (2014, 3) defines purchasing as “the management of the company’s external resources
in such a way that the supply of all goods and services, capabilities and knowledge, which
are necessary for running, maintaining and managing the company’s primary and support
activities is secured under the most favorable conditions”. Typically, the purchasing function
is seen as tightly related to the process of buying. Purchasing includes the following
activities: defining the specifications for the purchased items, choosing the best supplier to
supply the items and creating practices for this selection, arranging negotiations with the
supplier to form a legal contract, issuing the order and developing routines for order
handling, securing the supply by monitoring its progress, and finally, ensuring proper follow-

up and (supplier) evaluation. (Weele 2014, 7-8)

Purchasing can be further divided into direct and indirect purchasing. Direct purchasing fills
the needs of the company’s primary activities i.e., the activities that are responsible for the
creation and handling of the company’s final products that are targeted and delivered to its
customers. (Weele 2014, 5-6) Indirect purchasing, as per Weele’s (2014, 7) definition, means
the purchasing of products and services that support the infrastructure of the company and

enable the operation of the different support functions.

The definition presented above is aligned with the other researchers’ definitions, such as the
definition of Cox et al. (2005), who describe it as purchases that do not generate revenue or
the definition of Millington (2021), who states indirect purchases to be those purchases not
directly included in the manufactured product. Sometimes this category is also referred to as

non-product-related (NPR) purchases that include all purchased services and goods except
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for those that are used for the company’s primary activities (de Boer et al. 2003). Also, the
term MRO (maintenance, repair, and operational expenditure) is frequently used in literature
(Cox et al. 2005).To take a bit broader view, Jayaram & Curkovic (2018) extend the
definition to the level of indirect procurement, which they define to be “sourcing of all goods
and services for a business that enable various activities performed by the firm” with the

clients usually being internal stakeholders of the company.

lloranta & Pajunen-Muhonen (2018, 63) remind us of the importance of the indirect
purchases as well as their efficient handling by pointing out that nowadays they might
account for a relatively big share of the total spend of the company, the percentage varying
somewhere between 20 and 99 percent depending on the industry in question. As per
Weele’s (2014, 7) definition above, these indirect purchases enable the operation of the
company, meaning that these purchases are more or less necessary to be performed. Iloranta
& Pajunen-Muhonen (2018, 59) state that typically indirect purchases include a very wide
group of different purchases due to their nature of supporting the company in several ways.
Given these observations, i.e., a relatively high share of total spend, a variety of different
purchased items, and the necessity for the company, it is justified to strive to implement
these purchases efficiently, ensuring their availability and thus the continuity of the

company's operations.

3.2 Purchasing process model and related concepts

The purchasing process was already briefly touched upon in section 3.1 when specifying the

activities involved. However, the matter will now be discussed in a little more detail.
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Figure 9. Purchasing process and related concepts adapted from Weele (2014, 8)

Figure 9 sums up Weele’s (2014) understanding of the purchasing process and related
concepts. To start from the broadest concept, procurement, which according to this
purchasing process model includes the whole purchasing function and its sub-activities as
well as storage-related matters, logistics, and inspections/quality control activities of the

incoming items. Even recycling could be seen to fall under this term. (Weele 2014, 8-10)

Purchasing can be seen to cover activities that eventually end up with the company receiving
an invoice from a party outside the company (Weele 2014, 9). According to Weele (2014,
9), the purchasing term indicates that there is discussion between the purchasing department
and the internal customer in terms of whether the specifications given by the internal
customer are all necessary for the product to function as supposed in its purpose. Purchasing
function’s responsibilities start from defining the specifications for the purchased items,
keeping in mind the purpose that the item serves. This is followed by the creation of the
supplier selection procedure and the supplier selection according to it. Needed negotiations
should be held to be able to form an agreement that is confirmed by making a contract and
issuing a purchase order according to it. The next phase would be expediting, 1.e., keeping
track of the status of the order and making sure the performance of the supplier meets the
performance promised in the purchase order confirmation. This should be followed by
follow-up activities such as handling possible claims and managing purchase-related files.

It should be noticed that not all these activities actually happen or need to happen within
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purchasing departments, but the activities of the purchasing function extend beyond the

purchasing department. (Weele 2014, 8-10)

Buying is not a very well-defined term in the literature. Buying can be simply seen as asking
offers from a limited group of suppliers and then choosing the best one with which a contract
is eventually formed after negotiations and other preparations, as well as completing the rest
of the tasks in the purchasing process already described. The difference compared to
purchasing is that the purchasing process gets the item's specifications as input, but does not
often question them in the same way as purchasing. Ordering, on the other hand, is simply
issuing a purchase order that is in line with conditions agreed upon earlier between the

buying company and the supplier. (Weele 2014, 9)
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Figure 10. Purchasing process approach adapted from Weele (2005, 29)

Figure 10 above gives a bit more detailed description of each step typically included in a
purchasing process by stating the role, elements, and documents characterizing each of the
steps. As the contents of each of these steps vary between companies, this level of definition

is detailed enough.



30

4 Factors contributing to global virtual team success

Virtual teams are getting more and more popular within organizations since they allow
acquiring employees who obtain certain skills, knowledge and talent regardless of their
geographical location (Alsharo, Gregg & Ramirez 2017). In the current business world,
succeeding in the competition requires a global and international orientation. This fact makes
international collaboration, such as working in a virtual team, practically necessary for the

company’s success. (Brewer 2015, 18-20)

As stated before, the cooperation between the buyer (and maybe in the future, buyers) and
the Oy Procurement department, as well as the members of other departments for which the
non-project purchases will be made, can be considered as working in a global virtual team.
To create an understanding of what makes these globally cooperating virtual teams special,
subchapter 4.1 briefly discusses the characteristics of virtual teams. Subchapter 4.2
investigates factors that contribute to the operation and success of virtual teams, especially

the global ones.

4.1 Virtual team characteristics

Brewer (2015, 21-23) describes a virtual team as “one that does much of its work across
distances facilitated by technology . Virtual teams are characterized by space distances, time
boundaries, use of communication technologies and in some cases, also organizational

boundaries (Sembdner 2011, 16-22).

Space distances simply mean that usually the members or at least some members, are at such
distance that face-to-face collaboration in the same physical location is not possible. Time
boundaries arising when people within the team are in different time zones can be seen as a
restricted time frame for the joint work. In extreme cases, team members might not be
available at all at the same time, which certainly causes limitations to the teamwork.
Sometimes the problems that virtual teams are working on require even inter-organizational
cooperation, in which case the characteristics of the cooperating organizations might restrict

how the work can be completed. (Sembdner 2011, 16-22)
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Communication technologies are significant, basically necessary, for the virtual
coordination and execution of the work. Secondly, these technologies are one of the means
to compensate for the difficulties that space distance, time boundaries and organizational
boundaries might cause for the teamwork. (Sembdner 2011, 16-22) Communication
technologies are a sort of double-edged sword, since while they mitigate some negative
effects, using them may for example cause misunderstandings more easily (Brewer 2015,

46-50) and complicate trust formation among the team members (Alsharo et al. 2017).

4.2 Virtual team success factors and mediators

Table 3 below lists virtual team success factors and mediators drawn from literature and

research addressing both virtual teams and global virtual teams.

Table 3. Factors influencing the operation and success of global virtual teams

Source _Influencing factors ...
Clark, D. A. G. etal. (2019) e Interpersonal characteristics of team members
‘Virtual Team Performance e Trust in team members

Factors: A Systematic e The appropriateness and richness of

Literature Review’, in /[EEE communication technology

International Conference on e Intra-team relationships

Industrial Engineering and
Engineering Management.
[Online]. 2019 IEEE. pp.
40-44.

e Leadership activities

e Characteristics of communication between team
members

Quality of knowledge transfer process

Process & Purpose

Overcoming perceived and temporal distance
Trust

Commitment to task

Members’ competencies

Effective team leadership

Mehrabi, H. et al. (2025)
Critical success factors of
global virtual teams
(GVTs): a study based on
UK information technology

DeRosa, D. M. & e Team composition
Lepsinger, R. (2010) Virtual e Communication and training
team success: a practical e Leadership
guide for working and e Commitment and Engagement
leading from a distance. 1st o Shared processes for decision making
ed. San Francisco, CA: e QGetting the right information for the right people
Jossey-Bass. e Task-based trust

e Relationships

e Accountability

e Motivation

[ ]

[ ]

[ ]

[ ]

[ ]

[ ]
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experts’ opinion. Team e Empowerment
pely’qrmance management. e Integrative approach
[Online] 31 (3/4), 90-115. e Cultural intelligence

Gibson, C. B. & Grushina,
S. V. (2021) A Tale of Two

Teams. Organizational
dynamics. [Online] 50 (1).

Formalizing and structuring
Establishing a common team identity
Bridging cultural differences
Addressing disagreements
Developing strategic technology use
Maintaining vitality in the team

As noticed, when examining the table, some themes recur in several sources, or at least many
of the sources contain relatively similar themes with a slightly different written expression.
These identified factors were categorized into six categories: communication and
communication technologies, formalized processes, goals, roles and responsibilities, trust,
commitment to the tasks and the team, cultural aspects, and finally leadership actions. These

themes will be discussed in more detail in the next subchapters.

4.2.1 Communication and Communication Technologies

As the global virtual team is characterized by work that happens across the boundaries of
time, it is logical that the effects extend to communication, among other things. As a matter
of fact, virtual teams and their communication are challenged by different time zones,
different notions of time as well as culture-dependent, different rhythms of the day and the
whole calendar year. Communicating across time zones is the most common of these

challenges. (Brewer 2015, 41-43 & 52-54)

It is hardly necessary to mention that language barriers cause difficulties for communication,
whether it happens virtually or face-to-face (Brewer 2015, 60-61). Online communication
also lacks some cues that would be possible to interpret in face-to-face communication,
which further increases the challenge of successful online communication. (Brewer 2015,
48-50) Even if the people within the team spoke the same language natively, certain words
might mean different things to different people. To give an example, Brewer (2015, 48-50)
raises the word “soon”. Usually, people understand it quite similarly, but even a small
difference in the assumed urgency hidden behind this word might cause problems. (Brewer

2015, 48-50)
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Misunderstandings are more easily left unnoticed in virtual communication. Creating a
common understanding of the situation or the meaning of the message is not that
straightforward either. (Brewer 2015, 46-48) For people sharing the same culture, it is easier
to understand each other even when there is only a small amount of details in the message.
When the parties communicating come from different cultures, more details are typically
needed to be able to understand the cultural cues hidden in the message (Sivasubramanian
2016). In addition, understanding what the other team member wants to say first requires
both competence and willingness to consider the perspectives of the opposing party. (Brewer
2015, 46-48) Filtering other team members’ communication with only one’s own cultural
perspective might be a source of communication problems (Au & Marks 2012). Efficient
communication also requires modifying one's own communication so that it is as easy as
possible for the receiver to understand it correctly, which also demands understanding the

other on some level. (Brewer 2015, 46-48)

The culture that the team member comes from might also affect how each team member
would prefer to communicate. People from cultures with high power distance typically put
more emphasis on choosing the right medium for a certain kind of communication (Dekker
et al. 2008). In essence, power distance means accepted inequality between people with more
power and people with less power in terms of hierarchy (Hofstede 2001). Richardson &
Smith (2007) noticed that there might also be different opinions on what mean of
communication is appropriate when communicating with people higher in organizational
hierarchy between people coming from cultures with high or low power distance. People
from high power distance cultures seemed to favour face-to-face communication or other
more formal mediums, whereas people from low power distance cultures would prefer email

as their medium for contacting superiors. (Richardson & Smith 2007)

4.2.2 Formalized processes, goals, roles and responsibilities

High-performing global virtual teams have established clear governance mechanisms for the
work within the team, including roles, responsibilities and objectives. While flexibility and
freedom of completing tasks should still be aspired for the benefits they bring in terms of
teamwork, established mechanisms and structures in the background help to maintain

efficiency of the work and avoid conflicts that cause inefficiencies and frustration. Well-
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established work processes, on the other hand, reduce at least some of the uncertainty related
to working in a virtual team. That helps to create trust, which further affects the commitment

to the team and, through that, finally the team performance. (Powell et al. 2006)

Formalized, joint goals are essential for the purposeful and effective work of any team
(Gibson & Grushina 2020). In a global virtual team context, clearly and frequently
communicated team goals are specifically important to motivate and provide a sense of
purpose even when working mostly alone or at least without any physical contact with the
other team members or the team leader (DeRosa & Lepsinger 2010, 82-86). Indeed, joint
goals help create commitment and boost the performance of the team (Moussa et al. 2016,

7-8).

Also, the lack of clarity with the roles can turn out to be a challenge in virtual teams. When
studying virtual teams, DeRosa & Lepsinger (2010, 29-33) noticed that poorly designed,
defined or communicated roles of each member within the team can significantly hinder
work performance. One specifically important thing to consider regarding this matter is the
accountability structure. If the team members work in different time zones, the design of an
effective accountability structure (i.e. who reports to or asks approval from whom) should
be of high priority to avoid unnecessary and frustrating delays. (DeRosa & Lepsinger 2010,
29-33)

4.2.3 Trust

Mumtaz & Nadeem (2024) conducted interviews with members of virtual teams and found
out that the members themselves felt that trust is an important factor for the successful
operations of the team. Brahm & Kunze (2012) state that establishing team trust is essential
for a high-performing virtual team since it enables transforming team goals into team

cohesion, that in turn affects the performance of the team positively.

Interpersonal trust, which occurs between people, according to McAllister (1995) refers to
“the extent to which a person is confident in, and willing to act on the basis of, the words,
actions and decisions of another”. Interpersonal trust is typically divided into affect-based
and cognition-based trust. Cognition-based trust, especially in a work environment, comes

from an assessment of whether the peer is able to reliably deliver what has been expected
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from them. In addition to reliability, professional qualifications and cultural-ethnic similarity
can play part in cognition-based trust formation. (McAllister 1995) Affective-based trust on
the other hand, is formed after getting to know someone and thus requires more
time.(Moussa et al. 2016, 93-94) When thinking of interpersonal trust formation in a work
environment, among managers, McAllister (1995) argues that a certain level of cognition-
based trust might be needed before affect-based trust formation becomes possible. When
considering trust on a general level, according to Powell et al. (2006), its formation is also

influenced by clear and well-defined work processes, as already stated above.

Insufficient communication as well as poor transparency and decision-making procedures,
can create mistrust quite easily. Also, not knowing other team members, and especially their
skills and competencies related to the work in hand, might also hinder the trust that team
members can give the needed contribution to the work, which might even lead to resistance
to delegate or share the work. (DeRosa & Lepsinger 2010, 57-61) The multinational and
multicultural nature of global virtual teams also influences trust and its formation. Alsharo
et al. (2017) in turn noticed that trust might be higher between those virtual team members
who obtain somewhat similar characteristics such as culture or language. (Alsharo et al.
2017) Not understanding cultural differences that impact how people communicate and
behave can hinder open communication and create social bonds that could further generate

trust. (Mumtaz & Nadeem 2024)

To be more precise, especially the communication right at the beginning of the team
formation is essential for trust formation. At the beginning of the team’s life, a chance for
social communication and expressions of enthusiasm in communication are factors that
contribute to trust formation. When addressing the contents of the communication, project
or task-related communication is mandatory for the trust to remain between virtual team
members, whereas social, less work-related communication that supplements task-related
communication can further strengthen the trust. However, it is important that this social
communication should not happen at the expense of work-related communication.
(Jarvenpad & Leidner 1999) The problems arising from cultural aspects can be hindered by
openly raising positive awareness of the cultural values and perspectives among team

members as part of other communication. (Mumtaz & Nadeem 2024).
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4.2 .4 Commitment to the tasks and the team

Commitment is a complex and multidimensional concept that can occur in several different
forms (Meyer et al.1993). It has been discovered that team members’ commitment directly
influences the effectiveness of the team and thus creating and sustaining team member
commitment should be pursued (Powell et al. 2006). Sheng et al. (2010) propose that team
commitment is affected by trust, teamwork behaviour and received team support, the latter
of which was found to have the strongest contribution to the commitment. Team support
occurs when team members feel that their contributions to the work as well as their well-
being, are being noticed and taken into account by other team members. Teamwork, on the
other hand, consists of factors such as information sharing, coordination of the work and
collaboration among the team members. Trust in this context is considered to consist of

affective- and cognition-based trust. (Sheng et al. 2010)

When continuing the discussion about teams in general, Moussa et al. (2016, 7-8) state that
creating and sustaining a committed team culminates in establishing three simple concepts:
goals, roles and norms. Successful teams need clear, joint goals. For the joint goals to
become truly effective in creating commitment, each team member should also be able to
align these joint goals with their personal goals. This ideal situation, where personal and
joint goals are easily aligned, can’t always be reached. However, even the attempt to
understand personal motives and objectives can help develop trust and commitment within
the team. (Moussa et al. 2016, 7-8) In an ideally working, committed team, each member
has a clear role that supplements the roles of other members and allows utilizing personal
knowledge and skills in a meaningful way. An opportunity to influence one’s own role also
amplifies engagement and leads to higher quality of work. Establishing norms for the team
is about setting the rules for how the roles and goals can be fulfilled. (Moussa et al. 2016,

10)

4.2.5 Cultural aspects

When the virtual team members are from different national cultures, the cultural differences,
and especially how they are reflected on the work behaviour and communication of the team

members, might cause conflicts between the team members (Au & Marks 2012). As already
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discovered in the chapter discussing communication and communication technologies,
culture also affects the notion of time as well as rhythms of the day and the whole calendar
year, which in turn affect the communication of the team (Brewer 2015, 52-54). Culture is
reflected in how people communicate and also how communication is understood
(Sivasubramanian 2016). It was also noticed that cultural characteristics such as power
distance affect the importance of choosing the right communication media as well as the
preferred means of communication in certain situations (Dekker et al. 2008; Richardson &

Smith 2007).

