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O0.Abstracts

0.1.Digital Transformation and the Role of the Business
Analyst

Digitalization and digital transformation are change processes which have been taking place in
companies for the last 20 years at an accelerating pace. They can cause many and complex changes
in the business process and business model. Therefore, this change needs systematic preparation
and close management to turn out beneficial for the company. The systematic change management
practice for companies is called “business analysis”. The current thesis set out to explore what the
actual practice of digitalization looks like in Estonian medium sized manufacturing companies.
Specifically, it was investigated what initiates the digitalization, how the decisions in the change
process are made, what business analysis activities are performed during the change and who
performs the business analysis activities. 4 companies were interviewed using the case study
method. The main results are that those 4 companies in 2021 are in the business process improved
digitalization phase and are not yet digitally transforming their business models and organizational
innovation culture. The companies have 4 common initiating factors that drive their digitalization.
The digitalization decision process has 2 versions — formal/predictive and informal/adaptive. In
general, the selection of business analysis activities undertaken within the 4 companies digitalization
projects follow the best practice of the business analysis discipline, but the set of used activities is
minimal. Companies felt that the engagement of employees in the long change process was not
always sufficient and the adoption of the created digital solutions into real work activities may
sometimes take a long time. These 2 problems are good candidates for further research.

Keywords: digital transformation, digitalization, business analysis, business analyst, case study
CERCS: P175 Informatics, systems theory

0.2.Digipoore ja arianaltuutiku roll

Digitaliseerimine ja digipddre on muutuse protsessid, mis on ettevdtetes viimase 20 aasta jooksul
toimunud jarjest kiirenevas tempos. Need protsessid vdivad pohjustada palju ja keerukaid muutuseid
ariprotsessis ja arimudelis. Seetottu on neid muutuseid vaja sisteemselt ette valmistada ja juhtida,
et need oleksid ettevdttele kasulikud. Sisteemne muutuste juhtimise praktika ettevbtete jaoks
kannab nime “arianallitis”. Kaesolev uurimist6d seadis eesmargiks uurida milline on tegelik
digitaliseerimise praktika Eesti keskmise suurusega tddstusettevotetes. Eelkdige uuriti, mis on
digitaliseerimist algatavad voi edendavad tegurid, kuidas selles muutuse protsessis otsuseid
tehakse, milliseid arianaltiusi tegevusi muutuse kaigus tehakse ja kes neid teevad. Juhtumi-uuringu
pohimdottel intervjueeriti nelja ettevotte esindajaid. Peamised on tulemused on jargmised. Neli
intervjueeritud ettevotet on 2021 aastal kdik ariprotsesside parema digitaliseerimise faasis ja ei ole
veel digipdorde faasi joudnud, see tdhendab, et nad ei tegele oma arimudeli ja organisatsiooni
innovatsiooni-kultuuri radikaalse muutmisega. Neljal ettevdttel on 4 UGhist tegurit, mis nende
digitaliseerimist kaivitavad ja kdigus hoiavad. Digitaliseerimise otsustamise protsessil on 2 versiooni:
formaalne/ennustav ja mitteformaalne/kohanduv. Uldjoontes jargitakse &rianallilisi tegevuste valikul
ja labi viimisel arianallusi parimaid praktikaid, samas arianallusi tegevuste valik, mida reaalselt
tehakse, on minimaalne. Digitaliseerimise kaigus on ettevotted tundnud, et tdotajate kaasamine
pikaks venivasse muutuse protsessi on raske ning valmis saanud digitaalsete lahenduste reaalne
omaks voétmine igapaeva toos voib votta kaua aega. Need 2 probleemi on head kandidaadid
jargmiste uurimuste jaoks.

Marksonad: digipdodre, digitaliseerimine, arianaliius, arianaltitik, juhtumi-uuring
CERCS: P175 Informaatika, slisteemiteooria
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1.Introduction

Since the 1990-s businesses and government agencies in technologically developed countries
have had the opportunity to start using digital computing technology to improve designing,
manufacturing, delivering products or offering services or be more efficient in their internal work
processes. By the year 2021 in European countries almost all companies and government agencies
use some digital tools, technologies. Many of them use digital technologies extensively. However,
there are differences in the adoption level of digital technologies between countries. Since digital
technology is constantly evolving the digital transformation is far from being completed.

In fact, it is very unlikely that digital transformation will be completed any time soon. Since 2014
the European Commission (EC) is monitoring the digital transformation processes in the European
Union member states using the “The Digital Economy and Society Index” (DESI 2020). DESI
“monitors Europe’s overall digital performance and tracks the progress of EU countries in digital
competitiveness.” (DESI 2020: 10). Since 2018 there exists also an international version of the DESI
which compares the progress of digitalization in 45 countries, 27 of them are European union
countries and 18 non-European countries (I-DESI 2020). The aim of the I-DESI is to understand how
competitive are the European Union countries in the digital economy when compared to other
leading economic powers of the world. This helps countries identify areas which need improvement
when they attempt to enhance their overall competitiveness in the world economy. The top 3 most
digitalized countries in the world according to I-DESI 2020 are Finland, Denmark and Iceland (I-DESI
2020: 33). However, for even those top digital countries the DESI score is not near hundred, but
between 60-80 out of hundred (I-DESI 2020: 52 - 57). So there clearly is room for substantial
improvement for even the best transformers in all the measured digital transformation dimensions
which will be described in more detail in the next chapter.

One of the dimensions of digital transformation in economy and society is the level and pattern of
how businesses integrate digital technology into to all aspects of their existence (I-DESI 2020: 28).
To address this dimension more in detail the EC composes a “Digital Transformation Scoreboard
“(DTS) which is published as a yearly report since 2015. Firstly, the scoreboard describes the
developmental level of factors that enable the digital transformation in the EU non-ICT sectors (DTS
2018: 6). As sample industries the food and construction industries are used since they existed
before the digital era, exist in all countries and the core valuable output they provide is not information
(DTS 2018: 6). Secondly DTS summarizes survey results of actual adoption of digital technologies
in companies, also touching upon the strategy and financial aspects and policies governing this
change (DTS 2018: 7). For example, the adoption rate of more than 2 key digital technologies (of
the 9 key technologies) in a single company is only 35% (DTS 2018: 19). This again shows that as
with country level, also on the company level the potential of further digital transformation is
substantial.

Digital transformation is a change in business that takes years and there is no clear end for this
change in the foreseeable future. “Established companies are in the midst of transforming to become
digital /.../ as far as | know, no company has yet completed that journey” (Urbach & Roglinger 2019:
X).

Since during digital transformation companies need to regularly transform and change to remain
competitive they would benefit from a systematic approach towards organizational change. The
discipline that is focused on supporting and enabling change systematically in an organization is
business analysis. The hypothesis of the current study is that the intersection of digital transformation
or digitalization and business analysis could potentially enrich both of these phenomena in culture.
It could help companies manage digital transformation in a more organized way. It could enrich the
methods of business analysis body of knowledge or provide guidelines which methods to use in the
transformation:

The main goals of research of the current study is to find out:

* How is change prepared and managed in private companies (using the Estonian
manufacturing sector as a case to study) when they undergo digital transformation?
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* Are any business analysis methods used to support digital transformation? Which methods
are used?

*  Who use these methods and thereby fulfil the role of the business analyst within the digital
transformation process of companies?

The thesis is composed of the following parts. In the chapter 2 the various definitions and aspects
of the concept “digital transformation” is investigated on the basis of popular materials and also on
the basis of some scientific texts. In chapter 3 a brief overview of business analysis as change
enabling practice is given. In chapter 4 the framework and empirical study methods (including precise
research questions in chapter 4.1.1.) are described in detail, explaining also the selection of
companies to study. Chapter 4 contains the case study questionnaire that was used to interview the
companies and make the material collected comparable. Chapter 5 is comprised of 4 subchapters
— one for each research question answers. Each of those subchapters compares, contrasts and
generalizes the answers to the research question of the 4 companies. Chapter 6 discusses the
interview analysis results in the context of digital transformation as practice of companies in general
and also relates the particular digital transformation changes of the companies to a broader
framework of business analysis in the context of information technology. Chapter 7 concludes the
study. Chapter 8 lists the references to used materials. Chapter 9 includes appendices that present
the interview plan questions, material transcribed from the interviews in a coded format and also
gives the list of codes used while segmenting the interview transcripts.

2.Digital transformation

Digital transformation (DT) is phrase that can have different meanings and synonyms in different
contexts. A google search on the phrase “digital transformation” yields around 515 million results on
the public internet in February 2021. The number of search results is growing, in June 2019 the
same search yielded 300 million results. The first 5 resources found try to define and use the phrase
in one of the following ways listed below.

The current chapter tries to list and generalize the repeating and synonymous keywords and
metaphors to summarize the meanings commonly associated with the phrase “digital transformation”
in the organizational context. This thesis does not study the “digital transformation” in the personal
or social life contexts, although the change in business is developing alongside the digital technology
caused changes in social and personal life, sometimes driving these changes, sometimes following
them.

The first non-paid search result on 05.02.2021 in Estonian Google search query presented the
following definition:

“Digital transformation is the integration of digital technology into all areas of a business,
fundamentally changing how you operate and deliver value to customers. It's also a cultural change
that requires organizations to continually challenge the status quo, experiment, and get comfortable
with failure.” (Enterprisers 2021)

So, the phenomenon of “digital transformation” has at least 2 sides: 1) digital technology — how
things are done and with the help of what tools 2) innovation — what things are done and what is the
driving habit or pattern behind what is done.

Second definition can be found in the book “Digital literacies: concepts, policies and practices” by
Lankshear, Colin and Knobel, Michele published in 2008. In a narrow sense digital literacy is a trait
of an individual. Organizations are formed of individuals. If the majority of them exemplify a certain
level of digital literacy one can say that an organization is digitally literate as well. On page 167 of
their book Knobel and Lankshear describe a model of digital literacy. The model of digital literacy
consists of 3 hierarchical levels so that the first level enables the second and second enables the
third: 1) Digital competence 2) Digital usage 3) Digital transformation. Digital competence is a set of
skills, concepts, approaches, attitudes related to digital technologies etc. Digital usage is the
“informed use of digital competence” and it involves “using digital tools to seek, find and process
information and then to develop a product or solution addressing the task or problem” (Lankshear
and Knobel 2008: 173). The third level of digital literacy is called digital transformation and it is
achieved when digital usages “enable innovation and creativity and stimulate significant change
within professional or knowledge domain. This change could happen at the individual level or at that
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of the group or organization.” (Lankshear and Knobel 2008: 173) It stresses the innovation and
creativity leap and basically states that without it there is no digital transformation only digital usage.
Not all persons or organizations necessarily need to reach the third level of digital literacy which is
called digital transformation. It is possible to remain on the second, digital usage level. So, the aspect
of behavioral and cultural change of workers and organizations is even more important in this
approach than digital technology usage alone.

The third definition of digital transformation has been published by a consultancy company i-
SCOOP on the lengthy sub-section of their home page that discusses details of many sub-topics of
digital transformation focusing on the business context:

“Digital transformation is the cultural, organizational and operational change of an organization,
industry or ecosystem through a smart integration of digital technologies, processes and
competencies across all levels and functions in a staged and strategic way” (i-SCOOP 2021)

This definition is repeating some elements of the previously cited definitions and highlights some
new elements. Like earlier definitions, it re-iterates that the change is extensive “ —across all levels”.
It starts foregrounding organizational, cultural change and mentions digital technology only after that
as an enabler of the foregrounded cultural change. The constant innovation and experimentation are
not presented in a radical form, they are expressed in a milder less disruptive form through the end
of the definition “ —in a staged and strategic way”.

A new element that was not explicitly spelled out in previous definitions is expressed by the phrase
“in a strategic and prioritized way”. This hints at the fact that in business context DT can (and for it
to succeed it probably must) be part of strategic (i.e. 3-5 year developmental) plans and has to
receive funding, resources and constant attention from managers. In other words: DT in business
must be intentionally guided and driven, it is not a natural, evolutionary outcome of some broader
trends in business.

The fourth definition has been published on the community portal for IT managers cio.com. It has
been borrowed from George Westerman, MIT principal research scientist and author of “Leading
Digital: Turning Technology Into Business Transformation”:

“Digital transformation marks a radical rethinking of how an organization uses technology, people
and processes to fundamentally change business performance /.../ should be led by the CEO,
requires cross-departmental collaboration in pairing business-focused philosophies with rapid
application development models.” (Boulton 2019)

This definition again highlights the extensiveness — radical, fundamentally, cross-departmental.
And again it combines 2 sides: technology (rapid application development) + culture (people and
processes, business-focused philosophies). The innovational aspect is not explicitly mentioned on
the culture side, but “radical rethinking” echoes it in a paraphrased form. A new aspect in this
definition is that it “should be led by CEQO” - the highest manager in the organization. This is in line
with the third definition that stresses the “staged and strategic” way which means that it needs to be
planned and managed.

To summaries, the aspects the definitions of digital transformation bring together are:
+ Digital transformation involves the adoption of digital technology.

* It changes the organizations or entire industries profoundly and on many levels.

* It pushes organizations into a culture of innovating more quickly.

* It needs to be managed and staged to be successful.

The scientific literature in peer-reviewed journals contains tens of thousands of articles in the
English language which use the phrase “digital transformation” multiple times. The models of DT
selected by scientists seem to be based on their prior understanding of organizational structure,
business process and business model of organizations. Fifth definition:

“a change in how a firm employs digital technologies, to develop a new digital business model
that helps to create and appropriate more value for the firm” (Verhoef et al 2021: 889)

The authors of the definition 5 try to model 3 aspects of the phenomenon: external drivers (input),
phases (process), strategic imperatives (output). External drivers are the forces that coerce the
organization to undertake the journey of DT. Examples of the driving forces are: digital technology,
digital competition, digital customer behavior. The DT process has been divided into 3 phases:
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1) digitization,
2) digitalization,
3) digital transformation.

Digitization is “is the encoding of analog information into a digital format (i.e., into zeros and ones)
such that computers can store process, and transmit such information” (Verhoef et al 2021: 891).
Digitalization “describes how IT or digital technologies can be used to alter existing business
processes” (Verhoef et al 2021: 891). Digital transformation “is the most pervasive phase, and
describes a company-wide change that leads to the development of new business models/.../, which
may be new to the focal firm or industry” (Verhoef et al 2021: 891). The second phase requires the
digital resources created by the first phase, and the third phase requires the digital resources of the
first two phases.

The strategically important areas for an organization which undergoes DT are: digital resources,
organizational structure, growth strategies, metrics and goals. (Verhoef et al 2021: 892-895).

Digital resources include storage of digital data, communication and data processing
infrastructure (hardware and software), ability to be agile (rapidly invent and validate new products
or services), ability to create a tight, mutually beneficial network with customers (inviting them to co-
create the product or service) and business partners, ability to acquire and analyze big data. (Verhoef
et al 2021: 893)

Depending on the DT phase that the organization is currently going through the successful
organizational structure types change. If a new business model is the goal then it is quicker and less
risky to develop it in a separate business unit from the units that operate under the current business
model. Hierarchical organization structure with multiple management layers and top down chains of
command restrict agility, inventiveness, experimentation, but can be retained in the first phase.
However, a more levelled, flat structure is preferred in the digitalization phase and even more so in
the DT, the final third phase. Small teams with a lot of autonomy to set their own goals and self-
manage seems to be the frequently used organizational model in the DT phase. From phase 1 to 3
the reliance on information technology use and data analysis increases which also means that IT
development, support and data analytical skills need to be taught to the majority of employees of the
organization or specialized people with those skills need to be spread out in all of the structural units
of the organization. (Verhoef et al 2021: 893)

To conclude, the definitions of digital transformation depict this phenomenon as consisting of at
least 2 intertwined sides (technology use, innovation culture). The more elaborate definitions also
provide process models for phasing the change into several stages, or levels of transformation. All
in all digital transformation is a complex set of changes and a company would benefit from a
managed, systematic approach to it.

3.Business analysis

Business organizations need to change how they operate to adjust to changing business
environment, customer needs and competition. Making a transition from current state of operation
to a new state is not always a straightforward change. If the change in the organization is non-trivial
then it is reasonable to avoid unnecessary risks, cost and to plan it, manage it and evaluate its
results. How to conduct changes in a planned and managed way - this is where “business analysis”
can help organizations. “Business analysis is a practice of enabling change in an enterprise by
defining needs and recommending solutions that deliver value to stakeholders. “(BABOK: 2).
“Business analyst” would then be the person who either performs these “change enabling” activities
or organizes them, guiding, facilitation, coaching others. This role can be split between several
people and those people do not need to have “business analyst” in their job title (Project
Management Institute 2015: 26).

Business analysis practice relies on 6 knowledge areas which group the activities potentially done
during the practice (BABOK: 4). Business analysis starts with planning and monitoring the business
analysis activities needed for a particular organizational change.

Second set of activities are grouped under the heading “Elicitation and Collaboration”. This group
contains all kinds of change related information gathering activities and also communication
arrangements between business analysts and stakeholders. (BABOK: 4)
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The third set of activities groups the tasks needed to deal with the gathered information in a
systematic way and is entitled “Requirements Life Cycle Management”. This knowledge area
contains activities to manage the changes and inter-connections of requirements from the their
creation to their retirement and also approving them by different stakeholders as valuable. (BABOK:
4)

The fourth knowledge area of “Strategy analysis” allows the organization to understand the
current state, describe the future state and then also model ways from current state to the future
state and alongside it brings out and evaluates the risks related to different ways of changing.
(BABOK: 4)

The fifth knowledge area focuses on detailing the requirements for the future state, checking their
validity against stakeholder needs, creating solution design options for the possible future states that
can satisfy the detailed requirements. It also includes methods for determining the value of each
solution design option and selecting a recommended design option which delivers the most value to
the stakeholders according to currently known facts and predicted future state. (BABOK: 5)

After the recommended, selected solution has been implemented and the change in the
organization has happened the business analyst needs to evaluate the results and consequences
of the change, measure the performance of the solution and asses the value it currently creates. If
something is holding the organization back from receiving the full value from the solution then
business analyst describes this constraint and offers recommendations of how to remove the barrier
and use the full value of the solution. (BABOK: 5)

The groups of activities sound simple and understandable for managing a change in the
organization. However, behind each of these areas is actually a toolbox of techniques that the
business analyst may select the real actions from. The difficulty in practice is to select the proper
actions/techniques, proper level of detail and perform them at the right moment together with the
right stakeholders.

Business analysis practice uses a limited set of core concepts which are used repeatedly across
the descriptions of different techniques. There are 6 core concepts which are grouped into 2 sets of
3 concepts.

A need is a “problem or opportunity to be addressed” by the organization (BABOK: 12). A change
is “the act of transformation in response to a need” (BABOK: 12). A solution is a “specific way of
satisfying one or more needs in a context” (BABOK: 12). One could explain the relationship of the
first 3 concepts in the following simplified, illustrative way: a need makes the organization design a
solution and once the solution has been implemented into real life of the organization the change
has taken place.

However, this simplified process needs an environment and human actors to take place. These
are described in the second set of 3 core concepts of business analysis. A stakeholder is “a group
or individual with a relationship to the change, the need or the solution.” (BABOK: 13) A value is “the
worth, importance, or usefulness of something to a stakeholder within a context.” (BABOK: 13)
“Changes occur within a context” which may include many things like “attitudes, behaviors, beliefs,
competitors, culture...” i.e., everything in or surrounding the organization that “influence, are
influenced by, and provide understanding of the change”. (BABOK: 13)

There are some repeating problems due to which change projects tend to fail and business
analysis done well can avoid, solve or at least mitigate these problems for companies:

+  “poor stakeholder communication, for example between IT and the business
* lack of engagement from the business

* moving the problem elsewhere

* not solving the problem or realizing the opportunity

* poor requirements management

* lack of clarity in the success criteria” (Winter 2019: 9)

So not only is business analysis helpful for planning and management of the change but also for
avoiding its common pitfalls.



To summarize the business analysis practice is the systematic way of discovering the needs that
are of value to the stakeholders in a certain context and the creation of solution designs to satisfy
the needs in way that is valuable to the stakeholders. That is also how It can help organizations
considerably to plan and manage complex changes in a safe and predictable way and increase the
probability that the positive outcomes of the change for the stakeholders outweigh the negative side-
effects.

The business analysis practice is very much focused on communication between people, keeping
them involved, briefed, engaged, motivated and contributing within the different phases of change.
Therefore, business analysis is also helpful for keeping changes happening in the organizations on
a regular basis by making the stakeholders believe in and trust the changes instead of fearing them
and working against them. It can boost the “transformation is beneficial“ attitude in an organization
and lead to a more innovative organization culture.

4.Research methodology

4.1.Case study protocol

The empirical part of the current thesis examines real world examples of digital transformation
(DT) in organizations in year 2021. The empirical study framework suitable for this kind of
examination is a “case study” which is defined as an “empirical method aimed at investigating
contemporary phenomena in their context” (Runeson & Hést 2009: 134).

From the 3 major research methodologies (survey, experiment, action research) related to case
studies the current thesis chooses to use survey via interviews. The type of purpose of the
research is exploratory - “finding out what is happening, seeking new insights and generating ideas
and hypotheses for new research” (Runeson & Hést 2009: 135). The research perspective of the
current thesis case studies is interpretive - it “attempts to understand phenomena through the
participants 'interpretation of their context” (Runeson & Hést 2009: 135).

The objective of the case study is to learn what role business analysis and the business analyst
has played in the digital transformation of medium sized manufacturing companies in Estonia in the
years 2018-2021.

4.1.1.Research guestions

The research guestions of the case study are:

RQ1. What factors have influenced the companies to initiate or enhance digital
transformation?

The reason for asking this question is to understand why the company chose to initiate or continue
digital transformation. The answer to “why” contains a connected list of the driving factors behind
their digital transformation. This driving factor list has high impact on what decision process will
include and that in turn determines what business analysis actions are performed within the DT.

The ultimate motivator for undertaking changes in private companies is to increase profit or at
least to retain it on the highest possible level. However, manufacturing companies have their specific
set of typical driving forces that arise from their business model type. At the core of their value
proposition is their physical product.

The product needs material(s) to be produced. It needs people to design the product, to procure
materials according to the design, to transport materials, to manufacture the product, to store it, to
sell it and to deliver it. The manufacturing business model needs physical production and storage
building(s) which contain the proper tools and equipment to transform the materials into a product.
Therefore, the DT of a manufacturing company may be driven by key partner or key activity or key
resource management changes to reduce their cost, increase throughput or expand more quickly.
On the other hand, it may be driven by targeting new customer segments or using different sales
channels or maintaining the customer relationship differently or tapping into new revenue streams.
The business model description of a manufacturing company is a generalization from the author of
the thesis and the dissection of it into generic parts in the current paragraph follows the business
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model meta-model described in the book “Business Model Generation” by Alexander Osterwalder &
Yves Pigneur.

RQ2. What was the decision process like to determine if to change, what to change and in
what sequence and when?

The organizational change of such a magnitude as DT definitely needs a planning and
management process - otherwise it is very likely to fail. At the core of planning and management are
decisions which need to be well founded and need to be made in a certain order and involving the
right people. Alternative decisions need to be sketched and benefits and risks of each alternative
need to be assessed. The answer to RQ2 will be a process description containing a sequenced list
of decision, planning actions together with the actors doing them.

RQ3. What was the role of Business Analysts (BA) in the decision process?

Decisions in a company are mostly made by managers - this holds true even more when
organizational change is planned and executed. However, the decisions of managers are based on
some data: about current state of their company and predictions of what the future state will be like
after a certain decision has been executed. To predict the future, one has to describe the present
situation in a systematic way and on the basis of the present describe the future situation(s).
Someone needs to describe the present and draft the likely future state(s). Whether managers
themselves step into this analytical role or they ask a consultant to do this analytical work is
something we will learn through the cases we study in the current paper. In either way there is most
likely one person or more in the DT initiative who act(s) as a business analyst even when his/her job
title is not “business analyst”.

The answer to this research question will most probably be presented in the form of listing and
describing the business analysis actions or techniques that were used for making decisions to initiate
and enhance the DT.

RQ4. What was the role of BA in the digital transformation initiative?

After the design phase of making plans and decisions, selecting solution vendors the company
starts the DT initiative changes. To carry out the DT according to the plan the DT initiative needs a
group of people who manage and perform the change actions which will eventually lead to the
designed new, more digital state of the company. During the change execution there will be actions
and techniques employed that are part of the “business analyst” toolkit (represented by the BABOK
Guide). The answer to this research question will be a description of “business analyst” actions (and
roles that performed those actions) during the change execution. This description should give an
overview how was the “business analyst” role manifested and which different job titles shared the
burden of being part of their time the “business analyst” in the DT initiative.

4.1.2.Selection of Cases

The cases are selected from the sample of medium size manufacturing companies of Estonia
who have already started their digital transformation and have participated in the EAS program
“Smart Manufacturing” (“Tark t66stus”) (link to program website: https://www.eas.ee/tarktoostus/ ).
This program stimulates and supports the digital transformation of manufacturing companies
registered in Estonia. So the companies we selected on the basis of news articles published by the
EAS about companies who have participated in the program.

“Medium size company” was defined in the Estonian law of accounting as

» “a company registered in Estonian business registry AND

assets total value is between 4 000 000 euros and 20 000 000 euros AND
« annual sales revenue is between 8 000 000 euros and 40 000 000 euros AND
+ annual medium number of employees is between 50 and 250 AND

+ one of the previous numbers can also be above the max limit set in the description”. (Law of
accounting 2019: § 3.16)
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The total number of manufacturing companies in 2017 according to official statistics of Estonia
was 7507 (Statistics Estonia 2017).

For the purpose of the current case study 4 medium size manufacturing companies that have
an actual experience of digital transformation initiative have been selected as objects of study.
Medium size was selected because the number of people involved in the change projects is higher
and therefore there could potentially be more need for documenting and sharing info via
documents and facilitation of communication activities when compared to smaller companies.

All the companies are working in different industry sectors. Company 1 produces medium sized
metal products for businesses. Company 2 produces electrical equipment for businesses.
Company 3 produces food products for end consumers. Company 4 produces furniture for end
consumers, but sells via re-sellers only. The different product sectors of the cases allow to paint a
more general view on manufacturing company digital transformation than 4 companies from the
same product sector would. However, since company products and sectors are totally different
then also their digital transformation practices may be somewhat more diverse (have fewer
common traits) than in case of companies from one sector only.

4.1.3.Data collection

Data was collected from the employees who plan and manage the digital transformation
process within the company. 1 interview with at least 1 competent employee (who has an overview
of the whole DT planning and execution process in the company) of the company was conducted
by the author of the current thesis alone. If there was no single employee who has an overview of
the whole DT planning and execution process then a group interview was conducted to include
multiple employees who as a group could provide a complete view on the DT in the company.

The people who were contacted from the companies were among the top management: CEO or
a manager from the company development side (either IT manager or development manager.
These people are responsible for planning, executing and evaluating the changes in their
companies on the business side and/or IT side. CEO-s in smaller companies are very well aware
of the general process of how their company has changed through digital solution projects, why it
has changed (initiating factors, targets) and what have been the lessons learned during change. IT
or development managers of manufacturing companies know in detail how the digital solution
requirements elicitation, solution design, vendor selection and solution implementation has been
executed. So both types of managers serve as excellent sources for eliciting answers for the
research questions of the thesis. All interviewed managers had years of experience working in the
company and being part of the change projects.

Company 1 CEO was interviewed on 20.04.2021 via Zoom and the interview lasted 2 hours, the
full transcript of the interview is 22 A4 pages long. Company 2 IT manager and IT architect were
interviewed on 21.04.2021 via Teams and the interview lasted 2 hours, the full transcript of the
interview is 18 A4 pages long. Company 3 CEO was interviewed on 23.04.2021 via Teams and the
interview lasted 1 hours, the full transcript of the interview is 15 A4 pages long. Company 4
development manager was interviewed on 14.05.2021 via Teams and the interview lasted 1 hours,
the full transcript of the interview is 14 A4 pages long.

Interviews were conducted and transcribed in the Estonian language.

Interview was recorded using the Zoom or Teams tool and the person interviewed was explicitly
informed that the interview is being recorded for the purpose of transcribing it later.

The case studies of the current thesis follow a semi-flexible design process. An interview plan
with pre-defined questions was prepared. However, the execution of the parts of the plan
depended on the answers and information available in a particular case. During the data collection
the following questions were asked from the company representatives. Interview plan contained 27
guestions of which some had sub questions (see APPENDIX 1 below for details).
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The first set of questions (1-8) is about company products, business model, strategy planning
practice, business process, organization structure, data descriptions and information technology
infrastructure. These questions were needed to understand the background or starting point of
digital transformation, mainly giving parts of the answers to research question 1 about digitalization
initiation factors and also some info about digitalization decision making process. For example,
guestion 3: “How your company creates and updates strategic plans and how this relates to
digitalization?”

The second set of questions (9-13) asks about digitalization preparation, planning and initiation
activities which mostly help to answer also the research questions 1-3. For example, question 11:
“What has been the driving forces behind starting or continuing these digitalization activities?”

The third set of questions (14-27) tries to elicit information about detailed activities of one actual
digital solution project that the company has undertaken. This is were the information was elicited
to answer research questions 3 and 4. For example question 22: “Has someone created solution
prototypes in the digital solution projects before the final solution has been created?”

4.1.4.Data confidentiality

The studied company or interviewee names will not be published in the final public
version of the thesis. The company will be referred to by a code (COM1, COM2, COM3,
COM4). The interviewee job title will be used, e.g. “COM1 IT manager” etc. The real
names of case companies and interviewed people are stored separately from the final
report and are available only to the researcher, supervisor and opponent of the current
thesis upon request.

In the interview transcription the names of companies and people and products and
places will be replaced by generic nouns (like Partner 1, Product 1, Employee 1 etc.). This
is to avoid identification of the company by indirect means.

The interview recording and interview transcription is being stored on the laptop of the
author of the thesis and also backup is stored in the Apple iCloud servers. Both storage
locations are encrypted and the data can be accessed and decrypted only when the
person knows that secure password and uses a trusted device linked to the author’s
iCloud account - 2 factor authentication is used. The interview recordings and
transcriptions are deleted from the 2 storage locations 1 year after successful defending of
the thesis.

Also, the video-conference tool cloud server stores the call recording in an encrypted
form for certain number of days before it is automatically deleted from there. During the
time that it is retained the recording is accessible from there only to the participants of the
call.

If a studied company wishes they can also obtain a copy of the interview recording and
transcription. Interview recordings and transcriptions will never be published in complete
original form.

However, anonymized transcription sentences will be coded (i.e. labelled or in other
words grouped together with sentences that express the same idea) and presented as
grouped raw data in the appendix of the thesis.

The researcher has informed the interviewed person in an e-mail and also at the
beginning of the interview about the confidentiality rules described above that relate to the
data collected. The data will be used only for the current master thesis. Should there arise
a need to use the same data for another publication then explicit written consent will be
asked from the company.
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4.1.5.Data analysis

Interview recordings were transcribed into Estonian language text. Each paragraph was
assigned at least one label/code which allows grouping of sentences into thematic groups.
Many paragraphes can be assigned the same code. A paragraphe may be assigned also
multiple codes if it expresses several themes. The codes are in English language and
group the paragraphs under the 4 research questions and there may be also other codes
created during the analysis of the transcripts and those arise from the repeating themes
that the interviewed people express and also from the business analysis activities,
techniques the company has used and also role/job titles participating in the DT initiative.

Initial list of labels/codes before starting the interviews was:
1. “DT initiation factor” - corresponds to research question 1.
2. “DT decision process” - corresponds to research question 2.

3. “BAin decision process” - corresponds to research question 3. There will probably a
partial overlap of code 2, since “business analyst in digital transformation decision
process” is a subpart of the more general “DT decision process”.

4. “BAin DT” - corresponds to research question 4.

Second coding scheme will be for development activities - It contains labels of
business analysis techniques or business analysis activities that are explicitly or implicitly
described or referred to in the interview paragraph.

Third coding scheme contains roles - these are the job titles, roles referred to or
mentioned or implied in the interview paragraph.

During the coding there may arise other labels/codes from repeating themes or patterns
that may be expressed by the interviewed person. The full list of used codes used of
interviews 2-4 is included in APPENDIX 6 as an export from qualitative analysis tool
“Atlas.ti web app”.

For each company interview all the above coding schemes were applied. The coded
interviews are in appendices 2-5. Appendix 2 contains almost full company 1 interview
transcript from the coding tool MAXQDA (https://www.maxgda.com), since that was the
export format the tool offered with trial license. Appendices 3-5 contain coded quote lists
from interviews with companies 2-4 — these were coded using “Atlas.ti web app”
(https://atlasti.com) coding tool which had more flexible reporting available and also a
reasonably priced subscription-based license. 2 coding tools were used because the
MAXQDA the trial period ended before the coding of interviews of companies 2-4 started
and MAXQDA license was very expensive.

The research question answers of all companies were generalized on the basis of the
coded paragraphs and a descriptive summary answer in English language was written
(see chapter 5). If there were some similarities then the companies were grouped.

4.1.6.Results reporting

The findings and analysis results of the case study will be reported and published in the
format of master thesis. The thesis will be available in the electronic format from the web
site of the Tartu University Information Technology department in the subsection “UT
Institute of Computer Science Graduation Theses Registry”
(https://comserv.cs.ut.ee/ati_thesis/index.php?language=en)
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5.Results

The current chapter will compare, contrast and generalize the results of the 4 interviews for all
the 4 research questions and give a generalized answer to each of the 4 research questions. Should
there be no common general answer for the research question then the different trends emerging
from the interviews are described as an answer. After answering the 4 questions there will a
summary will be given of what the 4 interview analysis allows to conclude about digitalization and
the role of the business analyst in it.

5.1.Digital transformation initiation factors

Research question 1 was: What factors have influenced the companies to initiate or enhance
digital transformation?

On the basis of the 4 interviews the set of digital transformation initiation factors are described
below.

An unsatisfied need or unresolved problem within the business activity of the company is the
most important and primary driver of making a change that may or may not include a digital solution.
This is highlighted in several interviews in a very similar manner:

Company 1 CEO: “The needs are the drivers [of change]/.../ There needs to be a recognition
moment that | can use this tool to solve my problem. /.../ The need is certainly first. Proactively we
are searching a [digital] solution for it.” (Interview 1: 169, 171, 173)

Company 2 IT manager: “It is not a digital initiative, it is a business initiative: to modernize
information system architecture as a whole. It includes all business processes that are in some way
supported by the information systems.” (Interview 2: COM2_Q114)

Company 4 Development manager: “Everywhere | have seen and also in our company
digitalization is not a goal in itself. Digitalization helps to solve everyday problems and avoid wasting.
Primarily we are dealing with improving our processes. Within this improvement sometimes we find
a digital solution that helps us, maybe by digitalizing certain processes better. We always start with
our real needs and processes in mind.” (Interview 4: COM4_Q016)

As one can notice: the CEO perspective is rather general on the topic of “need”. IT manager
stresses more the enterprise architecture side of change and uses information technology
terminology. The development manager has a kind of “intermediate level detail” view on change.
However, they all express the view that digital transformation is not a goal in itself, rather a means
to a better company.

