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The Compliance Imperative  
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Compliance Challenges  
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Compliance cost Indicators  
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Efficient Compliance – Process harmonization to reduce cost of 

compliance  
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Efficient Compliance  

 

Can we harmonize controls without harmonizing the 

underlying processes???  

NO  
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Process Harmonization…….Lit Survey  
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Process Harmonization: Methods Used (Lit Survey)  
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Case Study 1: Auto Company  
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Case Study 2: Electronic Components Company  
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Case Study 3: Power Company  

© 2011 Infosys Technologies Limited 



Case Analysis: Similarities  

 
• Large, multinational corporations spread out across the world  

• In all cases the „to-be IT landscape‟ was already decided to be ERP-based  
• Hence, To-Be creation largely influenced by the pre-decided target ERP package  

• Core program team formed combining both the company and external 

consultants and business & IT  

• Identification of best practices from As-Is was done in all cases  

• As-Is analysis and To-Be creation largely manual efforts; and consultant / 

expert dependant  
• Little leverage of tools, for e.g., for As-Is analysis, comparison of different To-Be models 

amongst others – need for more research  

• Resistance to change was a dominant common feature as the global To-Be 

template was being rolled out across different regions  
• At least in one of the cases the resistance was such that the initiative scope had to be rolled 

back significantly with some business units being put on hold  
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Differences  

• Governance  

• Ownership: IT (2 of 3 cases) and by business groups in the other. Program 

ownership was different in each case: IT, business and Finance  
• Strong mandate from the leadership levels was instrumental in ensuring buy-in in the face of huge resistance to change  

• Process Ownership / Process SMEs  
• BPM infrastructure in place (2 of 3 cases): Process owners (global /regional / local), and / or process SMEs who could 

provide inputs on As-Is documentation, review, validate and sign-off on the To-Be templates for their regions  

• Emphasis on designing the ERP access in accordance with the To Be design In one of the cases (namely Auto 

company), huge emphasis was laid on designing the access to the system in accordance with the To Be design. This 

was done to avoid any process change from creeping in to the system at a later point of time in ERP environment.  

• Drivers and motivations  
• Cost, reporting standardization, process excellence main objectives of the program in most of the cases  

• Compliance as an additional driver was seen in one of the cases (Power company)  

• Compliance Controls  
• In 2 of the 3 cases, compliance was a passive motivation alone. The group addressing compliance played a passive 

role  

• Review of the To-Be and propose changes if required in the controls designed  
• In the other case, controls optimization was one of the main objectives and the approach included evaluating and 

optimizing of the controls  
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Common Challenges faced in the cases  

• Pre-decided IT landscape constraints To-Be design  

• However, quality of the To-Be is limited by the process on the pre-decided system, for 

e.g., the package chosen  

• As-Is process documentation involved effort and time of stakeholders 

(workshops or face to face meetings, travel costs)  

• Cost and time taken for the As-Is phase vs value was a question  

• Need to capture regional specific requirements (market/ customer /regulatory), 

competitive differentiators, best practices  

• Design of To-Be  

• Takes too long, and is complex  

• Currently it is dependent on expert guidance (esp, if target process is not identified)  

• To-Be: Resistance to the new process  

• Politics and power equations; for eg, power of the local regional CEOs  

• Resistance to reduction in number of controls  
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Effect of process harmonization on controls  

 

• Let us analyze the impact this process harmonization had on 

controls in case study 3  
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Approach for controls standardization & optimization  
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Case Analysis: Controls Optimizations  

• Controls optimization was done along with process harmonization.  

• Three phased integrated approach followed to ensure right number 

and mix of controls at the design stage it self  

• Proactive participation and push from the top for controls 

rationalization Outcome:  

• Number of controls for country A: 3050  

• Number of controls post process harmonization: 980  

• Number of controls post controls optimization: 360  

• Number and Nature of harmonized and optimized controls: Automated 

– 160 and Manual 200  
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Learnings & Research Directions  
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Learnings & Research Directions  

• Analysis of As-Is and Developing the To-Be  
• Deciding upon the standard base process  

• Decision on the target To-Be process: in case the end IT package has been chosen 

(how to bring in company best practices)? In other cases, how to create the To-Be in 

the shortest time and with minimum effort  
• Opportunity to bring in suitable tools, for e.g., simulation to try out different process options to estimate impact 

on process performance  

• Process excellence techniques can be adopted  

• Process goals: cost, quality, time and other specific ones  

• Use of value analysis to validate each process step  

• Modeling of compliance controls and process modeling  
• Today these are distinct and not amenable for integrated analysis  

• Scope exists to develop integrated modeling approaches to streamline controls optimization in line with 

process standardization  

• Governance  
• Some governance structures have been proposed; these can be added to the practitioner tool-kit with 

suggestions on appropriateness for different scenarios  
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