In fact, cultural differences were discovered to have an impact on how team members
identify themselves with the others in the team. (Au & Marks 2012) In essence, identifying
with the team means that a team member has a sense of belonging in the team (Fiol &
O’Connor 2005). Strong identification with the team can be beneficial for the formation of
group cohesion (Fiol & O’Connor 2005), which further has a positive effect on team
performance (Brahm & Kunze 2012). Therefore, team identification should be pursued. As
pointed out already when discussing trust, cultural differences and especially problems and
conflicts related to them, can have an impact on trust formation through communication
(Mumtaz & Nadeem 2024). Au & Marks (2012) identified that weakened identification was
a result of negative national stereotypes, which in turn resulted from encountered challenges
related to communication and collaboration among team members from different cultures.
In the worst cases, frustration may result in inappropriate behaviour towards representatives

of other cultures (Au & Marks 2012).

In a virtual team context, not knowing team members from other cultures has been seen as a
factor that hinders the initial socialization process, which affects the performance of the
team. To solve this problem, the companies are recommended to create a virtual team
onboarding procedure that addresses organizational-level details, such as company policies
and organizational culture aspects, but goes further into group and individual-level
information to help integration into the team. This kind of onboarding should also address
communication and create a clear understanding of the appropriate ways of using different
communication channels, as well as point out the boundaries of professional communication

between team members. (Mumtaz & Nadeem 2024)

The awareness and acknowledgement of different cultures should be built within the team.

One way to promote these topics is to arrange team-building sessions as well as other
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smaller, but maybe more frequent events that enhance social communication and allow team
members to learn more from each other in terms of culture, values, and perspectives. Team
building sessions could work as a platform for team members to present their culture and
traditions and thus raise awareness and eliminate possible prejudice or uncertainty. From the
HR perspective, problems arising from cultural differences can be mitigated with training
targeted to virtual team members and aiming at increasing the employees’ cultural

competence. (Mumtaz & Nadeem 2024)

4.2.6 Leadership actions

It is ultimately the team leader’s responsibility to actively build a shared understanding of
the team’s goals, tasks, and what it means to work as a team. The other tasks of the team
leader include for instance, facilitating collaborative work, coordinating the team’s tasks,
maintaining motivation to contribute to the teamwork, and addressing any potential conflicts
that arise. (Zakaria et al. 2004) Adding to the list of a global virtual team manager’s tasks,
Garcia Guzman et al. (2010) propose that the tasks of a virtual team manager include
facilitating efficient knowledge sharing across distributed locations, making sure sufficient
technical support is in place, integrating skills and knowledge of the team members, as well

as enabling smooth communication within the team.

Minding the global, intercultural context in which the team should operate, the leader needs
an adequate understanding of the cultural aspects and especially cross-cultural
communication principles and competencies for such communication. (Zakaria et al. 2004)
Global virtual team leaders have an important role in widening awareness and
acknowledgement of different cultures. The team leader could act as a facilitator for different
team-building activities that were already described above when discussing cultural aspects.

(Mumtaz & Nadeem 2024)

A global virtual team might have only one or several team leaders, but it is essential that
such a role exists and is clearly defined (Zakaria et al. 2004). Holding people accountable
has been recognized as one challenge when managing global virtual teams. With cross-
functional virtual teams, leading might be even more challenging as not all team members

are directly reporting to the team leader. (DeRosa & Lepsinger 2010, 41-42)
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4.2.7 Overlapping of the identified contributing factors

As noticed already when discussing each of the identified factors influencing the successful
operation of global virtual teams, these factors are partly overlapping and strongly
interconnected. Thus, the realization or implementation of one factor may also contribute to
other factors simultaneously. Formalized processes, goals, roles and responsibilities not only
enhance the team effectiveness by themselves but also contribute to trust formation. Goals,
roles and norms are also needed for creating a committed team. Communication is essential
for trust formation and commitment creation as well as indicating determined processes,
roles, goals and responsibilities. Cultural aspects affect communication and trust formation
and through them, also commitment. Interculturally oriented leadership is required for
enabling the initial phase of the collaboration and maintaining optimal working conditions

throughout the team's life and its different phases.

5 Cultural differences in working life between Finland and India

This chapter will present and discuss some possible work-related cultural differences that
can occur in the collaboration between Indian and Finnish coworkers. It should be noticed
that a national culture does not mean that all its inhabitants possess all the same cultural
characteristics. (McSweeney 2002) This fact should be kept in mind when applying the

knowledge of possible cultural differences.

The described differences in the following chapters are strongly based on two sources: Book
Finland—-India Business Opportunities Connecting the Swan and the Elephant written by
Ajéet Mathur and published in 2019 and dissertation with a title Managing across cultures
with Cultural Intelligence Quotient (CQ): study of Finnish business leaders experience in
India written by Narashima Boopathi Sivasubramanian and published in 2016. Mathur is a
strategy and international business professor who has had vacancies in both Finnish and
Indian universities and visiting appointments in universities all over the world. His career
includes a very high number of books and scientific journal papers, as well as work in

responsible positions in various companies and other organizations in both India and Europe.
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(Mathur 2019, xxv-xxvi) Sivasubramanian (2019), on the other hand, interviewed several
Finnish business leaders of Finnish origin who have had experience or are currently working
with Indian business operations and have also visited India. The point of the dissertation was
to find out how the cultural intelligence capabilities of Finnish leaders enable working in the
Indian business context. Therefore, most of the following differences are based on either the
author’s or the interviewees’ experiences of cultural differences that they have encountered

in collaboration between Finnish and Indian colleagues.

5.1 Time differences and notion of time

Time difference is one very obvious difference, though not arising from the national culture,
but the long geographical distance. Finnish summer time is 2,5 hours and winter time 3,5
hours behind Indian time (Mathur 2019, 106). As stated already when discussing the
characteristics of global virtual teams, time difference should be taken into account
especially when joint work on common problems is needed (Sembdner 2011, 17). Another
notable thing is that the business cycle starts in April and ends in March in India. (Mathur
2019, 106) This difference compared to the Finnish fiscal year that is usually the same as
the calendar year, starting in January and ending in December, should be remembered,
because it might have an effect on when certain things are expected to happen. In addition,
the placement of annual holidays as well as national holidays differs between Finland and

India, affecting the possible time slots for joint work. (Mathur 2019, 107-109)

When it comes to time-related concepts, one thing to be considered is the attitude towards
being on time. Finns typically appreciate punctuality and being on time so much that not
meeting the agreed schedules is often seen as insulting or at least indifferent behaviour.
Generally, Indians also value punctuality. However, it is so common that some unexpected
obstacles, such as bad traffic occur, that the attitude towards being on time is not that
demanding or strict. (Mathur 2019, 106) Sivasubramanian (2016), however, points out that
one interviewee with longer experience of working with the Indians stated that the tendency
to be on time has improved recently, compared to the 90s, when being late for the meetings
was much more acceptable. Assuming this development in behaviour is true, Finns and

Indians are becoming closer to each other in terms of being on time.
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While attitude towards time-sensitivity is at least somewhat similar, according to Mathur
(2019, 106), the notion of time differs more significantly since Finns understand time to be
linear, while for Indians it’s cyclic and polychronic. The linear notion of time is also called
the monochronic approach. The essence of this approach can be summed up as “doing one
thing at a time”. (Duranti & Di Prata 2009) Time is divided into minutes, hours and days.
Their use is planned to allow efficient resource utilization since time can be seen as a
resource (Sivasubramanian 2016). Scheduling is of high value, and events are scheduled one
at a time. In addition, productivity and being able to complete things on time are admired in
these kinds of cultures. Not respecting the agreed-upon times for certain activities or
someone else’s time is considered rude and selfish. Polychronic notion of time is practically
the opposite and characterised by many events happening or occurring concurrently.
Multitasking and switching between different things and tasks are common. Time is less
tangible and more flexible. (Duranti & Di Prata 2009) Time is not necessarily seen as a
resource and therefore the attitude towards keeping the agreed-upon times is not as strict as
typically in Finland (Sivasubramanian 2016). Other things, such as relationships or
completing transactions, are seen far more important than placing or following schedules. If
schedules exist, they are often subject to surprising and even last-minute cancellations or

changes. (Duranti & D1 Prata 2009)

In Finland, the division between work time and free time and even the division of different
categories of free time such as family time and hobby time is often stricter, whereas Indian
colleagues might be more willing to stretch the line between the different time categories. In
both countries, business is not conducted on holidays, but in Finland also weekends are
typically free from any work while in India it might be more common to conduct business
also over the weekend. (Mathur 2019, 106) In Finland it is uncommon to place any business
meetings outside common office hours, whereas in India, business meetings are often
arranged outside offices very flexibly in terms of time, even in the late evening. (Mathur

2019, 115)

5.2 Communication style

The following subchapters will briefly address the directness of communication, formality

of communication and the choice of communication method.
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5.2.1 Directness of communication

Directness of communication typically differs between Indians and Finns. To briefly
describe the difference in the communication, it can be said that Finnish communication is
direct and Indian rather indirect. In Finland, only the things that actually matter in the
situation are communicated and there is no hidden meaning in the things said. A shorter
version of communication is preferred as the statements are typically trusted without
extensive and detailed explanations of their background. (Sivasubramanian 2019) The
directness of communication in working life can at least to some extent, be seen as a result
of the mindset where work-related responsibilities and personal factors are being kept apart
(Mathur 2019, 109). Communication style in India is quite the contrary, since there is
typically a hidden meaning behind what is said. A high level of detail is preferred in
communication. Moreover, it was felt by some of the interviewees that overall, the way
Indian people communicate is more polite than what the Finns are accustomed to when

communicating with each other. (Sivasubramanian 2019)

One special case of directness in communication is the use of the word “no”. There are a bit
contradictory statements about its use in Indian culture. Metcalf et al. (2006) and Mathur
(2019, 109) indicate that in India, saying directly “no” is not common and Metcalf et al.
(2006) add that saying “no” directly can even be considered harsh and thus some more
implicit way of refusing is preferred. Sometimes, having to use word “no” is avoided but so
is saying “yes” (Mathur 2019, 109). Sivasubramanian (2019) on the other hand, states that
saying “no” would not be considered rude by Indians. In Finland, on the other hand, saying
no directly without hedging is actually considered polite and the right thing to do (Mathur
2019, 109). A conclusion can be drawn that there is a difference in directness of
communication, while the level of the difference varies a bit between different information
sources. However, due to this difference of directness in communication, sensitivity and
ability to read between the lines and recognize attitude expressed nonverbally are needed in

communication between these two cultures (Mathur 2019, 109)
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5.2.2 Formality of communication

In both countries, when first meeting others in a business context, Mr./Mrs./Ms. is often used
to greet the counterpart. In Finland, a less formal greeting with first names is often followed.
In India, titles, both academic and professional, are important and thus they should be
mentioned when introducing people. (Mathur 2019, 112) Metcalf et al. (2006) conducted
surveys on employees in Finland and in India about the formality of personal style in
communication, among other negotiation-related aspects. The conclusion was that
respondents from India mostly preferred a more formal personal style, whereas over half of

Finnish respondents would opt for an informal style. (Metcalf et al. 2006)

5.2.3 The choice of communication method

As was pointed out when discussing communication as a factor contributing to the operation
of a global virtual team, culture might also affect how people prefer to communicate in
certain situations. One notable cultural factor is power distance (Richardson & Smith 2007).
In Hofstede’s (2001) power distance ranking, Finland has a power distance score of 33,
whereas India has a score of 77, the world average being 55. This means that Finland has
relatively low power distance and India has relatively high power distance. People from
cultures with high power distance would both be more concerned about choosing the right
mean of communication (Dekker et al. 2008) and would more probably prefer face-to-face
communication or some more formal and less equivocal means of communication over
sending an email (Richardson & Smith 2007). Based on these results, one could assume that
Finnish people would prefer other kinds of communication channels for asking for approvals
or signatures from people higher in the hierarchy, which Indian people could categorize as
inappropriate for the situation. Therefore, creating agreed-upon rules for communication is

important for effective communication.

According to Sivasubramanian (2016), one interviewee had noticed that Indian people prefer
verbal communication over virtual communication, while in Finland, virtual communication
forms such as sending an email are often preferred. When communicating via email, the
possibility of reading each other’s emotions is somewhat limited. The interviewee even felt

that solely virtual means of communication seemed to have less impact among Indian co-
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workers. As was already mentioned, the Indian way of communicating is more detailed, and
more verbal communication allows going through things quicker, especially when lots of
details need to be expressed. (Sivasubramanian 2016) According to Mathur (2019, 114) a
person's passions and beliefs are always somehow the processing of information in Indian
culture. That fact could also explain why verbal communication is highly preferred as the
communication type that allows expressing and understanding each other's feelings more

clearly than via email, for instance.

5.3 Mindset and norms in the work environment

The following subchapters will briefly address decision-making and leadership, competitive

versus collaborative work environment, as well as attitude towards planning.

5.3.1 Decision-making and leadership

In Finnish companies, or workplaces overall, there is a clear division of both responsibilities
and autonomy. This, together with processes and structures determined through formal
systems, allows a quite high level of autonomy in decision-making related to one’s own area
of specialty in the workplace. (Mathur 2019, 109) Typically, approval of the superiors is
sought for even smaller things in the Indian work environment, and thus, the independence
of the employees and sometimes even managers is low, as even the managers might also
lack the power for decision making. According to some interviewees, a high position in the
company does not necessarily mean authority to make decisions, but the decision-maker
might be somewhere in the background while the manager is just the intermediary.

(Sivasubramanian 2016)

In addition to independence in terms of decision-making, the freedom to execute tasks is
also valued in the Finnish work environment. (Mathur 2019, 109) The leaders are expected
to value the autonomy of the workers, and therefore, a strong micro-management or other
kind of violation of autonomy is disliked. (Mathur 2019, 119) Typically, in Finland,
employees are given certain tasks and deadlines for their completion, but after this, the
responsibility is really given to the employee. Very frequent follow-ups to check employees’

progress on the given tasks are not part of the working culture and they would be seen as a
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sign of mistrust towards the employee. In India, on the other hand, the employees are used
to micromanagement, such as very frequent interventions on things and tasks, as it is part of

the leading and working culture in India. (Sivasubramanian 2016)

5.3.2 Competitive vs. collaborative work environment

Due to a high population and therefore also high competition for jobs, the work environment
in India is rather competitive. The pressure to prove competitiveness by showing high
performance at work is high. This can be seen as strong mistake avoidance, a strong need to
create good impressions, and even long working days that all aim at proving one’s existence
in the company. It was felt by interviewees that a similar competitive atmosphere is not

typical in Finnish companies (Sivasubramanian 2016).

In addition to mistake avoidance, Sivasubramanian (2016) writes that two interviewees had
noticed that sometimes negative information, such as mistakes and problems, is hidden from
the superiors. This kind of behavior is said to be a result of the high hierarchy where there’s
clear inequality between the superior and the employee (Sivasubramanian 2016). One could
also assume that the pressure to perform and stand out from other employees could be a

logical reason.

5.3.3 Attitude towards planning

As stated already before, in India, it is well known and accepted that unexpected things
happen and they might affect previously agreed arrangements. This doesn’t favor planning
activities in too much detail. As a result, planning is sometimes quite scarce. In Finland, on
the other hand, planning goes well together with the high tendency to risk aversion. Planning
is strongly included in institutionalized norms and formal systems and therefore planning
happens quite naturally as a part of the work. Planning also supports other characteristics of
work that are a thrive for efficiency due to high employee costs and often quite a broad job

description of an individual employee. (Mathur 2019, 109 & 113-114)
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6 Research Methodology

The first subchapter will briefly present the case company as far as it is relevant for this
work. The second subchapter defines the scope of the assessed process. The third subchapter

describes the methodologies used for data collection and solution creation.

6.1 Case company introduction

Case company Sumitomo SHI FW is a globally operating technology and service provider
that specializes in integrated solutions for decarbonized energy. Technologies and solutions
cover all the steps starting from initiation and design, continuing with installation, execution,

maintenance, and finally ending with operations. (Sumitomo SHI FW 2026)

The company’s main business is related to projects, and therefore, non-project purchases are
equivalent to indirect purchases. This work is limited to assessing non-project purchases of
Sumitomo SHI FW’s Finnish subsidiary, Sumitomo SHI FW Energia Oy. The company has
two offices in Finland, located in Varkaus and Espoo. In addition, the assessment is targeted
to three of the company’s departments, the Information and Communication Technology
department (later referred to as ICT), the Engineering Information Technology department
(later referred to as EIT), and the Engineering Management department. The assessed
departments operate in Finland, but depending on the department, their operations influence
either only SHI FW Oy or also other entities of the Sumitomo SHI FW corporate. The
company uses JD Edwards EnterpriseOne enterprise resource planning software to handle
all its purchases. This system will be referred to as either E1 or the purchasing system

throughout this work.

6.2 The scope of the assessed process

The whole purchasing process presented by Weele (2005, 29) was seen to be too wide a
target process for this work. Therefore, the scope of the assessed process in the case company
is defined in this chapter. The model of the basic purchasing process by Weele (2005, 29)

presented in the chapter 3 is used as a base for determining the scope.
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Weele’s (2005, 29) purchasing process’s first step, Define specification, is the responsibility
of the department for which the product or service is purchased. Currently, the responsibility
of the Select supplier step varies. Sometimes the offers are solely requested by the
department for which the product or service is purchased, and they announce the chosen
supplier and their offer while sending the order requisition containing specifications to the
Procurement department. On the other hand, sometimes the Procurement department
receives a list of suppliers from whom to ask for offers. The best offer received by the
Procurement department is sent to the responsible department for approval. In very rare
cases, for items that require no technical understanding i.e. no special features to acquire,
the search for potential suppliers and asking for quotes is left entirely to the buyer. The
Contract agreement and Ordering steps are the responsibility of the buyer from the
Procurement department. As for the Expediting phase, the responsibility is shared between
the buyer and the logistics coordinator in case physical items have been ordered. In case of
non-tangible items, the responsibility for this step might belong to the departmental staff.
The logistics coordinator would be responsible for freight arrangement and expediting,
whereas the buyer’s responsibility is to check the invoice from the supplier. In case of non-
project purchases that in most cases are not critical for the company’s end products, the role
of the Evaluation phase including for example supplier evaluations and supplier ratings
based on Weele’s (2005, 29) model, is quite little or more the responsibility of the
departments choosing the suppliers to be used for their needed items, and thus it is excluded

from the process of non-project purchasing process assessed in this case.