Quite often the need is about the feeling of employees or managers that they are performing tasks
which are too complex or dull and repetitive or manual when they could be automated. So, the
second natural initiating factor of digital transformation is the goal to increase automation of work
in the company. Company managers speak about examples of tasks that company employees are
reluctant to perform or would spend too much time on them. Here the digital solution will automate
and speed up these tasks and releasing humans for other activities:

Company 2 IT manager: “[The digital tool] helps the sales engineer to compile a solution
according to customer specification. The complexity of the product does not allow the human to very
easily compile the solution. It just takes too much time. Using the digital tool makes the sales process
a lot shorter.” (Interview 2: COM2_Q016)

Company 3 CEO: “We are moving towards a situation where technical work tasks previously done
by humans are gradually handed over [to machines]. Human work time should be spent on thinking,
not integrating different Excel sheets manually.” (Interview 3: COM3_Q019)

When machines take some of the workload on themselves then they already make the business
process more efficient due to their nature: not making errors, not getting tired or un-focused on work,
not asking for a salary raise etc. However, humans still are key part of the business process in all
the 4 companies and continue to be so in the foreseeable future. To manage the human resources
more efficiently also the digital transformation can help a lot through more precise planning. This
leads to the third DT initiation factor which is achieving increased efficiency by reduction of
production time and decrease of wasted resources/ products.
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Company 3 CEO: “Our goal was to reduce supply chain cost via a more exact planning and
delivery process and also via the fact that all business restrictions are systematically described. /.../
It would be automated. The employee putting together the “delivery set” does not need to think if it
is allowed to put a certain product into the “delivery set” for retail store chain 1 or it should be put
into the “delivery set” for retail store chain 2. These kinds of trivial small things which simplify human
work process and speed things up a lot. /.../We defined clear financial goals: /.../reduction of supply
chain losses by 50% /.../ Plus we would have no products going to waste.” (Interview 3:
COM3_Q019)

Company 4 Development manager: “We measure different things. For a start, every department
has a weekly plan in minutes, this means it is known how much time will be spent on cutting textile
or leather. /.../ It is split across days since every day brings different products, each of which has its
“max production time” limit.” (Interview 4: COM4_QO015)

While reducing production time and number of products that go to waste increases resource
utilization efficiency on the detailed production work process level also the management of
companies sees huge value in having digital tools at their disposal. Several managers highlight how
real-time monitoring of production process data creates very valuable increased transparency of
business process for department and higher-level managers. This allows them to notice and
eliminate bottlenecks of production process very soon after their appearance. In addition, it creates
a more very clear understanding of financial results of the company.

Company 4 Development manager: “Every evening we analyze if each department, each
employee is ahead or behind of the plan. If someone has done just 80% of his/her capability then
the next morning it is possible to ask from him/her if something is holding him/her back from reach
full potential.”(Interview 4: COM4_Q015)”

Company 3 CEO: “The picture should be daily more clear, understandable for everyone. There
would be no need to go and ask the finance manager why a certain number is such as it is. The
trouble is that we cannot see what is going on.” (Interview 3: COM3_QO017)

These above-mentioned initiating factors are repeating in some form or another in all of the
interviewed companies. However, there were also some initiation factors mentioned only by one or
2 companies. For example, “a central system needs to be replaced” was the triggering factor of
digital transformation enhancement in 2 companies where their ERP system was near the end of its
cycle of use and this triggered a lot of business as well as related system changes and upgrades.

Company 3 CEO: “It [the recent wave of digitalization projects] was triggered by the fact that our
previous ERP solution was not supported anymore. /.../ When we started with changing the ERP we
saw that only doing that is not enough to solve the painful problems that we have today. Then we
did a “digi-audit”to map everything what is missing form IT infrastructure and ERP plus also what is
needed additionally to make the processes work.” (Interview 3: COM3_Q015, COM3_Q016)

Company 2 IT architect: “[The current wave of changes in digital tools] started with a plan of
company 2b to replace their ERP system. | took it more broadly from the start. | did not look only at
ERP — let’s replace only that and we have fixed everything. We made a broader architecture and
looked at all stakeholders in the company: purchase, sales, product development, production,
warehouse.” (Interview 2: COM2_Q049)

Replacing legacy systems after their support period ends is an internal technological digital
transformation initiation factor. However, there can be also external factors. One of them was
mentioned by company 2 and this factor is external and related to customer and competition - both
are potent drivers of company change. Namely company 2 participated in tender as a bidder and a
wish expressed by customer triggered creation of a digital solution which gave company 2
additional points and helped them win the supplier contract with the customer.

Company 2 IT manager: “To balance it we have another type of configuration activity in our
business model. We are offering it to the customer as a digital solution which is related to a few
framework contracts where customer wished to use a product configuration solution. At the same
time, they wished they could submit orders electronically. Not as e-mails or somehow manually, but
they wished they could do it via an information system. /.../ So, we created a digital solution called
“EDI configurator”. Order enters our system through EDI channel. /.../ We have created a solution
so that through the EDI channel moves the configuration [of complex ordered product] and
automatically between systems. /.../ Customer had written request for proposal conditions so that
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such a solution would give bonus points to a company who is making a proposal. /.../ These bonus
points may in the end decide who wins the contract. /.../ It does not begin with the idea that we could
offer the customer something like that, maybe they like it. Instead it has be received from the
customer. They have strongly recommended that we provide it. We have created the [digital solution]
solution as something that would help us start our co-operation.” (Interview 2: COM2_Q021,
COM2_Q022, COM2_Q023, COM2_Q024)

This digital solution for ordering complex physical products in a simpler, quicker way and a way
that avoids double entry of the same data into 2 systems (customer side and production company
side) - this is a very clear example of a hybrid product/service which has a physical as well as digital
component. If the customer prefers hybrid products then a company who can augment its physical
products with a digital service has competitive advantage over another company who just offers a
similar physical product.

To conclude one may say on the basis of 4 interviews that digital transformation is not a separate
goal in any of the 4 companies. It is a means to an end which is improving their efficiency of business
processes - mainly production, but also related communication inside the organization and with
customers. So the trigger for starting or continuing digital solution creation or change projects comes
from problems or changes in business process, product or customer needs. The table 1 below
summarizes the digital transformation factors found in the cases:

Dlgltal transformation initiation factor

an unsatisfied need or unresolved problem COM1, COM2,

COM3, COM4

2 increased automation of business process COM1, COM2,

COM3, COM4

3 increased efficiency by reduction of production time and decrease of COM1, COM2,

wasted resources/products. COM3, COM4

4  increased transparency via real time and precise monitoring of business  COM1, COM2,

process COM3, COM4

5 acentral system needs to be replaced COM2, COM3
6  wish expressed by customer COM2

5.2.Digital transformation decision process

Research question 2: What was the decision process like to determine if to change, what to
change and in what sequence and when?

The decision processes around building a digital solution are not exactly the same in all 4
companies. However, some common or repeating patterns can be detected from the answers. One
pattern is that there seems to be an informal approach of decision making and a formal approach.
The selection of approach depends on the anticipated scope and cost of the potential solution and
the size of the company and how its management makes cost creating decisions and also if an
outside partner is needed to create (at least part of) the solution.

The informal approach uses the following methods to navigate through the digitalization
decisions: chats and meetings between company managers and other employees, researching
existing problems and searching for the solutions based on re-using, re-configuring the current digital
tools that the company already has, preferably doing the development with company’s own people
who, if needed, may ask for help or just advice from an outside digital solution provider who is
selected predominantly on the basis subjective parameters (e.g. interpersonal communication skills).

The formal approach uses the following methods: conducting business need analysis and
documenting the requirements in written form, creating a request for proposal document, selecting
potential suppliers, communicating with them so that they respond with a written proposal, evaluating
the proposals, selecting the ones that meet requirements, asking for the suppliers to make sales
presentations, selecting one supplier to be the winner of the contract to supply the digital solution.
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Especially company 1 and a more or less company 4 seem to have a culture of preferring informal
decision-making processes anywhere if possible. They tend to use the more formal approach for
only the biggest projects like central system e.g. ERP replacement. Preferring informal decision
making allows to spend less time and money on the decision process since less people are involved
and less time is spent on creating documents. This approach is suitable for small new tools or small
changes of existing bigger tools. Company 1 and 4 have less employees than company 2 and 3
which may be one of the reasons for preferring the informal approach. Here are some examples of
digital transformation informal decision-making descriptions:

Company 1 CEO: “In general this question [making a decision to purchase an expensive digital
solution] is not a very real problem for the size of company that we are. IT developments or if we
want consulting. What are we talking about? Things that cost five to twenty thousand euros. Let’s
talk about IT development that costs 20000 € that we would like to purchase. When we reach this
moment then we already have created ourselves a very good understanding what the problem is
and approximately how we would like to solve it. At that point we are already quite convinced that
this is the right thing to purchase. /.../ These costs and investments are not so big. /.../ Some
decisions we have made are about upgrading a software license. /.../ Our IT partner tells us that
currently we pay X € per user in a month and what we get for this. If we would pay 1/3 of X € more
per user in a month then what would we get extra features for that. If the extra features sound like
we really need them then the decision is easy. Most of the new IT developments and trainings are
composed of relatively small pieces. One thing leads to another. Cost decisions have not been an
issue. More effort goes into who does it and that it actually gets done. If someone comes and says
that behind a good solution there is also a 10000€ license fee then we have a small chat about it
and this decision is made.” (Interview 1: 208, 209)

Company 4 development manager: “First we evaluate people who sit behind the table on potential
IT partner side. If you buy your first bicycle then the brand of the bicycle does not make much of a
difference to you. However, a big difference is if you know that when something happens to you
bicycle you always get the service needed. You know that this person wants to think together with
you. Today teams are the most important. If you hire a team from outside then it needs be like it is
your own team. This team does not need to think exactly like you but needs to understand you. At
the same time the team needs to be smarter than you. Otherwise they do not add any value to you.
| begin [decision making] like this that | need to feel that | have the same blood group with people
offering me the service so that our communication does not drown into meaningless chatter.”
(Interview 4: COM4_Q028)

Company 2 and 3 have described in their answers the more formal approach of making decisions
during the digital transformation process:

Company 2 IT architect: “We conducted interviews with all the stakeholders about what they
require from the new information system. What is missing from the current system that has to be
there or fixed in the new system. /.../ Then all stakeholders described in written homework form what
they need from the new system. /.../ As a result of this a 350 item requirements list was compiled
that was grouped and then priorities assigned together with users. /.../ Then we created a context-
model with all stakeholders /.../ It turned out that no matter in which department you are you need
to exchange data with colleagues from other departments. /.../ After that we compiled a use case
model. /.../ On the basis of all of the previous steps we made the “platform-based” architecture
drawing.” (Interview 2: COM2_Q050-COM2_Q056)

Company 2 IT architect: “2 years ago we had an initiative to start using a CRM solution across all
companies of the group. Broadly speaking we would use the same approach [of decision making] in
company 2b. First, we select the solution that we want to go forward with. Does it meet functional
requirements? What is the price? What is the development roadmap of the solution? /.../ And of
course, also cost-benefit analysis calculations are made to sell the project to the company board.
What benefit we get from it and for what time period? /.../ A set of solutions is pre-selected. They
will be compared against each other: functionality, local partner availability, price. /.../ If we speak
about company 2b project then at the moment we have asked potential [development] partners to
describe how they would help us solve it [the platform-based architecture].” (Interview 2:
COM2_Q075 - COM2_Q079)

Company 3 CEO: “The thing [enhancement of digital transformation] started in 2018 when we
started with the “digi-mapping”. We performed an audit of all our processes to see where we are and

17



where we need to be during the next years. /.../ From there we continued with a request for proposal
where we were procuring the central solution. /.../We compiled the initial requirements list and went
to talk to different vendors. We included 3 vendors to the competition phase. /.../ 2 companies
reached the final round after they had sent in their written proposals. They made a new sales pitch.
On the basis of this the company board made the decision.” (Interview 3: COM3_QO014,
COM3_Q018, COM3_Q034)

A company can use the informal process for small sub-projects or changes in existing solutions
and then again when procuring a whole new system, they turn to the formal decision-making
process. Both versions of the decision-making process have their niche.

The digital transformation decision making process is not only about what is going to be done and
who does it. It also includes a lot of small decisions along the way within the solution creation and
implementation process. One important decision making subprocess is assigning priorities to
requirements/bugs in the list and deciding in which order they are going to be implemented/fixed.
For assigning priorities all 4 companies have certain principles they follow. The following quotes
describe those principles:

Company 1 CEO: “In general the priority depends on the decision of the department manager.
Often me and the department manager discuss which [development] task should be first or is more
critical. Sometimes it concerns inter-department communication. There can be that one department
needs the change more badly then the other and how we balance that. /.../ Then those 2 department
managers or me and the 2 of them and maybe some more people we negotiate and agree what
needs to be done [first].” (Interview 1: 186)

Company 3 CEO: “We continued with a more specific mapping where one-to-one interviews with
each department were conducted - on the basis of which a big to do list was compiled. We divided
it: first, second and third phase. Today | can say that we are doing the phase 3 tasks. We consciously
chose the division into phases. This was done because human cannot receive a lot of new things
simultaneously, cannot remember [all of] them [at once] and know what and where to do [in all new
situations]. New things often dissolve old dreams. You may want the button to be at a certain
location, but if you have used it at another location for a few months then you realize you do not
have this need. The same way we prioritized so that those tasks which are daily, weekly, monthly
will be in the first phase. Everything that is quarterly, half-yearly — these we left consciously into the
second-third phase.” (Interview 3: COM3_Q024)

Company 4 development manager: “It is like the budget of the country. There are a lot of wishes,
but less can be actually done. The deciding group needs to reach consensus what we do in the first
order and what in the second. /.../ The board makes the final decision. | am protecting the interests
of the departments. Every person around the table has his/her opinion. We need to take those into
account, but decision needs to made and it can only be one way. The quicker we make the decision
the better.” (Interview 4: COM4_Q027)

As can be seen from the quotes the requirements prioritizing process always involves a group of
people negotiating a list with each other. There needs to be a final authority (e.g. board, CEO) if the
group will not reach consensus. And there might be some generic principles to help in grouping the
requirements: like the frequency of a certain business activity which the requirement supports.

In conclusion about the digital transformation decision process in the 4 companies we can say
that “if to change” was not really a question in any of the companies. They all a priori assumed that
change is necessary and if done properly then beneficial. The answer to “what to change” was not
hard to decide either — since company employees and management clearly notice problems and
see new opportunities in their business activities that the digital tools can help them with. The
compilation of a list of requirements or development tasks is common to all companies - 2 companies
formalize it, 2 companies keep it in the oral or written chat, e-mail form through frequent meetings
and discussions. To decide “in which order to change” companies use prioritizing techniques and
grouping of requirements into 2 or 3 sub-lists of urgency. The decision approaches and their
preferences are listed in the table 2 below:
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Decision |Decision making process activities ' Preference

LIEl chats and meetings between company managers and othersmaller COM1,
employees -> researching existing problems and searching COM4
for the solutions based on re-using -> re-configuring the

current digital tools that the company already has ->

preferably doing the configuration with company’s own

people -> if needed ask for help or just advice from an

outside digital solution provider

conducting business need analysis and documenting thebPigger COM2,
requirements in written form -> creating a request for COMs
proposal document -> selecting potential suppliers -> getting

their written proposals -> evaluating the proposals ->

selecting the ones that meet requirements -> asking for the

suppliers to make sales presentations -> selecting one

supplier to be the winner

5.3.Business analyst in digital transformation decision process
Research question 3: What was the role of Business Analysts (BA) in the decision process?

Business analyst is a not a role which exists in any of the 4 companies as a separate job position
or even as a project role. Business analysis activities (which also define the role of the BA in the DT
decision process) that the companies have undertaken during the digital transformation decision
process are the following:

1. Conduct elicitation

Confirm elicitation results

Communicate business analysis information
Manage stakeholder collaboration

Analyze current state

Define future state

Specify and model requirements

Validate requirements

. Define design options

10. Analyze potential value and recommend solution

In company 1 these activities are the responsibility of CEO and department managers who may
assign parts of it to more IT competent engineers or sometimes also an external consultant.

Company 1 CEO: “Very often the department manager who is responsible for the business
process has worked on the process. Which means s/he has determined what is needed.
Requirements and process description is already on a pretty good level. IT partner does not get a
vague input, but gets a very concrete description of what we need.” (Interview 1: 219)

In company 2 these activities are mostly performed by the group IT architect who sometimes
consults group IT manager and sometimes validates his analysis approach with external consultant.
IT architect has also delegated part of the requirements specification and validation to employees of
departments who want to change their digital tools.

Company 2 IT architect: “We conducted interviews with all stakeholders /.../ We picked out the
needs/.../ Then | guided all stakeholders (around 15 persons) to write a business needs list/.../ This
homework resulted in a 350 item need list which | grouped and prioritized together with the
stakeholders.” (Interview 2: COM2_Q050 - COM2_Q053)

© 0N TN
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In company 3 these activities in the last wave of digital transformation were done by external
consultant and IT manager until the software services partner company won the contract, then at
one point the IT manager of the partner company took over the role of the company IT manager who
left the company.

Company 3 CEO: “We collaborated with a consulting company. External consultant was the
project manager of the digi-audit. He has been the consultant also later through the whole process
[of digital transformation] supporting me and the previous CEO in understanding the changes. /.../
The whole process [of fine-tuning the system] is managed by the software services company IT
manager with who me have twice a month review meeting where we debate what gets funding and
what will not.” (Interview 3: COM3_Q020, COM3_Q029)

In company 4 these activities are performed mainly by company IT support person who works in
collaboration with company development manager from management side and with department
managers from the stakeholders’ side.

Researcher: “How have you compiled the requirements list in recent projects? Has it been done
by certain people from your company or someone from outside of your company?”

Company 4 development manager: “Both ways. We have taken outside help also.”

Researcher: “If your own people are doing it - what job positions they hold in the company?
Department managers or specialists?”

Company 4 development manager: “Yes department managers or we have also IT personnel
who are more prepared to gather this information from the department managers. Department
managers of course give the initial input. /.../ We have an IT support person who does it as of his
responsibilities.” (Interview 4: COM4_Q024)

For analyzing the current state all companies have as starting point documents or models which
describe their organizational structure, business process and data structures (at least as document
templates). This information is typically managed by the company quality department. The
responsibility for making the changes to these current state descriptions is usually on the department
managers or company management (board).

Company 2 IT architect: “Most of the processes have been described, the level of detail may vary.
They are constantly being improved. It also includes all stakeholders who participate in the
processes. This is managed by our quality department usually.” (Interview 2: COM2_Q030 -
COM2_Q032)

On the basis of these 4 interviews the conclusions about business analyst role in the digital
transformation process are the following:

* There is no single person taking the role, it is split between 2-3 people at least. IT
manager/architect/support person or external consultant are the most common players of the BA
role.

* However, one of these 2-3 performs most of business analysis activities or at least organizes
and facilitates them.

+ Technical side of solution analysis is handled by software service partner consultants mostly
(except in company 1 platform configuration projects).

Below in the table 3 there is a summary of company and BA role in digital transformation decision
process:

Company 1 Company 2 Company 3 Company 4

Main job position [pI ef:Tgigl=1gls IT architect External consultant IT support person
illing the BA role [\ElEl[:]g

S{ile]oJelailals Nl CEO, Engineer Department Company in-house Development

positions filling Manager, External IT manager, manager, Board
the BA role consultant, Quality software service
department company IT
manager
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5.4.Business analyst in digital transformation initiative
Research question 4: What was the role of BA in the digital transformation initiative?

In the current paper the tentative line between digital transformation decision process and digital
transformation (DT) initiative is drawn where the vendor selection has been done and actual
development, configuration, implementation of a digital solution is about to start. During the actual
DT initiative, the following business analysis activities (which also define the role of the BA in the
initiative) have been performed by the 4 companies:

1. Specify and model requirements

Validate requirements

Prioritize requirements

Maintain requirements

Measure solution performance

. Recommend actions to increase solution value

In the actual building of the solution, testing it, refining it, using it mostly the same roles in all 4
companies perform the business analysis activities. However, since in this phase also the technical
solution vendor is playing a big role then the business analysis activities are performed in co-
operation with the employees of the vendor.

All 4 companies have created strong long-term partnerships with one or more software services
companies who support their central systems (e.g. ERP etc.). For detailed system/technical analysis
and detailed solution design all companies use also the project manager/analyst from the software
services company who is their partner.

Company 4 development manager: “In addition to the [vendor] sales person we want to see the
[vendor] project manager who needs to be a filter and a messenger between us and programmers,
analysts [of the vendor]. We tell what we want and they will offer a technical solution how to achieve
it. Then we look at this picture, change some smaller things here and there, add things.”(Interview
4: COM4_Q031)

On the basis of interviews, one could argue that within the activities related to requirements
specification, validation and maintenance of requirements is very often more the responsibility of the
vendor analyst in the implementation phase of the solution. However, the prioritization of
requirements is clearly the responsibility of the company who orders the services.

The measuring of the already implemented digital solution performance is of course also the
responsibility of the company who uses the solution. Measuring happens in several ways and for
some ways there will also be a recommendation given how to improve it.

The first way is user feedback and description of bugs that are found when the system is already
in LIVE use. How this is done was most extensively described in the interview with company 3 since
they had many painful problems after new ERP system went LIVE.

Company 3 CEO: “After we went live [with the new ERP system] then a lot of bugs started to
appear. For 6 months after go-LIVE we did a lot of bug fixing. /.../ We created a support e-mail box
“SOS@...” where all the problems were sent by users. From there the IT manager prioritized them.
We should have sent an answer to each bug report if and what priority it has been assigned which
means when we start fixing it. The support mailbox quickly was flooded with many repetitive reports
and therefore the list did not decrease easily. /.../ Then we started with weekly project management
group meetings where we took the SOS-list and went through it: we will fix it, will not fix it, will fix it
next week. Today this meeting is bi-weekly and mostly we discuss new developments.” (Interview
3: COM3_Q038, COM3_Q049 - COM3_Q051)

So, the length of the bug list was a quality indicator for the solution current state. The second
way to measure the performance of the solution can be through the reduction of human time spent
on a business activity which is supported by the changed/new digital solution. Company 2 IT
manager gives a very good example of this:

“We have managed to reach an improvement in the order management process. Previously each
order required 30 minutes of human work on one side (the process had 3 manual roles). Now it is

oUW
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reduced to 30 seconds. When we multiply this by the number of 3000 orders per year then we have
saved several human work years of time and human resource cost.” (Interview 2: COM2_Q047)

The third way to measure digital solution performance is indirectly, through a more general key
performance indicator (KPI) value change. KPI can change among other factors also because the
digital solution supporting its business process changes. Company 4 development manager talks
about generic business KPI change:

“l can say that 5 years ago we spent on average for one standard product production around 18
hours. This year’s plan has a goal 12,9 hours for the same product creation average. This is good
enough. How to achieve it, we will figure out during the year. /.../ One of the goals of digitalization is
to help where the “shoe is squeezing the leg most tightly”. If in production the bottleneck is the
department X then of course | first turn my energy to resolve it.”

Researcher: “Do the KPI-s show that this department has too much work waiting in line?”

Company 4 development manager: “Absolutely. | can show you later our dashboard. It shows
everything clearly.” (Interview 4: COM4_Q019, COM4_Q020)

Part of the reduction of average item production time over the year is due to digital solution
enabled real-time monitoring of the process for bottle-necks and managers quickly acting on them.
So, the monitoring dashboard has had an impact on the average production time KPI helping to
lower it.

The fourth way of measuring the performance of the digital solutions in general is also indirect
through employee satisfaction survey and personal development interviews with employees.
Company 3 CEO talks about this:

“We measure it every year via employee satisfaction survey where all department get a grade
and also free text feedback. When | look at 2018 [year of painful ERP go-LIVE] results then modestly
speaking IT was the most hated department. Now it has improved already but some things still
disturb [employees in digital tools]. Yearly personal development interviews with employees also
bring out feedback [about digital solutions]. We generalize this feedback to department level: what
department needs more attention, what problems we have in what department. /.../ Satisfaction
surveys are conducted by human resources department. Personal development interviews are
conducted by department managers.” (Interview 4: COM3_Q053)

In summary the business analyst role in the digital transformation initiative is split between vendor
employees (project manager, analyst) who do most of the detailed requirements related tasks and
solution ordering company employees who perform the prioritizing of requirements (CEO,
department manager) and measuring the solution (End user, Department manager, HR department)
and improvement description (End user, IT manager, Development manager) tasks of the business
analyst role. The results are also summarized in the table 4:

BA activities in digital transformation Roles performing them
implementation phase

Vendor project manager and/or analyst

Vendor project manager and/or analyst; End user,
Department manager

CEO, department manager, Vendor project
manager

End user, Department manager, HR department

End user, Department manager, IT manager,
Development manager

6.Results discussion

“The digital transformation playbook: rethink your business” (2016) by David L. Rogers
generalizes patterns or templates how and what should be done if a company digitally transforms.
In the current sub-chapter, we compare and contrast the playbook’s suggested/described digital
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transformation patterns with those taken by the 4 interviewed companies. This comparison shall
contribute to the scientific knowledge of digital transformation in actual practice and may bring out
some trends which are new in 2021 and have not been considered in books which have been written
earlier and on the basis of practice of countries other than Estonia.

David L. Rogers writes about 5 domains of digital transformation: customers, competition, data,
innovation and value. (Rogers 2016: 4-5) The digital transformation has brought the change in the
customer domain in the following way. Earlier customer used to be a passive receiver. With digital
transformation the company-customer relationship “is much more two-way: customers’
communications and reviews make them a bigger influencer than advertisements or celebrities, and
customers ’dynamic participation has become a critical driver of business success.” (Rogers 2016:
4) There are 3 types of customer networks: end consumers, business customers (retailers, analysts,
opinion elites etc.), your own employees (Rogers 2016: 46-47).

From the 4 interviewed companies three had only other businesses as their customers (B2B
business model). Only company 3 had also one retail shop that sold directly to the end consumer
(B2C business model). However mostly wholesale retail shop chains were also the customers of
company 3 (B2B business model). Company 3 was the only company that also spoke about
connecting more closely to the actual consumer of their products using big data collection (Interview
3: COM3_Q004). However, this two-way connection was not still the current situation for them. It
was planned to be realized within the next 5-year strategy. So, using customers as influencers in
digital channels for the sales of their products was not a real current topic for the interviewed
companies in 2021.

Business customers had influenced directly the digital transformation of company 2 since a few
big business customers had requested automated order sending process for complex technical
products with exact configuration exchange capability. This shows a trend of how business
customers transform from just buyers of physical products into data exchange integration partners
who allow the reduction of cost of communication with them and increase the speed and precision
of the ordering process. (Interview 2: COM2_Q021 - COM2_Q023) This is an example of
implementing the DT customer access strategy described in the playbook (Rogers 2016: 31-33, 44).

Another example of the DT customer access strategy implementation is spoken by company 3
CEO and company 4 development manager when they speak about making company digital tools
accessible to employees for remote work via cloud storage of business data (Interview 3:
COM3_QO054, Interview 4: COM4_Q008, COM4_Q011).

In the digital transformation age customers expect products that are customized to their needs
and preferences. Digital tools for product development are in use by their development engineers in
at least 3 of the 4 companies interviewed. The 3 companies (from metal, electrical equipment,
furniture industries) offer the customization as a service to meet customer demand very precisely as
part of their core value proposition. Precisely tailored and high quality diverse, complex products is
what keeps them ahead of competition or in competition. Clearly 3 of the interviewed companies
leverage the DT customize strategy described in the playbook (Rogers 2016: 30, 34-35).

In the domain of competition also the boundaries between company and its competitors start to
blur in that in some niche they compete and in another the co-operate and add value to each other’s
value propositions. (Rogers 2016: 4) The relationships with competitors were not directly addressed
in the interviews and the blurring pattern did not come out from any of the answers so this change
may not be a reality for the 4 interviewed companies yet.

In the domain of data, the DT playbook stresses the enormous amount and speed of data creation
in today’s world and the “biggest challenge today is turning the enormous amount of data we have
into valuable information” (Rogers 2016: 4). All the 4 companies are using the benefits of cloud-
based systems for storing big amounts of data and accessing it from anywhere in the worlds easily
and quickly. Making sense of the data is more extensively covered only in the interview with company
4 which has developed a process efficiency measuring dashboard and is monitoring their production
processes real time, analyzing every evening if there are any bottlenecks anywhere in the production
process flow (Interview 4. COM4_Q019, COM4_Q020). This is an example of the company data
strategy from the DT playbook which uses “data as a predictive layer in decision making” (Rogers
2016: 95).
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In the domain of innovation, the DT playbook suggests a huge drop in experimentation cost and
suggests that many companies are using prototyping for constant learning and iteration of products
before their launch. (Rogers 2016: 5) The 4 interviewed companies are from physical product
production industries and since they need to build physical products from physical materials with
physical machines they have not seen such a huge drop of experimentation cost and time. Therefore,
none of them talks about experimenting and innovating constantly with their core product. Also, the
industries are a bit conservative on the customer side (food, metal, furniture, electrical equipment) -
S0 experiments and constant new innovations are not anticipated by customers there. (Interview 2:
COM2_Q013, COM2_Q028)

However, the digital software solutions that the 4 companies use as tools for supporting
production or sales activities — in that domain there is evidence from interviews that also some of
the 4 companies do innovate through experimentation. For example, the question about prototypes
was answered by the company 2 with a description of hackathon type of events organized by them
to experiment with different versions of software user interfaces that were then iterated several times
using end user feedback as input for the next iteration. (Interview 2: COM2_Q095) Also company 1
is frequently bit-by-bit changing their cloud platform-based tools and adding new small tools or helper
components. (Interview 1: 209, 214, 231-232, 254, 255)

The domain of value, more exactly what is valuable for customer is suggested by the DT playbook
to be the fifth domain where big changes need to happen if the company digitally transforms or wants
to remain in competition in the digital age. A company should constantly try to find new features of
the product or service that the customer values to get a competitive advantage. (Rogers 2016: 5)

Companies 1-2 and 4 are producing only customized products that their customers order. In the
company’s 1-2 (metal products, electrical equipment) the diversity and complexity of products is
large and customer has a very exact understanding what they want to order. For company 1 their
advantage is that they offer full production partnership (from technical design, raw material to
coloring) according to customer design for medium sized metal product brands (Interview 1: 18-25).
So, they do not have the rush to innovate their value proposition which is to efficiently and with high
guality and on time produce the ordered products. Company 3 and 4 design their own products for
end consumers and they do try to understand what customer values more and what less by analyzing
their sales data regularly. Company 3 with its food products could have the highest potential to
experiment with their value proposition. However almost none of the interviews mention any
experimentation with additional services or product changes. This could be also due to focusing on
digital solution project topics and not core product development in the interview plan.

To conclude, one can say that the 4 companies according to the information presented in the
interview answers are using only a few strategies or changes that are available to companies which
are undergoing digital transformation. However, this could be due to the fact that the questions of
the interview were more focused on executing digital tool projects and less on wider changes of
company strategy.

Since none of the interviewed companies has embraced digital transformation fully as one of their
strategic goals yet then that gradual, careful approach to digital transformation is understandable
and reasonable. These companies walk the path one small step at the time, adjust, look back at
lessons learned and take the next step being already wiser and more experienced in building their
digital toolset and a more open, experimenting organization culture. Companies 2-4 have been
founded in 1990-s before the era of widespread use of internet and digital tools in production
companies. These 3 have the legacy of quite old and traditional manufacturing company business
model as managers themselves have expressed it during the interviews. The company 1 however
has been founded later, right at the beginning of the smart phone era and seems to have a more
experimenting and innovating organization culture where failure is not feared and avoided and small
experiments with internally used digital tools are in constant progress.

The digital transformation initiation factors of the 4 companies which have been described in the
chapter 5.1 above are not about competition disrupting the sector with radically new products,
services or business models. These factors are largely concerning internal optimizations of the
company’s existing business process which is based on an old pre-“digital transformation” business
model which still works for these 4 companies. So, if to look at just initiation factors alone then those
are only touching the “use of digital technology” side from the definition of digital transformation. The
initiation factors do not include information that companies have felt the need to radically change
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their business model or that they are changing their organization culture to be more innovative and
rapidly experimenting.

When we look at digital transformation decision processes (chapter 5.2.) then they are adapted
for the technological solution creation side of the digital transformation. No decisions process sub-
part described by the interviewed managers speaks about specifically addressing the business
model change or organizational innovation culture change. According to this the conclusion can be
that in the context of the 3-phase model — digitization, digitalization and digital transformation
(Verhoef et al 2021: 891) — these 4 companies are in the second phase. They are undergoing
digitalization and have to yet reached the radical third “digital transformation” phase. Maybe the
change may come as an unconscious side effect of constantly and rapidly experimenting with
existing digital tool platform that was described by the CEO of company 1. However there seem to
be no conscious, declared, directed movement to change the experiment with the business model
or innovation culture of these 4 companies.

When we look at the business analysis activities and business analyst role in digital transformation
process (chapter) then it is evident that these activities are central for the digital solution creation
preparation and adoption. Even though there is no role called “business analyst” in the digital
transformation processes of those 4 companies, then there is clearly a central person in each DT
initiative who performs or guides most of the business analysis actions.

In the definitive guide for the business analysis discipline the “BABOK v3 - A Guide to the
Business Analysis Body of Knowledge” (2015) there is a sub-chapter “11.3. The information
technology perspective” gives guidelines to practitioners what business analysis activities are
relevant for information technology projects. Since interviews were concentrated on information
technology projects then next a comparison of the practice of the 4 companies against the BABOK
guidelines is conducted.

To define and reach the change targets of the organization the “Business analysts identify all
possible departments, processes, applications, and functions which can be impacted by the
proposed change. A business analyst not only focuses on details of the initiative, but also keeps an
eye on the larger picture and the potential impact (both business and technical) of the change.”
(BABOK: 398) This holds true for all the persons who according to the 4 interviews have taken the
role of the business analyst. More clearly it is articulated in the interviews with company 2 and 3. In
case of company 2 the IT architect clearly played the “larger picture” (he literally created several
pictorial models describing the whole scope of the change) holding business analyst role in most of
the business analysis activities of the new ERP project. In case of company 3 there was the external
consultant who helped the company from the very start of the new ERP project until the stable period
2 years after go-live.

The business analyst position “Within the IT initiative, the business analysis activities may be filled
by personnel with one or several types of backgrounds or job titles within the organization. /.../ It is
possible that all business analysis tasks for an IT project may be completed by a person with only
one of these backgrounds: “(BABOK: 398)

1. “a systems analyst who has experience within the business domain, but does not have
experience with the specific application”(BABOK: 398) An example of this version of the business
analyst can be the “IT architect” of company 2, “external consultant” in company 3, “development
manager” in company 4.

2. ”a business process owner who has a depth of experience with the business capabilities or

processes, but may not have any technical or IT experience’(BABOK: 398) The department
manager or CEO or board is frequently mentioned in all interviews as actor on the digital
transformation decision process and also requirements related activities and they clearly are this
kind of “business analyst” role players who bring the depth of business knowledge to the
business analysis activities.