Non-project purchasing process

A

Contract
agreement

Select
supplier

Ordering Expediting

Responsibility Department Buyer Buyer & Logistics
of: manager & other coordinator

department
members Y
Logistics process &

Non-project invoice
handling process

Figure 11. The scope of the assessed process modified from Weele (2005, 29)
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Figure 11 above sums up how the examined non-project purchasing process scope is defined
in this work. Further decision was made to only assess the process until the ordering and
related actions happen, excluding the expediting activities. The Define specification phase
is the main point of collaboration between the department and the Procurement department,
as the defined specifications need to be communicated to the Procurement department. This
collaboration is an important part of the flow of the process and thus, it needs to be part of
the assessed process. This definition does not take a stand on whether the Procurement
department questions the specifications defined by the departments, but because the define
specification step is included, a decision was made to refer to the process as purchasing
instead of just buying. From now on, the above-defined process is referred to as the “non-
project purchasing process”. Non-project purchasing process in this work includes the steps
from the Define specification step until the Ordering step. This restriction enables focusing
on the cooperation between the departments and the Procurement department, as well as the

operations within the Procurement department.

6.3 Methodologies

This chapter describes the methodologies used in this thesis work to provide answers to the
defined research questions. The research followed action research method. The first
subchapter focuses on methodologies for the first research question related to improving

processes. The second subchapter describes how the second sub-question was approached.

6.3.1 Methodology for process improvement

Process improvement, i.e., identifying the current processes, improving and unifying them
and adapting them to the new operating environment, was approached with workshop
method. According to Orngreen & Levinsen (2017), a workshop is an event in which the
participants “learn, acquire new knowledge, perform creative problem-solving or innovate
in relation to a domain-specific issue”. Typically, a workshop is seen as a means of achieving
a certain objective determined for the workshop. The workshop is planned with a certain
purpose in mind, while the outcome itself remains unpredictable. The outcome of the

workshop could be, for example, new suggestions or insights on the addressed matter or a
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(re)design of an item or a concept. The number of participants is kept low so that each
participant’s thoughts and inputs can be properly heard and addressed. The participants have
an active role in shaping the direction of the workshop as well as the outcome, meaning that
the choice of the participants is relatively important for the success of the workshop.

(Drngreen & Levinsen 2017)

The workshop approach was seen as beneficial in this case, where the objective was to figure
out how the current processes and operating methods could be improved, unified, and
adapted. Innovating new solutions to the problems and improvement opportunities and
assessing their viability, was seen to benefit from a chance to discuss thoughts and ideas
together with other participants, which is why the workshop methodology was chosen for

this work as a data collection method.

In addition to the workshops described in more detail further in this chapter, the observation
method was also utilized for collecting needed data for the process improvement. In practice,
this approach was applied in this work by participating in the buyer’s role in the non-project
purchasing process of the three departments assessed in this work. This enabled identifying
additional problems and was an important part of the creation and implementation of the
solutions of this work. The observation method was supported by the previous work
experience within the Procurement department, which allowed executing the non-project
purchasing process independently and making observations of the process, related operating

methods as well as challenges in them.

Tables 4 and 5 below describe the two held workshops in more detail in terms of their date,
duration, participants and contents. The created instructions (in Finnish) shared with the
participants of the workshops to guide the workshops are presented in Appendix 1 and
Appendix 2.

Table 4. Workshop 1. description

Workshop ID  EIT ostoprosessin kuvaaminen ja parantaminen -tyopaja

Date 20.11.2025
Duration 2 hours
Participants 3 participants from the company: Procurement Manager, Senior Buyer
and Buyer
Contents e Briefly addressing basic terms related to processes and basic
concepts for defining and describing processes
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e Defining and describing current (as-is) process of EIT
department’s non-project purchases and creating necessary
understanding of the process context

e Identifying problems of the current process and coming up with
solutions

e Identifying improvement opportunities of process enablers

e Agreeing on changes that will be implemented in the process

Table 5. Workshop 2. description

Workshop ID  Lisdykset 1. tyopajan perusteella luotuun prosessiin ja kdytantdihin ICT

& Engineering Management -osastojen nakokulmasta

Date 27.1.2026

Duration 1 h 15 min

Participants Director Procurement, Procurement Manager, Buyer

Contents e Presenting the problems, opportunities for improvements and

defined solutions based on the 1. workshop

e Clarifying questions for the defined solutions

e Assessing whether there are problems in ICT’s and Engineering
management’s process and operating methods that haven’t been
identified based on the assessment of EIT departments and that
are not solved by the solutions already defined.

e Assessing whether there are opportunities for improvements in
ICT’s and Engineering management’s process and operating
methods that haven’t been identified based on the assessment of
EIT departments and that are not achieved by the solutions
already defined.

e Discussing whether all the solutions can be compiled into one
unified instruction or whether there is a need for separate,
departmental instructions for the ideal process and operating
methods.

Process improvement method, or the process used for improving the company’s processes
1s a combination of process improvement methods suggested by Laamanen (2001) and Sharp
& McDermot (2009). It should be noticed that the case company is not a so-called process
organization that has based its operations on processes, but more of a matrix organization
with separate functions and project organizations. This work is not part of any wider
initiative to change the organization into a process organization or map the company’s
processes, but the aim is simply to assess one specific process, the non-project purchasing
process, and find ways to improve it. This limitation affects the choice and application of

the process improvement method.
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As described in chapter 2, Laamanen (2001, 209-220) summarizes process improvement
methods into 3 basic types: process planning and performance improvement method,
problem solution method, and benchmarking method. Sharp & McDermot (2009, 65) on the
other hand summarize process improvement process into only three steps: “Establish process
context, scope and goals”, “Understand the current (as-is) process”, and “Design the new
(to-be) process”. None of the ready models seemed to fit the organization and the situation

without any modifications.

The process planning and performance improvement method is strongly based on collecting
and analysing data of the performance of the process. Non-project purchasing process
performance is not evaluated numerically and introducing new metrics only for this project
was not seen as beneficial. The problem solution method seemed useful but not sufficient
alone, since the aim of this project was not only to remove problems of the process but also
to look for opportunities for efficiency improvements. As the search for improvements was
started with one department at a time, not all of them simultaneously, the benchmarking
method was seen as useful for approaching the improvements in the non-project purchasing
process of the latter departments. The approach of Sharp & McDermot (2009) with the three
steps seemed very reasonable, but the more detailed content of the steps was a bit too detailed
for handling a fairly simple and small-scale process. Thus, the following approach described

below was used in this improvement project:

1. Defining and describing the current (as-is) purchasing process of the EIT
department’s non-project purchases and creating a necessary understanding of the
process context with a process description model adapted from Laamanen (2001, 78)
and supplemented with theory about process enablers from Sharp & McDermot
(2009, 69-72 & 334).

Heading " Contents

Scope of application e What is the process applied to?

e What are the start and the end of the process?
Customers and their e Who are the customers and stakeholders of the
requirements process?

e How are they using products and services of the
process, and what are their requirements for the
products and services?

Goal e What is the goal of the process (purpose, mission)

e What are the success factors of the process?

e How is the performance of the process measured?
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Inputs and outputs
(products and
services)

What are the inputs and the outputs (products and
services) of the process?
How is information managed?

Process flowchart

What is the high-level phasing of the process?
What is the process flowchart like?

Responsibilities

What are the essential roles/teams in the process?
What are the most important
tasks/decisions/responsibilities of each role or team?
What are the rules of the process?

The most important
enablers

Which enablers (workflow design, information
systems, motivation and measurement, HR, rules and
policies, facilities, documents) are relevant for the
success of the process?

2. Identifying subprocesses and possible variations in them

3. Identifying problems of the current process utilizing problem solution process steps

(Laamanen 2001, 212) as applicable

a. Identifying the problems

b. Identifying the causes of the problem

c. Generating ideas for solutions and selecting changes to be implemented based
on critical evaluation

e Defining
problem

Analyzing
problem

Creating
solution

Evaluating and
implementing solution

Verifying
implementation

el Conclusions

Problem solution process

Adapted from Laamanen 2001, 212
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4. Identifying improvement opportunities of process enablers in EIT’s non-project

purchasing process

a. Brainstorming how the process could be improved and made easier and more

efficient

b. Evaluating the feasibility of the ideas

c. Considering what changes need to be made to the following enablers/what is

required of them to achieve feasible changes

1.

1l

iii.

iv.

Vi.

workflow design
information systems
motivation and measurement
human resources

policies and rules

facilities or some other more relevant category

5. Taking EIT department’s improved process as the baseline and assessing whether

any further problems or inefficiencies are identified in the ICT department’s and

Engineering Management’s non-project purchasing process and operating methods

and defining solutions for them.

6. Documenting the final process and operating methods, and implementing defined

solutions

As one of the goals of this work was to create a process and operating methods that would

enable efficient handling of the non-project purchases in the new operating environment,

where collaboration takes place between Finland and India, this new operating environment

was kept in mind in all the process and operating methods improvement steps presented

below. How the chosen solutions support the transfer of the process to a new operating

environment is discussed more in chapter 8.
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6.3.2 Methodology for global virtual team support activities

No ready framework for supporting global virtual team success was used. A literature review
was conducted to gather a sufficient understanding of the topics addressed by this work,
including global virtual team characteristics and factors contributing to the success of the
teams in question and work and communication-related cultural characteristics and their
differences between Finland and India. Literature and research referred to in chapters 4 and
5 worked as the basis for identifying needed actions that could be used to support global
virtual teamwork. In addition to literature and research, the company resources and the

schedule of the transfer were taken into account in planning the activities.

7 Results

This chapter presents the results of this work, divided into two parts. Subchapter 7.1 presents
the answers to the main question 1, “How can the varying non-project purchasing process
and purchasing-related operating methods in Finland be transformed into a unified and
improved process and operating methods suitable for the new operating environment and

collaboration between two different locations?” by forming answers to the sub-questions:

“What is the current non-project purchasing process and purchasing-related operating

methods of each department?”

“How can the non-project purchasing process and purchasing-related operating methods

be adapted to fit the new operating environment that requires cooperation between Finland

and India?”

“How can the varying non-project purchasing process and purchasing-related operating
methods be improved and unified into one coherent process and coherent purchasing-related

operating methods?”.

The sub-questions were not completely separate from each other, but they guided the
improvement of processes and operating methods. The first sub-question, related to current
processes and operating methods, was addressed primarily by identifying process variants
resulting from varying operating methods. Some of the problematic or inefficient operating

methods were also identified when assessing problems and improvement opportunities for
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sub-question 3. related to improving and unifying the process and operating methods. Sub-
question 2. related to adapting the process and operating methods to the new operating
environment, was addressed simultaneously with sub-question 3, and the end result was a

unified and improved process that also took into account the new operating environment.

Subchapter 7.2 presents the answer to the main question 2, “How can the operation of a
global virtual team be supported in the initial phase of the collaboration?”. The results
addressed the initiation of the teamwork overall, while the global, intercultural nature of
these teams also required addressing possible cultural differences that could affect the

initiation of the collaboration in global virtual teams.

7.1 Improvements and modifications in the process and operating methods

The first subchapter presents the as-is process, identified problems, and improvement
opportunities. The second subchapter addresses adapting the process and operating methods
to the new operating environment. The third subchapter presents the solutions implemented

to improve the process and operating methods.

7.1.1 As-is process, identified problems and improvement opportunities

The as-is process was found to be somewhat similar across departments, apart from varying
operating methods and different ways of conducting process steps. Therefore, the as-is
process was described using a single table. The variations have been considered and
presented as relevant to create a comprehensive understanding of the assessed process. Table
6 below presents the as-is process in the form suggested by Laamanen (2001, 78) and
supplemented with theory about process enablers from Sharp & McDermot (2009, 69-72 &
334).

Table 6. Process definition created during the 1. workshop

Heading Contents
Scope of e All non-project purchases made for the EIT/ICT/Engineering
application Management department

e Start of the process: Several possibilities for the start of the
process. Below is the most typical start of the process. The
other variants are presented in Table 7.
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e The most typical start of the process: the department sends
an order requisition to the Procurement department (the
buyer)

e End of the process: ordering-related documents are archived

Customers and
their

Customer: EIT/ICT/Eng. Management department
Customers’ requirements:

requirements e Right product/service at the right time

e Properly archived ordering documents with sufficient

information to allow contract management
Other stakeholders
Finance (accounts payable, treasury, tax)

e The accounts payable team needs the right PO number from
the supplier’s invoice to allocate the invoice properly.

e The treasury team needs the right invoicing date from E1. In
addition, the costs added to E1 should be accurate and include
all the costs such as maintenance costs, so that reliable budgets
and cash flow estimations can be made.

e The tax team doesn’t exactly need anything from the process,
but they can help with the right tax code in more complicated
cases where products and services are bought from foreign
countries.

Buyer (Procurement department)

e Sufficient information that allows the buyer to execute his/her

tasks efficiently and according to company policies and rules.

Goal e The goal of the process is to allow efficient contract
management and maintenance without any shortages in the
availability of licenses or other services.

e The success factors include adequate archiving of documents
and other information, sufficient initial information from the
department and enough detailed instructions on how to
perform each step.

e Performance of the process is a bit hard to measure. In an ideal
situation, each invoice that the company receives is related to a
PO in E1. The process performance can be measured by
counting the number of invoices received without a PO.

Inputs and Inputs:

outputs e An offer or an email with the defined specifications for the
(products and purchased items

services) e The company’s rules, policies, and instructions for purchasing

e (The supplier’s own ordering documents/contract templates)
Outputs:
e The items needed are purchased for the department
e A signed ordering document sent to the supplier to confirm the
purchase and archived to allow contract management
Information management:
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Information is archived and managed in the company’s
SharePoint, and order-related information is managed in the E!
system.

Process
flowchart

High-level phasing and subprocesses presented below in table 7 from
the procurement point of view (not as a flowchart)

Responsibilities

Essential roles/teams and their most important
tasks/decisions/responsibilities:

Rules of the process:

The department manager — Defines the specifications, sends
the order requisitions, approves purchases (alone or with
another approver), provides technical expertise in case
questions regarding the technical aspects of the purchase arise
Buyer — Is responsible for preparing required documents,
archiving all needed documents, assuring the purchasing
process is compliant with company policies and rules, ensuring
that the order is placed on time and making sure that the
information updated in E1 is accurate and up to date.
Departmental MTM member (in case of expenses > 5000€ and
<50 000€) - approves

VP Finance (in case of expenses > 50 000€) - approves

EXPENDITURE APPROVAL (Non-project & travel) Policy
PROC-INS-207-Project- Purchases instructions as applicable

The most
important
enablers

Rules and policies: restrict how the process can be executed

Information systems: E1 and SharePoint

Documents:

- Contracts, agreements and annual orders that need to be
available and found afterwards

- Ordering document from E1 system (OP or OS)

- Needed attachments for ordering

- Separate contracts or order forms sent by the supplier that
need to be filed in and sent to the supplier

- Approval lists that need to be up to date

- Non-project purchasing instructions

The table 7 below presents the identified variants for the start of the process, as well as the

following process steps that depend on the start of the process. It should be noticed that the

need for asking or searching for missing information, such as some details needed for

entering the order into the E1 system, was seen as a very likely step in all the variants and a

basically necessary step in the variants 5 and 6, where the request comes from the invoicing

department.



Table 7. Process variants

Variant 1

An order requisition is
received from the
department

Included:

- an offer/price list/defined
supplier, ordered items and
price

- approvals

Variant 2

An order requisition is
received from the
department

Included:

- an offer/price list/defined
supplier, ordered items and
price

Excluded:
- approvals
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Variant 3

An order requisition is
received from the
department

Included:

- preferred supplier

- scope of supply for
requesting a quotation

Excluded:

- an offer/price list/defined
supplier, ordered items and
price

- approvals

(Ask/search for missing
information)

(Ask/search for missing
information)

(Ask/search for missing
information)

Check approval validity

Define approvers based on
order value

Request quotation(s)

Check supplier details

Request approvals

Define the preferred
quotation with the help of
the department

Fill in order details for a
new order or a change order
in E1l

Check supplier details

Request approvals

Sign the order/contract and
request additional
signatures

Fill in order details for a
new order or a change order
in E1

Check supplier details

Send the ordering
documents to the supplier
and the department

Sign the order/contract and
request additional
signatures

Fill in order details for a
new order or a change order
in E1l

Request order confirmation
from the supplier

Send the ordering
documents to the supplier
and the department

Sign the order/contract and
request additional
signatures

Archive documents

Request order confirmation
from the supplier

Send the ordering
documents to the supplier
and the department

Archive documents

Request order confirmation
from the supplier

Archive documents




Variant 4

An order requisition is
received from the
department

Included:

- scope of supply for
requesting a quotation

Excluded:

- preferred supplier

- an offer/price list/defined
supplier, ordered items and
price

- approvals

Variant 5

Invoicing sends a request to
update an existing order
based on a received invoice
Included:

- PO number reference
from the invoice
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Variant 6

Invoicing sends a request to
update an existing
order/create a new order
based on a received invoice
Excluded:

- PO number reference

(Ask/search for missing
information)

Ask/search for missing
information

Ask/search for missing
information

Define suitable supplier(s)

Define approvers based on
order value

Define approvers based on
order value

Request quotation(s)

Request approvals

Request approvals

Define the preferred
quotation with the help of
the department

Check supplier details

Check supplier details

Request approvals

Fill in order details for a
new order or a change order
in El

Fill in order details for a

new order or a change order
in E1l

Check supplier details

Sign the order/contract and
request additional
signatures

Sign the order/contract and
request additional
signatures

Fill in order details for a
new order or a change order
in E1l

Send the ordering
documents to the supplier
and the department

Send the ordering
documents to the supplier
and the department

Sign the order/contract and
request additional
signatures

Request order confirmation
from the supplier

Request order confirmation
from the supplier

Send the ordering
documents to the supplier
and the department

Archive documents

Archive documents

Request order confirmation
from the supplier

Archive documents

The problems in the current process and related operating methods were identified based on

the held workshops but also based on observations made when assessing the processes and

operating methods while handling the purchases for these three departments. Identified
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problems, reasons behind them, as well as whether they were primarily related to only one

of the assessed departments, several of them, or all the non-project purchases within the

assessed departments, and possibly other departments outside this assessment (universal

problems) are presented in table 8 below.