3. “a COTS [Commercial-Off-The-Shelf software] representative who will allow for customized
implementations of a packaged solution, and leverage the knowledge of the vendor’s package
and past implementation experience.”(BABOK: 399) All the companies use a COTS ERP system
as the core of their information system and have created long term partner relationships with the
COTS vendor. They also admit in interviews that for ERP changes details they rely on the
analysis activities performed by the COTS analyst.
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To conclude: business analyst role or position is filled by 3 types of people in the digital
transformation of the 4 companies: an (usually in-house) IT side person, a business person (most
often department manager) and a COTS representative.

From the list of possible business analysis deliverables listed in chapter “11.3.2.4. Business
analysis outcomes” the 4 interviews have brought out the following selection:

1. “Defined, complete, testable, prioritized and verified requirements” (BABOK: 399).
Requirement documents exist at least in company 2-4 digital transformation initiatives while
company 1 does in-house configuration of tools in agile way and may not have an up to date
requirement document for all the solutions. One can say that requirements are defined and
prioritized. The information if requirements are complete, testable and verified is not evident from
the interview answers.

2. “analysis of alternatives” (BABOK: 399) At least in the vendor selection phase all companies

analyze the alternatives of solutions that different vendors offer. Companies 2-3 do it with a
formal comparison of proposals. Companies 1, 4 evaluate more the vendor team, but also
evaluate their presentation of the solution.

3. “gap analysis” (BABOK: 399) All companies state that their search for a solution starts with a
need, a missing function in their digital toolset. So, what is missing is brought out early in the
digital transformation process and during the analysis process it is defined in a more exact form,
until it is turned into a solution description to bridge the gap.

4. “use cases” (BABOK: 399) are mentioned as a tool used in company 2 new ERP analysis
phase.

5. ‘“interface analysis” (BABOK: 399) is part of almost all digital tool projects since all 4
companies are attempting to create integrated digital toolsets and highlight the need to take
integration possibilities into account when they select a solution.

6. “prototypes” (BABOK: 399) is not used as much since most of the solutions that all 4
companies use are COTS software and these already have a user interface and navigation logic.
It is more common to use simple user interface sketches in all 4 companies to explain the visual
set of elements of the required solution.

7. “process models” (BABOK: 399) exist in companies 2-4 because of companies’ need to retain
their ISO certifications for quality management and they need to introduce processes to new
employees. These process models serve as a starting point, but companies did not mention in
their interviews that they have needed to focus on further business process analysis during their
digital transformation projects.

8. “context models” (BABOK: 399) were used by company 2 in their platform-based architecture
drawings set to show the data integration needs between different platforms.

To conclude the companies as a group have produced 8 types business analysis deliverables out
of 14 listed in the BABOK. So, one can say that roughly half of the deliverable types are in use in
actual projects of the 4 companies.

The BABOK chapter “11.3.3. Methodologies” speaks of information technology solution
development methodologies predictive, adaptive and hybrid which combines the predictive and
adaptive approaches (BABOK: 400). From the interviews one can infer that company 1 clearly
prefers the adaptive approach of building small parts and constantly iterating to add and improve.
Companies 2-4 use a hybrid methodology where either until the vendor selection end or the core
functionality delivery end they use more predictive approach and after that during the fine-tuning and
improvement phase they switch to adaptive methodology.

In conclusion the business analysis activities within the interviewed company’s digital
transformation follow what is suggested in the BABOK. However, since the companies are relatively
small on an international scale, have little resources for change management, then a bare minimum
of business analysis activities is done to ensure that the digital solutions meet the main functional
and non-functional requirements. A minimum amount of analysis documentation is produced since
its creation and especially keeping it up to date requires quite a lot of resources. Also speed of
changes needed forces the companies into this less analyzing, less documenting mode, more
interview, workshop, oral conversion mode when implementing the solution.
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The research question answers that are derived from the coding and analysis of the interview
transcripts when put in the context of digital transformation playbook or BABOK show that companies
have used a certain small subset of digital transformation strategies and also a certain minimal set
of business analysis activities and techniques, splitting the role of the business analyst between
several people. However, in either case the use of strategies or techniques does not seem to be a
widely thought through choice of looking at the full variety of options and then selecting something
for the project. The selection of business analysis activities in the 4 companies seems to be a bit
geared towards keeping the cost of preparatory work low and investing more into solution creation
and then later improvements, fixes if the solution in details does not match the expectations.

Should the companies attempt to change something in the way they digitally transform in the
future and to what extent they use business analysis as a helper in that process?

Company 3 highlighted several painful lessons from the new ERP project how to allocate change
management tasks to people (one person cannot carry it all, should be at least 2 - project manager
and development manager roles separated) and also solution testing should start with proper user
acceptance test not a smoke test and a quick solution confirmation on the basis of that. These painful
mistakes in the digital transformation initiative could probably be avoided in the future if the project
business analysis approach would be planned more in detail in advance using the techniques from
“Business analysis planning and monitoring” knowledge area of BABOK. Additionally, business
analyst could offer more help in executing the user acceptance test like suggested in BABOK:
“Business analysts work with stakeholders to plan, develop, and execute user acceptance tests to
ensure that the solution meets their needs.” (BABOK: 407)

So there definitely is room for growth of the number of techniques to use and depth of business
analysis to be done in digital transformation process of medium sized manufacturing companies in
Estonia. One shortcoming that all companies in some way or another expressed is the support to
users actually adopting and integrating the new or changed solutions into their daily work. Adoption
may go really slow if not supported by someone responsible for ensuring the company gets value
out of the implemented solution — for example a business analyst who could do the supporting and
encouraging as part of implemented solution evaluation activities.

7.Conclusion

The thesis set out to investigate how is change prepared and managed in Estonian manufacturing
sector companies when they undergo digitalization or digital transformation. An exploratory and
interpretive type of case study protocol was created to collect the details about how has the
digitalization or digital transformation been put into practice during the years 2018-2021 in 4 actual
companies who patrticipated in the Estonian government lead manufacturing digitalization support
program “Smart industry”. Through 1 semi-structured interview with each company it was
investigated what the digitalization change process has looked like so far, which roles have been
making the change a reality and which business analysis methods have been used to support digital
transformation.

The interview questions and answers were transcribed and coded with around 100 codes to make
comparing and contrasting easier. On the basis of coded quotes from the interview the answers for
the 4 research questions were analyzed and summarized (see chapter 5).

The main results are that all the 4 companies are in the digitalization phase and not in the digital
transformation phase of the change towards a more digital company. This means that they have not
yet felt the need to transform their business model or organizational innovation culture radically.
There are about 4 common digitalization initiation factors that all 4 companies have recognized as
driving their digitalization:

1. aneed or unresolved problem in their business process or digital toolset

2. increased automation of business process

3. increased efficiency of business process

4. increased transparency of business process
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The digitalization decision process has 2 versions — formal/predictive and informal/adaptive.
Companies select one of them depending on company size, project size and project phase. 2
companies were in the process of central system (ERP) replacement and preferred the
formal/predictive approach to digitalization decision process. 2 companies were in the incremental
adding, changing of functionality on existing software platforms regime — they preferred the
informal/adaptive approach.

Business analyst role in the decision process was split between 3 types of persons: company IT
manager/specialists, company business side managers (department manager or CEQO), in one case
also an external consultant. If the preferred solution and its vendor had been selected then most of
the business analysis work on the detailed requirements was done by the vendor project
manager/analyst.

In general, the selection of business analysis activities undertaken within the 4 companies
digitalization projects follow the best practice of the business analysis discipline. Half of the main
business analysis activities suggested by the BABOK guide for IT projects have been used by the 4
companies.

The companies claimed that the hardest thing in the digitalization projects has been management
of company employees, end users, to keep them informed, keep them motivated to change,
persuade them to regularly contribute to raise the quality of the solution and when the solution is in
place then actually fully use it in their daily work. Therefore, next research projects could be directed
at understanding what makes it difficult to engage employees in digitalization projects and what
business analysis or other discipline methods could make this engagement a bit easier.
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9.Appendices

9.1.APPENDIX 1. Interview questions

Since the interview will be conducted in the Estonian language the current chapter contains the

planned interview question in both English (since the thesis publication language is English) and
Estonian (since that is what will be actually used in interviews).

1.

Palun tutvustage oma ettevotet 1abi toodete/teenuste, mida teie ettevote pakub oma klientidele
tana ja mis teie ettevotte vaartuspakkumust konkurentidest eristab. / Please introduce your
company through the product/service that it offers to the customers today and what
differentiates your company from competition.

Palun kirjeldage Ulevaatlikult ja Iihidalt tanast oma ettevdtte pdhiprotsessi: toodete/teenuste
loomine alates mutgiplaanist/tellimusest, 1abi sisendite hankimise kuni kliendile tle andmiseni
ja ka Gleandmise jargset tuge, kui see on osa teie vaartuspakkumusest. / Please give a short
high-level overview of your company main business process starting from sales plan/order,
procuring inputs for creating the product/service until delivering the product/service to the
customer and offering post-sales support if that is part of you value proposition.

Kuidas kaib teie ettevotte strateegia (ehk pikaajalise tegevusplaani) loomine ja uuendamine
ning kuidas see seondub digitaliseerimisega? / How your company creates and updates
strategic plans and how this relates to digitalization?

Kas ja millises vormis on kirjeldatud teie ettevdtte arimudelit? / Do you have documented your
company business model and in what form?

4.1. Kui joonis/kirjeldus on olemas, siis kes selle koostas ja kes uuendab? / If the
diagram/description exists then who made it and who updates it?

Kas ja millises vormis on teie ettevétte organisatsiooni Ulesehituse (st struktuuriliksused,
ametikohad) kohta olemas kirjeldus? / Do you have a company organization model document
which describes the structural units and job positions of the company?

5.1.Kui joonis/kirjeldus on olemas, siis kes selle koostas ja kes uuendab? / If the
diagram/description exists then who made it and who updates it?

Kas ja millisel kujul on teie ettevdtte toimimise kohta olemas ariprotsesside ehk téokorralduse
mudel (joonised ja/vdi kirjeldused), mis kirjeldab milliseid tegevusi ja kes millises jarjekorras
teeb, et t66 saaks kvaliteetselt tehtud? / Do you have a company business process model
(diagrams and/or descriptions) which describes who does what actions in what sequence to
ensure quality of work results?

6.1.Kui joonis/kirjeldus on olemas, siis kes selle koostas ja kes uuendab? / If the
diagram/description exists then who made it and who updates it?

Kas ja millises vormis on teie ettevottes kaideldavate andmete kohta olemas kirjeldusi
(dokumendi standardmallid, andmebaasi mudelid vms)? / Do you have and in what form
descriptions of data in your company data (document templates, database models etc)?

7.1. Kui on, siis kes neid koostab ja varskena hoiab? / If yes, then who creates and updates
them?

Millises vormis on dokumenteeritud teie ettevotte digitaalse infrastruktuuri kirjeldus (tootmise ja
kommunikatsiooni seadmed, neisse paigaldatud tarkvara versioonid ja konfiguratsioonid,
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10.

11.

12.

13.

14.

15.

16.

17.

18.

19.

andmesidevork jms)? / In what way your company digital infrastructure is documented
(production and communication equipment, software installed on them ja its configurations,
data network etc.)?

8.1.Kes selle koostas ja kes varskena hoiab? / Who composed this documentation and who
updates it?

Milliseid digitaliseerimise tegevusi on ettevote alustanud ja/voi I6pule viinud viimase kolme
aasta jooksul? / What kind of digitalization activities you company has started and/or completed
within the last 3 years?

Millised on olnud nende digitaliseerimise tegevuste algatamist voi jatkamist tduganud jéud? /
What has been the driving forces behind starting or continuing these digitalization activities?

Kas need Uksikud tegevused on olnud laiema digitaliseerimise kava voi teekaardi ehk ettevotte
digipddérde osa? / Have these digitalization activities been part of a wider digital transformation
roadmap for the company?

Kui ettevédttel on digitaliseerimist suunav dokument (nt teekaart ehk digitaalsemaks muutumise
tegevuskava mitmeks aastaks, kus on jarjestatud erinevad projektid, voi digiaudit, mis toob
valja esimesena digitaliseerimist vajavad alad), siis kuidas on selle kava loomine ja
tdiendamine/muutmine toimunud? / If the company has a document that guides digitalization
(e.g. DT roadmap which lists digitalization activities for several years or digital audit which then
how has at been created and changed over time?

Kui ettevdttes on (nt seoses digitaliseerimisega) vaja teha keerukas ja kulukas otsus (nt mingi
kalli seadme véi tarkvara voi IT arendusteenuse ost), siis mis viisil seda otsust ette
valmistatakse, et teha parim vdimalik otsus ettevédtte tuleviku jaoks vaagides alternatiive, riske,
kulusid, tulusid jne? / If in the company there is a heed (related to digitalization) to make a
complex and costly decision (for example purchasing expensive equipment or software), then
how you are preparing this decision to make the best possible decision for the company future
considering alternatives, risks, cost, benefits?

Kui ettevdte on otsustanud luua voi hankida konkreetse digitaalse lahenduse, siis kes ja kuidas
pustitavad sellele ettevotte poolsed ndudeid? / If company has decided to create or purchase a
digital solution then who define the requirements of the company?

Kuidas maarate lahendusele esitatavatele nduetele tahtsuse jarjekorda ehk prioriteeti? / How
you assign priorities to the solution requirements?

Kui ettevbte on palunud digilahenduse pakkumise mitmelt tarnijalt, siis kuidas ja kes on
pakutud lahendusi omavahel vérreldud, et leida teie ettevottele sobivaim? / If the proposal of a
technical solution has been asked from several vendors the how and who has compared the
proposals?

Kes juhivad digitaliseerimise projektide elluviimist ettevottes? / Who manage the digitalization
projects in the company?

Kes viivad projekti tegevusi reaalselt ellu? / Who are the people who perform the project
activities?

Milliseid abilisi on digitaliseerimise Ghe projekti juhil ja/voi reaalse muudatuse tegijal olnud
vdimalik kaasata ettevotte siseste voi valiste konsultantide ndol? / What kind of helpers,
consultants has the company involved into the project from inside of the company and from
outside?
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20.

21.

22.

23.

24.

25.

26.

27.

Milliseid ndustavaid, anallusivaid tegevusi on konkreetses projektis tehtud? / What kind of
consulting or analysis activities have been conducted in the project?

Kas on vdimalik naidata ménda konkreetse projekti analtiusi (nt Glesandepustituse) dokumenti?
/ Can you show an example of an analysis document from the project?

Kas ja kes on teie digitaliseerimise projektides loonud lahenduse prototltpe enne 16pliku
lahenduse loomise/hankimise algust? / Has someone created solution prototypes in the digital
solution projects before the final solution has been created?

Digilahenduse arendamise, juurutamise ajal, kes on olnud see/need, kes on lahenduse
tehnilisele pakkujale selgitanud detailides teie ettevotte ndudeid, ariloogikat, lahenduse
kasutuskonteksti ning andnud ndusolekuid lahenduse teostajale lahenduse detailide teatud
viisil teostamiseks? / During the implementation of the digital solution who has been explaining
the vendor the requirements, business logic and usage context of the solution and given
approvals for solving the requirements in a certain way?

Kui konkreetne digitaalne lahendus on juurutatud, siis kuidas olete kontrollinud, kas kéik
vajalikud nduded on taidetud? / If a solution has been implemented then how have you verified
if all the necessary requirements have been met?

Kui mingi konkreetne digilahendus on kasutusele véetud, siis kuidas mdddate ja hindate selle
sooritusvoimet, kasutatavust? / If a digital solution is in use then how you measure or evaluate
its performance, usability?

25.1.Kes neid mdotmisi, hindamisi 1abi viib? / Who conducts the measuring, evaluation?

25.2.Juhul kui hindamise tulemused ei ole nduetele vastavad, siis milliseid tegevusi tehakse
olukorra parandamiseks ja kes neid teeb? / If the evaluation results show non-compliance
with requirements then what actions are taken and who does them?

Mis on olnud teie ettevotte jaoks digitaliseerimise puhul raske? / What has been the hardest
thing within digitalization for the company?

Millisest ndustavast voi anallltilisest tegevusest olete oma ettevottes digitaliseerimisega
seoses enim puudust tundnud voi mille kvaliteet, tapsus oleks vdinud parem olla? / What
consulting or analysis activities you have missed (or wished they had been more accurate) the
most in the context of digitalization in your company?
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9.2.APPENDIX 2. Interview 1 - coded transcript

PRODUCT DEVELOPMENT {
INDUSTRIAL PARTNERISHIP

INDUSTRIAL PARTNERISHIP { {
PRODUCT DEVELOPMENT

26
27

28

PRODUCT DIVERSITY {

30 Uurija:

25

suuremaks, Sis on omakorda meist suuremad toostusettevétete grupid.,
Nendel tihtipeale on ni, et nemad keskenduvad jalegi kas siis
autotéostusele vl minglle nisugustele spetsifisematele 1Géstustele ja
nemad omakorda seliseid keskmisega suurusega projekie el voia
Jutulegi voi nisugust arendamist ja lootmisparineriust. Nemad on
spetsialiseerunud viga konkreelselt oma segmendis véga tapse
spetsifikatsiooni alusel tootmisele

Meie olere tootmispariner koos arendusega. Otsesell ef tooda
Scaniale kabine tervikuna. See on imselgelt suurem. Aga samas
ménede mijonite eurcde suuruse kdibega Klentidele suudame pakkuda
fervikiahenaust, mida jallegr vaksemad ettevotted el suuda, ihtsalf ei
mahu ega ka teenuste valkuga pakkuda. Me oleme oma suurus-
segmendis.

Vaiksed ellevolted, mida on palu, nad suudavad leha vakseid projexis,
Uksikuid konkreetseid t6id. Aga nad ei suudaks olla nagu partner
reaalsell, kes suudat mahuliselt mingisuguseid suuremaid projekte nagu
labi viia ja teisest kijiest neil el ole seda teenuste spekirit, mica meil on.
Teatud toodste VoI tootet(iipide osas me suudame pakkuda pisavat
mahtu ja pisavalt laia teenuste valikut, et selles mottas neid ettevottaid
véga palu enam ef ole.

Uurija:
Mis umbes Hikkides on detaile, mida te nagu aastas naiteks valmistate?
On tell mingi moddik nagu suurusiargu mottes?

Ettevétte 1 tegeviuht:

Fi, nimood el saa Gelda. Tootsid on nit ernsvaid. On asju, mille ki vor!
kompleki vaib maksta paarkdmmend luhal ja on koige markantsem
naide néiteks seib ja mida me oleme Biganud vaja mingi 40 000 vai 60
Q00 oKk, mille hind on mdnedas senticas. Tihtpsale on tooted
komplekssemad, Nad kéivad [dbi pajudest tEokeskustast ja pigem
iseloomustat toodet kdive, Tikid ja telimuste arv otseselt mitte.

31 Okslidhme teise kusimuse Juurde, et kui me votame, ma saan aru, et
tail on nagu kaks suunaa, kas allhange voi tostuspartnenius, et ma &f
lea, kas neid saab kijeldada ka nagu selise thise Uldise protsessing, et
kuidas tell see 160 kaib, et milest see ni-Gelda projekt vai tod tell
algab? Ja kuidas ta I3peb? Ft antakse Kliendile Ule v&i on ka
mingisugune teafud fErel- voi garantitcenindus vai mis on see tervikahel?

BUSINESS PROCESS START { {

QUERY FROM CUSTOMER

32

33

Ettevétte 1 tegevjuht:
Ma saan aru. | alas laastus on ikkagi ses, st kui klisndi kontakt on

clermas vol on mingl idee v huvi on olemas, siis algab asi tavaliself
kkagi juba paringuga. &t nacte sellist asja, kas me suudame teha.
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34
SALES COMMUNICATION
PRICE INDICATION
$ 35
PRICE QUOTE
PURCHASE DECISION OF CUST { 36

PRODUCT PROTOTYPES { 37

QUERY FROM CUSTOMER {
..ONE-OFF ORDER

ORDER

PRODUCTION PREPARATION { { 39
PRODUCT DIVERSITY

QUALITY ASSURANGE { 40

INVOICE { { 41
PRODUCT DELIVERY

_.RECURRING ORDER { 42

43  Uuwrija:

\VBib-olla tEpsustatakse seda infot sis, et saadakss Uhemoodi
1Bhtetiesandest aru. Mis on selle asja kogused voi cotused vai olulised
asjaolud. Unesénaga seline Kliendisuhtlus ja Kliendi vajadusta
vajaselgitarnine.

Monikord tuleb indikaliivse hinnakalkulatsiooni osa vahele, Monikord
joutakse suhteliselt kiresti hinnapakkumisen. Ukskdik kuidas fa siis
JBuab, jGuab ta mingl hetkel hinnapakkumisen,

Ja Siis selleni, et kas Klient siis soovib seda voi mitle.

Keerukamale asiada puhul on see juurutamise protsess pikem, Tehakse
prototlilpe, naidiseld. Katsetatakse ennevaid asju.

On ka asju, mis on Uhekordsed. Tuleb lhisalt paring. Tépsustatakse
vaib-olla midagi ja teeme dra. Hinnapakikumisest tuleb telimus sisse.

Keenikamate asjade puhul on inseneroc osakaal, tootmisettevalmistus
lihtsalt suurem. \Vaiksemate osas vaksem.

Algul vaib-olla on esimeste toodete vai hairete puhul kontrofimist ja
lagasisidestamist rohkem. Edasr lahob nutinsemaks.

lga telimus I6peb arvega, kui kaup véla laheb.

Erinevus on selles, et mingid asjad on pusivad, mida me aastaid tseme
kogu aeg samasugusena. Taisalt on asjad, mis pidevalt arenevad,

44 Jah, okel Kas lel nesd asjad, mis iulevad ni-oelda Ghekordse
projektittdna fa need, mis te teete mingl pikema lepinguiise suhte
raames (fleb telimus lepingu raames. telime seda daetall ves! nii paju
seleks &htajaks vOi soovime telida ja feie vaatate, et kas te saate teha
selieks giaks, kui saats, vastats jah ja sis teete kOik ettavalmistised ja
valmistategi need asfad), on protsessilisalf samased? Ft raamiepingl
kauds on nagu tks mectod. Teine on seline, kus te teete algusotsa
uuesti, mida te sis raamlepingu raames enam uucsti of toe, Muidu
16dorotsess on molemal juhul ikkagl samane?

45
46

BUSINESS PROCESS DESCRIP? {

BUSINESS PROCESS DESCRIP? {

..RECURRING ORDER

Ettevotte I tegevjuht:

Clenerata sellest, kas on valke Uhekorane asi vol requiaarme asi, sis
166sse panemise momendist, kui telimuse sisastamine toimub, sealt
eagas! laheb tegelikult juba vordiemisi sama moodi. Mahukuse vai
keerukuse ernevus on. Telimuse sisestamine, telimuse kinnitamine,
tootmistelimuste tegemine, 1okaskude planesrimine matenalde

4

vajaduse selgumine, materjalide telimine. Todde aluvimine. Lihtsamates
tooadetes neid etappe ja nlansse on vahem. Aga muidu jah, kaib see
Usna samamooadl. Flsivamate asjiade puhul on mell kas pikemalf etfe
telimused voi on siis prognoosid fa suhtelisell pidevalt tulet vordiermisi
stabilses mahus felimusi peale. See on erinevus. Aga jah, sel hetkel, kui
lelimus juba sisestalud on, siis lootmise jaoks nagu olsesell vaga suurl
vahet &i ole,

34



47 Uurija:
48  gaks juhuks komra kisin Ule, et plaaniodhis! loolmist, kus sis ende

mingl mudgiunt vai osakond otsustab, et me jargmisel aastal tGenaoliselt

peame mudma ringie Kisnditidnie ni paliu X foodst, et sallst

plaaniochist tootmist tell el ole? Tel on telimuspdhing ainult, ma saan

an?

49  Ettevotte | tegevjuht:
FORECASTING { 50 ks me proovime prognoose erinevald teha, aga need on ikkagi
] suurugiarkudas, Naiteks erinevate keevitustoidds mahud, Vimassl! ajal
pigem ongl seline catch up kogu aeg olnud, et peames seda mahtu
kasvatama, et jargl jouda ndudlusele. Uldisalt fon prognoos) selline, et
palu on meil vajia on, kui palu me kasvatame, paliu mel inimesi juurde
onvaa — see ol kal vaga konkrectse loole plancerimise, vaid ikkagi nii
el nafieks see Klient 1Genéolissll kasvab 20-30 protsenli jargmine aasla.
VOI see projekt hakkab nldd kaima, el mida see melle kaasa oo, On
N suuremaid projekte loomulikult, mis vajavad konkrestsemalt iahenemist,
{ { 51  Kailb ikkag vordlemisi paju telimuste alusel tootmine. Ette toodame ainult
~RECURRING ORDER vaga pusivaid asju, mills puhul me teame, et klient teeb pidevalt telimusi,
Me mingeid asiu [Bikame ette.

CHALLENGE

52  Uurija:

63  Oks) sit ongl hea minna kolmanaa kisimuses juurds: sttavots
plkemaajalisem tegevusplaan, nimetatakse ka stratzegiaks osades
etteviitetes. Kuidas tall see kaib? Mis tsuklga te planesrite, kui pikalf ette
ja kui sagell uuendiate ja kas on selle protsessiga seotud teie ettevottes”?

54  Ettevotte 1 tegevjuht:

STRATEGY 1 i 55  (lolselt me liga formaalselt strateegia koostamist e tee. Pigem on ikkagi
CEQ { mina ja osakondade juhid - virdlemisi jooksvalt kalv protsess, kus me
DEPARTMENT MANAGER | hoiame Ukstaist kursis selloga, ot mis on tulemas, mis on olukord
OPERATIONAL PLANNING footmises, mida Kliendid ni-celda éhvardavad tahta, milised asjaa,
millest on jutiu oinud, mis on olukorrad sin tootmisressurssidaga. See
MEETING on p I'O"S\/é}ff,- - o .
{ 56  Aeg-gall loimuvad [koosolekud], kus me vtame mulgiprognoosi alusel
DEISION MAKING narukg korjkreersemad Qrsuseqf [vastuf. Naiteks, eefmfse aasra néitajate
7 alusel ol juba suhtelisslt jaanuar alguses selge, et mell on vaja
FORECASTING keevitusmahtusid kasvatada vahernalt 30 protsent, nifl kirest kui
L SuLIcAmMe,
57  Onka selliseld konkreetsald asfu, et nuod mei on vaja seda vol ajst,
CHALLENGE { lavalisern on see, et koormuse kasy, ressursi kasutamise Intensivsuse

5

kasy on selling, et ta janest kasvab ja kasvab ning  mingil hetkel naeme,
et mo hakkame kitsaks jdéma. Kas on sis vaja inimaes! juurde voi mingit
DECISION MAKING { L seadet, Nad on hash suurest nagu kilukesed. Nad e ole nagu Uks

[ konkregtne otsus. Vaid ongi, et sin tédkeskuses on vahe [midagi vai on
pikad jarekorrad vai on mingid tGrxed vl see on pudelikael, Siis seflega
b luleb tegeleda. Néiteks varvilin — mingil hetikel olime Uhes vahetuses,
Sis me ndeme, et me selle Uhe vahetusega hakikame janest jaama
hétta. Siis tehakse pikemaid vahetusi, See off seline koht, kus me
tegime salise otsuse, et olgu, votame irimesed ja tearme konkrestselt
sihiks kaks vahetust.

CHALLENGE |

CHALLENGE

DECISION MAKING

58  Konkreetseid, sbnastaiud, formaalseid otsuseid, et teeme nil, on, aga
need on pigem vahemuses. Figem suuremas 0sas kéib [elu] pideva
DECISION MAKING tunnstuse [alusel]. Kuiinimesi on kuskilt puudu, sis voetakse jariest
Juurde. Tootmisjuht annab teada. Mdgiuhil on viib-olla vaja kedagi
Juurde saada, raagib personaljuhiga. Tehakse konkurss, letakse
inimene. Seline on plsivam jocksey elu.
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59  Uurija:

60  Oksl mis sagedussga Bl need Ukstaise kursishoidmiss ja sslista
otsuste tagemise koosolekud toimuvad kaskmiselt,

DEPARTMENT MANAGER

DECISION MAKING

FUNCTION MANAGER

69  Uurija:

]

61  Ettevétte 1 tegevjuht:

[ { 62  Osakonna juhid ja mina ja mell on tegelikult raamatupidaia ja

personaliuht ka vasl seal juures — saling toimub mell keskmisalt ming
kaks korda kolme nddala jooksul val midagr sellist,
63 leinckord on meil kitsarmad teemad. Naiteks ealmine nadal olf naiteks

1SC juhtimisstisteemide Ulevaatussle puhendatud [koosolek], Tegelkult
meil tuleb mitu koosclekut sellel teemal,

64  Aga samas on ka seliscd koosolokud fihtiooals, kus ongl Uks-kaks-kom
arinevat teemat. Kus vaib-olla me réagime matanalide turu olukorrast,
réggie uule Klionlide voimafikest arerigutest ja prognoosides! ja
ruumide laiendamise voimalustast. Mis probleemid on esile kerkinud ja
mis Kitsaskohad. Ta toimib nisuguse peaasqu iganddalaste sammuga.

65  Lisaks sclele loomulikuft on minul omakorda osakonnauhtide ja
funktsiooni jubtidega

66  monega paar korda néddalas, minega kord kahe nadala jocksul
konkreetsemald jutuajamisi, Mis on kdimas, kus on kiisaskohad. Mis
vaiavad anamist,

67  Kdike i ole vaja kdigiga réakida. On asjad, mida mina raagin konkreetse
funktsiooni ja selle osakonna juhtimisega seoses mingisuguseid plaane
VGl Umber korraldamise vol uute inimeste vajadust,

68  (Ontelsiasiy, mis vajavad lintsalt laiemat arutelu, \Gib-olla isegi mitte
arutelu, vaid info jagarmist, et mis on olukord sin ja seal ja the voi teise
valdkonnaga.

70  Oksi, selge. Paanide osas sal selgemaks. Kas tal on kuidagi sisermisait
VOl mingiks otstarbeks valapoole kellelegr esitamiseks tehiud etteviite
arimudeltt, Uriatud kifeldada véi Ules joonistada? Mida ma mdtien
armuael all: keskel on vaariuspakiumus, vasak,

71 Ettevotte 1 tegevjuht:
72 Jsh, matean. See on see IBuend.

73 Uurija:

74 Jah, Ibuend ks selle valunditest.

BUSINESS MODEL  }

CHALLENGE |

78  Uurija:

75
76

77

Ettevétte | tegevjuht:

Me olerme omal ajal mingitel seminaridal vai kKonverentside Kaigus oleme
vaib-olla mingeid harjutusi teinud. Me &l ole tegelikult konkrestselt meie
ettevotta kohta seda teinud. Meil on fegelikult ikkagi vaga noor ettevdte,
mis veal méni aeg tagasi ol kalm osanikku kul juhatuse likmed, kes
kaed-jalad koos tegime. Siis oligi pidev mdtete pdrgetamine. Uhia vo
leist teeme nil vOi naa Ja Uks vedas uht asja, teine telst,

Mdnede aastatega oleme paris kOvasti suuremars kasvanud, Struktuur
on muutunud, Meile fookus on projektice naha olevate vajaduste
realisesrimine, laisndamine, suuremad investesringud, inimeste
Juurdevatmine projektide jaoks, valmiduse loomine. Enessavastamise
eraldi ettevotmist el ole ette tunud.

79  Oksi Kas sitevitte struktuur, Ulesehitused, mainisite sin osakondade ja
funktsiooni juhte, see on tell kuidagr Kifas kuskil voi Ulss joonistatud?
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80
81

STRUCTURE

HR MANAGER { { {

ACCOUNTANT
STRUCTURE E
DEPARTMENT MANAGER

MASTER

ORGANIZATION STRUCTURE { {

BAIN DT

84  Ettevotte 1 tegevjuht:

BAIN DT {

ORGANIZATION STRUCTURE Dt

ORGANIZATION STRUCTURE Dt |

ORGANIZATION STRUCTURE Dt §

ORGANIZATION STRUCTURE DE

90  Uurija:

Ettevotte [ tegevjuht:

Kohe &l oskaks isegl kuskilt vist vbitta. Meil on issenesest ka mings
organisatsiooni ni-Gelda kaart tehtud. Vordlemisi lhtne struktuur on meil.
Tegslkult ongl mail nell osakonda. Mina olen tegeviuht, Otsasall minu
allvuses tootab personaliuht ja raamatupidaja. Sis on mei nell
0sakonaga, tootmisosakond, miligiosakond, ostuosakond,
kvaliteediosakond. Ja nendel on igalihel osakonna juht. Tootmisiuhil on
veel omakorda meistrite kint all, kes siis fotkeskuste eest vastutavad,
Teistel fosakonaadsl] ronkem neid astmeid si ole. On osakonna juht ja
Juhi tasemelt edasi on vordiernisi hallalava suurussga meeskonnad,

82
83

86

87

88

89

Uurija:
Selge. Kes muidu selle struktuunmudel eest vastutab voi kes seda
kifeldab, kui vaja. Kas tels tegaviuhina vai keedl teine?

Mina. Mingil mééral gja jooksul kohandame ja see on juba labirdakimiste
Kasimus.

No kasvoi see, et kas mingit tidpi insenerid, kas nad peaks tulema
mudgiosakonnas: mis tdhendab, et nad keskenduvad nende toodete
Bbimotlemisale ja Kliendiga suhtlerisele voi on nad juba pigem
tootmisosakonnas nagu selle kaalutusega, et nad fuba tegelikult reaalselt
lahendavad asja tootmisiikku kulge. Tihti selle joone tdmbamine on
keeruline osakondade vahel.

Kas VoI kvaliteediosakond. kvaliteediosakonnas on erinevad funkisioonia
omakorda, et kas on uldine kvaliteed juhtimine v&i mingisuguste
mittevastavustega tegelemine. Aga on ka taiesti tootmises asuv
16okeskus, mis on kvaliteedikontroll. See on végagi tavaline tootmise
[6okeskus, véja véja arvatud see, et terma sisuks on Kvaliteedikontrol,
See on olnud teema: kas see vaiks olla rohkem pigem tootmise all voi
pigem kvaliteediosakonna all. Seni on ta mell kvaliteediosakonna all,
Selleks, et kvaliteed, mittevastavuste ja kontrolil metoodika oleks Uhe
kontroll all. Aga see ei pruugi olla kivisse raiutud.

Selliseid valikuid ja vaikseid muudatusi me arutame. Voib-olla teatud
inimesed, kes on likunud siin tootmisest kvaliteeti ja kvaliteedist
tootmisesse, mitte lhtsalt selleparast, et me muudame ametikohta, aga
Juba sellepérast, et siis struktuur oleks loogilisem. Tihtpeale juhtub
monikord, et see inimene on kUil kvaliteediosakonna all, aga sisuliselt
lahendab kogu aeg tootmise mingisugust prodleemi. Siis vaib-olla oleks
maistlikum, kui ta oleks tootmisjuhi timis.

Mingil mééral rollid liguvad osakondade vahel. Kas personaljuht vib 18bi
vestlusi tootmisosakonna inimestega VoI ta ainult nbustab
tootmisosakonda? See on rolll likumise kusimus. See ei ole kivisse
raiutud. LOpuks on see, et mina olen see, kes otsustab, et kuidas me
Siis teeme. Aga siin on kooskolastamist ja Uhist arutelu usna paju.

91 Seige. Hitavdte ennevad osakonnad ja rolid — nelf on omad vastutused
ja tegevused, mis nad teevad toote ja tcenuse pakkumiseks Kicnadie.
Kas nieed on tell ka kuldagl kifeldatud? Kas voi see pohiprotsess, et
kuidas Klienali soov, kontakt sisse tuleb? Mida sellega fehakse? Kes
tesb milal midagi ? \ai on see kuidagi suuliselt koolituse kaudu edasi

antud?
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BUSINESS PROCESS MODELIN

PRODUCT DIVERSITY {

92 Ettevétte 1 tegevjuht:

93  Meal on tegelikull nimood, st meil on kull kineldatud protsesse ja
kaardistalud protsesse, pOhDrolsessi ja alamprotsesse. Aga mis
puudutab nditeks Kliendl poole 0sa, Sis seal on seda mitmekasisust
Jallegi nivord palu. Skeem saab kkagl olla hasti Uldistatud, pdhimditeline
skeem. Nif kuf tahta seal minna detailsuse astmel sammuke edasi, Sis

PRODUCT DIVERSITY skeem jookseks vaga paludaks pukadeks laal, Milist i Kiendid

millist tiol lahtaintot vajavad] — seal seal hakkavad Klientide erinaviused

8

hastl palu juba mangima, nende Kliendisuhets ja teenuste ennsvused.

BUSINESS PROCESS DESGF { 94  Mbned protsessid on tGests, et tulsh sisse joonis, vasiu ldheh

CUSTOMER MANAGER {

95
96

BUSINESS PROCESS DESCRIP" |

99
100

pakkumine ja tulsb paring. Teised asjad on selised, kus kaib kuude visi
andtsiu enns, kui jduame Uldse pakkumisteni. Siis 1gheb edasi tootmisse
Juurutamine, mis omakorda vitab ga. Kaivad néidised ja eelseeriad,
parendussettepanskud. Mitmekiilgsust on seal hasti paliu. Felkdige
taandub see meil selliele, et on maaratud igale Kiendile Klendihaldur, kelle

PRODUCT DIVERSITY o cesmérnk on sisuliselt valia selgitada Kliendl vajadused ja vahendada sis

mele volmekust ja Kiendi vajadusi, Leida see lshendus, et kas ma
suudame ja miliste fingimustega me suudame seda teha, Keda seal
kaasatakse vahepeal, kui suur see meeskond on? Ménikord teeb
inimene seda taitsa Uksinda. Teinekord on taitsa suur kamp mel
mingisuguse arendusega seotud. See on hasti-hasti erinsv.

Uurija:

Okeal, See lihtsustatud pdhiskeem, mida te jargite oma téos, ma mdtlen
mitte ainult see mUUgl pool, vaid ka sisemisslt, kui juba Kient on
kinnitanua, toode on kokku lepitud, ta on rahul naidispartiga, mis ta on
saanud — sealt edasi ma sain aru, et on stabilsem see, kuidas te edasi
16otata?

97  Ettevotte | tegevjuht:

98  Kuime radgime juba konkrestsete telimusts taitmisest — seal on asi
Usna raudtee, jah. Seda ei ole meil vist iseqi ligsalt kaardistatud. See on
pigem reegiite, juhenditega, sest seal ef ole kusimus ef ole selles, et kust
kuhu ldheb. Réhk on sellel, et milline peab see info clerna, mis peab
olema taidetud. Mida siia fuleb sisestada, mida sinna fuleh. Mis peab
olema selle voi kolmandal tbckeskusel tapsustatud, miline info ja milline

? mitta. Seal on sellst kigeldavat ja juhiste poolt hast pajiu. Telimus vor
foode tuleb kifeldada infosdsteemi ja sis tuisb telimus. Kaks kasti voiks
Jjoonistada selle kohta, mis on héasti Ihine. Seal ei ole skeemina midagi
keerulist, Aga miline see info clerma peab? iga erinava thickaskuse
Jaoks, mida psab Utlema, mida psab Kifa panema, kuidas Kija panna
— see on hasti mahukas info ja seal on meail Uksjagu materale. Aga see
ai ole skemaatiine, vaid see on juba dataine.

Uurija:
Ma mdtlesingi seda kireldust. Joonistega kaibki tavaliselt kaasas
Kirfeldus. ima nad ei olegi vaga kasulikud. Kes teil tegeleb selliste
Kirfelduste loomisega’? Kust see pihta hakkab ja kes on kaasatud?
Naiteks kui Uks toode peab labima teie footmistsukli algusest peale, kuni
Kliendile vaja andmiseni. Ma saan aru, et selle kdigus infot isanaub
pidevalt juurde
101 Ettevotte I tegevjuht:
102 Sellist tidpi asjad kindlast ef ole seotud Uhe tootega. Tegelikult on kdik

BUSINESS PROCESS DESCRIP need juhised ja resglid lehakse ikkagi konkreelsele sammuds kohla.

Olgu see nalteks toote sisestamine Vi artikli sisestamine slisteemi —
9
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QUALITY DEPARTMENT

PROJECT MANAGER

M
112

BAIN DT

BAIN DT

CHALLENGE

BA IN DT

mis on need olulised [sisestavad] asfad. Tootele ni-Oelda retsepti
panemine. Kuidas arvestada set up acga. Mida see rida tahendab,
mida tleh lisada, miline on kormmentaar.

103 Ndileks votame lhvimise. Millsed need erinevad juhised saavad olla? Kul
Bikus on virdiernisi fhine, ef olegi midagi isadta, ainul! malernsl fa joonis,
siis fhwvimist vaib ju lefia 70-1 erineval moel: ainull dared dhelt pooll Ve
feiselt pooll, kas tugevalt voi vahe tugevall, kas taitsa lhvida vor ainulf
krass eemaldada. Seal on mell elte sdnastatud valikud, millest tuleb valik
feha. Mida tahsle panna? Kas teravad servad eemaldada?

| 104 Kauba vajastamise juhised, mida peab tegema vaba vajastamisel
Kuhu, mida sisestada, Ule vaadata? Kuidas véla printida saateleht?
Kuhu see tuleb kinnitada?

105 Kuidas raporteerida koiki toid? Kuidas 106 vOtta? Kuidas raportecrida
kauba vastuvdtmine? Ja nil edasi, ni edasi

106  Loomulikulf on ka konkrestsste toodstega pahatitti vaja teha juhisad.
Kui on keerukam asi, sis kooste ksevilusale voib-olia on vaja teha
videgjuhised — kuidas, mis sammudast asi kokku kaib,

107  Kvalteedkontrolis — selles jariekorras kontrolida ja nimood! need asjad
tapselt dra. Neid juhiseid on spetsiifiisi ka.

108  Nesed jarjest tekivadki siis vastavalt kas miftevastavuste analiilsist voi
klientide tagasisidest v&i mingitest planeerimisvigadest, kus iganas on

? néha, et et el raagita sama keel,

109 Jekib mingi vajadus, et meil oleks vaja kokku leppida teatud

{ | protseduurtd. Tihfipeale seda veab kvalteediosakond. Panustavad
olenevall clukorrast, mdnikord selle kifelduse tesb toolmisest keegi, el
mida mell on vala ja kvaliteadiosakond voib-ola aitab kaasa juhendl
vormistamisele,

[ { 10 Teinskord on ka eraldi projsktiuht, kes votab mingisuguse kKonkreetse

probleemi kdsile: kuidas me saaksime seda paremini teha? Naiteks

kooste komplektid — kuidas me saame tagada, et iga tnote karpi sal

8ige arv polte ja mutreid. [Lahenadus] koosnes teatud tehniiste vahendite

CHALLENGE kasutuselevatmist, kahekordsetest kicepsudast, et Uks pannakse sia,

Uurija:

[-]
teine sia, et on naha, et sallesse karpi on sisestatud, sellesse ef ole.

Mingi kaal moeldi vélja, et kuidas kaaluga teha seda kontroll, et kas on
kogus dige. See on konkrestne arendus projekt — ma lahendab seda
orobleem. [Lahenaus on] kombinatsioon mingitest meetoditest,
Juhistest, resglitest, tehniistast lahendistest,

Okai, selge. Saime teada, et mitme strukiuuniiksuse srinevate
ametikohtade inimesed voivad olla juhendite koostamises algatajad voi
siis ka abistajad. See on Usna paindik.

113
114

15

116

117

Ettevétte 1 tegevjuht:

Esimene asi on ses, et juba need samad reegiid, protseduund vor
protsesside jalgimine voivad olla vabalt taiesti Uhe csakonna sisene
teema.

See Vil olla kahe osakonna vaheline infovahetus, et Uks annab, et mis
nelt on vaa, ja lepitakse kokiku, et kuidas ja milist infot vahetatakse.

See viib ofla ettevéitte Uldist politikat rakendav. Meil on oluline kdigi
0sakondads jaoks vai iseql raamatupidamise jaoks, et kuidas me

kasiteme Vol arvastame midagi,

Need probleemid voi necd lahendust vajavad situatsioonid on hasti
ernevad. kkag sdltub cakdige scllest, et kalle mura sec on. Kuisee on
lhisalt néateks ostuosakonna sisene 166aa faotamise kord, sis vaib-olla
keegi teine el saagi sellest teada, et nad on teinud omavahel
mingisuguse protsessi. Voib-ola saavad teada, aga Utleme, see el
puuduta tsisi nil vaga.
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118  Uurija:

M9 Ma saan aru, et reegl Kifeldamine ja dokumenteerimine toimub
minimaalses ringis, kes on puudutatud ja kes seda pohimdtieliselt

vajavad,
BAIN DT
120  Ettevétte 1 tegevjuht:
L1217 Uah
122 Uwrija:

123 Uldist kvalitaediiuhi voi kvalitesd! inimeste Ulevaatust koigile juhenditele ei

ole.

124 Ettevotte 1 tegevjuht:
CUALITY DEPARTMENT 125 Figem mitte. Figem on kvaltesd! juhi, osakonna roll see, el paxkulakse
leatud formaate. Aidalakse nends juhenditega, et oleks loogiiselt
- uhtermoaod Mes ehitatud. Naiteks juhendi vorm. Mdonikord kvaffteed(
| 0SaKoNNAas aidalakse seda koostada, Kul see asi naitexs puudutan
Kitsalt kolme-nelia inimese omavahalist tékorraldust, siis me tingimaita el
fopi vahele sinna veel kvaltesdl osakonna osallst,
126 Soltuvalf vajadusest.
127 Uuwrija:
128  Fuudutaks korra dokumendi malle ka. VoI siis Grleme andmete Kifeldusi
VOl mudeleld. Kuidas see tell ettevittes on korraldatud? On tell mingite
asjade jaoks mingid standardmalid? Kas véib olla andmebhaaside jaoks
on tell omal mudelid olemas ja te teate, kuidas andmeid hoiate”?
Andmete Kijeldamine — mida sele kohta voiks réékida teie etfevottes?
129  Ettevétte 1 tegevjuht:
130  See on alafi work in progress. Meil on featud vormid, levinumate asjade
Jaoks: juhenai vormid, reeglite vormid. Tealud huk standard dokumendl
ATA MODELING aluseid on ojl'emas‘ | ‘ _
t 131 Onka ametjuhendi vorm, mida me oleme tahinud Uhtlustaca, Resglite
Ja juhendlite punul proovitakse uhtset joont hoida, et oleks lcogiing ja
attaks juhend’ loomisele kaasa.
132 Kindiasti neid jarest tekib juurde. Neid véiks rchkem olia. On kuilaldaselt
NO NEED TO DESCRIBE igasuguseid protsesse ja tGolbike, kus iseenesest protsess voib olia
suhtelselt selge, aga teda & ole Uldss kijeldatudki. Ni me teeme ja kdik
1
teavad fa me & ole jBudnud selleni, et seda kuidagl formaalselt maha
Kirjutada.
NO NEED TO DESCRIBE 133 Isegi vaiks delda, et mdningad asjad, mis toimivad hasti ja on pohjalikult

BUSINESS PROCESS MO

)

Ja hasti lEbimdeldud — need monikord ef ole Uldse dles kijutatud, See
on pidev tSprotsess ja kul tootab hastl, siis el olegi pohjust seda hakata
Kineloama. Kigeldamise vajadus voib-olla tekib alles sis, kui tekib vajadus
kas midagi muuta voi mingi infosuisteemiga seostada. Sis on vaja

vajapoole kommunikesrida, et kuidas see asi kdib, et saadakse aidata

SOFTWARE ’
meid.
134 Uurija:
135 ksl

136 Tal on kindlasti mingisugused arirakendused, mida te tGs kasutate —
erinevad osakonnad Vol ka koik, terve ettevote — kuidas nends
andmete kireldusega on’? IMa oletan, st tail on imselt arendus Vol
juurutuspartnend, kes nende tarkvarade eest vastutavad. Feldan, et te
vist ef arenda neld ise. Kas ma ecldan digesti?
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SOFTWARE PROVIDER {

SOFTWARE PROVIDER

IT PARTNER {{

143 Uurija:

139

141

137  Ettevétte 1 tegevjuht:
138  ah. Meil on mdningad erinevad tarkvarad kasutusel,

Kdige olulisern on meil FRP stisteem, mis on Monitor, FRF toolfa ise ja
tema partnerid, nemad toetavad meid vajadusel, ni paju, ku meil vaja
on — mingit abi on vaja vai midagi telstmoodi teha.

140  eine olilina osa on kogu see Microsoft 365 sdsteermn, Sharepoint ja

igasugused rakendused, mis sellega kaasnevad, Onedrive, Outlook,
Microsoft Automate, Forms,

mingit muudatust, sis me podrdume partnsr poolke.

142  Office 366-ga on hasti kiu pit. Seal on osad, kes mell oskavad ise

hésti teha, on enda jaoks mingeld toonistu arendanud vaja ja teistele
Jaganud matteid. Meie kogu IT partner noustab maid teatud asjadss.
Cleme ka voinud appi kolmandald osapool konkrestsste projekiide
puhul NGu saamiseks voi labivirmist,

144 Oksi, Utlerne nende andmeid kasifievate farkvarade puhul, st kas
andmemudealieid on tele eftevitte 1Gotajad ise ka aidanud koostada voi
koostanud vai siis on see lkkagi ainult puhtalf nonde partnertte teema’?
Nad vitavad tole nduded kuidagi naidists ja kineldustena vastu ja nad
fegelkult teisga el ols jaganud, et millsed ndevad teie andmed

andmebaasis vaja?

Ettevotte 1 tegevjuht:

Ma ausall deldes el oskaks vaga hasli sellele kisimusele vaslala.
Andmemudsl — mida sa tpsell tdhendab? Ma voib-ola oskan aimala,

145

146

DATA MODELING |

DATA MODELING .{

SOFTWARE  }

{ 147
SOFTWARE

DATA MODELING

148  Uurija:

2

aga ma el tahaks eeldaca praegu. Kuidas minu poolt see asi Véja néeb:
néiteks see FRP stisteemn, mille puhul see, et need osad omavahel
fotaks, et see funktsionaalsus todtaks, see ststeem Kiutab ette meile
teatud nbuded, mida me peame sellele ststeemile andma. £t see
susteem siis teeks seda, mis ta tegema peab. Meil on personalitarkvara
Persona. See on arendatud tsna konkreetseks vajaduseks. Seal on
meile ette Kifutatud, Kuidas seda susteemi kasutada ja mis infot on vaja
seleks, et ststeem toimib.

Aga kui me rdégime ndud natuke mingitest oma arenduslest ja
lgasugustes nendest Office 365 dokumend listidest, sis see on pigem
niisugune ise véja moeldud. mida mul on vaja kifelaada, miline info on
oluline, miline kus olema peaks. Kas on naiteks keskne list, kus on nagu
andmebaasina, mille poole saavad erinevaid listid omakoraa
referentsica. VoI milel on erinevaid vaateid. VGi on iga asi omas
nimekinas. See el ole meil keskselt juhitud. Sellele vastavalf vajaduseie
Jooksvalt leitakse lahend.

149  Oksi. Andmete kifeldusest edasi lahme tele seadmets ja tarkvarads
tervik-komplekt juurds, Kas see on tell kuidagr kifgldatud? Maten ni
footrmisseadmeld, kommunikatsiooni seadmeld, sisevarku, selle seost
Internetiga. Vai teie lT-partner haldab ja tal on mingisuguseld jooniseid ja
Kieldusi. Teie ise &l kinelda seda?

41
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150
IT PARTNER { 151

IT INFRASTRUCTURE MODEI

ASSET MODELING AND MANAC

Ettevatte 1 tegevjuhi:

See on mell jah pariner hallata: alates serveriiest, 1odjaamad, printernid,
switch-id. Sae on koik Uks suur kaart nail, kuhu nad saavad minna ja
vaadata, kus mis torked on. Uldhaldus on nell dsna téopne. Kaik arvutic
samamoodi on fapsell Uhendatud ja kontroli al. Mis nudd seadmeparki
puudutab, sis osa asfiu, mis nende jacks on olulised, on nende enda
susteemis Kifeldatud. Monitorid ja lisassadmed ja igasugune muu
tehnika — meil endal on ka tegelkult seadmeparg andmebaas. Seal on
kdik: tootmispdhivarade, igasugused 16oristad, vakevahendld, Seal on
register ja hooldusgraafikud — vordiemisi pdhjalik stistaem.

163  Okai, kes selle seadmete registi kormas pidamisega muidu tegelevad

152 Uurija:
teil?
TECHNOLOGY MANAGEMENT L [ 154
155
TEAM MANAGER
ASSET MODELING AND MANAC &
156

IT INFRASTRUCTURE MODELIN {

IT INFRASTRUCTURE MODELIN'

157  Uuwrija:

Ettevaotte I tegevjuht:

Meil on fegelikuilt fooimisosakonna all tehnikahalduse tksus. Nemad siis
sellega tddtavad. Seal on Uks mees, kes on timijuht, kes kogu seda
susteemi ternvikuna haldab — olgu ta siis vakevahenaid, |-tehnika.
Asjada registrisse kandmine, heoldused, remonadid — kdik, mis
lehakse, koik see on kielaaiud, Koik asjad on registresntud ja vastavalt
maha kantud vajadusel.

Koik, mis allub [T haldusele, mille korrasolekut [T-partner tagab — nesd
on arvulic, dokid, printerid, switch-id — see on IT [halduss partneri] oma

3

sUsteemis. Seal on omakorda téalest teistsugusad paramestid ja
jdlgimismestodia. Keevitusaparaadi on vaja, et meil on [registris] pit,
seerfanumber, juhendid ja hooldusgraafik. Switchi puhul on taissti
leistsugused parameetid, mida on vaja teada. Seda meie ei oska ja ei
lahagi ise halala.

158  Selge. Vdga hea. Me cleme esimese osa kusimused 1ol radkinud.
Léheme nlld edasi jdrgmistega. Radgiks digialisesrimise plaanist voi
legevustest, mis teil siteviites on olnud, Mul esimene kusimus on, et
kui vaataks tagasi vimastele aastatele, miliseid digitaalsemaks muutmiss
VoI Uleme, nafteks digiseadmetega seotud voi ka tarkvaraga seotud
muudatusi te clste ette votnud voi kas alustanud voi idoule vinud, kui
nimetada moned olulisemad
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159

160

161

162

163

164

165

Ettevotte 1 tegevjuht:

Kuidas neid sis ni-telda kashidesse panna? Neid muutusi ja kasuluse

wUlusi, Konkreetsele rakendustega seotud muutusi — neid on kogu
aeqg paju. & olegi il aru saada, kust Uks algab ja tene IBpeb. Nad on
omavahel hasti pajju seotud,

Elie oleme valmistanud uuele FRP stisteemi uusle versioonis
tleminekul, See vils suhielisell alguses meid tegelikull esiteks (T Partneri
vahetamiseni

Taiesti uue serveriruumi ja kogu sisevorgu uuesti ehitaming off meil.

Selsga seotud olid Active Directory [kasutuse muudatused)]. [Varem] me
kasutasime tihte lahendlust, sis ol vaia minna teise lahenduse [pealg] ja
ol teatud ltsentside titpe vaa muuta. Viidl sisse kaheasimeline
autenimine. Need asiad fihtineale jooksevad kokku, Kas vai naiteks
seesama kaheastmealne autentimine. Seda sai leha ka meie eelmises
lisentside versioonis. Aga kui me lahtsime seda rakendada politikana
Ule sitevilie, sis ol vaa minna Microsolfr thell itsentsi izsemell teisele,
et seda saaks tervikpolifikana hallata, mitte ihtsalf jalgioa, et koigl on see
sisse kesratud,

Tihtipeale véiksemall muudaiused foovad midagi muude kaasa. Kui MS
565 juurutamisega alustatakss, sis jalle Gpitakse midagi uut kasutama.,
Néitexks Microsolt automate, mida on hakatud jarest ronkem kasutama.
Algul tehakse mingl valke asjake, mis on ju hea ja tore. Jaragmisel hetke!
ndeme, st me tahaksime seda kasutaca oluliselt laiemalt. Siis sellest
kasvab vala mingisugune sucrem [lahendus).

Vimase poole aasta naide: tehil tehnikaosakonna ficksti-slsteem. [ga
ks saab tEpseall tickell kKineldada, See tostub Microsoft Formsie,
Toolmises on mell aoid tahviarvutites. Inimene saab ka oma telefonist
teha. Kul tekih remondijuhium, sis kigelaatakse, et [konkrestne seads)
el [60ta, ki kire ssllega on, kus ta asub, seeranumber. Foasi lansh see

4

[ticket] t66na tlesse. See on vaga peen ststesm, kust tulsb
automaatselt kit tehnikaosakonna juhile. Tema valb sealt kibps, kellele
see 100 edasi suunata. 100 staatused ja sis teavitus, kuna see vaimis
jouab ja nif edasi,

43



166  Uurija:

167  See on vAga hea ndide uue tadkorralduse ja tadvahendl juurnitamisast,
Mis on peamised laganittukajad voi tegurid vol mdjulajad, mis vivad
selliste muutusteni? Kas seda saab kuidagi Uldistatult véja tuua? Uks on
ges, el 100 hulk mingis IBigus kasvab nil suureks, et on vaja midagi appi
VvOlta, kas inimesi vai tarkvara vai seadmeid. Teine vaimalus on, et ongl
mingi Lus tehnoloogia tunud, mida cleks tShus kasutaoa.

168
169
170

171

DT INITIATION FACTOR |

172

173

174 Uurija:

Ettevétte 1 tegevjuht:

Pigem ikkagi vajadused on need, mis veavad,

Kui tuleb ja ndeme micagi uut huvitavat, mel ol eslmine nddal ks dsna
suur ettevottesisene webinar Microsoft 365 erineavats lahenauste
kastttamisast, Lasin tutvustada erinavatel inimestel, kuidas nad
lahendusi kasutavad, Seal tunti &ra, et nded, ma saaksin oma problesmi
samamoodi lahendada.

Fans nimood, et me lintsalt saame teada, et on mingi tarkvara ja sis
hakkame otsima sellsle rakenaust — nil pigem ei cle. Figsm on
&ratundmine, et ma saan seda tidrista kasutada selle problsemi
lahenduseks.

Vahemalt sama taha tihedalt juhtub seda, et on probleem olemas, [mille
lahenduseks) on vaa mingit sUsteemi ja sis me otsimedi, £t kas me
saaksime sada kuidagi lahendada Monitor [FRE] stisteeris vai hoopis
pigem Microsofti ststeemis? \/&f paaks laskma endale arendada?
Vajadus tekib kindiasti fesimesena). Proaktivself otsime sellele lahenaust.
Seaa, et on mingl tehnoloogia, mis tundub dge ja hakikama selle (Gt
mdtlerma, Kuidas sada saaks kasutada, seda pigem i ole.

175  Okoi selge. Kas need tegewused, mida te olete teinud ja ka plancerite
Bhamea aasta voi paari jooksul teha, on el ka koondalud nimekinaks vor
kavaks voi pfaan:}l% g?:da vOiks leskaardiks nimestada?

177

DT DECISION PROCESS

Ettevotte 1 tegevjuht:

Me tegime EASI programmi raames kUil niisuguse asja. Me oleme
mabned korrad teinud projekdi moodi asiu. Nendega on fihtipeale see, et
Kui tahta minna juba "digitaliseenime midag’*-tasemest natuke
getalsemaks, sis see juba on natuke lshenduse ette unistamine. 160
tegelikult lheb niimood! kaima, et me naeme vajadust, millega rohkem
legeleds. Segjarel siseneme problsemi olermusse, uurime seda, sis
halkikavad alles tegelikult tekikima need paramestrid, micda mei vaja
lahendada. Kas see lahenaus on lhtne fix vii on selleks vaja midagi
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DT DECISION PROCESS

178
179
DT DECISION PROCESS
180
DT DECISION PROCESS
181
CHANGEOF PLANS { 82
183  Uurija:

eraldi vai tuntskse hoopis eraldiseisey proisess dra seal kaigus. ..
Sin ol naide, et Ule-eaimine aasta [F019] FAS- projekti raames tegime
seal digidiagniostka. Sellega seoses ka plaary.

Uks eesmérk ofi, et planeerimistoorist pikagialiste telimuste jaoks. Algul
ol mate, mel on vala mingit thorista. Kul ma seflesse probleami
olemusse piisavallt pajiu sisse joudsime, sis off naha, et tegelikult see
probleem koosnes igasugustest ernavatest asjaoest. Kull ol vaja
Olermasoleva ERP susteermis mingeid asju 1dpsemall defineeridla voi
[teisiti] kasutada. Kull olid mingid protseduurid, mis olid kokku lsppimata.
Mbness flis off vaja kas Ofiice 365 voi Sharepoint lshendust kasulusele
vOlta ja juurutada. Algul off nagemus, et vaialik on planeernmise 100rist,
kuid aja jooksul salgus, et see on mifor erinevat tageviust.

Kui see pilt oneas, mis meil vaa on, sis pigem juhlimine kaib nimood,
et kus on rohkem, vai kiremi lahendust vaja. Selle feeme enne édra.
Seline [tapsustatud vajadusels] reageerimine sdidab paar kuud tagas!
tehtud plaani vAga kévasti Ule.

Mingil hetikel vaib enda jacks mdite Kinelaada voi plaani teha. Aga nif kui
see tegemiseks liheb — juba kas muuluvad agiaolud, probleemi
teravused muutuvad, Saame asjast teistmoodl anu. Tegelikull see plaan,
mis kaks kuud tagasi off ja panime paberile kokku, sis ega tal enam
ofseselt suurt vaartust enam el ole, Peale sells, et dokumentesrida,
kiiidas me toona arvasime asiast,

Ma Kujutan ette, et kui meil olsks nagu suurem organisatsioon ja meil
oleks vaja seda kommunikeerida nagu ernnevatele csadele, et meie kava
on nudd kasutusse votta neid asiu. Mis tahendaxs seda, et see plaan
oleks valmis tehtud, Bbimdaldud ja nddd me hakkame seda juurutama.
See oleks felstsugune situatsioon. Meie puhul on lahenduse otsimine,
Juurutaming piday samm sammus Koos tegemine. Flaani juurds tagas!
minemist vaga el ole. Flaan on kogu aeg elus ja vahem voi ronkem meil
ni-Gelda laual.

184  Kuicagl te lepite etfeviitte siseselt kokku, et kbigl asjadega, mis on head
mdtted v&i mida oleks vagja feha, te el jGua samal gial tegeleda, peab
kuidagi drestma? Kuidas see on komraldatud?

DEPARTMENT MANAG

CEO {

DT DECISION PROCES

DECISION MAKING

PRIORITIZATION

Ettevatte 1 tegevjuht:

186  Uldiselt on niimocdl, et pricriteetsus solfub konkreatsealt osakonna jubi

olsusest, kus tal kéige rohkem pitsitab. Tihtioeale me kKUl omavahe!
raagime labi, et kas tasub sellega enne tegaleda voi siis tollega. Mina
koos osakonna juhiga mdtleme, mis on kritiisern. Aga on ka asju, mis
néaiteks on kahe csakonna vaheline asja lahendamine. Seal tuled sisse
seda, of Uhe 0sakonna jaoks on probleem suurem kui teisel, et kuidas
me siis tasakaalustame. Ses on meie Uldise koosoleku teema. [INAileks),
meil on seline probleem, et ostuosakond ei saa seda sisendlt pisavalt
kirasti ja see vib selle ja selle probleemini. Selle kamba peale, kas sis

6
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187  Uurija:

kahe osakonna juhi vahel voi mina pluss kaks csakonna juhti voi s
vOib-olla rohkam inimes! lepime kokku, et see on vaja ara teha. See on
labirdakimiste ksimius sealt edasl, kus on nagu mitu 0sapoolt kursis., H
saa Oelda, el on Uhine lahendus, mida me koik hakkame juurutama.
Need on kkagl viga suures 0sas konkreelsed elermendd. Vaga suures
0sas puudutavad need eelkdige Uhte osakonda. Osakonna juht ise
vallo, mis ta olulisernaks peab. On kindlasti vaimalik, st teised osakonna
Juhid voi mina méne asjia osas mingit ndudiust valiendavad: seda oleks
vajia rohkem, Kiremini ja see on tahtsam. See ongl nagu
kommunikatsiooni juba. Figem kdik nesd muutused, programmide
Juurutused, mis me teeme, on pisavalt juppideks lahtvdetavad, fel tehta
Kk korragal.

188  Okal Mainisite digidiagnostika tegermist, mis olf Uks initsiatity hijuti,
189  Millest selle 1Bppvajund koosnes? mselt ol mingl aruanne voi
adokument? Mis selle iglgqu voi gsad olid?

BUSINESS PROCESS MODELIN

CHANGE OF PLANS

192 Uurija:

t

Ettevétte I tegevjuht:

191 See ol tegalikult rohkem FASIe digitoetuse taotluse osa vl samm.

Arplaani moodi asi. Mitte ta otseselt kasutu oleks olnud. [Sisaldas]
farmaalser kifelaamist valisele tarbjale. Fead Kijutama oma protsessi
lahii selisena, mis miriu jaoks lsandvaartust ef anna vai meie ettevilie
siseselt sanavaariust e anna. Aga kui keegl tahab sellest asjast aru
saada, sis seda peab tegema. Tihiipeale seliste asjadega on see, et
see on meie tolle hetke parim teadmine VoI kifeldus sellest, mida me
lahaksime teha. Aga kul me seda tegema hakkams, need reaalsed
tegevused suhtaliself kiresti muutuvad ja saavad teise fookuse.

193  Okel Milal see digidiagnostika teema tail ol Mis aastal vor kuul 7

194 Ettevotte 1 tegevjuht:

195 See ol vist kaks pool aastat tagasi, 2019 keskel kuskil,

196  Uurija:

197  Uhesdnaga tull valisele osapoclele tekitaca kineldused, et nemad aru
saaksid ja see ol gesotud kuidagl salle tostusega’?

DT DECISION PROCESS

DT DECISION PROCESS

200  Uurija:

199

Ettevotte | tegevjuht:

Jah. Toetusskeem ol see, el FAS loetas arenduste sisssostmist ja
teenuste ostrist, litsentse. Mis kukkus valia, of muidugi see, et 2020
alguses hakkas juba koroona, mis 151 valisosapooltega kKoostoo seisma.
Tekkisid vordlermisi kohe suured muuiused sefies meie tegevuste
plaanis. \iahetasime [T partrerit sel gjal. Ma saan aru, et valisels
0sapoolels on vaja midagl Kieldada ja selstada. Mina enda jaoks

7
teakaardil kul sellisel nii suurt vaartust el leidnud. Sellel asjal oleks  Lurem
vaartus siis, kui [oleks] viib-olla kaks-kolm-nel-vis korda suurem
organisatsioon ja meil on vaa seline plaan maha mdda juhatusele.
Vilame kava elle, kus on vaja koordinecrida suuremale ksusls Ohiset
suunda. Aga olukorras, kus meie tegelik kogu juhtimine on ni jalad-kaed
koos, seline dokumendi kooslamine pigem &i ananud minu jaoks vaga
lsanavaartust,

201 Ma kisin veel muudatuste kavandamise teema [6puks seda, ef kas teil
on formaalseld soortusmadaikuid, mile jargl te oisustats, et tegime
muutuse, mell on olulineg érilne moddlk, vaatame, miline ol see mdju
selele moddikule ja siis ofsustame jargmise otsuse, kas me veeal midag

muudame
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205  Uurija:

202
203

204

Ettevotte | tegevjuht:

Figem el ole. Eriamus probleemid seisnavad suures 0sas selss, et
mingicl proteassicdl on segased, arusaamatud, modtmatud fa naid on
vajia komastada ja stistematisserida. See juba iseenesest tahandab
seaga, et mell puudub Uevaads. Meail cn kimmekond vai 11 tehnoloody,
kelle Ulssandeaks on tootmise ettevalmistamine, pakkumiste tegemine,
tehnoloogia 1Bbikaimine ja info sisestamine vor kalkulatsioonide tegemine.
Kui sul ef ols Ulevaadst, kes mida leeb, palu 1al selle peale asga lEheb ja
mis on, mis jarekorras, sis on raske Galda, el prasgu oleme sallss! KF
tasemeal, nudd me tahame sinna jouda. See problesm ise ongl selles, et
see on hagune, madtmatu. Me fahame selle saada visuaalsalt
[mé&bdetavaks]. Votame kasutussle planner-i voi MS Teams-i vOi st
Ega me &l tea, kui palu Kirem inimiene on varreldes selle lesneval
madimaitu [olukorragal nddd on. Aga me tajume asju parsmini, me
suudame asja paremini kontrolica, meil on Ulsvaatikkis.

Me saame anu, Kuidas protsess toimib. Oskame teha paremaid
prognoose. Kui varem ol see, et justkul on [Gle paliu 160d ja sis jarsku
on 166 otsas, sis mitu punkii ma selisle olukorrale annan? Naud on mell
parem Glevaads asfast. Raske on modla. Tooted ja 160d on kogu aeg
nit ernevad, & saa kuidag 6elda, et keskmiselt Uhe tootunniga ma teen
hire Kikke kas rohkem voi vahem. Arvan, st vaga suur enamus
asjadest, mis tahavad arendamist ja parendamist, [nendsf probleemi
Juba algne osa on see, et seda el ole pisavalt asfineeritud, mdddstud,
ta e cle selge. Kui mail cleks head moddikud, mis juba annavad sulle
faseme, siis soe tahendab, ot on juba vordlemisi hea stisteem fa nuld
me tahame seda parendada. Aga tihfipeale on sin radkaalsuse vahe

206 Okal Vdtaks uhe konkreetse digitalsesrimise alamprofekti Vil tageviiss,
mida te olete vimasel aal teinud. Motleks selle kontekstis, teatud
klsimused on mul siin ette vaimistatud, laie valkul, Alustuseks veidl
hulgeid! Gidiserm Kusimus. Aga voib konkrestse néaite varal selgitada. Kui
teil on vaja teha digitalseenmist sisalday keanukas vl Kulukas ofsus,
nditeks kall seadme ost vai juurutamine voi tarkvara vii [T
arendusteenuse Gst, sis kuidas te seda ofsust slte valmistate selleks, st

maandada riske ja saada voimalkull tapselt seda, mida te ootate  ellest
muutusest? Millsed on ettevalmistustegevused tsie poolt?
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207  Ettevotte | tegevjuht:

208  Uldiselt on nimood, et see kiisimus mele suurnsega sttavetts jaoks ai
Ole véga aktuaaine probleem. [T-arendused vai isegi kui me tahame
konsultatsiooni. Mis me réggime sin? Viis, kuus, 7000 10000 20000
vOib olla ménekumne fuhandesed asjad, Rdagime natteks paarikdmne
luhandene arsendusprofekt, mida me lahaksime SIsse 0sta, Sis kui me
oleme Juba joudnud selleni, et meil on seline probleem ja me viiksime
seda umbes nimood lahendadsa, sis on meil juba vordlemisi hea pilt

r seliest, et see on dige asi, Me juba teame, &t seda me tahaksime

SRR EREEes nimoodi lzhendada. Keegi ei tule tuhja koha pealt, et mul on 20000

eurot kulu ja siis me saame selise asja. Need asjad kasvavad millestk

valia. Vaga suuras enamuses need projektid algavad rohujuure

fasandist, vaksematest asjadest, tehakse midagl korda, prooleemi
delineentakse. Frotsessi definitsioon juba [Guab parnis heasse kohia
selleks [hetkaks, kuil on vaja abi voi sisse osta midagl. Need kulud,

L L investeeringud tavalselt el Ole Uldse ri suursd.