Table 8. Identified problems, their reasons, and the subject of the problems

Identified problem

Reason(s)

Department/
universal

problem

Purchases with higher value are | No common instructions exist for | Universal
not always allocated correctly this practice.
for different time periods to
enable accurate cash flow
estimations.
No unified practice on who is The responsibility has not been Universal
responsible for requesting communicated to the departments.
needed approvals.
The information needed for The requesters do not Universal
ordering does not come in one know/remember what information
package. is required from the Procurement
point of view.
Delays and confusion in Invalid authorized signature list Universal
acquiring approvals. and poor understanding among
departmental staff about what they
are permitted to approve.
Purchases without Procurement | The correct practices haven’t been | Universal
involvement. communicated strongly enough, or
there is poor motivation to follow
the company policies.
Interpreting the instructions Non-project purchasing process Universal
takes time, and there are steps are not listed anywhere in the
ambiguities and imperfections in | correct sequence, and several
the existing instructions. different instructions need to be
reviewed for a single purchase.
Some of the instructions have not
been kept up to date.
Licenses expire before they have | Insufficient license management EIT
been renewed. system, the expiration date is not
always stated in the order.
Additional effort is required for | Additional fees are not EIT
the processing of invoices for remembered when sending the
additional costs (such as order requisition since buyers
maintenance costs) and other don’t always know whether there
recurring fees that have no PO should be additional costs or not
number. due to insufficient initial
knowledge.




61

Other recurring fees without a PO
number are a result of a lack of
Procurement involvement.

also be recorded into E1 or not.

department.

Contracts/offers are not found Either the contracts are not sent EIT & ICT
afterwards. and archived along with the order
requisition, or they are not
properly referred to in the order.
Several orders for the same Buyers’ insufficient understanding | EIT
annually recurring items, where | of what items are related, and
licenses and fees related to them | insufficient communication from
are mixed. the department.
Insufficiently/wrongly filled E1 | Insufficient understanding of what | ICT
ORs. is important to be filled in
correctly from the procurement
point of view.
The wrong use of E1 OR in Insufficient understanding of how | ICT
cases where an annual order is to use E1 order requisitions
open, but a new order is created | correctly.
because of issuing an OR.
Lots of internal orders that are Insufficient understanding of the ICT
not justified or even reasonable. | use cases of internal orders.
Uncertainty whether all the The rush to renew annual/annually | ICT
annually renewed lines are recurring orders.
actually in use.
Invoices without a reference to a | The use of internal orders, together | ICT
PO, even if an order is open. with not informing the internal
order PO number for invoice
reference.
Uncertainty whether some work | Insufficient knowledge of the Engineering
orders with a proper IWO should | correct practices within the Management

In addition to the problems, also improvement opportunities, i.e. cases where the practices
or operating methods don’t actually hinder completion of the process or cause any problems
or obstacles to its completion, but better ways to deal with them could be identified, were

addressed. All the identified opportunities for improvement were identified to be applicable

not only in all three assessed departments but also in the case of non-project purchases of

the departments outside the limitations of this work. The identified improvement

opportunities, as well as the department they are targeting, are presented in table 9 below.

These improvement opportunities have come up in the workshops.
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Table 9. Improvement opportunities and their targets

Improvement opportunity Target of the improvement

Individual order updates are done for some
licenses or other items ordered from the
supplier’s web shop/online portal every
time they are needed. Time and effort
could be saved by opening an annual order
line based on a cost estimate and giving
the department permission to order the
licenses from the online platform
themselves within the limits set by the
annual order.

The improvement was mainly planned for
the EIT department, but applicable in other
departments as well.

Clarifying addition to the non-project
instructions regarding the correct use of
annual orders and call of orders
(kotiinkutsut). Currently, there is
confusion about the correct practices, and
procurement is involved even though it is
not mandatory and only leads to additional
work.

Applicable to all the departments.

Instead of asking for separate approvals for
all annually recurring orders, it is a lot
more efficient to gather a list of annually
renewed orders and get the approvals at
once, as has already been done in some
departments.

To be applied in the EIT department,
already utilized in ICT to some extent but
improvements to the current format are
possible.

Procurement and other departments should
have a common place for archiving orders
and related documents so that duplicate
work for archiving could be avoided.

Applicable to all the departments.

7.1.2 Adapting the process and operating methods to the new operating environment

Table 10 below lists the implemented actions that were targeted to support adapting the non-

project purchasing process and operating methods to fit the new operating environment

where the collaboration needs to work efficiently between Finland, the location of the

departments and their requesters, and India, the location of the buyer. The actions and

impacts were identified and planned based on the literature and research discussed in Chapter

4. regarding the factors affecting global virtual team operation and success. The connections



63

between the identified actions and impacts and the literature and research are described in

more detail in chapter 8.

Table 10. Actions and targeted impacts to adapt the process and operating methods to the

new operating environment

Action

instructions for the proper
execution of the process.

Jmpact
Formalized process and

Enhances trust formation.

Builds commitment.

Decreases the effect of different working styles
across different cultures.

Supplementing the process
instructions with the means

Improves communication by matching the task
with suitable technology.

requesting a quotation
from the supplier is
assigned to the department
requesting the order.

of communication. e Unifies the use of communication tools, which
can be affected by cultural differences.
The responsibility for e Helps to avoid language barriers between the

Indian buyer and the Finnish suppliers.

The responsibility for
collecting required
approvals is assigned to the
department requesting the
order.

Mitigates delays caused by the current
accountability structure that goes beyond
different time zones.

7.1.3 Implemented solutions to improve the process and operating methods

The following table 11 presents the solutions that were implemented in the company to solve
identified problems and inefficiencies in the non-project purchasing process and related
operating methods. All the problems identified could not be solved within the time frame or
scope of this work. The problems that could be addressed within the time and scope are listed
in the right-most columns of table 11. It should be noticed that some of the solutions
impacted several problems and/or inefficiencies, being part of the overall solution for that

specific problem.



Table 11. Implemented solutions for identified problems and/or inefficiencies

Implemented solution Problems and/or inefficiencies targeted

Determining and
communicating the
process steps and
responsibilities.

No unified practice on who is responsible for
requesting needed approvals.

Practical work
instructions for non-
project purchases.

Interpreting the instructions takes time.
Purchases with higher value are not always
allocated correctly for different time periods to
enable accurate cash flow estimations.

Licenses expire before they have been renewed.
Contracts/offers are not found afterwards.

Creation of a list of
annually recurring orders
for the EIT department.

Licenses expire before they have been renewed.
Contracts/offers are not found afterwards

Several orders for the same annually recurring
items, where licenses and fees related to them are
mixed.

Additional effort is required for the processing of
invoices for additional costs (such as maintenance
costs) and other recurring fees that have no PO
number.

Instead of asking for separate approvals for all
annually recurring orders, it is a lot more efficient
to gather a list of annually renewed orders and get
the approvals at once, as has already been done in
some departments.

Creation of a list of
annually recurring orders
for the ICT department.

Uncertainty whether all the annually renewed
lines are actually in use.

The wrong use of E1 OR in cases where an
annual order is open, but a new order is created
because of issuing an OR.

Instead of asking for separate approvals for all
annually recurring orders, it is a lot more efficient
to gather a list of annually renewed orders and get
the approvals at once, as done already in some
departments.

Editing access for EIT,
ICT, and Engineering
Management departments
to the Procurement Non-
project purchasing
SharePoint site.

Contracts/offers are not found afterwards.
Procurement and other departments should have a
common place for archiving orders and related
documents so that duplicate work for archiving
could be avoided.

A monthly automatic E1
report that shows the lines
with promised delivery
dates in the following
month.

Licenses expire before they have been renewed.

64
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Non-project order
requisition checklist
creation.

The information needed for ordering does not
come in one package.

Delays and confusion in acquiring approvals.
Purchases without procurement involvement.

Onboarding sessions with
the departments’ main
requesters and the new
buyer.

Additional effort is required for the processing of
invoices for additional costs (such as maintenance
costs) and other recurring fees that come without
a PO number.

Several orders for the same annually recurring
items where licenses and fees related to them are
mixed.

1. Determining and communicating the process steps and responsibilities

Figure 12 below presents the defined non-project purchasing process. The frame for the one,

unified non-project purchasing process that should be pursued in the case of all the non-

project purchases, was created at the first workshop and refined when creating the

instructions for it. Creating one “target process” and creating instructions for it was done to

unify different kinds of process variants and related operating methods. It was seen that the

other identified problems cannot be fixed without a standardized process. The defined non-

project purchasing process is determined from a procurement perspective, and thus, the

main focus was on communicating the process to the new buyer. However, the figure was

briefly addressed in the onboarding meeting held with each of the transferred departments,

just to communicate the departments’ responsibility of acquiring the offer and the needed

approvals, which was also pointed out in the created non-project order requisition checklist.
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Figure. 12 Defined non-project purchasing process

2. Practical work instructions for non-project purchasing

Created non-project purchasing work instructions compile important information from 5
different official instructions, either Procurement instructions or company-wide instructions
(PROC-INS-207-Project Purchases, BMGT-BMD-002 FIN Expenditure Approval (Non
Project and travel), PROC-GFP-002 Supplier Development and Management, HSE-INS-
2100YG FI Vendor HSE Evaluation, and FIN-PRO-100008-Third Party Credit Risk
Management) and links the original instructions for further information. The instructions use
the defined process as the basis and describe in more detail each subprocess and its steps.
Finally, the annexes of the instructions provide practical advice on other non-project-related
activities and how to handle certain types of orders. The Table of Contents of the instructions

created is presented below in figure 13.
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Table of Contents

About this Instruction 1
Who this Instruction applies 10 1
Terms and abbreviations e 1
Linkage to SFW official Instructions 2
PSS S B DS o e 2
1. Receive an order requisition and approvals ... 3
2. Insert order details into E1 and prepare needed ordering documents ... 4
3.  Send the ordering documents to supplier and responsible department ... 16
4. Archive docUments 17
Annex 1 — Generate OP (PO) from requUISION . e 19
Annex 2 — Internal order specialties 22
Annex 3 — Orders for work with unit price and cost estimation ... 23
Annex 4 — Annual orders based on cost estimation ... 24
Annex 5 — Opening a new SUPPIET 24

Figure 13. Table of Contents of the non-project purchasing instructions
3. Creation of a list of annually recurring orders for the EIT department

The EIT department was known to have annually recurring orders as well as recurring orders
with even longer periods between possible renewals. The supplier base for departmental
non-project purchases of the EIT department has been quite settled over the years due to the
nature of the purchases. In addition to a settled supplier base, the number of suppliers was
noticed to be relatively low. Therefore, the creation of the list started by printing a report of
the suppliers receiving orders in 2025. The main focus was on suppliers providing products

and services related to the most important purchase category, software licenses.

The work was continued with printing reports of the invoices received by the EIT department
and orders issued for the EIT department between 1.1.2023 and 31.12.2025. An Excel sheet
was created for each supplier to list purchased items as well as their validity period. In case
there were no orders issued, the invoices received were examined to understand what was
being invoiced from the department, as well as for which time period. A meeting was held
with the EIT department. The 3-hour meeting was held on the 7" of January with the
following participants: Buyer from the Procurement department and Director, Engineering
Information Technology, and Application Architect from the EIT department. The goal of
the meeting was to go through the notes for each supplier and to agree on how to categorize
purchased items when creating lines for annual orders. Some suppliers with annually

recurring invoices, but no orders issued, were noticed during the meeting based on the notes.
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The need for the items provided by these suppliers was assessed, and a list of suppliers

needing a new annual order was written down.

Based on the original notes, supplemented with information gathered during the meeting, a
2026 baseline list for annually recurring orders was created with the following columns in
Excel: supplier number, supplier name, supplier contact person, supplier contact person
email, offer/contract no, validity period begins, validity period ends, previous PO number in
E1, cost code and budget for 2025. The idea behind the 2026 baseline list was that it could
be used to support on-time renewals of expiring licenses and other items during 2026. The
EIT department didn’t have that many annually recurring orders that would cover one
calendar year, but the validity periods varied a lot. Despite the varying validity periods, the
baseline list could also be used as the basis for renewals in 2027, meaning that the cost
estimates for the next renewal period could be determined and the ordered lines could be

approved at once, thus saving some time and effort related to acquiring needed approvals.
4. Creation of a list of annually recurring orders for the ICT department

The creation of a list of annually recurring orders for the ICT department started a bit
differently than for the EIT department. The ICT department had a large number of annually
recurring orders that lasted the whole calendar year. Many of these orders were based on an
annual cost estimate and the use of call-of orders based on realized need. However, there
were also annually recurring orders with a fixed cost estimate. A report was printed of all
the ordered lines for 2025, as was also done in previous years. It had been noticed by
comparing order and invoice data that there were lots of invoices that were not connected to
any PO. To reduce the number of invoices without a PO that were a result of never issuing
any order, the invoices of the suppliers that sent invoices in 2025 but didn’t have any ordered
lines for 2025 were listed for further analysis. This practice could not fix situations where
the invoice was sent without a reference to a PO due to the supplier’s mistake. Neither the
situations where the company had placed orders for a certain supplier but didn’t issue orders
for some individual orders, were discovered with this practice. Due to time restrictions and
a higher number of suppliers, it was not possible to go through each supplier’s invoices in
case there were individual commitments invoiced without a PO as a reference. However,
this practice resulted in identifying 6 new suppliers that should have an annual order in place,
but that are now just invoicing annually without any PO issued. To get these identified

suppliers and their annual commitments to the list of annual orders, the list of the identified
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suppliers was sent to the ICT Manager to be modified according to 2026 needs and to get
the cost estimates for 2026. The list supplemented and modified by the ICT Manager was

used as the basis for annual order renewals for 2026.

One of the identified problems with ICT non-project purchases was that in many cases, offers
and contracts were missing, i.e. they were neither mentioned on the annual, mainly internal
annual orders nor archived in Procurement SharePoint. This was largely due to
orders/contracts never reaching Procurement for these certain orders. The work on finding
missing offers and contracts was started by searching for them from SharePoint folders of
previous years and requesting the active contracts directly from the supplier. Related

contracts for 13 order lines were found and linked or added as a comment to the Excel list.

While going through the list created, questions arose about the actual need for a few renewed
lines. This was either based on an observation that no invoices were allocated to certain lines
or the fact that the supplier didn’t find any active contracts for the line. In some cases, the
question was more whether the line should be added under another annual order for the same

supplier. Roughly 7 comments were added to the Excel list requiring further assessment.

5. Editing access for EIT, ICT, and Engineering Management departments to the

Procurement Non-project purchasing SharePoint site

The Oy Procurement department manages a SharePoint site for archiving non-project
purchase orders and related documents such as offers and contracts. To avoid duplicate work
for archiving contracts and other documents, as well as to strengthen the flow of information
between the Procurement department and other departments, editing access was given to the
department heads and the main requesters of these three departments. The company’s
compliance team and Procurement Director were consulted to make sure this action was not
harming any Procurement or company-level policies. The annual order/annually recurring
order lists created as solutions, described above, were also uploaded to the Procurement
SharePoint to be used and updated together with the departments. The department heads and
main requesters were informed of the access and the purpose of the shared SharePoint site

via email.

6. A monthly automatic E1 report that shows the lines with promised delivery dates in the

following month
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In the created work instructions for non-project purchases, the use of the promised delivery
date field in the E1 systems was requested to indicate the expiration date of the order line,
especially in the case of recurring orders with a validity period different from one calendar
year. The use of the promised delivery date field was instructed for all kinds of order lines
to unify the practices. Using the promised delivery date field would allow printing a report
based on the value of the field. This solution was mainly planned for the EIT department to
support license management, but it was also implemented in the ICT department, as it was

seen as useful for managing their annually recurring orders.

The requested information was defined by assessing what is needed from both the
Procurement and the receiving department's point of view. It was defined that the monthly
sent automatic report should have the information from the following fields from the E1

System:

e Order Number

e Supplier Number

e Address Number

e Header description

e Request Date, promised Delivery Date & G/L Date
e Reference 1 & Reference 2

e Description line 1 & Description line 2

e Extended cost, Amount open & Amount received

e (Cost Center, Obj Acct & Sub

The company had ready report templates with different filters. A ready report template (PO-
020-PO Listing) including the information listed above and some other details existed. The
report template had some additional details that were not necessary for the planned purpose,
but the additional details were not seen as problematic, and thus, the ready report template
was used as the basis for filtering. The reports were filtered based on the promised delivery

date and the cost center field that indicates the department in question.

An automatic report with details described above was requested from the company’s
Financial System Specialist. The report was scheduled to be sent automatically on the 15

day of each month to the Director, Engineering Information Technology, and Application
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Architect from the EIT department, and the ICT Manager and ICT Specialist 2 from the ICT

department.
7. Non-project order requisition checklist creation

The purpose of the non-project order requisition checklist was to remind of the information
every order requisition should include to allow issuing an order in the E1 system. In addition,
it indicates the rules and monetary limits for approvals required for departmental non-project
purchases. This checklist was created to support the efficient handling of non-project
purchases, with all required information, including needed approvals, informed in one
package. The checklist was sent to the department heads and the main requesters of the
departments via email. The created non-project checklist is presented in Appendix 3 with

just some very company-specific information excluded.
8. Onboarding sessions with the departments’ main requesters and the new buyer

The held onboarding meetings were intended to support the transfer in two ways: firstly, the
aim was to ensure the new buyer would have sufficient initial knowledge of the purchases
of each department to allow efficient handling of the purchases, and secondly, the aim was

to create the basis for good collaboration, trust formation, and commitment to the teamwork.

The onboarding meeting agenda was similar for each department, but the slides for each

meeting were filled in separately to contain the information relevant to each department:
e Introductions
e Purchased items
e Workload throughout the calendar year
e Joint goals for executing non-project purchases

e Non-project process and responsibilities (the main emphasis was on communicating
the policy, that the department has the main responsibility for getting required

approvals, whereas Procurement is responsible for checking approval validity)

The slides were filled in based on initial knowledge and data about each department’s
purchases. The slides were sent to department heads of the EIT and ICT departments and to
the main requester of the Engineering Management department for possible comments and

additions before the onboarding meetings.
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7.1.4 Planned solutions (action plans)

Some problems identified regarding the purchases of these 3 departments were too complex
or time-consuming to be solved completely within the scope and schedule of this thesis work,
and thus, action plans indicating the needed steps for achieving the desired goals were
created. In addition, two possible process enhancements were related to making an addition

to the non-project purchasing instructions. A proposal was written for further use, as some

other changes/additions to the official instructions were planned in the near future.

Table 12. Proposed changes/additions to the official instructions

Proposed changes/additions to the official instructions

Proposed The departments should have Clarification of the proper use

change/addition | permission to carry out the actual of annual orders and call of
purchases of items that need to be orders (kotiinkutsut) based on
purchased from the supplier’s web | them. The departments should
shop, online portal, or some other be allowed to make call of
online platform within the budget orders based on existing annual
allocated for the corresponding orders themselves.
annual order line issued into E1 by
the Procurement department.

Purpose of the | The purpose of this proposed The purpose of this proposed

change/addition | addition is to reduce the amount of | addition is to clarify the correct
work in both the requesting practices from procurement and
department and the Procurement compliance point of view.
department regarding items whose
need is not always known For example, in the ICT
accurately in advance, and which department, there is now a
can be purchased from an online practice that even though there
platform. is an annual order open for IT

devices, each time something is

The current procurement purchased, IT department
instructions are interpreted so that already agrees on purchased
no other department than items with the supplier but
procurement has the right to Procurement needs to confirm
purchase anything. This addition this purchase once more with a
would strengthen the compliance of | separate email. This is not
current purchasing practices and efficient way of working
enhance the efficiency of mandatory | because the same work has to
departmental purchases. be done twice.

Applicability Can be applied in all the Oy Can be applied in all the Oy
departments. departments.
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Table 12 above describes the proposed changes and additions to the official non-project
instructions. The proposed changes would make the non-project purchasing process more
efficient and effective, and adding them to the official instructions would help to unify the

practices across different departments.

Tables 13, 14, 15 and 16 below, describe the created action plans. A separate action plan
was created for the Procurement department as well as each of the three assessed
departments. The tables present the defined goals and determined actions to achieve the
goals at a general level. For most of the actions, suggested schedules were created except for
a few ones for which it was difficult to determine a suggested schedule, as they depended a
lot on the schedules of other changes going on within the company. The action plans were
archived as PowerPoint presentations in the company’s SharePoint for further use. These
PowerPoints included more detailed descriptions of each of the actions and also named the
responsible party or person for each of the actions. The action plans were also gone through
with the new buyer responsible for the non-project purchases of the assessed three

departments in a Teams meeting held on 16.2.2026.

Table 13. Procurement action plan

Non-project purchases — Procurement action plan

Goal Action(s) Suggested
schedule of
completion

1. Finishing the transfer of | 1.1. Informing departments about the | The first and the

the planned departmental transfer in two batches as planned second quarters

non-project purchases 1.2. Arranging brief Teams calls for of 2026

creating sufficient understanding of
the nature of the purchased items and
to initiate collaboration

1.3. Implementing applicable
improvement actions already
implemented for the first 3

departments
2. Improving the 2. Executing the steps of action plans | During 2026, as
collaboration with already for EIT, ICT and Engineering per the detailed
transferred departments and | Management schedule for
reinforcing correct practices each of the
and an effective way of separate action

working plans
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3. Updating non-project

3. Checking if proposed

As soon as the

purchases instructions with | changes/clarifications could be added | proposed
proposed to either official SFW OY non-project | additions can be
additions/clarifications purchasing instructions or assessed
Procurement's own instructions internally in the
Procurement
department and
with other
relevant
stakeholders.
4. Assuring up-to-date 4. Updating Oy non-project purchases | As soon as the
knowledge of adequate checklist after the changes to official | changes the
approvals and policies for SFW OY non-project instructions Procurement
non-project purchases have been finalized and sending the department has

departments the updated version

planned, as well
as other possible
additions have
been finalized

Table 14. EIT action plan

Non-project purchases — EIT action plan
Action(s)

Goal

1. Maintaining up-to-date
understanding of EIT
departmental purchases in
both EIT department and
Procurement department

1. Updating annual order/recurring
order list continuously as changes
occur

Suggested
schedule of
completion
Continuous
action

Table 15. ICT action plan

Non-project purchases — ICT action plan
Action(s)

Goal

1. Mutual understanding of
the use of internal orders,
E1 order requisitions and
other purchasing practices

1. Reviewing correct purchasing
practices together between ICT, Oy
Procurement and India Procurement

Suggested
schedule of
completion
March — April
2026

2. Only relevant and valid
lines open in E1 system

2. Closing all the invalid or
unnecessary lines from E1 system

March — May
2026
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3. Up-to-date knowledge of | 3. Searching / requesting missing May — October
existing offers/contracts contracts and updating contact person | 2026

and contact person details | details in parallel

4. Reviewed annual order | 4. Reviewing the actual need for September —
list for 2027 based on annual order lines of 2026 separately | November 2026
actual needs for each supplier

5. Maintaining an up-to- 5. Updating the annual order/recurring | Continuous
date understanding of ICT | order list continuously as changes action
departmental purchases in | occur

both the ICT department

and the Procurement

department

Table 16. Engineering Management action plan

Non-project purchases — Engineering Management action plan
Goal Action(s) Suggested

schedule of

completion
Mutual understanding and | 1.1 Check BAAL 6 requirements for | March 2026
common understanding and | contracts with other Sumitomo SHI
jointly agreed practices for | FW entities and determine correct

issuing orders in the E1 practices
system 1.2 Reviewing correct purchasing
practices together between
Engineering Management, Oy March — April

Procurement and India Procurement 2026

7.2 Supporting the initial phase of collaboration in global virtual teams

The actions implemented to support the initial phase of collaboration in global virtual teams
are presented in table 17 below. The targeted impacts are listed on the right side of the table.
In addition to these listed, implemented actions, there was also a plan to have an onboarding
meeting between the Oy Procurement team and the new buyer to create the basis for
cognition-based and affective-based trust formation and to support the creation of an open
atmosphere for knowledge sharing and teamwork. However, during this work, change
negotiations began in the company. This unfortunate situation affected the work atmosphere
within the Procurement department, and a concern was raised that there could even be a

negative attitude towards the new buyer, as this new Indian organization may be perceived
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as a threat to jobs in the Finnish organization. Therefore, the planned onboarding meeting

between the Oy Procurement team and the new buyer was cancelled completely.

Table 17. Actions to support the initial phase of collaboration in global virtual teams

Action ‘ Impact

Supporting intercultural collaboration e Creates awareness of possible cultural
— session with differences and their impact on
e The new buyer in India communication, working styles, and
Procurement organization collaboration overall.

e EIT, ICT, Engineering
Management department head
and or main requester(s)

e Oy Procurement department

Onboarding session between the ¢ Ensures adequate knowledge of
EIT/ICT/ Engineering Management departmental non-project purchases.
department and the new buyer. o Creates the basis for cognitive-based

and affective-based trust formation.

e Mitigates the impact of different
business cycles.

e Enhances commitment to the work
tasks.

e Sets the basis for efficient handling of
the departmental non-project purchases.

The material for supporting intercultural collaboration -sessions was gathered from the
literature referenced in chapter 6. Separate slideshows were created to be gone through
with the new buyer from the Indian organization and with department heads and main
requesters from the Finnish organization, as well as Oy Procurement department. The
slides that have been presented in the supporting intercultural collaboration session are
presented in Appendices 4 and 5. Appendix 4 focuses on collaboration with Finnish
colleagues, while Appendix 5 focuses on the characteristics of collaboration with Indian
colleagues. The material for onboarding sessions between the EIT, ICT, and Engineering
Management departments and the new buyer was already presented in Chapter 8.1. To sum
up, the meetings addressed the following topics: introductions, purchased items, workload
throughout the calendar year, joint goals for executing non-project purchases, and finally,
the non-project purchases process and responsibilities. Table 18 below presents the held

meetings in terms of their agenda, date and participants.
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Meeting agenda Date Participants
The new buyer - 19.12.2025 e Buyer
Supporting intercultural
collaboration
Oy Procurement - 9.1.2026 ¢ Oy Procurement team
Supporting intercultural
collaboration
EIT - Supporting 21.1.2026 e Director, Engineering
intercultural collaboration Information
Technology
e Application Architect
EIT- Onboarding 22.1.2026 e Director, Engineering
Information
Technology
e Application Architect
e Buyer
Engineering management — | 22.1.2026 e Team Leader, Proj.
Supporting intercultural Documentat.
collaboration
Engineering management - | 22.1.2026 e Team Leader, Proj.
Onboarding Documentat.
e Buyer
ICT - Supporting 22.1.2026 e [CT Manager
intercultural collaboration o
e [T Specialist 2
e Senior ICT Specialist
ICT - Onboarding 22.1.2026 e [CT Manager

IT Specialist 2
Senior ICT Specialist
Buyer
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8 Discussion

This chapter connects the work's results to the research and literature discussed in the work.
In this chapter, the consistency of the results with theory is discussed, but also possible
deviations from theory, either in the execution of the work or in the results obtained.
Subchapter 8.1 focuses on the observations made related to improving, adapting and
unifying process and operating methods, whereas subchapter 8.2 investigates the topic of

supporting the initial phase of collaboration in global virtual teams.

8.1 Improving, adapting and unifying the process and operating methods

The first subchapter discusses the process of defining and describing the process. The second
subchapter addresses process enablers and how they were influenced in this work. The third
subchapter discusses the theme of adapting the process and operating methods to fit the new

operating environment.

8.1.1 Defining and describing the process

The way of defining and describing the processes in this work differed from the
recommended practices, but this deviation had valid reasons behind it. Sharp & McDermot
(2009, 77) recommend using swimlane diagrams for mapping process workflow, where each
“swimlane” represents one actor or participant of the process. Laamanen (2001, 81), on the
other hand, emphasizes that there is no explicit rule for mapping or modeling the process
flow as long as it was modified precisely enough for everyone to understand its logic. The
process under investigation was relatively simple and typically involved only two parties
from the company, in addition to the supplier. The main focus was on actions carried out by
the Procurement department, which are the ones that can quite easily be affected and
modified, since this thesis work was carried out on behalf of the Procurement department.
The swimlane model was seen as too complicated and heavy a solution to describe this fairly
simple process and, in this case, it was not seen as the option that would create the best

possible understanding of the process in question. To enable sufficient understanding, the
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variations of the as-is process were described by listing their steps, whereas the final process
was presented in a figure showing the subprocesses and actions under each subprocess. The
final process was extensively described in the created non-project purchases instructions.
Perhaps, the process modeling tools recommended in the literature referenced in this work
are the most useful in a bit more complicated processes, where the actions of each actor

could be analyzed and modified, which was not possible in this case.

8.1.2 Influencing the process enablers

When thinking of the problem solutions and improvement opportunities, they were all
related to some of the process enablers. Even though in the workshop material the creation
of solutions for the problems was not described as modifying process enablers, in retrospect,
it can be seen that it was precisely influencing them. Sharp & McDermot’s (2009, 69-72 &
334) list of process enablers included one enabler that was mentioned to be company-
specific, called facilities (or other). In case facilities are not a relevant process enabler for
the process in question, they are advised to be replaced by an enabler group that is more
relevant for the process as well as for the company. One example of these other enabler
groups is documents. Other process enablers, according to Sharp & McDermot’s (2009, 69-
72 & 334), are workflow design, information systems, motivation and measurement, human

resources, and policies and rules.

When assessing the problems and improvement opportunities that were identified in either
the workshops or by examining the current way of executing the non-project purchasing
process and related operating methods, it was noticed that many of the problems and
improvement opportunities eventually boiled down to either the rules and policies or the
documents that would communicate rules and policies and proper ways to work. Separating
rules and policies from the documents that communicate them to assess each enabler
separately was found to be a difficult task, because the problems with the documents and

with the rules and policies were in many cases tightly coupled.

The company has quite extensive rules and policies for executing non-project purchases,
among other topics. In this work, also different work instructions could be counted as part
of the rules and policies since they show the right way to execute certain actions. The

problem was in essence that some of these rules, policies, and instructions were ambiguous,
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incomplete, or the documents indicating these rules and policies were not kept up to date.
Not all the so-called best practices were documented in the form of work instructions, which
led to variances and less effective ways of executing the process. In addition, the instructions
that existed were scattered across several different instruction documents, which, at least in
the opinion of people newer to the organization, can easily make it difficult to understand
the overall picture of the instructions. Finally, awareness of the existence of rules, policies

and instructions or their content was also found to be a problem among the department staff.

Many of the solutions were related to creating either new instruction documents
communicating the existing rules, policies and best practices, or ensuring that all the relevant
people have adequate knowledge of the instruction documents concerning them, which in
turn would ensure that all the participants of the process can work according to best practices
and internal instructions that support efficient and compliant execution of the process. The
created practical non-project work instructions were designed to solve the problems of
scattered, separate instructions and to communicate both the correct ways as well as
recommended best practices for executing different steps of the process. The non-project
order requisition checklist helped to communicate the correct non-project purchasing
policies to other departments and to provide guidance on how to create an order requisition

so that they support the efficient handling of the non-project purchasing process.

In addition to rules and policies, and the documents communicating them, information
systems also provided chances for solving problems and improving the process. Lists of
annually recurring orders, automatic reports of expiring order lines, and shared access to
Procurement SharePoint are solutions related to utilizing information systems in a better way
that allows knowledge sharing and helps to execute the process in a desired way. These
actions were taken to support the execution of the Define specification step by making it

easier to manage existing contracts in a timely manner.

It was noticed that the extensive rules and policies also strongly affect the possible workflow
in terms of the possible sequence. Therefore, workflow design could not be used as a source
for process improvements apart from assigning the responsibility for gathering the offers
and required approvals to the departments, which was in line with the existing rules and
policies, but perhaps inadequately communicated to reach all the people affected by them.
As for the human resources process enabler, the only thing that could be affected within the

scope of this work was the knowledge of the new buyer. Better initial knowledge of the
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purchases of each department was attempted to be built with the onboarding meetings held
with each transferred department. There were no specific measurements defined for the non-
project purchasing process apart from compliance with the internal rules and policies, which
could be thought of as a sort of metric, and building a new one would have been out of the
scope of this work. As for further improvements for the non-project purchasing process,
motivation and measurement could be one relevant process enabler to look into in more

detail.

8.1.3 Adapting the process to fit the new operating environment

Defining a formalized non-project purchasing process and creating comprehensive, practical
work instructions for the execution of the process support the performance of the global
virtual teams. Gibson & Grushina (2020) conclude that while work should have some level
of freedom and flexibility in place, clear established mechanisms and structures help
maintain efficiency and avoid conflicts. According to Powell et al. (2006), well-established
work processes help create trust by reducing some of the uncertainties related to the work
tasks. The process is described in detail in the instructions created, and it clearly points out
what the responsibilities of the buyer are. Apart from the step of receiving the order
requisition and approvals, which requires input from some of the other departments, the
responsibility for the tasks is in the Procurement department and therefore the instructions
only cover actions of the Procurement department. Even though the created process and
instructions do not cover the responsibilities of all the possible team members, they certainly

make working more efficient and reduce uncertainties.

Richardson & Smith (2007) point out that people from different cultures might opt for
different means of communication, especially when communicating with hierarchical
superiors. This process doesn’t have that many points where communication is required.
However, the instructions determine that order requisitions and approvals should be
sent/received via email. Also, the ordering documents should be delivered to the supplier
and the responsible department via email. The additional signatures are to be acquired with
the DocuSign platform. These remarks on the requested communication tool reflect the

company-wide practices and ensure that all the Procurement people working with non-
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project purchases have the same understanding of what tools should be used throughout the

process.

As Brewer (2015, 60-61) states, language barriers can cause difficulties in communication
and collaboration overall. Usually, the department staff has the best understanding as well
as the required technical knowledge to determine what should be bought and from which
supplier. The prevailing practice had, in most cases, been that the department is responsible
for requesting offers from the suppliers, negotiating the terms and conditions and
determining the final details for ordering. Now that there is a person with more resources to
take care of the non-project purchases, there could have been a chance to shift more
responsibility to the Procurement department. However, since at least part of the suppliers
are Finnish, assigning the responsibility for requesting the offer and determining the overall
specifications to the departments operating in Finland was justified since it helps to avoid

possible language barriers that could hinder the efficiency of the process and cause defects.

Sembdner (2011, 16-22) defines time boundaries as one of the difficulties when work
happens in a global virtual team setting. As already mentioned in Chapter 6.1, according to
Mathur (2019, 106), the time difference is either 2,5 or 3,5 hours, depending on whether it
is summer or winter time in Finland. By assigning the responsibility of requesting the needed
approvals to the department requesting the order, delays due to the time difference are more

likely to be avoided, as most of the approvers work as part of the Finnish organization.

As the work progressed, another reason was also found that supports this division of
responsibility. One of the identified, universal problems was that there is no up-to-date
authorized signature list which would clearly state the persons with the right to approve
commitments of a certain department. The work for getting an updated version of the
authorized signature list was initiated by the Procurement department during the time of this
thesis work, but the list was not ready by the end of this work. The people within the Finnish
organization were thought to have at least a bit better understanding of the department heads
as well as senior leadership team members, and they could be able to utilize the outdated
authorization signature list by knowing who has replaced whom over the years. The new
buyer in the Indian organization would have none of these advantages and thus, requesting
the needed approvals with the current information available was seen as impossible to be

processed by the new buyer.
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8.2 Supporting the initial phase of collaboration in global virtual teams

The following subchapters will separately discuss the held onboarding meetings and the
supporting intercultural collaboration sessions and their connections to the existing literature

and research.

8.2.1 Onboarding meetings

As mentioned already before, the onboarding meetings were in place for two purposes: to
enable sufficient understanding of the purchases of each department, but also to support the

initiation of collaboration in global virtual teams.
e Introductions
e Purchased items
e Workload throughout the calendar year
e Joint goals for executing non-project purchases

e Non-project process and responsibilities (the main emphasis was on
communicating the policy, that the department has the main responsibility for
getting required approvals, whereas Procurement is responsible for checking

approval validity)

In the introduction part, the participants shared information about their position in the
company, and some of them also shared more about their tasks and career overall. There was
no guidance about the things that should be mentioned, but logically, the information was
mainly related to the work setting. However, not limiting the information gave participants

a chance to share what they felt was important and to show their personality a bit.