BA IN DECISION PROCESS

209 QOtsused, mida me oleme teinud, on pigemn naiteks Microsoft 366
litsensi [muudatus]. Erne off Business Fremium, nudd on Enterprise 2.
[T-partner Utleb, el pracgu maksame 9 EUR ndgu ja saame seda. Kui
me maksaksime siin 3 FUR nagu kuus juurde, sis me saaksime need,
need asjiad. Sis ma voib-olla seds naluke keerulan, arulan labi, el kas
me seda saaksime tsistmood! ka. See &l ole kuigi raske. O kulu, vEib-

r olla tuleb gl 500 euror kuus juurde. Kul ta on pisavall loogiine, et meil

EA IN DECISION FROCESS on Seda vajg, Sis tuleb fihtsalt. Enamus neld nii uusi arendusprojekte,

koolitusi — nad on ise vordlemisi véikestest juppidest koosnevad. Uks

asivith teisent. Kulu pool &l ole prakiiliselt kunagr olnud liga otsustust
vajiav asi. Figem on sec alati ikkagl selle taga, et teeks midagi ara ja kes

seqa teeb. Kul keegl nuld tuleb ja Utleb, et hea lzhenduse taga on 10

L L fuhandene ltsents, siis véke arutelu ja see otsus stnnib ja kogu lugu,

DT DECISION PROCESS

210 Uwrija:
211 Ckel. Saan any, et huk seliseid mucudatusi on tdesti selised, et kui teil
on platvormid siabiilsed, et sis te teete 1dlendusi ja tdasti nimoodi saabki

lapselt nagu kireldasite.
212 Ettevotte 1 tegevjuht:

213 Kuime praegu ef kasutaks midagi ja nidd jErsku oleks vaja otsustada,
kas volta Axapla kasulusele, et kas rme sedéa lesks voi mitte, Mis on
reaalself koheselt pars suur kuskil 60, 70, 100 000 alguses ja sis veel
teatud juurutuskulud, Ma kujutan ette, et selise asja osas me peaksime
kovasti tubvuma nende puuaustega, mis meil prasgu on, mis uus kord
lahendaks. Ma kujutan, et see vaiks olla telstmoodi./ga see el ole ka
niimoodl, et keegi valmistab mirgi esildise ette ja siis nagu Jarsku teeme
otsuse. Selise kaalkusega asi on fmselt koht, kus me oleme pérs laial
pinnal juba selles asjas kdik sees — mina, voib-olla méned osaxonna
Juhid. See vajadus ennast ise jarest paremini testan. Me uurime ja

BA IN DECISION PROCESS

DT DECISION PROCESS

9
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néeme seal mingeid jalle mingit lisavaartust. Unel hetkel see otsu e koht
BA IN DECISION PROCESS fuleb. Aga selleks hetkeks, kui sea otsuse koht kohale jGuab, on

DT DECISION PROCESS ealfocd juba nil palu vakeste jupikestega fehitud. See kasvab selle
lavending, kuni me sis nupu vajutamine.

214 e oleme ka ostrud arendusprojektikest sisse. Need on maksimaalselt

15-20000 fmaksvad] asjad. Need af ole tulnud nimood, et 20000 ja
DT DECISION PROCESS slis vaatame, mis sal. Need on ikkagi nimood!, et me olerme hakanud
asjaga minema. leinud mingisugused kultused éra. Sis vaadanud], et
Kui me teeksime sellise 160, saaksime selised asjad. Nad moodustavad
vaiksemad ampse. See af ole problsem olnud.

215 Uurija:

216  Ckel Kui on vaja kireldada valisele osapooiale, et mida sse lahendlis
peab tegama VOl tagama. Kui on vaja tapsustada ndudeid, Te olste ise
uurinud, oma peas vorralinud, ef mell on seda vaa. Kifelduse jargi vai
prototiibi voi trial kaskkonna JArgr nagu teeb seda osalisell. Te olste osa
néuete pustitusest ja viralusest t56rihmana oma peas &a teinud juba.
Aga nudd lahate midagi lIsaks telics, et on vaja kKijeldads valisele
osapooled, mida me nild veel lsaks tahams. Kuldas see kifelaus
sunnib sellelz véalissle osapoole? O te teate seda suulisell? Te valite

partneri dra ja radgite talle suulsal?
217  Ettevétte 1 tegevjuht:

218 Kui see on [desti valine osapool ja see ongl erald arendus (neid ef ole
paju olnud, aga Ght-teist on), siis [T-partner voi teenuse pakkuja on see,
kes seminaridega proovib véla kaapida info, et mida meail vaa on ja mis
see funktsionaalsus on. nimesed el ole imself head lahtatiesande
pUSHtamises.

BAIN DT

219  Tihtipeale osakonna juht Vai see, kes selle protsessi eest vasiutab, on
fegelkult juba ise protsessiga vaeva ndinud ja 1eod teinud, Mis
1&hendab, et ta on juba nainud, et mida on vaja, Need nduded ja
protsess! kifeldus on juoa lainud vordiemisi heale tasemele. [T partneris
el [oelda], et mell oleks vaja midagi. Vaid on suhtsliselt konkresine as.

BA IN DECISION PROCESS Talendav Kifeldarmine tuleb sis, kui [T-parinar pakub kas uut lahendust

VOl tApsustab. Sellist asja, et me hakkame milegagi justkul nullist

fegelema ja nidd on vaja hakata lahiedlesannet koostama tihja koha

peall — seda vaga elte ei luls, Ses, el projekt on juba joudnud
lahenduse lBbirdakimiseni flahaendabl, el keegri on selle vinud sinna. Seal

Kéib juba lBhiellesands lEpsustamine fa parem Selgitamine mitte nilvord

valamctlernine,

220  Uurija:
221 Kas selle ecliod voimaliku uue komponendi jacks teeb tavaliself (ks
inimene tele seast, kes Uurib seda teemat ja esitab teistale VO arutah

teistega Ja sis tema on see votmeisik, kes selgitab ka valistele?
222 Ettevotte I tegevjuht:

BA IN DECISION PROCESS { 223 Uldiuhul Uks voi kaks inimest, kes votavad teema endale teha. Meail of
0

vaja arendust, et ndha t¢okeskusts hdivatust projektide ja nédalate
kaupa. Arutasime, mida me tahame, miks me seaa tahame, ol laiem
koosolek ja siis leppisime kokku, et factaja K mdtleb mingl asja véla.
Ukie Bxceli taha ikka kolmekesi ei ronita. Siis tuleb terma oma
négermusega ja sis luleb tagasisice.

BA IN DECISION PROCESS

224 Uwrija:
225 e visualisecritc seda IGppvalundit, mida te tahale saada, néiicks Excol
abil?
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BA IN DECISION PROCESS

228  Uurija:

226
227

Ettevotte 1 tegevjuht:

Laiermas ringis kaib ideede kogumine selles lasemes, et milles probleem
tegelikult on ja milline on info, mida me tahame saada? Kui on juba
nisugune pilf olemas, sis keedl peab hakkama naluks asjiaga legelema.
KUl esmast nagu sketsi tegema hakikame, Siis [Ulesanne] saab kellegie
méadratud. Kas seqga siis teeb? Kas tema kisib kellegilt abi on see
valastpoolt voi seestpool, see on juba eraldi kisimus. Keegl seda
projekti vaab,

229  Kuion naha, el soove Uhes teemas, mis vajgks parandamist, on
rohkem, kul on mdisilik Uhekorraga valmis leha, siis kuidas te jagale neid
elappideks, Ukkideks? On didisern pohimdle?

BA IN DECISION PROCESS

233 Uurija:

230
231

232

Ettevotte 1 tegevjuht:

Froovime laiema koosolexu vormis [Ouda selleni, el millest me alustame
Sealt ikkagl kujuneb vélia, Kedagl saadsta Uksinda nosima, et tee mell
ettevdite planeenmine korda. Tavaliselt saab konkreetse asja [validal, et
feeme selis dra. Kui osutub naiteks, et see projekt, mis algul tunaus
vaike, tegelkult tuleo vala, et haakub tsise-kolmanda-nelanda-vienda
asjaga, sis tulebki re-think seflele asjale.

Seda, et kolekiivee koosoleku vormis moeldakse vala tohufu
lAhtetiesanne, mis on liga suur, mida on omakorda vaja véiksemaks
teha, pigem ei juhtu. Figem juba arutalu ise vib teatud esimeasea sammu,
taise sammu, kolmanda sammuni. Inimesed pigem ei vita elte tohutuid
lossi ehitamisi. \ViGeltakse ots, kust nagu tundub, et hammas peale

hakkab. Ja sellega hakatakse minema.

234 (Okai, kuite peate vaalkuks valda, teha hankemood! asi, tell on soov ja
seal on nalteks kaks pakkufat voimalkud, sis kuidas te vordisksite neid
lahenadusi omavahel vai olete varrelnud méne varasema ndite puhul’? £t
panna neid paremuse jafekorda, ot teha valk,

DT DECISION PROCESS

DT DECISION PROCESS

235
236

237

Ettevotte I tegevjuht:

Mis puuautab [1-stisteame, sis see ef ole nagu Rimist kahe duna vahel
valmine. See on odavam, aga see on llusam. Nad on ikkagi oma
loogikall, idee tuumall, tulevikuperspektivill pisavalt erinevad. Naiteks
personaltarkvara — aasta lagasi valsime Uhe fa teise vahel. Molemad
on teesvad samasugust asja. Uks ol selgelt moodsam ja loogiisern
lahendus. Teine mdjus arhallisena ja tundus, et pigem on 90-ndatest
pérnt. Lialoan natuke, aga see tunne, et see UKS on parsm,
integreeruvam, loogiisem, veenis ara.

Kui oleks meil [T-projekt, kus meil on vaja valida arendaja oma
aefinitsioont férgr, siis milline messkond tunadub veenvam [otsustab/.
Millsed kogemused on, millsed ideed nad vala kavad. Kuidas nad
nasvad lahenaust. Kes ennast paremini maha muub. Kur tulsb
konsultant ja pilub vadrsonu, aga seal el ole head visiconi taga naha,
siis haruharva tleb selist asja stte, kus reaalsslt me vordieme tunni
hindiasid. Kui keegi tuleh absurdse tunni hinnaga, Siis see juba naitab, et
nad on mingit muult planeediit. Normaalsete tegijate puhul on
meeskonna kogemusle, véla pakutud lshenduste, kompelentside osas
vahe juba pisavall selge. Seal ef teki mingisugust krleeriumile paika
panemist, et see annab nii paju purkle ja see on nii tahtis — seda
kindlasti e juhtu. Tihtipeale on vdga suures osas selieks
mulgiargumendlks Uks VO teirne konkrestne idee, kompstents,
lahendus voi siis vastupidi reaalne valistus naiteks. Age jutt aga neil on
fiim nii véilke VaI nell pole kogemusi vai nad tahavad ehitaca seda asfa
mingisuguseale lahendusels, mis mele e mealdl.

50



238  Uurija:

239  Konkrestse projekt puhul, kes tell juhic, kul on vaia uus
tarkvarakomponent nditsks kas kohandada voi taitsa programmesrica’”
Kes votab juhtimise enda peale teie poolt?Madratakse kelelegi, kes

seda feemat detailsclf uuris?
teha. A ole mingisugust skeermi, et vedaja on [kindast] ses,

BAIN DT {

TECHNOLOGY MANAGEMEN

1
ro—T0—

TEAM MANAGER

DT DECISION PROCESS

PRODUCTION MANAGER {

ENGINEER ?

QUALITY DEPARTMENT E
SALES DEPARTMENT ¢

BAIN DT

246  Uurija:

240
241

242

243

244

245

Ettevotte 1 tegevjuht:
Mitte alzli, oleneb asjaolidsst.

Néiteks tehnikacsakond tegi endale véga kihvti lahenduse. Tegelikult nad
on tootmisosakonna Uks Oksus, Selle timi juht ol ise see, kas [juhlis ja
lahendas]. Mail tekiis vajadus. Me réakisime sellest. Ol
plstiaakoosolek, vahetasime ssal mottaid ja terma tegigl. Algul tegi mingi
lahenduse é&ra, siis vaatasime, et pars 4ge. la on seda edas)
kasvatanud ja arendanud. Oligi terna protsess, mille eest tema vastutas
Ja tema legi dra.

Nafteks kui tootmisiunil oleks saline asi, sis seal on tirmi likmeid rohkem.
Vaib-olla ta annab selle lahendada Uhele insenerle VoI teisele insencriie.
VOio-olla kaupleh ka kvaltccdiosakonnast endalzgl kellelegr attama.
VOIb-clla ka mudgiosakonnast, ku me tahaksime mingit asja teha, sis
me leiaksime sealt mone mddginsenern, kes on Uks nupukam mees [T
valokonnas ja voib-ola tema volab projekti enda eha.

Frojpktiodhiselt me leiame selle inimese, kas tundub, et viiks seda asa

2

247 Uflermne, et on ks juhtly isik mingll teemal, aga tema koostoos telste
Juhtidega, kes inimeste aega planeerivad, sis ta saab kisida endale
abilisi voi kedagi aopi?

248  Ettevotte 1 tegevjuht:

249 ,
250 %?urija:

251 Anult dksi el saa teha,
252

BA IN DECISION PROCESS

SPLIT INTO PIECES

CHANGE CHAINS

SOFTWARE { {

TECHNOLOGY MANAGEMEN
DT ACTIVITY {

EONTINU%YS DEVELOPMEN
57 urija:

253

254

255

256

Ettevotte 1 tegevjuht:

Kunagi el ole nimoodi, et me algul motleme 16pliku plaani valmis ja sis
hakkame seda otsast teostama. Kui keegi saab "ok”, et hakka tegema,
Siis ta kaevab ennast sisse. [Kuil ta néeb, et tegelikult oleks vaja sinna
teisaest osakonnast kedagi veel appi voi see asi votabki aega, et kas seal
Saab keegi mingi 0sa endale Véitta. See on jooksev asi, kus keegi saaks
aidata.

Arendused on alati sellised, mis voimaldavad ennast tlkkideks teha.
Saabki teha prasguses mahus ja avaldada arvamust, et seda saaks
eaasi arendada. Ja keegi vOks veel teha toda taisest osakonnast, lisada
Slia voi Uhildada sellega. Koike seda saab teha.

Pigem seda ef juhtu, et see (ks asi, mis plaanisime jai poolel. Pigem
fulernus kujuneoki t6o kaigus ja tuleb ni nagu tuleb. Elu naitab, et teed
midagi valmis, siis teed veel edasi. 160 kaigus need mdtted jarest
fulevad ja see asi areneb. Ei ole nimoodi, et alustan ja nidd tegin éra.

Kas vii seesama ticket-f lahenadus, millest réakisime tehnikaosakonnas.
Ma arvan, et esmase asja tegi ta ligi nddalaga. Hakati kasutama. Siia
neid lisafunktsionaalsusi, isavorme fa vaateid jarest pannakse juurde
vastavalt, mis uued métted tulevad.

258  See on mingl platvorm, mile peale te teate?

51



_ 259
2 260
SOFTWARE {

SOFTWARE

CONFIGURATION OF PACKA {

NO CODING

CONFIGURATION OF PACKA! {
SOFTWARE

NO CODING { 261

CONFIGURATION OF PACKA:!

NO CODING {

CONFIGURATION OF PACKA' 262
NO CODING
263
CONTINUOUS DEVELOPMENT
264
265  Uurija:

Ettevétte 1 tegevjuht:

Ta on Microscft Power plaivormil. Ta el ole paris seadistarmine. ] ole

Power Apps. Seal on Power Automate, Flow, Sharepoint-/ listid, tavaline

Vicrosoft Lists, Forms-i Utlesin, Quilooki mingid osad. Nad kasutavadk!

neid erinevaid kemponerite. Power Apos ja Automate tegelikult on hasti

samase loogkaga asjad. Seal on olermas teatud Kiotsid, milega saab

feha. Vaga koodl tasandi prograrmmesrimist & ole.,

3

Enamus niisuguseid arendusi, et keegl programmeenty melle taissti
nullist tarkvara, laidan pigem maha. Mdningald asju tehtud. Figem on
lshendused mingite todristade kasutamise visid. Olermasolev ERP
susteem, Microsofl Power Bl, Microsof. Power Apps, Automate, How,
Forms, Sharepaint — kdik need funkisionaalsed, kiotsid vaimaldavad
Uhidada. Automate ongi selle jaoks, et laod oma flow ritta, mida keegi
tegama peab. Jah, see el ole programmeseriming. Kui kesgl tuleks mulle
pakkuma lahendust, st ma programmeerin sulle anamebaasi ja list, kus
saab automaatselt midagl ftoimumal, sis ma autoraatselt kiisin kohe,
miks me seda &l peaks tegema Power Automateiga. Miks me peame
selle koodl tasandil programeerima?

lgal juhul eslistan meie olemasolsvate tGcristade uuest kasutamist, Me
Snime sellest, kasutame seda paremini. Saame seda muta. Kui
laseme rétsepa Ulikonaa teha ja sis vitame nagu vis kio juurde, sis on
nassus — el ole midagl fenam] teha sallega.

Seada Automate, ku on meai piisav kompetants juba olemas, tehakse
umber

Mingelid asju voib-olla vaja integreenda, mingid asjiad on vaja omakorda
lahku lioa. Jumala cest, seda saab ju feha koike,

266 Kas salise tegevusega sectult, votame se//esama platvormi kasutuse
néite, te clete pidantud vaalikuks Kisida ndu? Utlerme néiteks Microsoftit
vii mBnelf teiselt kohalkult partnenlt? On telle antud soovitusi?

267

IT PARTNER { { 268
SOFTWARE

SOFTWARE { {

BAIN DT

269

SOLUTION DESCRIPTION

NO CODING {

SOFTWARE { 270
CONFIGURATION OF PACKA

NO CODING

CONFIGURATION OF PACKAGEI

—0— 0

Ettevotte 1 tegevjuht:

Meie I1-partner on ise Microsofti kuld voi hébe Office’ partner. Nad on
Ise vaga terased. Neil on omal 1061 ka Microsoftis spetsialist, kes just on
Sharepoint-i a2 Automate osas spetsialist. Tema on kadinud meil reaalselt
siin Spetamas. Ja vastavalt vajadusele aitamas ja ndu andmas.

Vajadusel me oleme konkrestsetes asiades podraunud muude
teenuste pakkujate juurde. Meie I1-pariner on suunanud. Andke
nendele Ulesanne Kétte, las motievad véla, kuidas seda teha saab.
Uesande pustitus tavaliselt on midagi sellist: ma tahaks, et mul oleks
seline Sharepoint st ja seal oleks selised asjad ja sirna saaks g
Fhitage mulle seline. Ma e taha seda, et nad teeks oma kodukootud
asja, vaid nad kasutaksid olemasolevat ja dpetaksid meile.

Kui on kokkupuudet olnud, néiteks Dynamics-i vOi Axapta-ga, siis see
on fu suur lego kast. Kui tulla Utlerna, et nddd volame kasulusele
mingisuguse muu tarkvara, Sis minu Kusimus on, et miks me ei kasuta
Axapta-t? Axapta-s on ka need tédristad olemas. See peab olema hea
pohius, miks sa tahad mingi kodukootud asja sinna korvale [teha.
Selleparast, et me el oska Axapta-t kasutada? Lahendame siis selle
Axapta probleemi &ra, mitte el IGhe uusi asju otsima.
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271 Uurija:

272 Mul on kilsimus propotiicipimise kohta ka konkreetses projektis. Ma
saan aru, et tele puhul protoflidiol tehaksegr ainult naiteks dokumendl
n&ol, et koosolekul kolleegidega 1abi arutada, miline on valund vai milline
mingi tegevus néeb véla seal tarkvaras, Kas, prolotudbr loomine on
selesama leema essivdlja leha?

PROTOTYPING

SOFTWARE {

PROTOTYPING

276  Uurija:

273
274

275

Ettevotte 1 tegevjuht:

Porotottitpimine saabki véla umbes néha nimoodi, et ta teeb ni, et of
motle Ipuni véla [detaie] IDplikus lahendusss. Proovime dummy
andmetega naiteks, et kuidas ta tootab. Erne kui ta laheb seda Ibpuni
valmis tegema. Seliseid asju ikka tehakse juba kas vai tee dppimisea
protsessi kaigust,

Samamoodi kul me oleme osinud sisse arendust, Kas vol lehnoloogide
abitaonist. Tehti meile Ihtsama funkisionaalsusega naidis interface. £
olriud 1Bpuns arendatud. Tihfipeale ta on osa protsessist, Pans eraldl
sammuna, et nudd ma teen prototuliti ja katsstame — ma selliste

Jjoonte tGmbarmissl vaga suurt vaartust e nde. See on ainult

sénastamise kisimus.

277  Fgem juba hakatakse test- vii arenduskeskkonnas seda lahenaust
otsast lnoma hasti visandlikul kujul ja see ongl prototilibing vaaaatav juoi

katpa”?

SOFTWARE
SOFTWARE

PROTOTYPING

SOFTWARE
PROTOTYPING {

278
279

BA IN DECISION PROCESS

PROJECT MANAGER

BA IN DECISION PROCES

il

Ettevétte | tegevjuht:

Toon néitena kul ise ma olen asiu teinud ja méelnud, sis el hakika kohe
Inoma Sharepoint/ uut site-i, sinna tegema mingit isti ja neid kohe
seadistama. Ma olen teinud selise Excelisse, need tibaad, mida ma
umbes ngha tahan. See on nagu skets. Selepérast, et mul lihtsam sin
neid lahireid 1abi mdelda. Kas mul on pisavad andmevéjad olermas?
Mida ma tahan? Millsed need vaated voiks pohimdlisliselt ola?
Sharepoint ist-iga tequitsemine on natuke kohmakam ja tillkam. Mul ei
ole mbtet sinna minna leiutama, et huvitav, mis tulpasiad ma tahan. Vb

nimetada prototudoiks, vaib nimetada ka lihtsaft sketsimise faasiks,
280 urija:

281  Kui on valne osapool kaasatud, tesb midagi teie heaks ja tuleb
klsimusega detall kohta, mida tell el olnud talle varem etteantud? 1a
matles [4bi, et okel, tzame ni ja nil, aga sin or mul kusimus. Kes il
otsustab ja kes vastab teie poolt, et tse nimoodi?

282  Ettevotte 1 tegevjuht:

283 Seesama projektjunt, kes on madratud asja vedama. [Manikord] need
asjad on selised, et kuulge, mis te arvate, mis seal voiks olla, ménikord
visatakse kusimus Ghku. Aga tlduhul el ole mingisugust liga ametlikkis

5
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284  Uurija:

285 Kuilahenadus on tele mealest kasutuselavituks valmis, kas keegl
kasutajatest vl kasutajaid rihmana teevad labi kontroliorotseduur voi
testimise vai veenduvad, et see on kalbulk pars 190s kasutamiseks?

SOLUTION TESTING |

286  Ettevotte 1 tegevjuht:
coLE { L 287 [oomulkult. ks neid katsetatakse. £ ole imselt ka vaga seliseid asju,

mis todsse lahevad, nif et esmaspdeval llilitatakse sisse. lavaliselt
tehakse asi valmis. Shis hakatakse kasutama samm-sammuit,

DEvo 288 Kuime oma FRP ststeemi uue versiooni kasutusele tahame votta, sis
loomulikult me teeme demo. Voetakse sama andmebaas, tehakse
GO-LIVE { nced asjiad 1abi. Sce lahot Ivel foatud kellaajal konkrootsolt

289 Muud rakendused i ole all or nothing. Neid saab hakata otsast
GO-LIVE kasutarna. Voib-ola piratud funktsionaslsusega, jooksvalt rohksm ja [sis]
kasutage rohkem, pane sina ka oma asjad sinna sisse. Ara too enam
seda todrista mulle ukse taha, vaid tee selle vormi kaudl, Seda
Sppimise ja tagasiside saamise vaimalust on kull ja kul enne, kui ta ni-
Selda veel 1assii 1bGmahus on.

SOLUTION TESTING

290  Uurija:

291 Okol Utleme, et asi on juba kaivitunud. Koik tottaiad, kes voiksid scda
kasulada, Juba kasulavad. Kas le leele acg-agjall idee korjel voi
hindamist voi modimist, et kas ta todtab plisaval! tookindialt? On ssal
mingid ebamugavaid kohti, mida peaks paremaks legema’? Vol need

fulevad Ukshaaval jooksvalt vaja?
292  Euevétte 1 tegevjuht:

293  Seemdle el oz Uidse halb, el formaalsemall leha lagasiside kogurmist.
Figem ta on nimood, et juba ses Juurutuse protsess ise ongi see,
Kuigas sa nudd hakkad kellelegr seletama, sis tulevad sealt thrkeid ja
neid lahandatakse, See protsass el ole liga jarskude joontega. Nudd on
valmis. NUGd hakatakse kasutama. NOcd kontrolin.,

GO-LIVE

294 Head asjad, need kogu aeg kasvavadki edasi, Lisatakse

funktsionaalsust, seostatakse. [Kui lahendiises mingi osal el ole nagu
CONTINUOUS DEVELOPMENT liga kasullk, siis tajutakse, et ef ole ideaalns, aga kedagi vaga &l huvita
kah, sest tootab pisavaalt hasti, Aga need asjiad, mis tunaduvad on,
paris hea’, aga sin vaiks olla veel] see, sis need métted tegelikult jarjest
jBuavad pinnale.

295  Uurija:
296  Nuid Bouks paar didisemat kisimust. Mis on olnud digitaallanenduste

6
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297
298
DIGITAL SOLUTION ADOPTION
USER TRAINING 299
SOFTWARE {
DIGITAL SOLUTION ADOPTIC
BA IN DECISION PROCESS { 300
IT PARTNER
CONFIGURATION OF PACKA' - {
DEMO |
301
DEMO | |
USER TRAINING
SOFTWARE
§ 302
USER TRAINING |

303
TECHNICAL CONSULTING

304  Uurija:

kasutuselevatul kdige raskem? Mis on olnud rasked kohad?

Ettevotte 1 tegevjuht:

Uldiselt on inimeste biokk, Fnamusele stistaemia on ikkagi vodrad ja
segased. Inimastal on t66d paliu ja sis nad [funnevad, et] ma el saa an
ja el halda seca oma peas &ra. H vacta aega, et proovida arnu saada
asjast.

Kas Vil see.! hakkame koik Sharepolnt-l kasutama, sin on kire koolius
Kaigile. Tegelikult on mell 50 inimest, kes kdik enam-vahem on midagi
kuulnud Sharepaoint-ist. Aga mitte Ukski neist ef ole valmis tegelikult
reaalsclt rakenadust tegema hakkama. See on featud investeering. Me
oleme seda omal nahal tunda saanud, &t kuidas need "hurraaga
hakkame KOk kasutama', tegelikult &f toimi,

Mida mina néiteks eelmine aasta tegin® legin picot grupl, Vafisin kolm
fegelast vala, kes on natuke suuremate |1 kalduvustega. Palusin IT
partnerilt abi, et tutvustage neid téorisiu. Nemad igalks votsid mingid
asjad ja proovisid rakendada. Eslmiss nadala webinar ol meil selles
piloodi vajundiks, NUUd naitasimedl reaalsste eluliste naidete varal, st
kuidas me mingld asjad neid [6dnistu kasutades dra lahendasimes, Ses
fekitab inimestes "ohoo” reaktsiconil — aga ma saaksin ka seda teha.

KUl sa vaalad Youlube' reklaamvideo dra, sis see tundub [Sle kihvt vérk,
Sinu jaoks distants, kuidas salise asfani jGuda, on madramalu, Sa ef
kujuta ette, kuidas selleni jBuda. Aga kui sul kolleeg néitab, et mina teen
nii, siis sa tunned selle analoogia nit kergelt dra ja métled. ohoo, aga ma
saan su td pchimotteliselt maha kopida, Ma muudan mingid valad ja
natukene nafta, kuidas ma saaksin sit sells vesl muurtal ja ma saan
seda toorista kasutada. Asjade sslisel tutustamissl eleviis tekkis kohe
tuntavalt,

See ol aastaid tagasi juba, kui sae Office 365 ja Onedrive tulid. Siis
telisime kontorile ja meistrite pundile kahepdevase kooltuse Uhelt
koolitajalt, Kok vaatasid fhuvigal. Ma séitsin ise ka koju arvuti taha. Tegin
siin saidi, hakkasin mingit st tegema ja juba jooksis kokku, et cot-oot
kuidas.

Ikkagi paris seda padevust e Ols ja nisuguse vaikse koolitusega ef saa.
Jaad sinna nit kinni, et vétab kohutava aja, kui sa hakkad seoa jalgratast
lsiutama. Kedagi on vaja korvale, kas on juba kogemusega ja aitab le

305 e olste vatnud selle teed, et on mdned inimesed etteviites, kallel on
suLram huvi nande tooristade ponjalkuma tundmadppimisa osas.
Andnud nelle véimaluse, andnud nelle lisa koolitust ja andnud nelle
[Gdaast mingl 0sa vabaks proovida 10 tegevusi viia nende tooristade

peala?
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306  Ettevétte 1 tegeviuht:
307 lapsel niongi. See ai ale, et niilid jarsku tihe valime vcz/;a 89@ on véle
kujunenud, kellel on rohkem kalduvus ja leidlikkus ja kellel ef ole. Kas vl
lootmisosakorinas meil tootmisiuht ise ef ole parns pea pea/ﬂ Kukkunud,
aga naluke on ikka Shareooint [seadistaming] talle vodras. Tal on paar

TECHNICAL CONSULTING - ¢ lootmisinsener, kes on jubsdad roboolikud fa hakkerd. Anda nendale
kdtte, et tee lahendus — nemad veavad selist asja.

308 MO T nupukam mees 1aheb ja altab meail personaliubil mingisuguse
asja teha. Jah, me kaasame neid inimesi, kes mei omal on olemas,
kellel on teatud kogemused, eeldused jz vOimed

309 Uurija:

310  Vimane kusimus, et kas olste tundnud ndu puldust ka nendes
digishendustega seosas? Puudust mingisugusast nduandest vor
mingisugusest analidtiisast tegeviusast, mis oleks abiks lahendusta
edasiarendamisel, kasvatamisel? \aib-olla ka mingit dokumentesrimist
vaja teha, mida fe ise ei ole jGudnud? E ole véib-alla ka osanud

Inimesed kohe leha. Kas on midagi sellst tulnud vala?
311 Ettevétte 1 tegevjuht:

312 Ma ei dileks, et see on uks pahkel. Ma dtleksin, et see on voime
protsesse labi mbelda, kaardistada. Seesama lahtedlesande jutt, milest
BUSINESS PROCESS DESCF me rddkisime. Kul kutsud hea [T spelsialisti, kes voib kbike
TECHNICAL CONSULTING programmeerica, konvenisionaalse eltevillesse, el teeme midagi, ja
need inimesed &l oska kusida ja oma vaadusi ja protssssi ja kitsaskoht!
Kieldada, sis IT mees e tee mitte midag,

313 Feab olbma tealud kombinatsioon ariprotsess! tundmisest, voimalike T

BUSINESS PROCESS DESCRIP voimaluste [tundmine]. Mitte et sul peab endal olema reaalne oskus
seda [Gpuni via, aga et miliseid 1odristu saaks pdhimdttelsalt kasutada,
Néifeks funktsiooni junt ja kui ta oskaks mulle Selda, et ma el ole ni kdva
SOLUTION DESCRIPTION aryutfkasu@a aga mul oleks vaa sg/f:sr asja, kus f'rjfmene saak;
1 [sisestadlal ja valund oleks see. Kuita selle skeemi oskaks lahti
Joonistada ja Oelda, palun 1T, tehke mulle seline asi. See cleks jube hea,
aga seqa inimesed vaga hasti oska
314 Mida aeg edasl seca suurem rohupunkt sellel on. Arendus laheb fEriest
CONFIGURATION OF PACKA' | | lhtsamaks. Seda tehakse Klotsidega selles mdttes, et e ole vaja eri-
NG CODING lahendusi. Saab kasutada taiest neid ernevaid tooristu, mis on tehtud
suhtelisalt ihisaks. Mida on vaja. et inimesed ise otsiks neid lahandusi,
SOLUTION DESCRIPTION

motleks valia 'kuidas” stnasiaks enda jaoks neid protsesse, milised
voimafikud valikud sin on.
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9.3.APPENDIX 3. Interview 2 - coded quotations

quotation codes Id
IT ARCHITECT,

Ma meie IT arhitekti selleparast kutsusingi siia, et tema INFORMATION

tdnane praegune pohitdo on just seotud ettevotte 2b SYSTEM

infoslisteemide uuendamisega. IMPROVEMENT COM2_Qo001
INFORMATION

See pdhimdtteliselt votab kokku kdik ettevotte protsessid, | SYSTEM

mis on mingil kujul toetatud infostisteemidest. IMPROVEMENT COM2_Q002

Ma lihtsalt taustainfoks raagin seda, et see kuidas

arhitektuuri vaadatakse, et see on oluline, et mdista seda,

milline see slisteem on, mida me reguleerime ja mida

arhitekt tana disainib. Lahenemisi on ettevodttetel

erinevaid. Meie ldhenemine on see, et me mitte

eesmargiks ei ole terves kontsernis infostisteemide

arhitektuuri Ghtlustada, vaid eesmark on seda tUhtlustada

riikide viisi. See tahendab seda, et meil jaab riikidesse nii LOCAL VARIATIONS IN

kohalik relevantsus kui ka mingi paindlikkus. ARCHITECTURE COM2_Q003
INFORMATION
SYSTEM

See, millega arhitekt tana tegeleb, on lhe Eesti ARCHITECTURE

tootmisettevotte infoslisteemide arhitektuuri loomine ja | DESIGN, IT

disainimine. ARCHITECT COM2_Qo004
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Praegune kdige uuem, selle aasta protsess on selline
(varem ka, aga niitid aina rohkem), et on strateegiline
muik kliendi voi klientide otsimine, mis on rohkem
struktureeritud, kui ta oli natukene varem. Vdimalike
klientide leidmine, nendele pakkumiste tegemine,
nendega kohtumine. Kui I6puks joutakse mudgini, siis
lepitakse juba kokku miiligid, et mida lildse ettevote
vBimeline pakkuma potentsiaalsetele klientidele.
Teisest kiiljest on olemas ka vaga pika-[ajalised kliendid]
nagu Soomes, Rootsis, Eestis elektrivérgud, kellel on juba
pikad raamlepingud ja kellele mitakse juba mitmete
aastate valtel. On kokku lepitud kindlad kogused, mida
tarnitakse. Sellisel puhul nagu vaga palju madki ilmselt ei
olegi. Eks klientidega tuleb kogu aeg tegeleda.

Seejarel muidugi tavaline tarneahel, et mida mutakse,
selle jaoks vajalikud komponendid. Joonised, disain,
tootmine ja tarne I6puks.

Osadel juhtudel ka naiteks kohapealne installatsioon
kliendisaidi puhul.

Jarelteenindus, kui on vaja naiteks viie aasta méddudes
vahetada valja mingisugune detail voi siis lihtsalt
hooldustegevused.

BUSINESS PROCESS

COM2_Q005

Ma lisaksin seda spetsiifikat, et mélema variandi puhul kui
tegemist on raamhangete voi projektipdhise miiligiga, et
seal tegelikult, mis asi seal hankes kokku lepitakse, on
erinevate toodete variatsioonid vdi konfiguratsioonid.
Paindlikkus selles osas, et milline see toode olla saab, on
suhteliselt suur. Sellist asja ei ole kokku lepitud, et see
toode on alati ihes komplektsuses voi Ghes
funktsionaalsuses. Tulpilise hanke raames tarnitakse neid
variatsioone kiimnete kaupa. See teebki selle asja
tehniliselt valja valjakutsuvaks.

PRODUCT DIVERSITY

COM2_Q006

Sisuliselt me tegeleme iga kord unikaalse tootega.

Samamoodi on projektimuitigi puhul, kus me raagime
engineered order protsessist, kus meil midgi hetkel ei
pruugi olla veel toodet olemas. Sisuliselt leitakse kliendi
vajadusele kdige sobivam toode ja tehakse
insenertehniline lahendus sinna sisse.

PRODUCT DIVERSITY

COM2_Q007
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Naiteks praeguse infoslisteemiga on pikaaegne
mutgiinsener vaga vaartuslik vara. Selleparast, et nad on
olnud ettevottes pikka aega. Nad on teadlikud sellest,
missuguseid projekte on tehtud. Nad suudavad sellest
killustatud andmestikust ja projektide kaustadest leida
Ules sellise projekti, mis on tehtud aastate eest ja mis on
analoogne sellele, mida niid tahetakse. Mis tahendab
seda, et saab sealt kopeerida lahendusi, mida ei pea
hakkama otsast looma.

SALES ENGINEER

COM2_Q008

Naiteks praeguse infoslisteemiga on pikaaegne
mudgiinsener vaga vaartuslik vara. Selleparast, et nad on
olnud ettevottes pikka aega. Nad on teadlikud sellest,
missuguseid projekte on tehtud. Nad suudavad sellest
killustatud andmestikust ja projektide kaustadest leida
ules sellise projekti, mis on tehtud aastate eest ja mis on
analoogne sellele, mida niitid tahetakse. Mis tahendab
seda, et saab sealt kopeerida lahendusi, mida ei pea
hakkama otsast looma. Infostisteemi iks eesmark on see,
et selliste andmete leidmine oleks voimalikult kiire.

DT INITIATION
FACTOR

COM2_Q009

See tegelikult nii ongi. Eestis on hasti levinud see, et
erinevad peat6ovotjad kisivadki pakkumisi samadele
objektidele. Tegelikult [aheb ka sama lahendus neile
pakkumisena vilja.

PRICE QUOTE

COM2_Q010

Infoslisteem toetab tdana seda ettevotet nii palju, et jah,
me tdesti tellimustel kirjeldame objekti tunnuseid.
Kliendisuhtluses on objekt hasti maarav identifikaator kull.

PRICE QUOTE

COM2_Qo11

Aus vastus on see, et need ei ole nii hasti slinkroniseeritud,
kui nad voiksid olla. Kiill see ei ole meile tana probleemiks
osutunud. Uldiselt meie dri muutub ajas suhteliselt sageli.
Me peame olema suhteliselt paindlikud ka infosiisteemide
arhitektuuri osas erinevaid lahendusi véimaldama.

CHANGE OF PLANS

COM2_Q012

Samas ari iseenesest, nagu ma telefonis ttlesin, on
suhteliselt inertne. Sellist asja, et me esmaspdaeval tuleme
toole ja ettevote on appi kolinud — sellist asja ei juhtu.
Business to Business dris traditsioonid ja inertsus on alati
olemas.

STABLE BUSINESS
TRADITION

COM2_Q013
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Muutus, mis dris pikaajaliselt tuleb, ongi seotud eelkdige
turgude, toodete ja vOib-olla ka drisuundadega tldiselt.
Kas siis tooted voi drisuunad vajavad teistlaadi lahendusi.
Mis siis omakorda eeldavad tehnilise vdi IT-tehnilise
lahenduse kasutuselevottu.

DT INITIATION
FACTOR

COM2_Q014

Uks vaga hea niide, mida me oleme viimased kaks aastat
juba edukalt juurutanud, on selline tarkvara, mille tidbi
[Ghinimetus CPQ ehk Configure Price Quote. See ongi
tehnilise miitigi lahendus, kus konfigureeritakse lahendus
kokku hinnapakkumise tegemiseks. Seal on kirjeldatud ara
toodete erinevad tehnilised vdimalused ja piirangud.

DIGITAL SOLUTION

COM2_Q015

See aitab mitgiinimesel véi mudgiinseneril kokku panna
kliendi spetsifikatsioonile vastavat lahendust. Toote
keerukus iseenesest ei vOimalda seda vaga lihtsalt inimesel
kokku panna. See votab lihtsalt liiga palju aega. Sellise
tehnilise lahenduse kasutamine véimaldab mulgiprotsessi
hasti palju [ihemaks teha.

DT INITIATION
FACTOR

COM2_Q016

Muidugi lisaks see lahendus on ju laiendatav, kuhu me veel
ei olegi joudnud, et see oleks kliendiportaalis kliendile
kattesaadav, nii-6elda iseteenindusformaat. Ka selline
vOimalus on sellel asjal edasi arenedes.

CONTINUOUS
DEVELOPMENT

COM2_Q017

Mida see lahendas tdna juba teeb, on see, et tegelikult
sellesama lahenduse kasutamise kaigus juba tekib esialgne
insenertehniline layout, nii 6elda CAD asetus sellest
tootest, mida pakutakse. Faktid, mida on pakutud. See ei
ole umbmaarane asi, vaid seal on konkreetselt juba
elektriskeemid automaat genereeritud.

DIGITAL SOLUTION,
AUTOMATION

COM2_Q018

Seda laiatarbe veebilehele me kindlasti valja ei pane. See
saaks olema mudgiargument mone vétmekliendi puhul,
kes kisib engineered order tooteid voi korg-
konfigureeritavaid tooteid ja kes soovib neid lahendusi ise
enda jaoks kokku panna.

CUSTOMER SELF-
SERVICE, DIGITAL
SOLUTION

COM2_Q019

Miks teda laiatarbena ei ole moistlik kasutada, on seotud
aririskiga, et konkurent vdib saada tunnetuse
hinnatasemest, et mida siis pakutakse. Seda kindlasti
niimoodi ei tehta.

SENSITIVE DATA LEAK
RISK

COM2_Q020

Sellele tasakaalustamiseks meie drimudelis on Ghte tldlpi
konfigureerimine veel. Selline, mida me kliendile oleme
reaalselt pakkunud digilahendusena, on seotud meil paari
suure raamhankega, kus klient sooviski toodete
konfigureerimise lahendust. Samal ajal nad soovisid
tellimusi esitada elektrooniliselt. Mitte meilikanalis vdi
kasitsi kuidagi, vaid nad soovisid seda teha infoslisteemide
kaudu.

DT INITIATION
FACTOR

COM2_Q021
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Saigi loodud selline asi, mida me ise kutsume EDI
konfiguraatoriks. Tellimus tuleb sisse EDI kanalist. Ta juba
sisaldab konfiguratsiooni ehk meie infoslisteem saab
sellest aru, et tegemist on asjaga, mida varem ei eksisteeri.
EDI radgib tavaliselt vaga defineeritud raamidest. Seal on
kaubakoodid, kogused ja hinnad.

Me oleme loonud sellise lahenduse, kus sealsamas kanalis

DIGITAL SOLUTION,

liigub konfiguratsioon ja automaatselt siisteemide vahel. DATA EXCHANGE COM2_Q022
Hangete tingimustes selliste lahenduste valjapakkumine

annab boonuspunkte pakkujatele. Loomulikult seal on

tehnilised nduded, mida hankesse tuleb pakkuda aga

lisapunktid on voimalik teenida hankes just selliste

lahendustega. See vdib osutuda kaalukeeleks I8puks, et

miks ettevote meie pakkumise valib. Loomulikult see seob

ka sedasama ettevdtet meiega pikemas tulevikus. Kui on

see lahendus juba olemas ja nad teavad, et see asi toimib | DIGITAL SOLUTION AS

ja on mugav, siis nad seda lahendust ka tahavad edasi COMPETITIVE

kasutada. See on omakorda argument. ADVANTAGE COM2_Q023
Absoluutselt. Selliste initsiatiivide teke on digitaliseerimise

maailma vaadates natuke nagu araspidine. See ei hakka

initsiatiivist, et voiks kliendile pakkuda niisugust lahendust,

et akki neile meeldib. Vaid see on tulnud kliendi sisendis.

Nemad on sellist asja mitte ndudnud, vaid tleme, et

rangelt soovitanud. Meie oleme selle teinud valmis DT INITIATION

eeldusel, et see on meie koostd0 alguse garantiiks. FACTOR COM2_Q024
See on Osterwalderi |Iduend? Seda meil arimudeli

disainimiseks ei kasutata. See Uldiselt ei haaku

traditsioonilise arimudeliga eriti. Meil darimudel ei tee

pivot-it iga paari aasta tagant. BUSINESS MODEL COM2_Q025
Pigem toimub evolutsioon. Tooted ldhevad targemaks. DIGITAL SOLUTION,
Klienditeeninduse protsess muutub digitaalsemaks. DIGITAL EVOLUTION |COM2_Q026
Seda, et me Iduendile paneme kirja midagi, mida

konkurent ei tee ja see oleks meie konkurentsieeliseks —

sellist asja praktiliselt ei ole véimalik sinna luua. BUSINESS MODEL COM2_Q027
Arimudeli I18uend on kliendikeskse fookusega. Kliendil tina

seda ootust ei ole, et me virtuaalreaalsust peaks neile

pakkuma, piltlikult 6eldes. Energia sektor on sdltuvalt

turgudest vaga konservatiivne. Oled ise ka seda kindlasti

kogenud. See ei ole sektor, kus katsetatakse millegi viaga CONSERVATIVE

revolutsiooniliselt uuega. CUSTOMER COM2_Q028
Digilahenduste kaasamine on elementaarne hiigieen. DT INITIATION

Keegi ei esita faksiga tellimusi enam. FACTOR COM2_Q029
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Ettevdtte organisatsiooni kohta ilmselt on ikka mingi
kirjeldus? Ettevotted, osakonnad, ametikohad - nende
vahelised suhted on ikka kirjeldatud hetke seisuga? Ja
keegi haldab seda, hoiab seda varskena?

Ettevotte 2 IT arhitekt:

Jah on kill. Ettevote 2b on tdnapdevane, arenevad kogu

aeg organisatoorselt. Kdik valdkonnad on ara defineeritud.

ORGANIZATION
MODELING

COM2_Q030

Enamik protsesse on kirjeldatud, kill erineva taseme ja

detailsuse astmega. Neid jooksvalt parendatakse kogu aeg.

Seal on vilja toodud kdik osapooled, kes protsessis
osalevad.

BUSINESS PROCESS
MODEL

COM2_Q031

Seda haldab meil kvaliteedi osakond tltpiliselt. Vastutus
vOiks olla natuke rohkem protsessi omanike endi peal, et
nad ise vastutaksid selle eest, et nende protsessid oleksid
up to date ja korrektsed, et nad oleksid kdik kirjeldatud. Et
need otsad kokku jookseksid, siis on see kvaliteedi
osakonnas. Kvaliteedijuht sellega kdige rohkem tegeleb ja
utsitab inimesi nende protsesse korrastama.

QUALITY
DEPARTMENT,
PROCESS OWNER

COM2_Q032

Selleks on spetsiaalne toovahend, mis on kasutusel. Ta on
diagrammi kujul. Diagrammil on valja toodud erineva
osapooled ja otsustuskohad. On toodud ka natuke
varvidega markeerimist, missugused on vaartust lisavad
tegevused, missugused on vajalikud tegevused,
missugused on selle protsessi vaates mottetud tegevused,
mis vaartust ei lisa, aga nad on seal sees, sest see protsess
on lihtsalt selline mingeid tehnoloogilisi voi digilahendusi

arvestades. Meil on ks tarkvara, mida selleks kasutatakse.

Need on koik digitaalsed ja kattesaadavad kogu
ettevottele. Ma tean, et méned uued téotajad
vOtmepositsioonidel on tegelikult vaga rahul olnud. Alles
hiljuti oli tootmisjuhilt tagasiside, kus ta (tles, et temal
vaga sisseelamisele aitasid kaasa need kaardistatud
protsessid. Sai nii ménegi olukorra lahendatud nende abil.

BUSINESS PROCESS
MODEL

COM2_Q033

Andmete vaade tegelikult on protsessi skeemides sees.
Oleme sinna paar kihti juurde kirjeldanud: milliseid
andmeid protsessi kaigus luuakse voi toodeldakse, siis on
ka rollid, osapooled ja vastutajad kirjeldatud. Need
erinevad vaated véimaldavad meil valja votta koondpilti
nendest andmetest, mida ariprotsessis téodeldakse.

BUSINESS PROCESS
MODEL, DATA
MODELING

COM2_Q034

Ta on modelleerimise vahend jah. Erinevate atribuutidega
kirjeldatakse elemendid dra ning need seotakse protsessi
kiilge. Siis on voimalik teha paring, et palun anna mulle
koik andmete tllpi elemendid ja siis saad nimekirja ning
seotud protsessi osad.

BUSINESS PROCESS
MODEL

COM2_Q035
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Votsin korval lahti Toote teostusprotsessi. Siin on
kirjeldatud selline andmeelement nagu “Toote
dokumentatsioon”. Sellest me detailsemaks ei lahe. Voib
sisaldada mida iganes, aga me oleme selle kokku
grupeerinud, et see on “Toote dokumentatsioon”.

DATA MODELING

COM2_Q036

Seda osa mudelist kirjeldab vdi koordineedib
kvaliteedijuht?

Ettevdtte 2 IT juht:

Jah.

DATA MODELING,
QUALITY MANAGER

COM2_Q037

kas on infrastruktuuri arhitektuuri skeem olemas?

Uurija:

Jah vdi siis lihtsalt loendid ja kirjeldused.

Ettevotte 2 IT juht:

Jah, tehnilisel tasemel on. Ta ei ole muidugi nii pdhjalik, kui
on ari poole protsessidest skeemid. IT tehnilisel tasemel on
loomulikult kirjeldatud.

IT INFRASTRUCTURE
MODELING AND
MANAGEMENT

COM2_Q038

Kes selle infra poolt kirjelduse koostamise ja varskena
hoidmisega tegelevad?Ettevdtte 2 IT juht:Mismoodi meil
IT-haldus ja infra haldus kadib: oleme kaasanud valise
partneri selle jaoks, kes omab tervikvastutust kogu meie IT
infrastruktuuri eest. See on nende vastutusalas. Selliste
dokumentide kaasaegsena hoidmine. Uks asi on lihtsalt
arhitektuuri pilt. Teine asi on, kui me raagime
infrastruktuuri komponentide konfiguratsioonidest ja
nende varundamisest — see on eraldi teema.

IT PARTNER, IT
INFRASTRUCTURE
MODELING AND
MANAGEMENT

COM2_Q039

Uks valdkond, kus v&iks leida 8nnestunud digitaliseerimise
nditeid, on ettevotete vahelise info liigutamine. Tehniliselt
on tegemist andme-liidestega. Tana ettevdte 2b to6tab
tandemis meie teise Eesti ettevottega 2a, kes on
lehtmetall-toodete tootja. Vaga suur osa ettevotte 2b
kasutatavatest seadmete korpustest ja detailidest tuleb
ettevotte 2a-st. See on hésti labi pdimunud tarneahel.
EttevOte 2a on ettevotte 2b jaoks pdhiline allhankija.
Oluline on tagada nende vaheline operatiivne info
liikumine, et see tarneahel oleks voimalikult sujuv.
Kusjuures ka selles vaates, et tegemist on taiesti eraldi
ettevOtetega ja driprotsessiliselt teevad erinevaid tooteid.

DIGITAL SOLUTION,
DATA EXCHANGE

COM2_Q040

Ettevdte 2a vahetas eelmisel aastal oma ERP silisteemi
valja uue vastu. Sellel hetkel oli vaja lile kdia koik
tarneahelat puudutavad andmeliidesed. Tarneahela
sujuvuse tagamiseks on need liidesed must have asi.

DIGITAL SOLUTION,
DATA EXCHANGE

COM2_Qo41
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Samas, kui hakata neid vaatlema digitaliseerimise
seisukohast, siis kdigile sellistele projektidele on hasti
lihtsasti voimalik teha tasuvusarvutust, sest me teame
vaga hasti, mis tdhendab see, kui me seda andmeliidest ei
looks. Millist inimt66d see kaasa tooks. Siis on see lihtsasti
seotav initd0jou ara hoitud aja v6i raha kuluga. Erinevate
tehniliste liidestega oleme seda taganud.

COST-BENEFIT
ANALYSIS OF DIGITAL
SOLUTION

COM2_Q042

PBhjuseid oli mitu. Uks oli see, millest ma raakisin, kui
alguses raakisin arhitektuuri lahenemisest. Me soovisime
anda ettevotetele Uhelt poolt paindlikkuse ise arhitektuuri
juhtida. Teiselt poolt ka votta vastutust selle arhitektuuri
eest. Oluline on see, et ari juht ja protsessi omanikud ise
vastutaksid kogu selle arhitektuuri eest, on see siis
ettevotte arhitektuur voi infoslisteemi arhitektuur. Kuidas
saaksid nemad oma ariprotsessi voimalikult ladusalt
teostada. Eelmine ERP siisteem ei andnud neile seda
piisavat paindlikkust. See tulenes sellest, et see ERP
sisteem oli jagatud erinevate ettevotete vahel. See voib
tunduda loogiline selles vaates, et kasutame (ihelaadset
asja ja seda on lihtne hallata. Aga ta ariprotsessi vaates ei
ole Uldse mdistlik. Eriti kui tegemist ei ole sarnaste
ariprotsessidega, vaid tegemist on tdiesti erinevate
ariprotsessidega. Mdélemad ettevotted on teinud omajagu
kompromisse, et see lahendus mdlemale sobiks.

DT INITIATION
FACTOR

COM2_Q043

Muutus on oli siis spetsialiseerumise suunas, mis andis
lisapaindlikkuse sellele ettevottele, kelle driprotsessile see
just sobib

DT INITIATION
FACTOR

COM2_Q044

Nendest kahest teisest lahendusest, millest me radkisime.
Tehnilise hinnapakkumise tegemise moodul, see ilmselt
vigade valtimine ja t66jou kulu kokkuhoidmine on (iks
argumentide komplekt, aga vdib-olla midagi veel? Kiirus ka
ilmselt?

Ettevotte 2 IT juht:

Jah, need ongi kdik need pdhjused. Ma rohkem neid ei
oskakski loetleda. Kuna just engineered order toodete
esimesele hinnaparingule reageerimise aeg on selles aris
kriitilise tahtsusega. See annabki konkurentsieelise, kui
kiiresti sa suudad kliendile tehnilise lahenduse vilja
pakkuda. Kiisimus ei ole mitte sellest, esimesel
hinnapakkumisel peaksid olema kdik tehnilised nliansid
selged. Seal peab olema selge pShimotteline lahendus ja
hinna suurusjark, millega klient oma eelarves arvestab +-
5-10%.

DT INITIATION
FACTOR, DIGITAL
SOLUTION

COM2_Q045
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Ja see kolmas, millest oli pikemalt juttu — EDI kaudu
konfiguratsiooni edastamise lahendus. Seal oli viaga selge
toukejoud see, et klient oli leidnud, et see on tema jaoks
vaga kasulik ja ta soovib anda lisapunkte neile pakkujatele,
kes seda suudavad pakkuda.Ettevotte 2 IT juht:Kliendi
soov oli eelkdige seotud sellega, et nende jaoks see
protsess oli lihtne, kui nad paritava toote konfiguratsiooni
teevad oma slisteemis. Nad viskasid voimaluse 6hku, et
akki saaks nii, et seesama konfiguratsioon jouab
teieni.Uurija:Topelt-t60 valtimise sisuliselt.Ettevotte 2 IT
juht:Jaa, topelt-t66 valtimine.

DIGITAL SOLUTION,
DT INITIATION
FACTOR

COM2_Q046

Kui vaadata seda digitaliseerimise projekti naitajate jargi,
et mis sellise projekti hinnanguline, eelarvestuslik tasuvus
on, siis seda oli hasti keeruline ennustada. Kdhutundele
pohinevalt vdiksime Oelda, et jaa see lahendus omab
kindlasti efekti tellimuse kasitluse protsessi kiirusele. Kuna
tegemist oli asjaga, mida varem ei eksisteerinud, siis voiks
Oelda, et tegime natuke innovatsiooni, mida eelarvestada
on suhteliselt keeruline. Samas tagant jargi selle projekti
tasuvuse hindamine on hasti lihtne, konkreetne. Me
sarnastes hangetes varem tegelesime kasitsi tellimuste
vastuvOotmise ja kasitlemisega, vormistamisega. Olid
standardiseeritud sammud, mida muk pidi tegema, et
tellimus vastu votta, kliendile kinnitus tagasi saata.
Tasuvust suutsime viia selleni, et tellimuse kasitluse
protsess, milles meil oli enne tihe tellimuse kohta inimt6o6d
30 minutit Ghe poole peal (ahelas oli kokku 3 manuaalset
rolli) véahenes 30 sekundini. Kui korrutame selle tellimuste
arvuga, mis on aastas 3000, siis me saastsime mitu
inimtédaastat ja sellega seonduvat té6jdukulu. Ulilihtne on
selliselt tasuvust arvutada tagantjargi. Samas meil ei olnud
arusaama, kui vaga me suudame lahendust
automatiseerida sel hetkel, kui me seda kavandasime. Me
teadsime, et sellel on mingi mdéju. Kui palju sinna kasito6d
sisse jaab, see selgus asjade kaigus.

KPI, COST-BENEFIT
ANALYSIS OF DIGITAL
SOLUTION

COM2_Q047
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Ma réhutan ka kéhutunde olulisust sellistes projektides.
Kui rdagime innovatsioonist, asjast, mida varem tehtud ei
ole, siis kdhutunne vdib-olla ongi kdige tapsem hinnang
sellistele asjadele. Me saame sellest aru, et see on tasuv.
Lisaks sellele annab see hankes osalemisel boonuspunkte.
Me ei saa nii straightforward 6elda, et me selle tottu

COST-BENEFIT

ANALYSIS OF DIGITAL

hanke voitsime. Aga see andis meile lisapunkte. Sellel on SOLUTION,

otsene moju tellimuste voole. INTUITION COM2_Q048
Platvormi pdhine arhitektuur. Ta on suhteliselt visandi

staatuses praegu. On olemas pdhimdotted, millest tahame

lahtuda arhitektuuri luues. Voib seda nimetada ka teisiti,

nagu sina nimetasid — kavandiks. Alguse sai sellest, et DT DECISION

ettevottes 2b oli ERP-i vahetamise plaan. Telefonis ka PROCESS, IT

raakisin sinuga, et votsin selle kohe veidi laiemalt ette. Ei ARCHITECT,

hakanud ainult ERP-i vaatama, et vahetame ERP-i ja meil INFORMATION

on asi korras. Tegime suurema arhitektuuri ja votsime kdik | SYSTEM

osapooled ettevottes vaatluse, luubi alla: ost, miilik, toote | ARCHITECTURE

arendus, toomine, ladu. DESIGN COM2_Q049
Kdikide osapooltega viisime labi intervjuud, mida nad

soovivad tulevasest infosiisteemist saada. Mis on praeguse | REQUIREMENT

siisteemi puudujaagid. Mis peaksid kindlasti uues ELICITATION,

siisteemis olema [likvideeritud]. Kuidas nad kujutavad oma | INTERVIEW, BA IN

tulevast elu ette. DECISION PROCESS COM2_Q050
Seejarel noppisime vilja vajadused, mida nad kindlasti

tahaksid ndaha tulevases infoslisteemis.

Seejarel lasin kdikidel osapooltel (kokku ca 15 inimest) REQUIREMENT

kodutdo vormis teha vajaduste loendi ehk kirjeldada ELICITATION,

endale vabas vormis kdik asjad, mida nad tahaksid uuest WRITING

susteemist veel saada. REQUIREMENTS COM2_Q051
Esimene oli intervjuu vormis, et saada tootajatelt

tunnetust, kuidas nad (ldse asju ndevad. Kas nad tahavad

muutuda, kas nad ei taha muutuda. Kui altid nad on

muutuma. See kodutdo oli juba selline, et kirjeldage, mis

te arvate. Ei 6elnud ette, et kirjeldage konkreetses vormis.

Kui te naiteks tahate, et stisteem oleks kiirem ja ei ldagiks | BA IN DECISION

eriti palju, siis kirjutagegi, et stisteem oleks kiire. PROCESS, IT

Vdimalusel saame seda arvestada ja vOib-olla tuleme pilve | ARCHITECT, SME -

pealt maa peale tagasi kuskile serverisse, et olla kiirem SUBJECT MATTER

natukene. Kdik véimalusel on avatud. EXPERT COM2_Q052
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Selle [kodut66] tulemusena saime (ile 350-ne vajaduse
loendisse, mida ma klassifitseerisin ja koos kasutajatega
panime prioriteedid. Kaisime kdik vajadused neid
kirjeldanud inimestega lile. Nad tapsustasid neid, et mida
nad tapselt motlesid, et mida nad infoslisteemist
ootavad.Selle tulemusena saime teada, mis on inimeste

PRIORITIZE
REQUIREMENTS,
REQUIREMENTS
ANALYSIS, IT
ARCHITECT, SME -
SUBJECT MATTER
EXPERT, DT DECISION

meelsus uue infoslisteemi suhtes. PROCESS COM2_Q053

Jatkuvalt me ei teadnud, kui palju uus infostisteem mdne

teise infoslisteemiga suhtlema peab. Uks tarkvara teise

tarkvaraga, iks osakond teise osakonnaga. Vaga tihti

inimesed Utlevad, et mina ajan siin oma asja vaikselt. Mul

ei ole tarvis liiga palju kellegi teisega suhelda. Kui

hakkasime looma kontekst-mudelit kdikide osapooltega

vOi kontekst-mudeleid valdkonna pdhiselt, siis tuli vélja, et

Ukskdik, mis valdkonnas sa oled, sa pead palju infot

vahetama teiste osapooltega, enda kolleegidega teistest

osakondadest, kes kasutavad teist tarkvara. Nad voivad

olla Gihes samas suures ERP siisteemis vdi nad on teistes

nisi lahendustes. Infot tuleb ikkagi palju vahetada. DATA EXCHANGE,

Kontekstimudeli loomisega inimesed mdistsid, et nad ei SME - SUBJECT

ole isoleeritud tegelikult oma mullis. Nad on osa MATTER EXPERT, IT

suuremast infostisteemist, mis peab toimima. Infovahetus | ARCHITECT, CONTEXT

peab toimima. MODELING COM2_Q054

Sellest veel edasi koostasime kasutusjuhtude mudelit. Meil

on eelnevalt protsessid kaardistatud. Sellest hoolimata me

tegime koos meie kasutajatega kasutusjuhtude mudelid.

Meie enda arhitektuuri nimetame platvormi-pohiseks

arhitektuuriks. Meie ostu ja hanke osakond on tks

platvorm. Nemad kasutavad neid lahendusi, mis on ainult

neile vajalikud ja kasutavad ka (le ettevotte kasutusel

olevat ERP slisteemi. Kasutusjuhtude diagrammis

kasutajad kirjeldasid, mis tegevusi nemad peavad saama SME - SUBJECT

teha enda infosiisteemis, enda platvormil, enda moodulis. | MATTER EXPERT, USE

Ostu osakond: peavad saama teha ostu tellimusi, peavad | CASE MODELING,

ndgema lao saldosid, peavad saama teha analidsi. INFORMATION

Kirjeldasid dra kéik enda tegevused, mida nad peaksid SYSTEM

saama teha infoslisteemiga, mida nende osakond ARCHITECTURE

kasutama hakkab. DESIGN COM2_Q055
IT ARCHITECT,

Kogu selle kopatuse peale, mis me kokku kogusime, INFORMATION

joonistasime platvormi pohise arhitektuuri. Voiksin seda SYSTEM

sulle ndidata, et saaksid aru, mis asi see arhitektuur on, ARCHITECTURE

millest ma raagin. DESIGN COM2_Q056
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PShimotteliselt kiill. Kasutsin MS Visio’t selleks. Kontekst- | INFORMATION

mudel oli ka Visio-s tehtud. Mdlemad on lihtsad ja SYSTEM

lakoonilised. Ma vaga ei siivenenud sellesse, kui palju ta ARCHITECTURE

vastab koigile standarditele. Pigem oli oluline, et saaks DESIGN, IT

sealt info katte. ARCHITECT COM2_Q057
eravus ei ole praegu oluline, kui sa ka ei nde, mis on

tapselt kirjas. Oluline on tervikpilt. See on meie platvormi

pohise infoslisteemi arhitektuur. See suur vdlja zoom-ituna

ongi tervikpilt. See on terve ettevéte 2b infoslisteem.

Need kastikesed on platvormid. Kui tervik on infoslisteem,

siis kastikene on funktsioonipdhine platvorm. Naiteks

hanke ja ostu platvorm. Nad vdivad kasutada enda

platvormil taiesti nisi tooteid (nt hankelahendus) ja nad INFORMATION

kasutavad kindlasti ka ERP-i ostutegevusteks. On SYSTEM

kirjeldatud ka moned protsessid, mis on meil sisteemis ARCHITECTURE

kirjeldatud ja mida nemad enda platvormil peavad labi DESIGN, IT

viima. ARCHITECT COM2_Q058
Meil on ka digiplatvorm, millega tegeleme mina ja Kaarel.

Terve ettevote kasutab, aga neist Uikski ei vastuta selle

eest. Meil on andmeladu. Kdikidest platvormidest loetakse

andmed andmelattu. Hetkel loetakse ainult méningatest DATA WAREHOUSE,

osadest vajaduspohiselt. Tulevikus loodetavasti aina DATA EXCHANGE,

rohkem kasutatakse ka visualiseerimise lahendusi, Power | CONTINUOUS

Bl naiteks. Loetakse andmed andmelattu. Need on DEVELOPMENT, IT

kasutatavad integratsioonis, andmete visualiseerimisel, ARCHITECT, IT

analtitikas. See on samuti tks osa arhitektuurist. MANAGER COM2_Q059
Sinine on see, mis on valdkonna spetsiifiline. Inseneridel

nditeks on Solid Edge, EPLAN — seda ei kasuta keegi teine | BUSINESS SOFTWARE | COM2_Q060
Halliga on need lahendused, mis on meil kuidagimoodi DT INITIATION

majas lahendatud, aga ei ole siisteemset lahendust. Ei ole | FACTOR, NO

konkreetset projektijuhtimise lahendust. Seda tehakse SYSTEMATIC

kuidagi polve otsas. SOLUTION COM2_Qo61
Need potentsiaalselt tulevikus vajavad slisteemset

lahendust?

Ettevotte 2 IT arhitekt: DT INITIATION

Jaa. FACTOR COM2_Q062
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Kui me selle asja kokku panime, siis me the
konsultatsiooni-ettevotte konsultandiga seda
valideerisime, et kas selline lahenemine sellele projektile
on Oige ja kas sellega voiksime edasi liikuda ja kas on
mingeid ettepanekuid. Konsultant oli selline, kes ei ole
mingisuguse tarkvara esindaja. Ta on erapooletu. Temaga

VALIDATION OF
ARCHITECTURE,

saab motteid vahetada. Ta ei hakka kohe midagi miiima, |EXTERNAL

et nded mul on siin selline ERP lahendus, mis sobib teile CONSULTANT, IT

vaga hasti. ARCHITECT COM2_Q063

Muidugi. Kas konsultatsiooni osa mingil maaral muutis

seda pilti voi kuidas te hindate?

Ettevotte 2 IT arhitekt:

Ega vdga ei muutnud. Ta lihtsalt andis natuke moned

motted juurde. Aga pilt jai sisuliselt samasuguseks, nagu ta

oli. Me ei oodanud otseselt, et keegi tuleb ja hakkab

Utlema, et kuulge tehke niiiid see taiesti imber. limselt me

oleksime puldnud vastu vaielda, kui keegi oleks 6elnud, et

see tuleb Umber teha. Meil oli lihtsalt vaja teist nagemust

sellele, mida meie oleme teinud. EXTERNAL

Arhitektuuri saab teha mitmel erineval viisil. Meie oleme CONSULTANT,

praegu lainud sellise lahenduse teed, mis ma siin VALIDATION OF

kirjeldnud olen. ARCHITECTURE COM2_Q064

Kuidas ma uldse [uurija t66andja] juurde sattusin, oli see,

et ma puldsin arhitektuuri kirjeldada véimalikele

partneritele, kes siis loodetavasti suudavad pakkuda SOFTWARE

omapoolse visiooni, ndgemuse sellest, kuidas meie DEVELOPMENT

arhitektuur dra lahendada. VGi kuidas see meie PARTNER,

infoslisteem luua, mis vahenditega, panemata ette suuri IMPLEMENTATION OF

piiranguid. ARCHITECTURE COM2_Q065

kaust on eraldi platvorm, kas see iga Uks neist voib olla

lahendatud erinevate tehnoloogiatega?

Ettevotte 2 IT arhitekt:

Jah, just. Iga platvorm vastab laias laastus ettevotte

struktuurile, mis osakondadest ja inimestest ta koosneb.