In the background, there was a thought that sharing this kind of information could help to
form trust between the team members. DeRosa & Lepsinger (2010, 57-61) state that not
knowing other team members and their skills and competencies could be a source of mistrust
and reluctance to delegate or share the work within the team. According to McAllister

(1995), for example, professional qualifications and overall, the sense of reliability can help
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form cognition-based trust, and this session gave a chance to share this kind of relevant
information. The aim was also that a chance for free expression would enable people to get
to know each other as people and to initiate the development of affective-based trust, which,
according to Moussa et al. (2016, 93-94), is based on getting to know someone. And as
Leidner and Jarvenpéi (1999) stated about the initial phase of trust formation at a more
general level, communication at the beginning of the team’s life is essential for trust
formation and should include project or task-related communication to form the basis for
trust and, if possible, more social and less work-related communication to further strengthen

the trust.

According to Gibson and Grushina (2020), clear roles, responsibilities, and formalized,
shared goals unite high-performing global virtual teams by maintaining efficiency of work
and helping avoid conflicts that could hinder the performance of the team. Moussa et al.
(2016, 7-8) add, that joint goals create commitment to the team and its tasks, thus enhancing
team performance. Joint goals were discussed in the onboarding sessions. The joint goals
were concluded based on the writer’s understanding and past discussions with the
department and the goals (as well as the whole presentation) were sent to the department
with a request to comment on them in case changes and/or additions were needed. Briefly
discussing the process and especially what is the responsibility of the department and what
are the tasks of the buyer helped to clear the roles and related responsibilities to support

effective work within the teams.

Team members’ commitment to the team and its tasks enhances the effectiveness of the
team, thus being a desired characteristic (Powell et al. 2006). According to Sheng et al.
(2010), team member commitment emerges from trust, teamwork behaviour and received
team support. Moussa et al. (2016, 7-8), on the other hand, state that team commitment
requires clear joint goals, established roles that supplement each other, and finally, shared
norms that determine how the goals can and should be fulfilled. The above-mentioned
discussion about the joint goals, as well as determining the process and each party’s role in
it, also supported the creation of commitment. The chance to discuss the work tasks and go
through possible questions or challenges was hoped to create a good basis for overall

teamwork that could help generate commitment to the team.

Going through the estimated division of workload throughout the year (i.e. in which months

the highest workload typically occurs etc.) was taken as one part of the onboarding sessions
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for a reason. As already pointed out by Mathur (2019, 106) in chapter 5.1, discussing time
differences and the notion of time, the business cycle in Finland differs from the one in India.
Thus, things related to the end or the beginning of the Finnish fiscal year, for instance, might
not be that obvious for the person working in the Indian organization. This topic of
discussion was included in order to ensure that there is a common understanding of the

workload occurrence.

Leadership was identified as one of the important factors contributing to the success of
global virtual teams (Clarck et al. 2019; DeRosa & Lepsinger 2010; Mehrabi et al. 2025).
The leader of a global virtual team has an important role and responsibility of facilitating
and coordinating work tasks and collaboration while building team identity and a common
understanding of the joint team goals. The role of the leader can be held by one or several
people, as long as someone takes care of these important leadership activities. (Zakaria et al.
2004) The structure of the teams in the case company posed a challenge in terms of
leadership. As the new buyer was not a part of either the Oy Procurement team or the
departments, and during this work, there was yet no proper Procurement organization in
India (only one person), there was no clear leader, at least at the beginning of the
collaboration. Department heads are mainly responsible for the purchases from a financial
perspective, but on the other hand, the buyer works for the Procurement function, needing
leadership primarily in related matters. This work carried out some of these leadership
activities by facilitating the initiation of collaboration and clarifying joint goals, as well as
enhancing awareness of work-related cultural aspects. However, to maintain the started
collaboration and further improve global virtual team effectiveness and efficiency, a

leadership solution should be figured out sooner or later.

8.2.2 Supporting intercultural collaboration sessions

Supporting intercultural collaboration -info sessions were in place to support the possible
challenges related to communication and cultural differences in terms of working and work-
related communication. In addition, they briefly addressed the practical aspects of
collaboration between the locations in Finland and India. Cultural differences and how they
affect work-related behaviour could cause conflicts and thus hinder collaboration (Au &

Marks 2012). Cultural differences affect trust formation (Mumtaz & Nadeem 2024) as well
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as how a team member identifies themselves with the other team members and influences
the team's operation through these factors (Au & Marks 2012). In addition, cultural aspects
also have a significant impact on communication as well as understanding others’
communication, affecting the everyday communication of the team (Sivasubramanian
2016). Since cultural aspects affect many of the other important factors and since the virtual
teams would include people from two culturally different and geographically distant
countries, these onboarding meetings were seen as an important part of starting the
collaboration. In addition, the collaboration was planned to be long-term, and thus it would

be essential to create the conditions for well-functioning cooperation.

A separate presentation (Appendix 4 & 5) was created for both the Finnish employees and
for the new buyer in India location, in order to be able to present possible differences from
each national culture’s point of view. The topics presented were the same for both audiences,
and they were chosen based on Chapter 5. presenting cultural differences in working life
between Finland and India. The slides summarized the most important possible differences,
referring to their sources, and in addition, the slides attempted to provide some guidance on
how to mitigate possible conflicts or act to improve the collaboration. Some pieces of advice
were directly from the referenced sources and some were composed based on the information
provided by the referenced sources. The discussed topics were practical time difference &
calendar year difference, different notions of time, language barriers and the challenges of
virtual communication, directness and amount of details in communication, formality of
communication, means of communication, decision making and task handling, and finally,

overall work environment.
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9 Conclusions

Subchapter 9.1 presents the conclusions of this work. The limitations of the results are
discussed briefly in subchapter 9.2. Finally, subchapter 9.3 suggests some topics for future

research.

9.1 Conclusions

The research objective of this work was divided into two objectives. The first objective was
to examine how the case company’s non-project purchasing process and operating methods
could be improved, unified, and adapted to a new operating environment with collaboration
between the company’s Finnish and Indian locations. The second objective of this work was
to find out how the operation of a global virtual team could be supported in the initial phase

of the collaboration.
The first objective was approached with research question 1:

How can the varying non-project purchasing process and purchasing-related operating
methods in Finland be transformed into a unified and improved process and operating
methods suitable for the new operating environment and collaboration between two different

locations?
The first research question can be answered by first examining the determined sub-questions:

Sub-question 1.1: What is the current non-project purchasing process and purchasing-

related operating methods of each department?

It was identified that the non-project purchasing process had several variations due to
varying operating methods. Overall, 6 different variations were identified. Possibly even
more special cases could exist. The variations were mainly related to the beginning of the
process, i.e., how the procurement department receives order requisitions and the
information these order requisitions contain. The beginning of the process was also identified
to alter the rest of the process. A common feature of the identified process variations was

the fragmentation of information and memory-based, even tacit knowledge, that was not
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always clearly documented anywhere but was required to be able to process the order

requisitions with fragmented and sometimes insufficient information.

Sub-question 1.2: How can the non-project purchasing process and purchasing-related
operating methods be adapted to fit the new operating environment that requires

cooperation between Finland and India?

It was identified that creating comprehensive practical instructions is necessary to support
the work in global virtual teams, which is the work setting in the new operating environment.
Means of communication should be included in the instructions since the understanding of
the suitable and appropriate means of communication could differ between the two cultures
working together. To avoid possible language barriers and delays caused by time differences,
the responsibility of requesting the offers and approvals was assigned to the departments
requesting the orders. The departments had already been largely responsible for requesting
offers, although there were exceptions. It was seen to be the clearest option to limit the

responsibility for offer and approvals requests entirely to the departments.

Sub-question 1.3: How can the varying non-project purchasing process and purchasing-
related operating methods be improved and unified into one coherent process and coherent

purchasing-related operating methods?

The ideal process, as well as problems and opportunities for improvement, were identified
with the help of two workshops with employees from the Oy Procurement department.
Problems and opportunities for improvement were also recognized by examining the process
and operating methods and by talking to departmental personnel. The frame for the pursued,
unified non-project purchasing process was created already in the workshop and it guided

the planning and execution of other improvements.

When thinking of the problem solutions and opportunities for improvement, they were all
related to some of the process enablers. Many of the problems and improvement
opportunities were eventually related to either the rules and policies of the company or the
documents that would communicate the rules and the policies as well as the correct ways to
execute the work. The problem was that some of these rules, policies and instructions were
ambiguous, incomplete or the documents indicating these rules and policies were not kept
up to date. Also lacking documentation of the best practices for executing the process, for

example, in the form of work instructions, was seen as a problem. The fragmentation of
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instructions concerning the non-project purchasing process and awareness of instructions

were also seen as areas for improvement.

Several implemented and planned solutions (action plans and proposed changes to official
non-project instructions) were related to creating either new instruction documents,
communicating the existing rules and policies, or ensuring that all the relevant people have
adequate knowledge of the instruction documents concerning them. Planned solutions also
took a stand on the contents of the non-project purchase-related rules and policies. In
addition, information systems provided chances for solving problems and improving the
process. Lists of annually recurring orders, automatic reports of expiring order lines, and

shared access to Procurement SharePoint are solutions related to information systems.

Main question 2: How can the operation of a global virtual team be supported in the initial

phase of the collaboration?

Several contributing factors that influence the operation and success of global virtual teams
were identified and categorized into 6 themes. These themes were communication and
communication technologies, formalized processes, goals, roles and responsibilities, trust,
commitment to the tasks and the team, cultural aspects, and leadership actions. The operation

of a global virtual team can be supported in the initial phase by influencing these factors.

Onboarding meetings with the initiated global virtual teams within the company were
planned and held in order to support the starting phase of the collaboration. The meetings
included introductions, which at this stage emphasized career and work-related details to
initiate trust formation and especially cognitive-based trust formation. Joint goals, as well as
the desired process and each party’s role in it, were discussed. These topics are not only
important to the efficient operation of the team, but they also have a role in creating

commitment to the tasks and the team, which further enhances the operation of the team.

Cultural aspects were seen as an important factor that influences almost all the other
contributing factors, and thus, this theme was addressed with supporting intercultural
collaboration sessions. In the sessions, possible communication and work-related cultural
differences between Finland and India were discussed. The sessions also reminded of the
communication requirements in global virtual teams and addressed the practical implications
of the geographical distance between the locations. These sessions supported

communication within the teams and expanded the team members’ understanding of how
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the members’ different cultures may appear in the work environment, and how to take them

into account to ensure as smooth collaboration as possible.

These actions, planned and executed to support the operation of a global virtual team in the
initial phase of the collaboration, would have been the responsibility of the leader of the
global virtual team. As these measures related to the beginning of the collaboration were
completed as a part of the thesis work, basically these leadership actions related to the initial
phase of the team formation were taken care of. However, for the further support of the
global virtual teams working within the company, the role of a leader should be determined

and assigned.

9.2 Limitations

As this action research was targeted at only one specific company, the results of this research
are mainly applicable to that company. It was already pointed out during this work that the
results obtained could also be utilized more widely in the company to support the transfer of
the rest of the non-project purchases in the future. The improvements in the process and
operating methods were mostly company-specific since many of them were related to the
company’s information systems and the company’s rules and policies. However, some of
the process-related solutions could be applied in other companies as well, though these
solutions would most probably require some modifications to fit the targeted company’s
operations. The solutions implemented to support the initiation of global virtual teams, on
the other hand, were created purely based on existing literature and research, and could be

utilized in other organizations facing a similar situation as the case company in this work.

9.3 Suggestions for future research

Traditional literature and research about improving processes often focuses on the
improvements that can be implemented in the current operating environment, i.e. the
operating environment is expected to remain somewhat stable. Some more research should
address improving processes when the operating environment is undergoing transformation
at the same time, and the improvements should be able to create a better process for the new

operating environment. Exploring this topic further is important as it is probable that similar



91

global arrangements to those in the case company will be more and more common in the

future in many companies.

As for the case company, in the short run, an in-depth investigation should be conducted to
find a suitable leadership solution for these already existing global virtual teams, as well as
for the teams to be established in the future to support and further improve the operations of
the global virtual teams within the company. In the long run, some internal research should
be targeted at the possibilities of influencing the motivation and measurement process
enabler that was identified as an underutilized process enabler in terms of the non-project

purchasing process.

10 Summary

Work that happens within global virtual teams is becoming more and more common and the
efficient operation of these teams is essential for the success of globally oriented companies.
These kinds of global virtual teams can handle many kinds of operations of the company.
The case company is transferring its indirect non-project purchases to be handled by global
virtual teams, in which the buyer is from the newly established India Procurement
organization and internal customers requesting the purchases are located in Finland. Indirect
purchases can nowadays cover a relatively large proportion of the company’s total spend,
account for a large number of transactions, while not affecting the company’s primary
operations, yet still being absolutely necessary for the company’s operation. For these
reasons, the handling of the indirect purchases should be refined to be as efficient as possible.
In the case company, there is a need to both enhance and improve the handling of indirect
non-project purchases transferred to the new operating environment as well as to support the

initiation of the global virtual teams to enable successful teamwork in the future.

This action research had two objectives that support the planned transfer of the non-project
purchases of three predetermined departments. The first objective was to examine how the
case company’s non-project purchasing process and related operating methods could be
improved, unified, and adapted to fit the new operating environment and collaboration

between the company’s Finnish and Indian locations. The second objective of this work was
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to find out how the operation of a global virtual team could be supported in the initial phase

of the collaboration.

This research followed the action research method. This work began with a literature review
to build the needed theoretical framework for understanding the processes and their
improving methods, indirect purchases, factors contributing to the success of global virtual
teams, and work-related cultural differences between Finland and India. This work utilized
workshops as a data collection method. In addition, the process and operating methods were
observed by participating in handling the non-project purchases of the assessed three
departments. Two workshops were held regarding the objective of improving, unifying, and
adapting processes and related operating methods. The literature review also created the

basis for planning the actions that could support the initiation phase of global virtual teams.

The target process was defined, and in total, 8 improvements were identified and
implemented throughout this work, mostly related to policies and rules, documents, and
information systems process enablers. To enable continuous improvement of the targeted
non-project purchasing process, an action plan to guide further improvement actions was
created for each of the three assessed departments as well as for the Procurement department,
for which this work was carried out. To support the initiation phase of the global virtual
teams, two solutions were created that were planned to positively contribute to the following
identified factors related to the operation and success of global virtual teams: communication
and communication technologies, formalized processes, goals, roles and responsibilities,
trust, commitment to the tasks and the team, cultural aspects, and finally leadership actions.
Due to the nature of the research, the generalizability of the results is limited, and most
probably applying the results in other companies would require company-specific
modifications. However, the solutions created in this work are seen to have further
exploitation potential within the company, and these possibilities are addressed partly in the

action plans.
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Appendix 1. Workshop 1. material

EIT-osaston ostoprosessin kuvaaminen ja parantaminen -tyopaja

20.11.2025

Tyopajan tavoite:

Tunnistaa ja kuvata EIT yleiskustannusostojen prosessi ja aliprosessit seké niiden
eri variaatiot nykyiselldan.

Tunnistaa prosessiin/aliprosesseihin liittyvét ongelmat ja tehottomuutta aiheuttavat
kohdat.

Etsid ja arvioida ratkaisuja tunnistettuihin ongelmiin ja tehostamiseen, ja valita
toteutuskelpoiset ratkaisut.

Tyopajan kulku:

Kéaydain lapi prosessien tunnistamisen ja méérittelyn perusteet

Rajataan ja kuvataan paiprosessi ja hahmotetaan sen merkitys yrityksen muiden
prosessien kannalta (apuna Laamanen 2001, 78 prosessin kuvauksen mallipohja,
jota tdydennetty Sharp & McDermot 2009 teorialla)

Tunnistetaan ja kuvataan aliprosessit sekd niiden mahdolliset variaatiot
Tunnistetaan prosessin/aliprosessien mahdolliset ongelmat (hyddyntien (Laamanen
2001, 21) ongelmanratkaisuprosessia soveltuvin osin) ja luodaan niihin ratkaisut.
Arvioidaan ratkaisujen toteutuskelpoisuus ja valitaan toteutettavat ratkaisut.
Tunnistetaan tehostamisen kohdat prosessin mahdollistajien osalta ja luodaan niihin
ratkaisut. Arvioidaan ratkaisujen toteutuskelpoisuus ja valitaan toteutettavat
ratkaisut.

1. Lyhyesti prosessista ja prosessin méirittelysti

Laamanen 2001, 19: "Toimintaprosessi on joukko loogisesti toisiinsa liittyvid toimintoja ja
niiden toteuttamiseen tarvittavat resurssit, joiden avulla saadaan aikaan toiminnan
tulokset”



Inputs: Outputs:
Knowledge and Products and
materials services

Process
A series of actions +

Performance

Supplier
Customer

Léahde: Laamanen 2001, 20

Sharp & McDermot 2009, 56: “Liiketoimintaprosessi on kokoelma toisiinsa liittyvid
toimintoja, jotka kdynnistetddn vastauksena laukaisevaan tapahtumaan, ja jotka
saavuttavat tietyn, diskreetin tuloksen asiakkaalle ja muille prosessin sidosryhmille”

93W0Ik'}’
O Activities / steps and .
decisions
Triggering event: Result:
= Actionor ( J . Pl‘(;dlld
decision I «  Service
T]me. ] . » Information
Condition ‘Workflow modelling
should indicate:
= Who?
»  Does what?
*  When?