Iga platvorm koosneb mingitest tegevustest,

tarkvaralistest lahendustest, mis nad kasutavad, et nad

saaksid oma ari eesmargid tdidetud. Tarkvarad voivad olla | DEPARTMENT

ainult thes platvormis kasutusel voi on siis moodul mingist | SPECIFIC DIGITAL

suuremast lahendusest. SOLUTION COM2_Q066
COMMON DIGITAL

Naiteks ERP-i ei ole motet meelevaldselt hakata SOLUTION, BUSINESS

tikeldama. SOFTWARE COM2_Qo067
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Teisest kiiljest personali platvormil on oma varbamise
tarkvara. Seda keegi teine ei kasuta. Ei ole mdtet hakata
vOtma suurt siisteemset lahendust, kus on mingi
varbamislahendus sees. See on nisitoode, ainult
personaliosakonnale, ainult nemad kasutavad. Kui on vaja,

DEPARTMENT
SPECIFIC DIGITAL
SOLUTION, BUSINESS

siis integreeritakse teiste lahendustega. SOFTWARE COM2_Q068
Integratsioone oleme valmis tegema erinevalt. Kas RPA,

API otstega voi labi andmelao. DATA EXCHANGE COM2_Q069
Kdrvalkommentaariks, et platvormi pdhine arhitektuur

annab meile paris hea selguse selles osas, et vastutus peab

platvormide kaupa olema selle valdkonna peakasutajal.

Neid vdib olla kas 1 voi mitu, aga see vastutuse piir peaks

olema sellega selge. Need platvormid toimetavad nagu ise

teenust pakkuvad liksused. Pakuvad majasiseseid MAIN USER OF A

teenuseid oma lahendustega teistele osapooltele. PLATFORM CoOM2_Q070
Kas need jooned kastide vahel tahistavad mingeid

sOltuvusi?

Ettevotte 2 IT arhitekt:

Need on andmevahetused. Kuna see on eriti helikopteri

vaade vaga korgelt, siis ei ole siin defineeritud, mis need

andmed on. DATA EXCHANGE COM2_Q071
Kui me siia sisse zoom-ime, siis on andmevahetus meil

kirjeldatud kontekst-mudelis. Kontekst-mudeli, millest ma

raakisin ja mille me kasutajatega tegime, koostamisel PURCHASE

olidki meil nditeks hanke ja ostu valdkonna esindajad. MANAGER, CONTEXT
Ostuanaliitik, ostujuht kirjeldasid ja kirjeldasid, MODELING,

missuguste teiste osapooltega nemad infot vahetavad. Kui | PURCHASE ANALYST,

ma siia sisse zoom-iksin, siis ma saaksin kohe naha, kellega | BA IN DECISION

nad andmeid vahetavad. Jooned seda ka siis vdljendavad. |PROCESS COM2_Q072
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Sa Alo Utlesid enne ka hasti digesti, et selle pildi
kasutamine aitab meil drile neid asju selgitada. Uheskoos
motestada lahti. Juba seesama skeem on meie kasuks
hakanud téole. Meil oli hiljaaegu the Uksiku arisuuna
juhiga huvitav teema, kus ta oli ma peas valja mdelnud, et
nad vétavad oma drisuunas kasutusele uue CAD tarkvara.
Kui me seda temaga selle skeemi pdhiselt arutasime, siis ta
sai paris kiiresti aru, et ta ei saa neid otsuseid teha ilma
seoseid ja mojutatud osapooli arvestamata. Kui ta vétab
taiesti eraldiseisva tarkvara kasutusele, mis tollel hetkel
tundus loogiline, lahendab mingisuguse operatiivse

probleemi. Aga kui ta mitte millegagi seotud ei ole, siis DT DECISION
lisaks selle tarkvara kasutamise [positiivsele] efektile toob | PROCESS, BA IN DT, IT
see kaasa ka anomaalseid asju — mingisugused MANAGER, IT
manuaalsed protsessid emergeeruvad selle tagajarijel. ARCHITECT,
Keegi peab hakkama inimesena integratsiooni-vahendit DEPARTMENT
mangima voi veel manuaalselt juurde tegema. MANAGER cCOM2_Q073
See pilt, mida IT arhitekt naitas, see puudutab ettevotet
2b. See ongi kogu projekti algusfaas. Selle tulemusena me
moderniseerime infostisteemide komplekti, mille hulgas DT DECISION
on ERP lahendus. PROCESS COM2_Q074
Meil oli 2 aastad tagasi selline initsiatiiv hakata kasutama
CRM lahendust, grupi uleselt. DIGITAL SOLUTION COM2_Q075
DEFINE DESIGN
Laias laastus me ettevotte 2b puhul Idheks sarnast teed. OPTIONS, ANALYZE
Koigepealt valime vélja lahenduse, millega tahaksime edasi | POTENTIAL VALUE, IT
minna. Kas ta funktsionaalsuselt vastab sellele, mida me MANAGER, IT
tahaksime saada? Mis ta hinnaklass on? Mis on selle ARCHITECT,
lahenduse edasi roadmap? Kuhu suunas nad kavatsevad DEPARTMENT
areneda? MANAGER COM2_Q076
COST-BENEFIT
ANALYSIS OF DIGITAL
SOLUTION, IT
MANAGER, IT
Ja muidugi ka tasuvuse arvutused, mis on osaliselt selleks, | ARCHITECT,
et miitia seda juhtkonnale maha. Mis kasu me sellest DEPARTMENT
saame ja missuguse ajaperioodi valtel? MANAGER COM2_Q077
Eks ta laias laastus ongi nii nagu ta tlUpiliselt kaib. RECOMMEND
Valitakse valja komplekt lahendusi. Neid hinnatakse SOLUTION,
omavahel, nende funktsionaalsust, kohalike partnerite DEPARTMENT
olemasolu, hinnaklassi, vottes veel arvesse mingeid MANAGER, IT
komponente, siis jbutaksegi lahenduseni, et meil on MANAGER, IT
olemas tarkvara A, mis laheb juurutamisele. ARCHITECT COM2_Q078
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Kui rddagime praegusest ettevote 2b projektist, siis hetkel
oleme palunud vdimalikel partneritel kirjeldada ara, kuidas
nemad seda sliisteemi aitaksid meil lahendada. Kui saame
partnerite kdest katte nendepoolse nagemuse, siis me juba
saame hakata t06d tegema sellega, et panna meie suurde
joonisesse potentsiaalseid nimetusi, kuidas see

infostisteem vdiks kokku toimida. Kas ta on tihes ansamblis | SOFTWARE
ja mangib korralikult, asjad integreeruvad omavahel? DEVELOPMENT
Tanapadevaste lahenduste puhul integratsioon ei ole vaga | PARTNER, SOLUTION
suur probleem. Seal neid erinevaid viise on rohkem kui 1, |TECHNICAL
kuidas nad kokku t6dle panna. DESCRIPTION CoOM2_Q079
Sa saatsid lingi, kus oli ettevotte 2a naide, kui voeti
kasutusele Monitor [ERP]. BUSINESS SOFTWARE | COM2_Q080
Oluline aspekt on ka see, et kui raagime platvormi
pohisusest, siis osalised peavad olema vaga poolt sellele,
mida na tahavad juurutada. Nad peavad ise nagema selles
kasu. Mitte nii, et meie teeme arhitektuuri ja valime valja
partneri ja Utleme, et nded, siin on lahendus, mis tundub
vaga hea, hakkame kasutama. To6tajatel peab ka olema
usk sellesse, et see aitab tdesti nende t66d paremini DEPARTMENT
organiseerida, paremini infot vahetada, teeb kiiremaks ja | MANAGER, DT
mugavamaks. DECISION PROCESS COM2_Q081
See, et nad ndeksid demosid, oleksid otsustusprotsessis
kaasas — seda kindlasti.
See ettevotte 2a ndide, mis oli, seal ettevotte tegevjuht
vaga pooldas seda lahendust, mida nad hakkasid
juurutama. Tal olid sellega vaga head kogemused. Selle
tottu see asi hakkas seal t60le, et juht vaga palju uskus CEO, DT DECISION
sellesse. PROCESS COM2_Q082
IT ARCHITECT,
SOFTWARE
See hakkab olema koost66s. Me oleme palju t66d majas DEVELOPMENT
sees ara teinud. Meil on Ule 350 realine vajaduste loend, PARTNER,
mis on ara klassifitseeritud, vastavalt platvormile. Saame | CONFIGURATION
seda kasutada. Lopliku seadistuse [kujundamisse] on vaga | DEVELOPMENT, SME
palju kaasatud meie ari osapool. See, kes on need - SUBJECT MATTER
vajadused kirjeldanud ja olnud projekti algusest kaasas. EXPERT COM2_Q083
Minu roll oleks olla tdlk konsultandi ja ari vahel ning siduda
see suurem pilt kokku. Uks platvorm v&ib vaadata viga
enda matta otsast, vaga spetsiifiliselt oma perspektiivist,
arvestamata voib-olla teisi osapooli. Minu roll oleks
Uhtlustada organisatsiooni lileselt, platvormide, kogu IT ARCHITECT, BAIN
infoslisteemi Uleselt. DT COM2_Q084
Kogu selle Urituse sponsor on ettevotte tegevjuht, kes on | CEO, FUNDING FOR
kogu projekti ellu kutsunud. SOLUTION COM2_Q085
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BA IN DT,
IMPLEMENTATION OF
ARCHITECTURE, IT

Kui hakkame konkreetset lahendust juurutama, siis iihest | ARCHITECT,

kiljest olen mina seal kdrval abistamas. Teisest kiiljest on | DEPARTMENT

platvormi juht, kellele lahendust hakatakse juurutama. MANAGER COM2_Q086

Kui on suurem ERP lahendus, mis on kombitsatega DT DECISION

mitmetes platvormides (osaliselt ostus, finatsis), siis on PROCESS,

koikide platvormide esindajad kaasatud, et see ERP DEPARTMENT

jookseks ilusti kokku Giges suunas. MANAGER COM2_Q087
MAIN USER OF A

Jah, jah. Ma naeksin selliselt, et kui on selline lahendus, PLATFORM,

mida kasutab ainult 1 platvorm, siis on selle tarkvara IMPLEMENTATION OF

lahenduse omanik selles platvormis keegi. ARCHITECTURE COM2_Q088

Kui on ERP, siis on tdendoliselt vaja tekitada 1 roll, kes on

peakasutaja. Kui me radgime ostu(osakonnast), siis nad on

padevad ja teavad koik, kuidas ostu moodul kaib ERP-is.

Aga nad ei pea teadma, kuidas kaib finants seal sees. Meil

on vaja kedagi, kes suudav need asjad kokku panna. See

peab olema kindlasti keegi ettevottest 2b. Ma ei tea, kas

see roll tekitatakse vOi keegi huviline selle endale votab.

Sinnani me veel ei ole jdudnud. Me teame, et see on lks

aarimiselt oluline aspekt selles, et asi hakkaks 16puks MAIN USER OF

korrektselt toimima. Seni kuni omanikku ei ole, seni ta ei COMMON

toimi ka. SOFTWARE COM2_Q089

Ma Utleksin, et see on maja siseselt lahendatud. Kogu

infoslisteemide projektil on olemas juhtgrupp, kes seal

osaleb. Juhtgrupp kaasab taiendavalt inimese, kelle

arvamust peetakse vajalikuks mingis kiisimuses. Ei ole

kindlasti nii, et on 3 inimest, kes asja ara otsustavad. PROJECT

Voimalusel plitakse kaasata rohkem inimesi. Kuskil on MANAGEMENT

piir, kui rohujuure tasandile sa lahed ndu ja vajaduste GROUP, DT DECISION

kisimistega. PROCESS COM2_Q090

Kokkuvdttes, kui keegi ndeb, et tal on abi vaja, siis mina

kill katt ette ei pane. Me saame lahendused kdigile DT DECISION

kiisimustele kas maja sees vai siis kiisime abi. PROCESS COM2_Qo91

Nagu ma enne raakisin, me juba podrdusime konsultandi

poole, kes aitaks meil valideerida. Ma arvan, et me saame

paris hasti aru sellest, mida me teeme. Vahel on vaja

lihtsalt kolmandat osapoolt, kes aitaks kaasa mdelda ja EXTERNAL

motteid pdrgatada, vahetada. CONSULTANT COM2_Q092
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Viimasest ajast ei ole. Minu eelsest ajast vdib-olla midagi
on. Mina konkreetselt ei ole koostanud sellist. Ma ei nae
selle jarele suurt vajadust. Projektid on pikad,
dokumentatsioon kogu aeg muutub. Juurutuse kaigus
tuleb palju uusi aspekte, mida ei ole kirjeldatud. Tarkvara
muutub. Me rohkem Iaheneme sellele agiilselt. Mul ei ole

kall Ghtegi [dokumenti]. IT juht vdib-olla kaevab kuskilt NO ANALYSIS

arhiivist valja midagi. Mul hetkel ei ole dokumenti jagada. | DOCUMENT COM2_Q093

Me kasutame MS Teams-i ja selle planner-eid. Me

haldame seda. Meil ei ole vaga suurt projekti juhtimise

tarkvara. See on ka Uiks projekt. Me voiksime tegelikult PROJECT

rakendada sellele spetsiifilisemat lahendust. Meil on MANAGEMENT

praegu Teams-is lahendatud. SOFTWARE COM2_Q094

Suures plaanis seda vdib ka prototilpimiseks nimetada.

Me oleme teinud arendustes, mitte paris agiilses vormis,

aga sellises on-site téovormis arendajate jaoks

to6pdevasid, millel on 1d6ppeesmark, aga me paris tapselt

ei ole kokku leppinud, kuidas me seda tehniliselt SOFTWARE

lahendame. See annab paindlikkuse katsetada selliselt, et | DEVELOPMENT

me saame arendusega koos kohe lahendust testida. Kuidas | PARTNER,

oleks kui stiilis. Kas on hea voi ei ole hea ja laheb PROTOTYPING, IT

arendajale uuesti lauale ringi tegemiseks? “See véiks veel | ARCHITECT, SME -

nii olla” stiilis ettepanekud. Seda v&iks nimetada SUBJECT MATTER

prototlidpimiseks. EXPERT, BA IN DT COM2_Q095

Me ei joonista prototiilipi ainult tahvli peale. Kui teeme

mingi lahenduse arendust, siis see tdhendab koodi

kirjutamist. Voime seda eelnevalt kiill visandada — SKETCHING THE UI, IT

eeldame, et asi ndeb umbes nii valja, teeme lGhikirjelduse. | ARCHITECT,

Tudpiliselt lGhikirjeldus [ahtub ari poole lahtellesandest, PROTOTYPING, BA IN

mis on tdlgitud natuke tehnilisemasse keelde. DT COM2_Q096
PROTOTYPING,

Kui meil tehti grupile uut kodulehte, siis olid kdik SOFTWARE

wireframe’id klikatavad prototiilibid, missugune see DEVELOPMENT

koduleht olla vGiks. See on tavapraktika kodulehe loomisel. | PARTNER COM2_Q097

Meie praeguses ettevote 2b projektis on pigem liiga pikk ja

aeganodudev tegevus. Mitte et meil Glikiire oleks, aga meil

on ikkagi ajalised eesmargid, kuhu me peaksime mahtuma. | PROTOTYPING COM2_Q098

Me ei ole kuidagimoodi vaga erilised. Meil on vaga hea CONFIGURATION

arusaamine, mida me saada tahame. Me arvame, et me ei | DEVELOPMENT,

vaja progemist. Karbitoode, mis on satitud, mugandatud, |PACKAGED

kohandatud meile sobivamaks. SOFTWARE COM2_Q099
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Kui lahendus on juurutatud vastavalt teie ari vajadustele,
milline on protsess, et kontrollida, kas ta detailides vastab
nendele vajadustele? Kuidas tehakse, kes osalevad? Kuidas

BA IN DT, SOLUTION

seda ndete? TESTING CoOM2_Q100
SME - SUBJECT
MATTER EXPERT, IT
ARCHITECT,
SOLUTION TESTING,
Osalen mina ja osalevad meie aripoole esindajad. BA IN DT comM2_qQi1o01
Ostuosakond valideerib seda, et ostu tegevused saaksid
lahendatud selliselt, nagu nemad on enda vajadustena SOLUTION TESTING,
kirjeldanud. Toomine enda poole pealt, miiik enda poole |SME - SUBJECT
pealt. Ega ta nii ongi. Vaga lihtne. Igaliks valideerib seda, et | MATTER EXPERT, IT
nende tegevused saaksid stisteemi sisse. ARCHITECT, BAIN DT |COM2_Q102
AVOID RISK OF TOO
Mina olek kergelt supervisor. Me ei taha hakata nuppu MUCH
treima. Meil on prioriteedid olemas, mis jarjekorras me CUSTOMISATION, IT
midagi peaksime tegema. Mitte niimoodi, et keegi kasutaja | ARCHITECT,
tahab nuppu kuskile, kus ta on harjunud. Sellised asju PACKAGED
valtida. SOFTWARE, BAIN DT |COM2_Q103
Ma tegelikult kogu seda juurutust tahaksin labi viia SCRUM | AGILE
metodoloogiaga. Ma ei tahaks selle kohta 6elda paris DEVELOPMENT, IT
SCRUM, et me hakkame kdike tapselt SCRUM jargi tegema. | ARCHITECT, SCRUM
Kasutaksin mingeid elemente SCRUM-ist ja teistest METHODOLOGY, BA
agiilsetest metoodikatest, et seda projekti labi viia. IN DT COM2_Q1l04
Kindlasti, mida ma SCRUM-ist tahaksin kaasa votta —
igakuine retrospektiiv. Iga kuu I0pus vaatame tagasi sellele | SCRUM
perioodile, viimasele kuule, kuidas meil ldks. Kas saime METHODOLOGY,
tehtud need, mida me teha tahtsime? Mida me saaksime |SCRUM
teha teistmoodi? Mida me veel peaksime tegema, et see RETROSPECTIVE, IT
asi meil paremini toimiks? ARCHITECT, BAIN DT |[COM2_Q105
SCRUM
METHODOLOGY,
Selliseid tegevusi tahaks jatkuvalt teha platvormi pdhiselt. | SCRUM BACKLOG
Kui meil on 9 platvormi, siis on ka 9 SCRUM meeskonda. DEFINING, IT
Igalihega tagasivaate perioodid ja backlog defineerimised. | ARCHITECT, BAIN DT |COM2_Q106
PROJECT
MANAGEMENT
GROUP, MAIN USER
OF A PLATFORM,
MAIN USER OF
Muidugi on ka juhtgrupi kohtumised, kus on koéikide COMMON
platvormide esindajad koos. Saame vaadata Uldist SOFTWARE, IT
koondpilti. ARCHITECT, BAIN DT |COM2_Q107
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Kui on mitte-vastavusi, mis hiljem ilmnevad vai siiski SCRUM

tekivad taiendavad soovid, siis kirjeldatakse need, METHODOLOGY,

prioritiseeritakse ja teostajad votavad neid portsude kaupa | CONTINUOUS

teostada?Ettevotte 2 IT arhitekt:Jah. POhimotteliselt ta nii | DEVELOPMENT, IT

hakkaks olema. ARCHITECT COM2_Q108

Kdik see tegevus on lihtne, kui sa oled valja mdelnud, mida

sa teed. Kdige keerukam on vastata enda peas kisimusele,

kas see on dige lahenemine arhitektuuri loomiseks, selle INFORMATION

kogu projekti labi viimiseks. Kindlasti see peab dnnestuma. | SYSTEM

Ma olen pigem enesekindel, et meie ldhenemine on dige. | ARCHITECTURE

See on koige keerukam selle projekti juures. Kas me teeme | DESIGN, IT

seda Oigesti? ARCHITECT COM2_Q109

Ulejaanu on tavalised organisatoorsed kiisimused. Kas

inimestel on kdigil aega? Kui palju nad on motiveeritud

osalema selles projektis? Kas nad tahavad muutuda?

Nagu ma alguses raakisin, siis me viisime alguses labi

intervjuud, et Uldse aru saada inimeste meelsusest projekti

ja infoslisteemi arengu suhtes. IT ARCHITECT,

Tegelikult on ldinud kdik hasti. Inimesed on olnud kaasas. | MANAGE

Nad on avatud kaartidega jaganud enda mdétteid ja STAKEHOLDER

nagemusi. Pigem on hasti. COLLABORATION COM2_Q110

Tuleb koguaeg suhelda. Et aru saada, kas inimestel on k&ik | IT ARCHITECT,

olemas. Kas nad tunnevad, et neid ei ole jadetud kdorvale. Et | MANAGE

neil ei tekiks vastumeelsust projekti suhtes. Suhtlemine ja | STAKEHOLDER

kommunikatsioon on vétmesona. COLLABORATION cOM2_Q111
INFORMATION
SYSTEM
ARCHITECTURE

Koik mudeldamised, kaardistamised, arhitektuuri loomised | DESIGN, BUSINESS

— see on iseenesest lihtne tegevus. PROCESS MODEL CoOM2_Q112
IT ARCHITECT,

Jah. Ja pakkuda vaikseid to0voite aeg-ajalt. Oleme teinud | MANAGE

labimurde. Etapp on saanud labi. Oleme joudnud STAKEHOLDER

milestone’ini. Oleme oma tegevustega graafikus. COLLABORATION cComM2_Q113

See ei ole mitte digiinitsiatiiv, vaid see on ariline initsiatiiv: | DT INITIATION

moderniseerida infoslisteemide arhitektuuri Gldiselt. FACTOR COM2_Ql114
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9.4.APPENDIX 4. Interview 3 - coded quotations

quotation

codes

Tana meil on 180 kuni 200 inimest, kes siis neid tooteid
valmistavad. Protsess iseenesest on suhteliselt peale vaadates
lihtne. Milgitellimus, selle pohjal tootmistellimus,
tootmisplaneerimine, sealt siis tootmisplaneerimise sisendid, ostu
planeerimine, vdljundtooted, logistika ja kaup kliendile. Selline
suhteliselt sirge tarneahel, arusaadav.

BUSINESS
PROCESS

COM3_Qo01

Aga mis siis selle kogu planeerimise ja kogu digitaliseerimise hasti
komplitseerituks teeb, on sellised detailid: me ei tooda naelu, meil
ei ole see, et metall (ihest otsast sisse ja toode teisest otsast vilja,
vaid me sbltume hooajalisusest. See tdhendab, et kurki me
toodame Uheksa nddalat aastas, aga planeerimisprotsess hakkab
pihta tGtleme keskmiselt veebruarikuus ja me oleme need ise
naerame et hiromandid, kes siis peavad teadma, et mida jargmine
aasta juulikuus tarbija poest tahab osta. Selle pohja pannakse
seemned mulda ja selle pdhjal siis meie nende Giheksa nadala
jooksul paneme kurgid purki.

Tegelikult kogu nomenklatuur, mida meil on 300 pluss toodet, mis
keskmiselt koosneb siis 10 pluss komponendist — kogu see
planeerimine on seotud hooajalisusega. Seda mingile algoritmile
selgeks teha voi ltleme piirava faktorina ara kirjeldada on aaretult
komplitseeritud. See on ka see, miks meie digitaliseerimise
protsess on hasti pikalt aega votnud.

DT INITIATION
FACTOR,
SEASONALITY OF
PRODUCTION

COM3_Q002

Tundub kill, et mis see siis ara ei ole, et votame (ihe ERP slisteemi,
vahetame teise ERP slisteemi vastu, loome tootmise planeerimise
tarkvara juurde. Aga just need komplitseerituse astmed on need,
mis hakkavad seal mdngima. Uks on need nii-delda majavalised
hooajalisused. Ja teine on siis majasisesed ressursipiirangud.

SEASONALITY OF
PRODUCTION, DT
INITIATION
FACTOR

COM3_Q003

Aus vastus on see, et eelnevalt ei ole digistrateegiat eraldiseisvana
sisse kirjutatud. Kiill aga tdna oleme just jargmise viie aasta
strateegia planeerimise faasis, kus me ndeme, et see on liks
oluline komponent. Ja seda mitte ainult majasise protsessi poole
peal vaid ka majast vdljapoolle. Kuidas me oma klientidele, mis
andmeid edastame? Kuidas me sealt tagasi saame big data't.
Mismoodi tarbijatega suhtleme? Me ndeme, et peame
digitaliseerimise enda jaoks palju rohkem veel lahti kirjutama.

DT DECISION
PROCESS

COM3_Q004
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Organisatsiooni tlesehitus: osakonnad, ametikohad, struktuuri kas
joonis voi kirjeldus on teil olemas? Tegelete aktiivselt sellega,
hoiate varskena?

Ettevotte 3 tegevjuht:

Jah see on meil. Kuna me oleme ISO ja IFS sertifitseeritud, siis on
juba sertifikaadi nGue, me peame neid varskena hoidma. Et tdna
on see kinnitatud martsikuu seisuga.

Jaguneb ettevotte kaheksaks osakonnaks, kelle juhid otseselt
raporteerivad mulle. Neil kas on vaheastmeid v&i mitte. Uldiselt
me oleme hoolimata sellest oma suurusest suhteliselt flat
organisatsioon. Meil ei ole liiga palju juhtimisastmeid, vaid pigem
ongi ks suur vaheaste ja vdib-olla seal on poolteist astet veel

ORGANIZATION

vahel. Uldiselt on iiks aste. MODELING COM3_Q005
Uurija:
Kes ettevotet kirjeldava dokumentatsiooni uuendamise ja
varskena hoidmisega tegelevad? Mis ametikoha inimesed?
Ettevotte 3 tegevjuht: BOARD, QUALITY
Kogu juhtkond vastutab selle eest. Uldprotsessis vastutab selle DEPARTMENT,
eest kvaliteedijuhtimine, et need kdik asjad digeks ajaks oleks DEPARTMENT
tehtud. Aga ikkagi kdik juhtkonna liikkmed on samasuguse MANAGER,
vastutusega oma osakonna, padevuste, kirjelduste ja tegevuste ORGANIZATION
0sas. MODELING COM3_Q006
Ma eeldan, et ka tookorralduse véi tooprotsessi kirjeldused on teil
sellesama dokumentatsiooni osa.
Ettevotte 3 tegevjuht: BUSINESS
Tooprotsessi kirjeldused on jah. Selle nimi on juhtimissisteemi PROCESS MODEL,
kdsiraamat meie mdistes, kus siis on need k&ik ara kirjeldatud. BOARD, QUALITY
Detailsemalt tulevad need kaasa juba kas siis ametijuhendiga v6i | DEPARTMENT,
siis hoopistiikkis protsessi juhendiga vastavalt siis, kas on tegemist | DEPARTMENT
sellise spetsiifilisema vai siis tldtegevusega. MANAGER COM3_Q007
BUSINESS
PROCESS MODEL,
Uurija: BOARD,
Ja sama seltskond vastutab nagu selle dokumentatsiooni varskuse | DEPARTMENT
eest? MANAGER,
Ettevotte 3 tegevjuht: QUALITY
Jah. DEPARTMENT COM3_Q008
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Kas ettevotte andmeid on kuidagi eraldi mudelina kujutatud voi
kirjeldatud? Naiteks dokumendimallid, nditeks andmebaaside
mudelid, mida te ise teate, et teil on olemas ja nad on kajastavad
teie andmeid.

Ettevdtte 3 tegevjuht:

On ara kirjeldatud. See tuleneb samamoodi meil ISO, IFS nduetest.
Sertifikaadi nGuded nduavad seda, et meil on ara kirjeldatud kogu

DATA MODELING,
BOARD, QUALITY

dokumentatsiooni ohjamine, mis hélmab nii digitaalseid kui ka DEPARTMENT,
paberkandjal kanaleid pluss arhiveerimisreegleid sinna juurde, DEPARTMENT
kaasa arvatud digiarhiveerimine. MANAGER COM3_Q009
BOARD, DATA
Uurija: MODELING,
Vaga hea, selge. limselt jallegi sama inimeste ring on vastutav selle | DEPARTMENT
Oigsuse ja varskuse ees? MANAGER,
Ettevotte 3 tegevjuht: QUALITY
Jah. DEPARTMENT COM3_Q010
Jah. Meie IT-haldus on viimased aasta aega olnud teenusettevotte
kdes. Meil on teenusettevotte poolt IT juht koos siis nii infra kui ka
arendustiimiga.
Miks me seda tegime aasta aega tagasi, oli see, et me nagime, et
kogu seda ressurssi endal majas sees hoida — meil ei ole esiteks
nii palju tood neile anda ja teiseks on see vaga kallis.
Teiselt poolt on see, et teenusettevotete mudeliga meil on
voimalik saada kogemusi teiste ettevotete baasilt. Me ei pea iga IT
kord hakkama otsast pihta jalgratast leiutama. INFRASTRUCTURE
Ja siit ongi jagunemine, et infraga seotud teemad, mis on MODELING AND
kasutajatega seotud ehk arvutipargi asjad on teenusettevotte MANAGEMENT, IT
hallata. PARTNER COM3_Q011
IT
INFRASTRUCTURE
MODELING AND
MANAGEMENT,
TECHNOLOGY
Infraga seotud masinapargi teemad on tehnikaosakonna hallata. DEPARTMENT COM3_Qo012
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Uurija:

Ja teil on nende seadmete kohta kirjeldused ja kaardid, et nende
seoseid kujutuda? Nemad hoiavad varskena seda kirjeldust?
Ettevotte 3 tegevjuht:

Just.

Uurija:

See on kahe {iksuse vahel jagatud. Uks on teile teenust pakkuv
teenusepakkuja. Kas tehnikaosakond on teie enda?

Ettevotte 3 tegevjuht:

Ja meie enda maja seest. Aga mdélemad need tegelikult teevad
hasti tihedat koostddd. Infratiim on teadlik sellest, mis tehnikatiim
teeb ja tehnikatiim siis samamoodi, et mis seal infra poole peal on

TECHNOLOGY
DEPARTMENT, IT
INFRASTRUCTURE
MODELING AND
MANAGEMENT, IT

tulemas, kas muudatused voi muud teemad. PARTNER COM3_Qo013
Jargmine osa kilisimustest digitaliseerimise (ildisem plaan.

Kdigepealt voib-olla te nimetate paar sellist olulisemat

digilahenduse muudatust voi kasutuselevdttu, mis on viimastel

aastatel olnud.

Ettevotte 3 tegevjuht:

PShimotteliselt nullist kdik Gmber teha on aus vastus.

Asi hakkas pihta sellest, et 2018 me alustasime digikaardistust. Me

tegime auditi kdikidest oma protsessidest, kus me oleme ja kuhu | DT DECISION

me ndeme, et meil vaja jduda jargmiste aastate jooksul. PROCESS COM3_Qo14
Selle tingis see, et meie senine ERP lahendus Axapta ei olnud

enam toetatud. Selle asemele teenusepakkujad pakkusid Navision- | DT INITIATION

i FACTOR COM3_Q015
Kui me juba hakkasime seda muudatust tegema, siis me nagime,

et ainult ERP-i vahetusest ei piisa, et meie tdanaseid valukohti

lahendada. Siis saigi tehtud kogu digiaudit, et kogu infra pool kogu

ERP pool, mis sealt puudu on, pluss, mis veel oleks vaja juurde DT DECISION

selleks, et need protsessid toimivad. PROCESS COM3_Q016
Et pilt muutuks igapaevaselt labipaistvamaks, kdigile

arusaadavamaks. Et sa ei kdi finantsjuhi kaest klisimas, et kuule,

miks see number selline on. Niisugune hada on, et ma ei nde, mis | DT INITIATION

toimub. FACTOR COM3_Qo017
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Sealt laksime edasi konkursiga, kus me otsisime siis tsentraalset
lahendust. Kahjuks meil seda tsentraalset lahendust lihe
teenusepakkuja kdest ei saanud. Meie komplitseerituse aste on
selline, et seal kahjuks mingid asjad tulevad juurde.

Aga mis me oleme vilja vahetanud, ongi ERP.

Oleme vahetanud vilja komplekteerimistarkvara ehk siis skanner-
lahenduse.

Oleme kasutusele vétnud pdllutiimi ehk siis miitgiedendajate
tarkvara.

Vilja vahetanud kaupluse kassaslisteemi tarkvara.

Kasutusele votnud MES [Manufacturing Execution System] ja
Asprova [Advanced Planning and Scheduling] tarkvara. MES = shop
floor tootmise igapaevatdo kontrollija, t66 etappide tarkvara.
Asprova = peen planeerimistarkvara.

Nuud viimasena jaanuarist me hakkasime juurutama Evocon-i ehk
siis tootmise OEE [Overall Operations Effectiveness] mdddikute
tarkvara.

DT DECISION
PROCESS

COM3_Q018

Teised eesmargid olid kindlasti veel. Versioonivahetus on kdige
lihtsam [hetk]. Versioonivahetus on selline kulu, mida sa pead
mingi aja tagant tegema.

Tegelikult oli meie eesmark jouda selleni, et me saaksime oma
tarneahela kulusid vahendada labi tapsema planeerimisprotsessi,
labi tdpsema komplekteerimisprotsessi ja labi selle, et meie majas
kehtivad erinevad piirangud oleksid kdik stistematiseeritud.

Kui me eelnevalt radkisime hooajalistest piirangutest, siis lisaks
tulevad neile veel ka kliendipiirangud, a la Ghe supi sadilivusaeg on
kolm aastat. Tegelikult kliendile me tohime seda miita ainult ihe
aasta, sest tema tahab, et talle jadks sellest sailivusaega [2 aastat]
alles.

See koik oleks automatiseeritud. Komplekteerija, kui ta laheb
aktiivist votma endale toodet, ei pea mdtlema, et kas ma tohin
seda kaupluseketile 1 komplekteerida voi ma peaksin selle
komplekteerima kaupluseketile 2. Sellised vaga triviaalset vaiksed
asjad, mis inimeste tooprotsessi hdlbustavad ja kiirendavad paris
palju.

Koikvéimalikud broneerimissiisteemid a la defitsiitsete kaupade
jaakidele. Need oleksid ka juba automaatsed, et kui meil on mingi
toote defitsiit, siis sa ei saa sellele kliendile seda viljastada, kuna
tal ei ole seda broneeringut peal.

DT INITIATION
FACTOR

COM3_Q019
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Panime vaga selgelt rahalised eesmargid: kui meie tarneahela
kadude summa tolles ajahetkes oli umbes 100000 eurot aastas,
siis me eeldasime, et me saame seda vahendada kuskil 50
protsenti, et mis annab arendustele tasuvust juurde. Pluss siis, et
meil ei ole mingisuguseid jaake.

Ilus unistus oli ka see, et me vdib-olla saame mingisuguseid
inimressursilisi toid jatta ainult arvutile. Tana aus vastus on see, et
me selleni veel jdudnud ei ole.

Komplitseerituse aste, mis meie ettevdttes on, on ullatus olnud ka
teenuse pakkujatele, kes on vétnud seda vaga nii, et mis see siis
ara ei ole, teeme ara. Kui hakkad detaili minema, siis on ndaod vaga
pikad.