Léahde: Sharp & McDermot 2009, 45

Olennaisia seikkoja prosessista ja niiden rajaamisesta ja kuvaamisesta:

e Prosessiajattelun kulmakivi on asiakkaan ja hinen tarpeensa tunnistaminen. Kun
tarve tiedetddn, pohditaan milld tuoteilla tai palveluilla (tai informaatiolla) se
tidytetddn eli mikd on prosessin output. Aktiviteeteista ja resursseista rakentuva
prosessi rakennetaan niin, ettd se pystyy tuottamaan halutun tuloksen. Lopuksi



tunnistetaan tarvittavat syotteet ja se misté ne saadaan (eli toimittajat). (Laamanen
2001, 21)

Prosessi alkaa asiakkaasta ja padttyy asiakkaaseen (Laamanen 2001, 52) -->
asiakkaan tunnistaminen siis ensiarvoisen tirkedd myos prosessin rajaamisen
kannalta

o Asiakas voi olla sisdinen tai ulkoinen

Prosessin tuloksen (output tai result) tulee olla diskreetti, laskettava ja identifioitava
ja sen tulee pysyd samana huolimatta pienisté eroista siind miten tai kenen toimesta
tulokseen padstiadn. (Sharp & McDermot 2009, 40-41)

Jotta prosessin kuvaamisesta on hydtya, prosessin aktiviteettien tulee kuvata aitoa
tekemistd (Laamanen 2001, 81)

Prosessien kuvaustarkkuudessa ei kannata menni liian yksityskohtaiselle tasolle,
silld padasia on kuitenkin vain tunnistaa kriittiset toiminnot ja paitokset (Laamanen
2001, 81)

2. Rajataan ja kuvataan piédprosessi ja hahmotetaan sen merkitys yrityksen muiden
prosessien kannalta

Define Contract

agreement

Select
supplier

specification

Lahde: Weele 2005, 29
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ﬁ - Bring supplier
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E - Norm/spec proposal - Due date listings || - Supplier
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e YIlld ns. ostoprosessin perusmalli, jota voi kdyttdd apuna hahmottamaan, miti
kaikkea prosessiin kuuluu yleiskustannusostojen tapauksessa.

e Olennaista miettid mitkd meidin prosessissa ja erityisesti EIT:n tyypillisissi
ostoissa on olennaisia vaiheita eli kaikki vaiheet ei 10ydy oheisesta mallista ja
toisaalta mallissa voi olla sellaisia aktiviteetteja, jotka eivét ole meiddn prosessissa

olennaisia.
Otsikko Sisilto
Soveltamisala e Mihin prosessia sovelletaan?

e Misti prosessi alkaa ja mihin se péattyy?

Asiakkaat/sidosryhmiit ja heidan
tarpeensa ja vaatimuksensa

o Keitéd ovat prosessin asiakkaat ja
sidosryhmat?

e Mihin he kdyttavit prosessin
tuotteita/palveluita ja millaisia
vaatimuksia he asettavat?

tuotteet/palvelut/informaatio

Tavoite e Miki on prosessin pddmaara?

e Mitké ovat prosessin menestystekijit?

e (Miten prosessin suorituskykyd mitataan?)
Syotteet ja e Mitki ovat prosessin syotteet ja

tuotteet/palvelut/tuotettu informaatio
e Miten tietoja hallitaan?

Prosessikaavio e Mika on prosessin karkeavaiheistus?
e Millainen on prosessikaavio?
Vastuut e Mitki ovat keskeiset roolit ja tiimit?

e Mitkéd ovat rooleihin/tiimethin liittyvit
tarkeimmat tehtivat, paitokset ja vastuut?

e Mitka ovat prosessiin liittyvit keskeiset
pelisdannot?

Téarkeimmiit mahdollistajat

e Mitkd mahdollistajat (tyonkulku,
informaatiosysteemit, motivaatio ja
mittaaminen, HR, sdédnndt ja kdytannot,
fasiliteetit, dokumentit) ovat
merkityksellisid prosessin kannalta?

Lihde: Laamanen 2001, 78 + omat lisdykset perustuen Sharp & McDermot 2009




3. Tunnistetaan ja kuvataan aliprosessit seki niiden mahdolliset variaatiot

e Myos kullakin aliprosessilla tulisi olla diskreetti tulos kuten koko prosessilla

e Aliprosessien tuloksia voidaan ajatella koko prosessin “milestoneina”, eli
aliprosessien tunnistamista voi ldhestyd miettimalld mitd vaiheita tai tapahtumia
tulee kdyda ldpi ennen kuin pédstdan koko prosessin lopputulokseen

Lihde: Sharp & McDermot 2009, 146-147

Cusiomer result:
Telephone service
. is moved
Process: Move Telephone Service
{apiure Aszign Install Confirm Artivate
Sapice Metwork Premisa Service Customsar
) Crder Facilitias Eqquipami ent Cuality Account
Trigger:
telephone service Telco result
P moved Active account
with receivable
posted

Lahde: Sharp & McDermot 2009, 49

4. Tunnistetaan prosessin/aliprosessien mahdolliset ongelmat ja luodaan niihin
ratkaisut. Arvioidaan ratkaisujen toteutuskelpoisuus ja valitaan toteutettavat
ratkaisut.



Defining
problem

Analyzing
problem

Creating
solution

Evaluating and
implementing solution

Problem solution process

Verifying
implementation

g Conclusions

Lahde: Laamanen 2001, 21

Téssé vaiheessa siis toteutetaan seuraavat toimenpiteet:

1. Tunnistetaan ongelma

Tunnistetaan ongelman syyt

3. Ideoidaan ratkaisuja ja valitaan Kkriittisen arvioinnin perusteella toteutettavat
muutokset

g

5. Tunnistetaan tehostamisen kohdat prosessin mahdollistajien osalta ja luodaan
niihin ratkaisut. Arvioidaan ratkaisujen toteutuskelpoisuus ja valitaan toteutettavat
ratkaisut.

e Prosessin mahdollistajat (enablers) ovat tekijoitd, joita muuttelemalla voidaan
vaikuttaa prosessin suorituskykyyn. Prosessin mahdollistajia ovat:
o Tyonkulun suunnittelu (workflow design)
o Informaatiosysteemit
o Motivaatio ja mittaaminen
o Henkildstoresurssit



o Sainndt ja linjaukset
o (Fasiliteetit)
o (Muut ko. prosessin kannalta merkittavét tekijat, esim. dokumentit)

Téassd vaiheessa siis toteutetaan seuraavat toimenpiteet:

1. Ideoidaan miten prosessia voitaisiin helpottaa/parantaa/tehostaa

Arvioidaan ideoiden toteutuskelpoisuutta

3. Pohditaan millaisia muutoksia mahdollistajiin on tehtivi/miti niiltid vaaditaan
toteutuskelpoisten muutosten aikaasaamiseksi

D

(Vaiheet saatu soveltamalla Sharp & McDermotin 2009, 84-85 prosessin kehitys -
prosessimallia)



Appendix 2. Workshop 2. material

Tyopaja 2: Lisidykset 1. tyopajan perusteella luotuun prosessiin ja
kaytiantoihin ICT & Engineering Management -osastojen nikokulmasta

27.1.2026

Tyopajan tavoite:

Tunnistaa, mikéli ICT ja Engineering Management osastojen toimintatavat ja
vaatimukset ostoprosessin ndkokulmasta vaativat lisdyksid/muutoksia 1. tyopajassa
madriteltyyn tavoiteprosessiin ja siithen liittyviin toimintatapoihin.

Tyopajan kulku:

1.

Luodaan kuva nykyisestd tavoiteprosessista ja toimintatavoista. Kerrataan 1.
tyOpajassa havaitut ongelmat ja ratkaisut sekd sielld méadritelty tavoiteprosessi ja -
toimintatavat ja tuodaan myds esiin EIT:n kanssa kéytyjen keskustelujen tuomat
lisdykset toimintatapoihin ja prosessiin.

Tarkentavat kysymykset aikaisempiin ratkaisuihin liittyen.

Tunnistetaan mahdollisesti eroavat kdytdnnot prosessissa ja toimintatavoissa ICT ja
Engineering Management osastojen kohdalla.

Hy6dyntiden (Laamanen 2001, 21) ongelmanratkaisuprosessia soveltuvin osin,
arvioidaan, onko ICT ja Engineering Management -osastojen nykyisessi
prosessissa ja toimintatavoissa ongelmia, joita ei vield pelkdstdan EIT:n prosessia
tarkastelemalla ole tunnistettu tai jotka eivit ratkea esitetyilld ratkaisuilla.
Ideoidaan tunnistettuihin ja ratkaisemattomiin ongelmiin ratkaisuja. Arvioidaan
ratkaisujen toteutuskelpoisuus ja valitaan toteutettavat ratkaisut.

Tunnistetaan tuleeko ICT ja Engineering Manangement osastojen kohdalla uusia
tehostamisen kohtia prosessin mahdollistajien osalta, jotka eivét tehostu jo
ehdotetuilla toimenpiteilld ja ideoidaan nithin ratkaisuja. Arvioidaan ratkaisujen
toteutuskelpoisuus ja valitaan toteutettavat ratkaisut.

Arvioidaan saadaanko ratkaisut osaksi yhté yleispdtevad ohjetta, vai onko ohjeessa
tarpeen olla osastokohtaisia lisdyksid. Lahtokohtaisesti pyritdén yhteen yhtendisiin
toimintatapoihin ja ohjeistukseen osastojen vililla.



1. Kerrataan 1. tyopajassa havaitut ongelmat ja ratkaisut seké sielld miéritelty
tavoiteprosessi ja -toimintatavat tiydennettyni EIT:n kanssa kaydyisti
keskusteluista saaduilla tuloksilla

Ongelmat:

e Lisenssit vanhenevat joskus ennen kuin ne on muistettu uusia.

e Kaikki tarvittavat kustannukset, kuten maintenance maksut eiviét tule esiin
tilauskehotuksella ja niitd varten joudutaan tekeméén yliméardista tyotéd
hyvéksyntien kyselemisen ja tilausten péivitysten muodossa.

e Hyviksyntilista ei ole ajan tasalla, ja osastoilla ei itse tiedetd, mihin heilld on
hyviksyntivaltuudet.

e Sopimusnumeroa ei mainita E1:ssd ja/tai sitd ei ole tallennettu, jolloin oikeita
sopimuksia ei 10ydeti jalkikdteen.

e Tilaamiseen vaadittu tieto ei aina tule yhdelld kertaa, vaan siti joutuu selvittiméan
useampaan otteeseen.

e El:ssd auki useita tilauksia samalle vuosittain uusittavalle nimikkeelle ja lisensseja
ja nithin kuuluvia maintenance maksuja on sekaisin eri tilauksilla.

e Isompia tilauksia ei ole aina jaksotettu oikein tai niiden laskutuksen ajankohtaa ei
ole merkitty oikein El:seen.

e Ei yhtendistd kdytantoa siitd, kenen vastuulla hyviksyntien saaminen on.

Kehittamisen kohteet:

Verkkokaupasta tai online portaalista tilattavista lisensseistd tehdddn ajoittain
jokaisesta yksittdinen tilauspéivitys, vaikka tdmén voisi hoitaa tehokkaammin
vuositilausriveilld ja antamalla osastoille oikeudet tilata lisenssit itse
vuositilausrivin kustannusten rajoissa.

Yksitdisten hyvéksyntien pyytdmisen sijaan tehokkaampaa olisi kerétd vuosittain
uusittavien tilausten hyviksynnit yhdelld kerralla, kuten joillain osastoilla tehdéan.



Hankinnalla ja osastoilla voisi olla yhteinen paikka tallentaa sopimukset, jotta
paéllekkaiseltd arkistoinnilta véltytdén ja tiedonkulku helpottuu. Mahdollisuuksien
mukaan myds jonkinlainen yhteisesti muokattavissa oleva vuositilauspohja
kayttoon.

Ehdotetut ratkaisut

Prosessin vastuiden selkeyttdminen: 1dhtokohtaisesti vastuu hyvaksynnisté
osastoilla itsellddn, ja mielelldén hankintaan suoraan ,,pakettina” hankintakehotus ja
tarvittavat hyvaksynndt. Vastuu hyviksyntien tarkistamisesta sdilyy ostajalla.

Saintolisdys: osastoille oikeus tehdd verkkokauppaostokset itsendisesti
vuositilauksen budjetin rajoissa, kun kustannuksesta on tullut hankintaan
asianmukainen tilauskehotus ja siitd on tehty tilaus E1 jirjestelméén.

Vuositilauslistaus kdyttoon osastoille, joilla vuosittain uusiutuvia ostoja, jotta
hyviksyntien saamisesta ja tilaamisesta tulee tehokkaampaa.

o EIT:lle téillainen tehty tilaus- ja laskudatan perusteella. Lisdksi yhdessa
EIT:n kanssa luotiin toimittajakohtaisesti tarpeen mukaan kategoriat, joille
lisdtdén vuosittain rivi vuositilaukselle.

o ICT:lle tdydennetty aikaisempaa vuositilauslistausta lisddmalld vuosittain
toistuvat tilaukset, joille ei ole ollut E1:ssé auki ollenkaan vuositilausta.

Osastoille pyydetddn padsy hankinnan SharePoint kansioon oman osastonsa
tietoihin. Lisdksi ainakin EIT:lle olisi ajatuksena tehdo kansio, johon heilldkin on
muokkausoikeudet, ja jossa voitaisiin pitdd yhteisesti muokatavissa olevaa
vuositilauslistausta

Tarkemmat non-project tilausten tydohjeet siséltden seuraavat huomiot:

o Tarkan tuotenimen merkitseminen Description 1 kohtaan ja mahdollinen
validity period Description 2 kohtaan

o Sopimusnumeroihin viittaaminen

o Laskutuspdivd Requested date kohtaan ja maininta tilausrivien avaamisesta
laskutusajankohtien ja ttheyden mukaan

o Expiration date E1:n Promised delivery date kohtaan --> mahdollistaa
raportin ajamisen “vanhenevista” riveisté

o Ohjeistukset tallennettavista dokumenteista ja yleisesti
tallennuskaytinnoista

El-raportti Promised delivery daten mukaan, joka tulisi automaattisesti osastoille ja
mahdollistaisi esimerkiksi lisenssienhallinnan paremmin.



e Osastoille ldhetettidva Order requisition checklist, jossa listattu tarvittavat tiedot,
muistutettu hyvaksyntién liittyvistd euromaariisisti rajoista ja hankinnan ohjeista
tilauksiin liittyen.

e Onboarding sessiot kunkin osaston kanssa tarvittavien ldhtotietojen
varmistamiseksi uudelle ostajalle
2. Tarkentavat kysymykset aikaisempiin ratkaisuihin liittyen

e Onko OK antaa osastoille katseluoikeus hankinnan SharePoint kansioon
(nimenomaan kyseisen osaston kansioon)?

e Voidaanko tehdd myds molempien osapuolten muokkauksen sallima kansio osaston

kansion sisélle, jossa voitaisiin sdilyttdd péivitettdvaa vuositilauslistausta (EIT:n
toive)?

e Sopimusnumeroihin viittaaminen tilanteessa jossa esimerkiksi sekd frame
agreement ettd vuosittain uusittava sopimus frame agreementin ehdoilla, mutta
paivitetyilld hinnoilla?

e Sopimusnumeroihin viittaaminen vuositilauksia péivitettdessi?

e Ostojen jaksotus yleiskustannuksissa?

Voidaanko hyddyntdd Agreement Number ja Agreement Supplement kenttia?

Agreement Agreement
Number Supplement

3. Tunnistetaan mahdollisesti eroavat kiytinnot prosessissa ja toimintatavoissa
ICT ja Engineering Management osastojen kohdalla.



4. Tunnistetaan onko ICT ja Engineering Management -osastojen nykyisessi
prosessissa ja toimintatavoissa ongelmia, joita ei vieli pelkiistiaéin EIT:n
prosessia tarkastelemalla ole tunnistettu. Ideoidaan tunnistettuihin ongelmiin
ratkaisuja. Arvioidaan ratkaisujen toteutuskelpoisuus ja valitaan toteutettavat
ratkaisut.

Defining
problem

Analyzing
problem

Creating
solution

Evaluating and
implementing solution

Problem solution process

Verifying
implementation

g Conclusions

Lahde: Laamanen 2001, 21

Téssé vaiheessa siis toteutetaan seuraavat toimenpiteet:

1. Tunnistetaan ongelma

2. Tunnistetaan ongelman syyt

3. Ideoidaan ratkaisuja ja valitaan kriittisen arvioinnin perusteella toteutettavat
muutokset



5. Tunnistetaan tehostamisen kohdat prosessin mahdollistajien osalta ja luodaan

niihin ratkaisut. Arvioidaan ratkaisujen toteutuskelpoisuus ja valitaan
toteutettavat ratkaisut.

Prosessin mahdollistajat (enablers) ovat tekijoitd, joita muuttelemalla voidaan
vaikuttaa prosessin suorituskykyyn. Prosessin mahdollistajia ovat:
o Tyo6nkulun suunnittelu (workflow design)
Informaatiosysteemit
Motivaatio ja mittaaminen
Henkilostoresurssit
Sa4annot ja linjaukset
(Fasiliteetit)
(Muut ko. prosessin kannalta merkittévit tekijit, esim. dokumentit)

O O O O O O

Téassd vaiheessa siis toteutetaan seuraavat toimenpiteet:

Ideoidaan miten prosessia voitaisiin helpottaa/parantaa/tehostaa

Arvioidaan ideoiden toteutuskelpoisuutta

Pohditaan millaisia muutoksia mahdollistajiin on tehtdva/miti niiltd vaaditaan
toteutuskelpoisten muutosten aikaansaamiseksi

(Vaiheet saatu soveltamalla Sharp & McDermotin 2009, 84-85 prosessin kehitys
prosessimallia)

3.1 ICT:n kiytintojen mahdolliset eroavaisuudet

E1 Order requisitioneiden ldhettdminen — ei taida olla kdytdssd muilla osastoilla?

4.1/5.1 ICT ongelmat ja kehityskohdat

Puutteellisesti/vdirin tiytetyt E1 order requisitionit, lisdksi nditd kdytetdén ajoittain
vadrin esimerkiksi niiin, ettd auki olisi myOskin vuositilaus, mutta samaan asiaan
avataan uusi tilaus

Paljon sisdisid tilauksia — e1 ehkd ymmérretty sisdisen tilauksen pointtia ja sité, etti
tilauksen tekemisesti ei paljoa ole hyotyé, jos tilausnumeroa ei koskaan ilmoiteta
toimittajalle laskutusta varten



3.2 Engineering Managementin kiytintojen mahdolliset eroavaisuudet

e [Imeisesti osastolla hyvin paljon “itsendisid hankintoja” luottokortilla, muutenkin
ehka sellainen kasitys, ettd pienempiin hankintoihin ei tarvetta ottaa hankintaa
milldén lailla mukaan — aiheesta kiytiin jo keskustelua ja muistutettiin etti ohjeissa
lukee ettd periaatteessa kaikki ostot tulisi mennd hankinnan kautta vaikka kaikesta
ei El tilausta tehtdisikdén

4.2/5.2 Engineering management ongelmat ja kehityskohdat

¢ Tilaukset ilman hankinnan konsultointia

6. Arvioidaan saadaanko ratkaisut osaksi yhta yleispétevii tyoohjetta, vai onko
tyoohjeessa tarpeen olla osastokohtaisia lisidyksii. Lihtokohtaisesti pyritiin
yhteen yhteniisiin kdytintoihin ja tyoohjeeseen osastojen vililli.



Appendix 3. Non-project order requisition checklist

Checklist for departmental non-project purchases

Please note that all non-project purchases, no matter the order value, should go
through the Procurement department.

Order requisition details

Please check that the order requisition sent to the Procurement department includes
the following information as applicable. The information can be either in written
form, or it can be found from supplier’s offer or other equivalent document. Please
provide all needed information in English if possible.

v

v

Supplier

Supplier’s contact person information (name & email)
Delivery address

Scope

Delivery time, service completion schedule or validity period
Estimated costs (total cost / unit cost + cost estimate)

Full cost code (Cost Center, Obj Acct, Sub)

Estimated additional costs (maintenance costs, delivery costs, ...)

Attachments

v

v

(Supplier’s offer / price list / contract)

Required approvals (more information below)



Approval details

Please check the latest instructions and authorized signature list from SFW Operating
System SFW Operating System - Non-Project Expenditure Approval and Procurations.
The table below is compiled following the latest instructions under SFW Operating system
at the time of creating this checklist (02/2026).

Order value Required approvals
<5000 € and
within XXX
departmental
budget
>5000€and < 1. approval 2. approval
50 000 € XXX XXX
OR
XXX XXX
>50 000 € 1. approval 2. approval 3. approval
XXX XXX XXX




Appendix 4. Supporting intercultural collaboration — Collaborating with Finnish
colleagues

The purpose of this session

Cultural differences affect, for example, building of trust and functioning of
communication. Through communication, is also has an effect on commitment to

work tasks and work team.

Knowledge of different cultures should be increased and the competence for inter-

cultural communication should be improved in order to avoid various conflicts.

This session will briefly review some cultural differences emerged in the literature,
especially those related to working culture or otherwise visible at work. The idea
behind this session is that by recognizing possible differences in working practices,
one can already prepare for them at a conceptual level and also think about one's

own actions so that the differences do not cause problems for cooperation.

References: Mumtaz & Nadeem 2024, Zakaria et al. 2004

The most important references

Sivasubramanian, N. B. 2016.Managing across cultures with cultural intelligence
quotient (CQ): Study of Finnish business leaders experience in India. Vaasa: University

of Vaasa.
&

Mathur, A. & SpringerLink (2019) Finland—-India Business Opportunities Connecting
the Swan and the Elephant. 1st ed. 2019. [Online]. Singapore: Springer Singapore.

The references are quite resent, however it is possible that both the culture and especially

the working culture has develeoped and changed in the mean time.



Of course the accuracy of information related to Finnish working culture has been checked

based on my own experiences

Practical time difference & calendar year difference

Finnish summer time is 2,5 hours and winter time is 3,5 hours behind Indian time.

Joint work will most probably be focused on midday and noon (Indian time).

Finnish business cycle/fiscal year starts in January and ends in December. Often the

highest workload occurs in the beginning of fiscal year when annual orders are renewed.

In general, there are differences between Finland and India in the timing of annual
holidays and the timing of various national holidays. It may be a good idea to inform
Finnish colleagues about national holidays in advance, so that potentially urgent work can

be delegated to people present during certain national holiday.

References: Mathur 2019, 106-109

Different notions of time

According to Mathur 2019, Indian concept of time is cyclic and polychronic —
meaning that time is not as strongly seen as a resource that has to be divided into
units and scheduled in detail. In polychronic concept of time, it is typical that several

things happen or are done simultaneously.

The Finnish concept of time on the other hand is typically linear and focuses on

scheduling and doing one thing at a time.

In Finland, time is seen almost as a commodity or a resource that should be used

efficiently. Therefore, scheduling/planning one’s time as well as being punctual,



productive and on time are highly valued. In general, meetings or other scheduled
events start exactly when they are announced to start. Being on time or even a bit early are

seen as signs of polite and respectful behaviour.

You can also typically trust on the announced ending times for meetings or other events as

well, so it is possible to plan own activities based on agreed times.

References: Mathur 2019, 106, Sivasubramanian 2016, Duranti & Di Prata 2009

Language barriers and the challenges of virtual communication

Communicating solely virtually already presents challenges in understanding others

since various physical cues, such as facial expressions and gestures, are often missing.

In virtual communication, misunderstandings are even more easily left unnoticed
than in face-to-face communication. Communication with a high level of details helps to

understand both cultural features and the overall message better.

Some words, such as expressions related to time, may mean different things to
different people. A good example is word “soon” that can be slightly differently
understood by different people. Strive for the clearest possible expression, avoid

imprecise expressions, and always ask clarifying questions when in doubt.

References: Brewer 2015, 46-48 & 60-61, Sivasubramanian 2016

Directness and amount of details in communication

The Finns are quite outspoken and direct in communication. Things are expressed
exactly as they are without hidden meanings and usually people go straight to the

point without ”small talk”.

Only things that are necessary are communicated and concise messaging is preferred.



One example of the directness: Saying directly ”no” is actually considered polite in
Finnish culture while it may seem harsh to other cultures. In the background there is
a cultural mindset where personal factors and work responsibilities are kept apart
from each other. When communicating with Finns, it should be remembered that
directness and possibly quite short messages are not a sign of disrespect or annoyance, just

the way we are accustomed to communicate with each other.

References: Mathur 2019, 109-112, Metcalf et al. 2006, Dekker et al. 2008, Richardson &
Smith 2007, Hofstede 2001, Sivasubramanian 2016

Formality of communication & means of communication

Overall, Finnish people opt for more informal communication style. Greeting people

with their first names and without any titles is common even in business context.

Finnish culture has a relatively low power distance (accepted inequality between people
with more power and people with less power in terms of hierarchy). Basically, all means
of communication can be used to contact hierarchical superiors.When communicating
with Finns, it should be remembered that informal communication style has nothing to do

with disrespect either.

In general, sending emails is the most preferred and also the most useful way of
communicating and in Finnish context it is appropriate for contacting anyone within the

organization no matter their position in the organization.

Non-project purchases instructions will state which communication technology will be
used for certain activities that require communication so that it matches with the task and

the context as well.

References: Mathur 2019, 109-112, Metcalf et al. 2006, Dekker et al. 2008, Richardson &
Smith 2007, Hofstede 2001, Sivasubramanian 201



Decision making & task handling

In Finnish working culture the employees value independency and autonomy in their
work, in both decision making and execution of their work tasks. Independent work
and decision making related to their work are enabled with established structures
and processes within the company —Typically tasks and possible deadlines for the

tasks given and after this the responsibility is held by the employee.

The role of the superiors is not that significant in taking care of everyday tasks and
the superiors are expected to respect the autonomy of the employees —No frequent

monitoring, such as daily check-ups.

Unless problems or delays are brought to the attention of the superior, everything is
expected to go well. The instructions for non-project (and project purchases as well)
clearly state which things need approval or decision made by the department manager or

some other superior, other things are expected to be done/decided independently.

References: Mathur 2019, 109-119, Sivasubramanian 2016

Overall work environment

Finnish work enviroment (or at least in SFW) is more based on collaboration than

competitionlt is more than ok to ask for help from other colleagues.

Raising problems into the awareness of managers or other relevant people as early as
possible is an activity that is encouraged. This way the problems can be addressed together

with enough resources and knowledge.



Appendix 5. Supporting intercultural collaboration — Collaborating with Indian colleagues

Infosession tarkoitus

Kulttuurierot vaikuttavat esimerkiksi luottamuksen rakentumiseen ja kommunikaation
toimimiseen sekd kommunikaation vilitykselld myds tydtehtédviin ja tydskentelytiimiin

sitoutumiseen.

Tietdmysté erilaisista kulttuureista tulisi lisété ja kykya kulttuurien véliseen viestintddn

parantaa erilaisten konfliktien valttdmiseksi

Téssé infosessiossa kdydéédn lyhyesti ldpi joitakin kirjallisuudesta nousseita erityisesti
tyoskentelykulttuuriin liittyvid tai muuten tyossé todenndkdisesti ndkyvid kulttuurieroja
sekd yleisesti pelkdstddn virtuaalisesti tapahtuvan kommunikoinnin haasteita. Taustalla
ajatuksena on se, ettd mahdolliset erot tydskentelykdytdnnodissé ja todennédkoiset haasteet
tunnistamalla niihin voi ajatuksen tasolla jo varautua. Liséksi voi suhteuttaa omaa

toimintaa niin, ettd erot eivit aiheuttaisi suurempia ongelmia yhteistyon sujumiselle.

Lahteet: Mumtaz & Nadeem 2024, Zakaria et al. 2004

Tarkeimmiit lihteet

Sivasubramanian, N. B. 2016.Managing across cultures with cultural intelligence quotient

(CQ): Study of Finnish business leaders experience in India. Vaasa: University of Vaasa.

Mathur, A. & SpringerLink (2019) Finland—India Business Opportunities Connecting the
Swan and the Elephant. 1st ed. 2019. [Online]. Singapore: Springer Singapore.



Melko tuoreet 1dhteet, mutta toki kulttuuri samoin kuin tydskentelykulttuuri muuttuu

jatkuvasti.

Kiytinnon aikaero ja kalenterivuoden erot

Suomen kesiaika on 2,5 tuntia ja talviaika 3,5 tuntia Intian aikaa jiljessa.
Samanaikaista ldsndoloa vaativa yhteistyo tulisi sijoittaa erityisesti aamuun ja keskipdivédn

(Suomen aikaa).

Intiassa liiketoimintakausi/tilikausi (fiscal year) alkaa huhtikuussa ja paittyy siten
maaliskuussa. Muistuta ja tiedota Suomen kalenterivuoden/tilivuoden loppuun tai alkuun

liittyvistd tapahtumista, kuten tyypillisesti suuremmasta tyOméaérasta.

Yleisesti Suomen ja Intian vililla on eroja lomien ajankohdissa ja erilaisten
kansallisten vapaapiivien ajankohdissa. Jos tiedossa esimerkiksi hyvin kiireisid

tilauksia, voi olla hyvé varmistaa ettei kyseiselld ajanjaksolle satu lomia tai vapaapéivii.

Lahteet: Mathur 2019, 106-109

Erilaiset aikakasitykset

Suomalainen aikakisitys on tyypillisesti lineaarisempi ja keskittyy aikataulutukseen,
ajan tehokkaaseen kiyttoon ja yhden asian tekemiseen kerrallaan. Aika nihdaan

resurssina.

Intialainen aikakdsitys on puolestaan syklinen ja polykroninen. Tille aikakisitykselle

ominaista on monien asioiden samanaikainen tapahtuminen tai tekeminen seki ajan



nikeminen joustavampana kisitteeni. Aikaa ei nihdi resurssina, ja aikatauluilla ei
ole ihan samanlaista merkitysti. Aikataulujen muuttaminen jopa lyhyella

varoitusajalla on yleisesti hyviksyttivimpaa.

Tyypillisesti molemmat kulttuurit arvostavat tismillisyytti ainakin jossain méérin,
mutta Intiassa erilaiset odottamattomat ja ylitsepiisemattomiit esteet, kuten
liikenneruuhkat, ovat sen verran tavallisia, etti ajoissa olemiseen saatetaan suhtautua
rennommin. Kuitenkin suhtautuminen ajoissa olemiseen on mahdollisesti kehittynyt

lihiaikoina lihemmaiksi suomalaista tapaa ajatella.

Pyrittivd ymmartdméaan erilaisen aikakisityksen vaikutukset ja ilmaistava hyvin
tasmallisesti, jos jotkin asiat ovat esimerkiksi ajan suhteen hyvin kriittisid eiké niita titen

Vol Siirtda.

Lahteet: Mathur 2019, 106, Sivasubramanian 2016, Duranti & Di Prata 2009

Kielimuuri ja virtuaalisen kommunikoinnin haasteet

Kommunikointi pelkéstian virtuaalisesti tuo jo itsessiin haasteita toisen

ymmirtimiseen kun erilaiset fyysiset vihjeet, kuten ilmeet ja eleet puuttuvat.

Virtuaalisessa kommunikaatiossa vidrinymmaérrykset jiaivit jopa helpommin
huomaamatta kuin kasvokkain tapahtuvassa viestinnéssi. Normaalia
yksityiskohtaisempi viestintd helpottaa niin kulttuurillisten piirteiden kuin yleisesti

vilitettdvin viestin ymmartdmista.

Jotkut sanat, esimerkiksi aikaan liittyvit ilmaukset saattavat tarkoittaa eri ihmisille
eri asioita. Hyva esimerkki on sana ”soon” (pian), joka voi tarkoittaa eri ihmisille
hieman eri asiaa. Pyrittdvd mahdollisimman selkedédn ilmaisuun, véltettiva epatarkkoja

ilmaisuja ja esitettdvi tarkentavia kysymyksié aina tarpeen mukaan.



Léhteet: Brewer 2015, 46-48 & 60-61, Sivasubramanian 2016

Kommunikaation suoruus ja yksityiskohtaisuus

Suomalaisten kommunikointitapa on suora — Asiat ilmaistaan juuri niin kuin ne on
ilman piilomerkityksii ja asiat nostetaan esiin ilman kiertelyi. Vain vélttiméattomiit

asiat viestitiain ja viestinti pyritiin pitimiin mahdollisuuksien mukaan lyhyena.

Intialaisille tyypillisempéai episuora kommunikointi, jossa asioilla voi olla niin
sanottu piilomerkitys. —Asiat pyritiin ilmaisemaan kohteliaasti ja hieman Kkierrellen.

Liséiksi kommunikoinnissa yksityiskohtaisuudella on suurempi merkitys.

Intialaisessa kulttuurissa ”ei”:n sanomista suoraan saatetaan pitii epidkohteliaana,

kiytinnossi pyritidin siis vilttelemiin ’kylla”:n sanomista.

Muistettava, ettd meille normaali suora tapa viestid voidaan kokea epékohteliaana. Pyritddn
siksi hieman pehmedmpédn tapaan kommunikoida. Lisdksi pyrittdva arvioimaan
nonverbaalisia viestejd ja lukemaan rivien vélistd epdsuoran viestintityylin

ymmaértamiseksi.

Lahteet: Mathur 2019, 109-112, Metcalf et al. 2006, Dekker et al. 2008, Richardson &
Smith 2007, Hofstede 2001

Kommunikaation virallisuus ja kommunikoinnin keinot

Intialaiset suosivat tyypillisesti virallisempaa viestintityylisi, esimerkiksi

Mr./Mrs./Ms. usein kiytossé tervehdittiessi, lisiksi titteleiden kiaytto tarkeai.



Hieman virallisemman viestintdtavan suosiminen on helppo tapa kunnioittaa toisten

kulttuuria.

Intialaisessa tyokulttuurissa, jossa korkea power distance (hierarkkisesti korkeamman
ja matalamman vallan omaavien henkildiden vilisen eriarvoisuuden hyviksyntd),
hierarkkisesti ylempéini oleville henkiloille saatetaan viestii mieluummin esimerkiksi

kasvokkain tai muilla tavoin kuin sihkopostilla.

Yleisesti intialaisessa kulttuurissa saatetaan muutenkin preferoida muita kuin
pelkistiin virtuaalisia kommunikaation tapoja, jotka mahdollistavat tirkeidna
pidetyn verbaalisen viestinniin. Yhteisten kommunikaatiotapojen sopiminen
ostoprosessiin yhtendistdd kommunikaatiotapojen kayttod ja vihentdd tunnetta siitd ettd

jokin kommunikoinnin tapa olisi epdsovelias.

Lahteet: Mathur 2019, 109-112, Metcalf et al. 2006, Dekker et al. 2008, Richardson &
Smith 2007, Hofstede 2001, Sivasubramanian 2016

Paitoksenteko ja tyotehtivien suorittaminen

Intialaisessa tyokulttuurissa tyontekijoilla ja joskus jopa manager tason henkiloilla

hyvin vihiin piitoksentekovaltaa.

Myoskiin tyotehtivien suorittamisessa ei vilttamitta ole totuttu samanlaiseen
itsenédsyyteen kuin Suomessa (jossa tyotehtiviit ja tarvittaessa dealinet annetaan
tyontekijoille ja niiden odotetaan hoituvan jos mitiin erillisti ilmoitusta ongelmista

ei tule).

Tyypillisesti esimiehen rooli erilainen kuin suomalaisessa tyoelimiissa. Intialaisessa
tyokulttuurissa esimiehesti ollaan enemmiin riippuvaisia ja pAitoksii tai sanomisia

mietittiessi heidin ndkokulmaansa pyritidn ottamaan jatkuvasti huomioon.



”Micromanagement” kuvaa hyvin johtamiskulttuuria, jossa tyontekijoiden
tyoskentelyi seurataan tihein véilein ja johtamisen ajatellaan vaativan hyvin tiheida

puuttumista.

Ostoprosessissa ja sen ohjeissa on selkeisti kerrottu mihin tarvitaan kenenkin hyvéksynnit,
joten ostamisessa on sindnsd aika védhin tilanteita, jossa tarvitaan hyvin itsendista
paitoksentekoa. Erilainen kulttuuri voi kuitenkin nékya erindisen hyvaksynnédn hakemisena

hierarkkisesti ylempéna olevilta henkil6iltd pienempiinkin paatoksiin.

Lahteet: Mathur 2019, 109-119, Sivasubramanian 2016

Yleinen tyoilmapiiri

Intiassa totuttu Suomesta poiketen hyvin kilpailulliseen ilmapiiriin, jossa virheiden
vilttiminen, hyvin kuvan luominen ja esimerkiksi pidempien tyopiivien tekeminen

muista tyontekijoista erottumiseksi on tirkeai.

Mahdollisesti timé voi nikyi# myos niin, etti virheiti tai ongelmia ei haluta nostaa
esiin tai niiti pyritiin piilottamaan. Ehki hyvi tuoda esiin, ettd ongelmiin on enemmén
kuin sallittua pyytdd apua ja painottaa, ettd ongelmien esiin nostaminen mahdollisimman

aikaisessa vaiheessa on enemmankin kannustettavaa toimintaa.

Lahteet: Sivasubramanian 2016