Aga see on kindlasti see, mille poole me pildleme, et saada ka
neid vaga tehnilisi tilesandeid jarjest vahemaks inimeste pealt. Et

inimese to0aeg kuluks mottetddle, mitte erinevate Excel-ite DT INITIATION

Uhildamisele vaga piltlikult 6eldes. FACTOR COM3_Q019

Tegime seda koostd0ds siis konsultatsiooni ettevdttega. Valine

konsultant oli digiauditi projektijuht. Tema on ka hilisemalt olnud

terve protsessi juures meie nduandja ehk tugi minule voi siis

eelmisele tegevjuhile, et [muutused] lahti mdtestada. Ei ole mina,

ei ole tema IT inimene. BA IN DECISION

Kohati vdib mudgijutt olla vaga ilus, aga kui sa neid digeid PROCESS,

detailseid kiisimusi ei oska kiisida, siis voibki see olla ainult EXTERNAL

mudgijutt. CONSULTANT COM3_Q020
REQUIREMENTS
ANALYSIS, BA IN

Hakkasime pihta sellest, et kdisime iga osakonnaga labi nende DECISION

konkreetsed vajadused. Millised nendest vajadustest tanaste PROCESS,

lahendustega olid rahuldatud? Millised olid need potentsiaalsed REQUIREMENT

uued kohad, mida me saaksime arendada? Selle p&hjal meile ELICITATION,

tekkiski selline kaardistus: hasti, halvasti, vajab tegemist. Ja seda | EXTERNAL

siis labivalt: infra, ERP, aruandlus. CONSULTANT COM3_Q021
SOLUTION

Sealt sai kokku pandud lilesandepustitus brief, millega me siis PROCUREMENT,

laksime erinevate teenusepakkujate juurde. Kaasasime konkursile | SOFTWARE

kolm teenusepakkujat, kui ma peast Gigesti maletan. Kuna matol |DEVELOPMENT

hetkel ei ei olnud selle eest vastutayv, siis on see natuke PARTNER, DT

meenutuse protsess. Kutsusime konkursile. DECISION PROCESS | COM3_Q022
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BA IN DECISION

PROCESS,
SOLUTION
PROCUREMENT,
Konkursi muugiesitlust tegid nad kogu juhtkonnale. Juhtkond siis | EXTERNAL
koostd0s valise konsultandiga otsustas selle teenusepakkuja. CONSULTANT COM3_Q023
REQUIREMENTS
ANALYSIS,
WRITING
REQUIREMENTS,
DEPARTMENT
MANAGER,
REQUIREMENT
ELICITATION,
EXTERNAL
CONSULTANT,
Sealt laksime juba edasi spetsiifilisema kaardistamisega, kus jatkati | SOFTWARE
Uks-tUhele osakonna intervjuudega, mille pdhjal tekkis selline suur | DEVELOPMENT
to do-list. PARTNER COM3_Q024
SOFTWARE
DEVELOPMENT
PARTNER,
PRIORITIZE
Mille me jagasime ara: esimene, teine ja kolmas etapp. Tana ma REQUIREMENTS,
vOin 6elda, et me oleme kolmanda etapi t6dde juures. EXTERNAL
Me taiesti teadlikult jagasime neid etappidesse selleparast, et CONSULTANT,
esiteks ei suuda inimene nii palju uusi asju vastu votta korraga, DEPARTMENT
meelde jatta, et mida ta tegema peab, kus ta tegema peab. MANAGER COM3_Q025
Teiselt poolt tihti uued lahendused lahendavad &ra eelnevad
unistused. Void kill tahta, et ma tahan seda nuppu siia kohta, aga | AVOID RISK OF
kui sa oled juba paar kuud kasutanud seda nuppu seal teises TOO MUCH
kohas, siis tegelikult sul ei ole seda vajadust. CUSTOMISATION |COM3_Q026
PRIORITIZE
REQUIREMENTS,
Samamoodi prioritiseerisime dra, et esmajarjekorras me teeme DEPARTMENT
ara kdik need t66d, mis on kas igapdevased, iganadalased, MANAGER,
igakuised. Koik, mis on kvartaalse, pooleaastase slisteemiga — EXTERNAL
need me jatsime tdiesti teadlikult teise-kolmandasse etappi. CONSULTANT COM3_Q027
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Aktiivgrupp oli jargmine.

Tollel hetkel meil oli IT-juht majas - tema oli project lead ja oli ka
arendusjuht.

Tagantjargi tarkusena oleks vdinud olla kaks erinevat inimest.
Work load tegelikult Iaks liiga suureks. Kannatas
dokumenteerimine ja kannatas ka tegelikult [abi mdtestamine,
labiarutamine. Kui ihe inimese peas on jube palju informatsiooni
ja ta enda meelest motleb hasti sisteemselt, siis see ei pruugi olla
alati see, mida teised ootavad. Teised oskavad tuua teisi
komplitseerituse astmeid sisse, mida ettevalmistuse etapis on
margatavalt lihtsam lahendada kui parast testfaasis hakata midagi
Umber tegema.

Juhtrihm oli meil juhtkond pluss kdik osakonna juhid maarasid
oma osakonna vastutaja. Lisaks osakonna juhile testis ja oli nendel
workshop-idel alati kaasas vahemalt iks inimene. Mudgist naiteks
kdige staazikam midgijuht, kes tegeles kdige rohkemate klientide
probleemidega. Ostust ostuspetsialist, kes oli eelmist stisteemi
Ules ehitanud. Igast osakonnast vastavalt nende konkreetsetele

PROJECT
MANAGEMENT
GROUP, SME -
SUBJECT MATTER
EXPERT,
DEPARTMENT
MANAGER, BAIN
DT, IT MANAGER,

vajadustele. Inimeste ring oli paris suur — 20 inimest ettevotte WORK LOAD

peale. PROBLEM COM3_Q028
See kava, mida te olete jarginud etapiviisiliselt, kas see muutub ka

mingi regulaarsusega voi ta muutub sujuvalt kui midagi ilmneb?

Kas teil on selle varskena hoidmise regulaarne llevaatus ja kes

seda teevad?

Ettevotte 3 tegevjuht:

On regulaarne. Tanasel paeval me oleme enam-vahem kdik asjad

toole saanud. Nidd kaib fine tuning, nuppude digesse kohta

tdstmine, kasutajamugavuse loomine. IT MANAGER,

Kogu protsessi juhib meie teenusettevote IT juht, kellel PROJECT

juhtriihmaga on kaks korda kuus regulaarsed MANAGEMENT
Ulevaatuskoosolekud, kus me vaidlemegi lile, millised asjad me GROUP,

teeme dra, milliseid me ei tee. Lopuks on eelarveressursid sul ees. | SOFTWARE

L6putult ei saa sinna investeerida. DEVELOPMENT

Siis on see kiisimus, et kui suur see mure on, kui valus see mure on | PARTNER, BA IN

ja kui paljusid inimesi see mdjutab. DECISION PROCESS | COM3_Q029
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Lisaks ta teeb ka osakondadega koosolekuid vastavalt sellele, kui | SOFTWARE

palju neid teemasid tegevuses on: kas kord kuus, kaks korda kuus | DEVELOPMENT
vOi Ule kahe kuu. Kuna osakondade mured voi kasutajamugavuse | PARTNER, IT
etapid on erinevad voi nduded on erinevad. Mdne osakonnaga, nt | MANAGER, BA IN
finantsiga ongi vaga lihtne. Nendega on suhteliselt okei. Seal DECISION

mingid nipet-napet kiisimused on. Nemad kohtuvad lle kahe kuu. | PROCESS, SME -
Samal ajal kui planeerimise [osakonnaga], kus esineb nendest SUBJECT MATTER
meeletutest piirangutest tulenevaid anomaaliaid, kohtuvad iga EXPERT,

kahe nadala tagant. Taiesti tunnetuspdhiselt. On aktiivsete téode |DEPARTMENT

list, on backlog list ja on jouluvana kiri vdi wish list. MANAGER COM3_Q030
Uurija:

Et kolme pakilisusega t66d?

Ettevotte 3 tegevjuht:

Jah. Alati kui on tulekahju t66d, siis need lahevad ettepoole. Need

kaiakse labi ja toimub ka see tagasisidestamine, et meil on praegu

see tulekahiju ja selle t606 tahtaeg liikkub.

Selle tulp-rutiini paikasaamine on ka votnud oma aja. Mulle tana

vahemalt tundub, et kui inimestel on teada, millal nende

teemadega tegeletakse, siis on neil ka see stidamerahu.

Kdige hullem alati kdikide IT protsesside juures on, et ma tean, et

mul on probleem, aga ma ei tea, millal mu probleem lahendatud | PRIORITIZE

saab. REQUIREMENTS COM3_Q031
Kuidas te hindasite erinevaid alternatiive, kui te valisite seda

lahendust, mille suunas minna? Kes seda tegid? Mis alustel seda

valikut tehti?

Ettevotte 3 tegevjuht:

Kdigepealt kdis seda juhtriihm labi ehk siis IT-juht, tegevjuht ja

konsultant, et millised lahendused vastavad tingimustele? Kas on

vaja mingeid lisaklsimusi, lisa tapsustusi? Siis need joudsid juba

juhtkonna lauale. IT MANAGER,
Kriteeriumiteks Ghelt poolt olid kindlasti eelarveressursid, ajalised | BOARD, EXTERNAL
piirangud. CONSULTANT,
Teiselt poolt ka see, et missugune see vaartuspakkumine meile siis | SOLUTION

oli. Meil olid kindlad asjad. Seesama ERP vahetus oli by default. PROCUREMENT,
Aga mis need lisateenused, lisa aspektid olid, mis selle CEO, BAIN
eelarveressursi juures oli voimalik juurde pookida DECISION PROCESS | COM3_Q032
Ei saa sellest lile ega imber, et inimestevaheline klapp peab

toimima. Kui sa ikkagi tunnetad juba pakkumise faasis, et see

konsultant, keda sulle pakutakse, mitte kuidagi ei lahe, siis tal voib | EXTERNAL

ka kdige parem pakkumine olla, aga sa ei vota teda. See faktor on | CONSULTANT,

ka ikkagi oluline. Eriti arvestades seda, et tegemist on ikkagi aasta- | COMPATIBILITY
poolteist, mis tuleb suht liks-Uhele to6tada. BETWEEN PEOPLE |COM3_Q033
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Jai tegelikult pakkumiste voorust meile kaks ettevotet kausile.

Nemad tegid uue pitch-i meile. Selle pdhjal |I6puks tuli otsus DT DECISION

juhtkonna poolt. PROCESS, BOARD |COM3_Q034
Tegelikult me kaasasime inimesed suhteliselt varajases faasis.

Utlesime, et hakkame sellist protsessi ette valmistama. Selle

tulemiks me loodame sellist-sellist parenemist saada. Sellega

kaasnevad lisatooprotsessid voi lisatestimised osadele inimestele.

Osasid see ei puuduta nii vaga. Palun siis arvestage sellega, et

jargmine Gtleme aasta need inimesed on hdivatud lisaks oma

tavatooulesannetele ka nendega. Seda me raakisime suhteliselt

algusest peale kogu ettevottele. Et ei tuleks kuskilt Gllatusena, et a | COMMUNICATION

la tema ei joua seda teha voi ei vastanud selleks tahtajaks. OF CHANGE COM3_Q035
Testimisse me kaasasime suhteliselt varajases etapis inimesed.

Mida me oleksime vdinud [teisiti] teha? Testimisprotsess oli

selline, et kdigepealt IT-juht ise testis ja kui tema meelest oli okei,

siis ta andis kasutaja testimisse. Mida oleks vdinud teha teatud SME - SUBJECT

etappides oli see, et kasutajatest oli enne, kui IT juhi test. Seda MATTER EXPERT,

selleparast, et IT-juht justkui osaliselt juba kinnitas t606 ara. Selle IT MANAGER,

peale hakati uusi arendusi ehitama mis olid etapilised. Siis tuli SOLUTION

tagasiside kasutajatestist, et tegelikult ei toiminud niimoodi. TESTING COM3_Q036
IT-juht ei tea koiki neid ndkse ja nurgataguseid, mis on ostujuhi LESSON LEARNED,

to6s igapidevased. Uks inimene ei saagi nii detailsusesse minna. IT MANAGER,

See oli nork koht, mis projekti keskel vilja tuli. Mida me kdill PURCHASE

Uritasime parandada. Tagantjargi tarkusena oleks pidanud siis MANAGER,

tegema selle otsuse vdaga rangelt. Et meil on eraldi projektijuht, PROJECT

arendusjuht ja et see testimise flow vGiks kdia natuke teistmoodi. | MANAGER COM3_Q037
Uurija:

Enne kui sdltuvad Ullesanded lahevad arendusse, peab kasutaja

testi tulemus olema teada. Kui seal on mingeid olulisi muutuseid,

siis enne ei alustata jargmise, sellele eelmisele toetuva

tegevusega.

Ettevotte 3 tegevjuht:

Just. Mis see tdhendas, oli see, et kui me live-i laksime, siis hakkas |SOLUTION

tulema neid asju paris palju valja. Parast live-i pool aastat me vaga | TESTING, GO-LIVE,

palju tegelesime vigade parandusega. BUG FIXING COM3_Q038
Ettevotte 3 tegevjuht:

Just. Esiteks inimeste narvid aga teiselt poolt ka rahalised LESSON LEARNED,

ressursid, mis sinna lahevad. Sa ei saa alustada teise etapi BUG FIXING, DT

toodega, vaid korrigeerid alles esimese etapi toid. DECISION PROCESS | COM3_Q039
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Uurija:

Kas selles teostus-faasis, kus teile juba seadistati voi tehti
lisaarendusi selle tarkvara jaoks, teie poolt oli projektijuht teie IT-
juht, kes oli teie oma to6taja? Kas tal oli ka mingeid abilisi, kes olid
aktiivsemad? Kes ei olnud kasutaja testijad vaid oli naiteks
tehnoloogia osakonnast keegi vdi veel akki mdni konsultant, mitte
see teostaja, kellest te juba raakisite?

Ettevotte 3 tegevjuht:

Vdline konsultant oli juures. Meie majasiseselt ka need inimesed,
kes on rohkem nende teemadega seotud.

BA IN DT,
EXTERNAL
CONSULTANT

COM3_Q040

Seal vaga selgelt tuli vdlja see, et kui inimene tahab ise teha ja teisi
ei kaasa, siis ei saa sundida inimesi kaasama. See on selline
tagantjargi tarkus, voib-olla inim-iseloomu tavapéarane aspekt —
ma tahan ju ise tubli olla. Aga alati sa ei saa ise kdiges tubli olla.
Arvestades seda kui palju me vigade parandust pidime tegema, siis
tolles ajahetkes oleks v&inud rangemalt nduda kaasamist. Utlema,
et no sorry, niilid need teemad ldhevad teise inimese vastutusse.
Selles hetkes muidugi tundus see tiikeldamine keerulisem.

LESSON LEARNED

COM3_Q041
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Kas teostaja pool vGi teie enda ettevotte pool tegi tapsemaid
dokumente teostuse faasi jaoks? Olid mingid kirjalikud
dokumendid, kus lepiti kokku, et lahendus hakkab tapselt seda
asja tegema? Voi tehti pilte voi ndidiseid, et arendajad saaks
paremini aru, mis nad tegema peavad?

Ettevotte 3 tegevjuht:

Lahenduse kirjeldusi tehti. Tagantjargi tarkusena oleks voinud neid
teha detailsemalt. Dokumenteerimine oli samamoodi IT-juhi
vastutusvaldkonnas.

Moned asjad on vaga hasti dra kirjeldatud. Mingid asjad on tdesti
niimoodi, et kui me selle andsime teenus-ettevottele, siis me ikka
nagime vaga vaeva, et aru saada, et mis liidestus, mis pidi on
tehtud ja miks see niimoodi on tehtud. Oleks saanud hoopis
loogilisemalt teha.

See on jalle tagantjargi tarkus: dokumenteeri, dokumenteeri ja
veelkord dokumenteeri

Kui selle Ghes kohas jatad katki, siis vdib lihtsalt endal olla vaga
valus parast.

Teenusepakkuja poolt oli dokumentatsioon juba JIRA keskkonnas
olemas. See tdhendas seda, et uus teenusettevote pidi surfama
neid vanu asju labi koiki kshaaval.

Kui me ERP teenuse votsime vastu, siis me ndudsime tehnilise
dokumentatsiooni vilja kirjalikult. Utlesime, et me enne ei
allkirjasta vastuvdtmise akti, kui see on tehtud. Nad vaga

IT MANAGER,
DOCUMENTATION,
BA IN DT, LESSON

onnelikud selle (le ei olnud. Meile oli olulisem dokumentatsioon LEARNED,

katte saada, et see oleks alates sellest ajast alati olemas. Kui me SOFTWARE

peaksime vahetama ERP teenusepakkujat, siis see ei jaa nende DEVELOPMENT

JIRA silisteemi, vaid et meil on ka see olemas. PARTNER COM3_Q042
Uurija:

Mis vormis see siis teile Ule anti?

Ettevotte 3 tegevjuht:

Ta anti meile (ile PDF vormis. Mis tdhendas, et nobedad nadpud

tegid kasitood, et kdik need kirjeldused ara dokumenteerida BA IN DT,

Ukshaaval. Eks see ideaalne ei ole, aga vahemalt on see olemas. DOCUMENTATION,

Ta on linkidega PDF. Sealt on vdimalik minna tagasi sellesse SOFTWARE

originaal task-i, kus on kirjelduse osa olemas anallitikule voi DEVELOPMENT

andmetega tootajale. PARTNER COM3_Q043
Uurija:

Kas see llesande pustituse valjund, mis te saite, et kas see sisaldas

siis ainult funktsioonide kirjeldusi? Ma kujutan ette, ise JIRA-t

igapdevaselt kasutades, et seal on seda kdige lihtsam tekstina ja

tabeli elementidena edasi anda ja pilte juurde panna. Vai teile anti | SOLUTION

Ule ka skeemide komplekt, mis kirjeldab seda tehnilist tlesehitust, | TECHNICAL

arhitektuuri? DESCRIPTION,

Ettevotte 3 tegevjuht: DOCUMENTATION,

Mdlemad. Me olime kurjad kliendid. BA IN DT COM3_Q044
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Uurija:

Kui teenuseettevote teie palvel veel parandab lahendust voi SOLUTION
taiendab, siis kas nad saadavad iga tarnega teile ka mingi TECHNICAL
dokumentatsiooni kaasa? DESCRIPTION, BA
Ettevotte 3 tegevjuht: IN DT,

Iga tarnega ei saada. Neil on lihtsalt kohustus seda update’ituna DOCUMENTATION,
hoida. Meie ja nende vahelises lepingus on punkt, et kui peaksime | SOFTWARE

edasi minema eraldi ettevotetena, siis nendel on kohustus uusim | DEVELOPMENT
versioon sellest dokumentatsioonist meile lile anda. PARTNER COM3_Q045
Natuke tapsemalt kisin naidiste voi prototillpide kohta. Ma saan

aru, et ilmselt oli mingi karbi toode, mille te vétsite ja lasite seda

kohandada voi taiendada, enda jaoks sattida.

Kas oli mingeid paris uusi komponente, mida te olete viimasel ajal

teinud, kus te pidite visualiseerima kellelegi, et kuidas see peab

ikka teie jaoks valja nagema? Kui ei ole kasutajaliides naiteks juba

ette antud — on teil olnud selliseid digilahendusi viimasel ajal?

Ettevotte 3 tegevjuht:

Oi neid on palju olnud. Me votsime karbitootena NAV 2018

kasutusele. Ta ei ole méeldud kindlasti sellise komplekssusega

toostusettevottele. Isegi kui seal on kiisimus, et kas arendad

koodis voi apis, siis isegi api lahendustes tegelikult ei ole selliseid | PROTOTYPING, BA
funktsionaalsusi. IN DT, EXTERNAL
Neid funktsionaalsusi, mis meile tarvilikud on, neid me oleme CONSULTANT,
pidanud paris palju juurde tegema. Mis siis omakorda tahendab PACKAGED

seda, et edaspidine uuendusprotsess voi versiooni vahetused SOFTWARE, IT
saavad jalle huvitavad olema. MANAGER COM3_Q046
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Kuidas me seda kirjeldasime: kui meil oli see sobivas
funktsionaalsuses olemas Axapta-s, mis oli meie eelmine
programm, siis me lihtsalt andsimegi selle valjundi ette, et milline
ta seal on ja mis see |6plik funktsionaalsus peab olema.

Kui seda seal ei olnud hasti kirjeldatud voi see ei toiminud hasti voi
kasutajale mugavalt, siis kasutaja vdi osakonna workshop-ide
raames kaidi see labi. Mis on tdnased vdimalused Navision-is ja
mida me tahame saada. Sealt laksid konsultandid kdigepealt
arendajate juurde ja sealt siis edasi, et milline see valjund voiks
olla.

Paris paljude protsesside puhul oli see, et me saime Uhe protsessi
funktsionaalsust kasutada ka teises etapis. Tegelikult ostu-
mudgivaljundid on samasugused, ainult nii-6elda teise-suunalised.
Kui me ostuvaljundi saime paika, siis meil oli vdga lihtne seda
paralleelselt tosta miitigi valjundisse.

PROTOTYPING, BA
IN DT, EXTERNAL

Seda disaini osa oli paris palju. Kdvasti rohkem, kui me alguses CONSULTANT,
eeldasime. Olles ise to6tanud ka eelnevalt Navision-iga eelnevates | PACKAGED
ettevotetes, siis selle nii-oelda karbitoote funktsionaalsus, mulle SOFTWARE, IT
tundus vahemalt, oli tdmmatud ikkagi vaga minimaalseks. MANAGER COM3_Q046
Kes seda joonistamist tegi? Kuidas te tegite seda? Excelis? Mingi

joonistusvahendiga? Voi tegid konsultandid ise markmeid endale

ja teie ei saanudki seda prototiipi? Voib-olla saite pildi ainult ja

kinnitage, et see sobib véi kuidas see kais?

Ettevotte 3 tegevjuht:

Ta kdis molemat pidi. Vastavalt, kui komplitseeritud konkreetne

protsess oli.

Oli ka seda, kus me vaga lihtsalt Excelis ttlesime, et meil on see

vaartus, see vaartus ja me tahame saada seda vaartust. Voi et

nende kombinatsioonina ma tahan saada seda kolme kuu WRITING
keskmist vOi mis iganes. REQUIREMENTS,
Aga oli ka seda, kus tdesti workshop-i raames joonistati terve PROTOTYPING,
tahvel tais. Siis vaadati, et kuidas selle saaks andmestruktuuri dra | SOFTWARE
kirjeldada voi siis koodi kirjutada. DEVELOPMENT
Oli vaga erinevalt neid lahendusi. Kdik need workshop-id olid PARTNER,
dokumenteeritud teenusepakkuja poolt. Osakonna juht pidi iga REQUIREMENTS
kord kinnitama workshop-i tulemi vdi siis panema sinna ANALYSIS, BA IN
parandused kohati juurde. Nemad ikkagi koost66s panid kokku ja | DT, DEPARTMENT
kinnitasid dra, et jah, me véime niilid arendusse edasi liikuda. MANAGER COM3_Qo047
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Ma saan aru, et needsamad workshop-id olidki see koht, kus teie
ettevotte esindajad selgitasid teenusettevdttele detailides, mida
nad tapselt tahavad kasutajatena selles lahenduses naha. Mida
mis funktsioonid peavad tegema. Mis andmed peavad tulemuseks
tekkima. Seal osales osakonna juht ja te Utlesite varem, et oli ka
veel Uks inimene, kes vist juhtriihmas osales. Kas siis nemad olid
need pdhikontaktid teenusettevottele?

Ettevotte 3 tegevjuht:

Jah, nemad olid p&hikontaktid.

IT-juht osales kdikidel nendel workshop-idel ka veel. Vastavalt
teemadele kutsuti osakonna spetsiifilisi inimesi juurde.

A la ost-logistika, muus osas oli tavaparaselt logistika juht seal, aga
skdanner-lahenduse liidestuse puhul voeti kdrvale laojuht, kes siis
igapdevaselt seda tooprotsessi juhtis.

Miulgi poole pealt oli muidgijuht, aga planeerimise juurde joudes

WAREHOUSE
MANAGER, SALES
MANAGER, SALES
PLANNER,
EXTERNAL
CONSULTANT,
SOFTWARE
DEVELOPMENT
PARTNER, BA IN
DT, DEPARTMENT

vOeti milgiplaneerija sinna juurde. MANAGER,

Taiesti vajaduspdhiselt. Nii vahe inimesi kui voimalik, nii palju kui | LOGISTICS

vajalik. Tunnetasime, et kui see ring laks vaga suureks, siis tekkis MANAGER, IT

natuke laat. Teiselt poolt ei tekkinud vastutustunnet, et kui mina MANAGER, SME -

niitid niimoodi (tlen, siis see ja4bki niimoodi. Uritasime hoida SUBJECT MATTER

vOimalikult kompaktsena. EXPERT COM3_Q048
Aus vastus on see, et see oli vaga valulik. Laksime live-i 2018

oktoobris.

Esimesed kaks nadalat oli vaga suured segadused. Kuna skanner

lahendus ei toiminud korrektselt, siis sealt hakkas pihta, et kogu

kaubavoo informatsioon jooksis valesti.

Esimesed kaks nddalat me lahendasime puhtalt ainult logistikaga

seotud teemasid. Kdik teised olid on hold. Miks logistika oli

prioriteet: kui meil kaup valja ei ldhe, siis kdivet ei saa. Kui me BUG FIXING,

tootmise laoarvestuses midagi kohe arvele ei vota, mitte midagi ei | PRIORITIZE

juhtu suurt sellest. REQUIREMENTS COM3_Q049
Léime siis sellise aadressi nagu SOS@ettevote.ee, kuhu siis kdik

need probleemid joudsid. Sealt IT-juht prioritiseeris neid.

Tagantjargi tarkusena oleks pidanud juurutama kohe selle, et BUG FIXING, USER

vastuseks igale kirjale laheb see, et kas see meie jaoks prioriteet SUPPORT,

ks, kaks voi kolm ehk siis mis hetkel me sellega tegelema PRIORITIZE

hakkame. REQUIREMENTS,

Mingil hetkel tekkiski seal over flow. Kui sa ei saanud sealt vastust, | LESSON LEARNED,

siis sa saatsid selle probleemi uuesti homme-tlehomme. Mis IT MANAGER, BA

tahendab, et see list vdaiksemaks ei jddnud. Korduvaid teemasid oli |IN DECISION

toesti palju. PROCESS COM3_Q050
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Esimesed kaks nadalat logistikaga oli suht hullumaja. Sealt edasi
kaks kuud teiste asjade lappimisega. Mis tahendas, et mingid

aruandeid ei jooksnud ja to6juhid ei teadnud mingeid protsesse. PROJECT

Sellega laks hasti palju aega. MANAGEMENT
Sealt me alustasime tol hetkel iganddalaste juhtrihma GROUP,
koosolekutega, kus me votsime selle SOS-list-i ette. Kdisime labi: | PRIORITIZE
tegeleme-ei tegele, tegeleme jargmine nadal. REQUIREMENTS,
See on jaanud ja tdnaseks on lle kahe nadala, et kus me pigem BA IN DECISION
arutame arendusteemasid dnneks juba mitte neid kriitilisi asju. PROCESS COM3_Q051
Uurija:

Seltskond, kes selle nimekirjaga tegeles, koosnes mis rollidest?

Ettevotte 3 tegevjuht:

Eelkdige oli ta ikkagi IT-juht tolles ajahetkes pluss siis tema poolt

teenusepakkujad, kes siis sellega seotud oli. Ehk siis kellele see

probleemipistitus ldks lahendamiseks. IT MANAGER,

Vi siis oli majasisene lahendamine. Kui oli majasisene, siis dhneks | SOFTWARE

need olid pigem andmete korrastamised, mis siis laksid DEVELOPMENT
vastutavale osakonnale. A la kaubakaartide osas laks PARTNER, BA IN
tootearendusele. Kliendikaartide osas laks mutgiosakonnale, kes | DECISION

sellega tegelema pidi. PROCESS, PROJECT
Juhtriihm oli seesama juhtkond, kes neid teemasid labi kais ja kus | MANAGEMENT
prioriteedid paika pandi. Sorry kvaliteediosakond, me ei tegele GROUP, DATA
sinuga praegu. Meil on vaja kaup valja saada. Kdlab karmilt ja CORRECTION,
ndmedalt, aga need on arilised otsused ja riskid, mida me kaasas | PRIORITIZE
kanname, kui me mingeid tegevusi teeme voi ei tee. REQUIREMENTS COM3_Q052
Me moodame seda Uhelt poolt iga-aastaselt rahulolu kisitlusega,

kus on hinnang kdikidele osakondadele pluss vaba vastuste osa.

Kui ma vétan valja 2018 tulemused, siis IT oli pehmelt 6eldes kdige

vihatum osakond. Niitid ikkagi on ta jadanud juba selliseks, et jah,

mingid asjad on, aga on tunda parenemine.

Iga-aastaselt arenguvestlustes jookseb ka see tagasiside valja. Me | MEASURE
laiendame isikute tagasiside osakondade tasemele: mis SOLUTION
osakonnaga me peame tegelema, mis probleemid meil mis PERFORMANCE,
osakonnaga on ja kas see on isiku tasandil v6i osakonna tasandil. |BAIN DT COM3_Q053
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Kui eelmine aasta sai kaugtoole mindud, siis me tegime eelmine
kevad, kui ka eelmine sligis valgusfoori hinnangut: kuidas need
kaugtoodle suunatud inimeste infra-lahendused toimivad. See oli
puhtalt infra poole pealt. Eks ta peegeldab ka seda, et kui mul
infra ei toimi, siis ma ei saa oma ERP-idele ja muudele asjadele ligi.
Ja vastupidi, et kui need toimivad, siis minu meelest on tava

kasutajaliidese poolest tundub ju, et kdik asjad on korras. BA IN DT,

Me ei ole otseselt projekti kui sellist kasutaja poole pealt MEASURE
maootnud. Kill aga oleme oma teiste mdotmistegevus poolt SOLUTION
saanud sinna tagasisidet. PERFORMANCE COM3_Q054
Uurija:

Kes neid mdotmistegevusi on korraldanud ja labi viinud? Kuidas on

korraldatud olnud? DEPARTMENT
Ettevotte 3 tegevjuht: MANAGER,
Mootmistegevusi, rahulolu kisitlused, need temperatuuri HUMAN
kisitlused on personaliosakonna vastutusvaldkond. RESOURCES
Arenguvestlused on osakonna juhid, kellel on kohustus oma DEPARTMENT,
arenguvestluste kokkuvdte juhtriihmale esitada. Sealt tuleb MEASURE
edasine sisend. SOLUTION

Pigem ta ei ole otseselt IT valdkonna enda vastutus, vaid ta on PERFORMANCE,
ikkagi personali arenduse vastutus. BA IN DT COM3_Q055
mis on olnud teie hinnangul kdige raskem teie ettevotte jaoks

viimase paari aasta jooksul digilahendustega seotud tegevustes?

Ettevotte 3 tegevjuht:

Inimeste motiveerituna hoidmine.

Kuna neid tagasilooke on olnud ja vdib-olla kdik need unistused,

mis on olnud, ei ole saanud tadnu sellele realiseeruda, siis veenda,

et aga akki sa testid seda veel, saame selle paremaks, siis me

saame jargmise asja lauale votta. Motiveeritus Uldiselt on kindlasti

teema.

Kui sul kaob motiveeritus ara, siis inimesed naiteks testfaasis ei kai

koiki asju labi. Mis tahendab, et mingisugused apsakad satuvad

sisse, mida sa pead uuesti hakkama parandama.

Uuesti parandamine on ju nii ajaline kui rahaline ressurss, mis MOTIVATING
jatab mingi teise tegevuse tegemata. Seda selgitada inimestele, et | USERS, PROJECT
jah, ma saan aru, et see ndme, ma ka ei taha enam testida, maei | MANAGER,

taha seda labi méelda kimnendat korda. Aga ma pean seda SOLUTION
tegema selleks, et me saaks jalle edasi liikuda. TESTING, SME -
See on keeruline, kui sul nii pikaajaliselt see protsess on kainud. SUBJECT MATTER
Pohimotteliselt 2018-st aastast. Kolmas aasta jookseb IT teemasid. | EXPERT, BAIN DT |COM3_Q056
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Kindlasti. Projektijuht ja arendusjuht ei saa olla (ihes isikus nii
massiivse projekti puhul. Igaiihel meist on 40 tundi nadalas. Me
voime kill teatud perioodil teha liletunde ja haigena toimetada.
Mingist hetkest vasid dra. Vasib ka see koige tublim projektijuht.
Et seda valtida, siis nii suurte projektide puhul, mina Gtlen
kindlasti, et on vaja kahes eri isikus. Uhelt poolt on kogu teadmus
kahe inimese peas. Pluss sul on dokumentatsioon olemas. Uks
saab keskenduda arendusele ja teine on see pool, kes projekti
juhib ja nduab vastuseid sellelt ja sellelt ja kolmandalt, kinnitab
hinnapakkumisi, hoiab seda rohkem koos.

Nii suurte projektide puhul kindlasti see on vajalik. See on see
koht, mida me ei teinud. Aga tagantjargi tarkusena oleksime
vOinud teha.

LESSON LEARNED,
BAIN DT, IT
MANAGER,
PROJECT
MANAGER

COM3_Q057
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9.5.APPENDIX 5. Interview 4 - coded quotations

quotation

codes

comment

Kas ettevote koostab pikema aja peale tegevusplaani,
strateegilist plaani voi mone teise nimega plaani? 1-3 aasta
pikkune. Kuidas see protsess teil kdib? Kes seda teevad? Mis
tsukliga?

Ettevotte 4 tootmisjuht:

Meil on juhatus, kes koostab. Praegu on selle pikkus keskelt-
labi 1-2 aastat. Pikemalt vaadatakse ette véib-olla turgudega
seotud protsesse. Aasta I6ikes pannakse ka muud tegevused
kallalt tapselt paika.

Kuna oleme ka sertifitseeritud ettevote (ISO 9001 ja 14001),
siis seal on ette nahtud aastased llevaatamised ettevotte
sisestele protsessidele. Selle kdigus need asjad vaadatakse
Ule, seatakse uued strateegilised eesmargid.

Uurija:

Selge. Ma saan aru, et ettevotte juhatus tegeleb sellega voi
kaasatakse veel kedagi? Kui suur see juhatus on?

Ettevotte 4 tootmisjuht:

2-3 inimest tegelevad sellega.

STRATEGIC
PLANNING, BOARD

COM4_Q001

Uurija:

Kas on kirjeldatud ettevotte arimudelit? Kui on, siis mis
vormis?

Ettevotte 4 tootmisjuht:

Meie drimudel on viélja kujunenud juba 27 aastaga. Mida me
teeme. Meil on selge struktuurne Ulesehitus ettevottel: kes
kellele allub ja kellel on vastutus jne. Ettevotte arimudel, et
millega ta tegeleb ja miks ta on ellu kutsutud, eks me neid
visioone ja missioone vaatame kiill Gle, aga arimudel on
endiselt seesama ja paigas.

BUSINESS MODEL

COM4_Q002
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Vaatame organisatsiooni Ulesehitust: struktuuriliksused,
ametikohad. Kuna te olete ISO sertifitseeritud, siis ma eeldan,
et nende kohta on kirjeldus olemas.

Ettevdtte 4 tootmisjuht:

Jah, loomikulikult.

Uurija:

Mis intervalliga seda Ule vaadatakse?

Ettevdtte 4 tootmisjuht:

Kord aastas.

Uurija:

Kes sellega tegeleb?

Ettevdtte 4 tootmisjuht:

Juhatus. Meil on sisemised audiitorid, kes jalgivad ka seda, et

ORGANIZATION

ameti ja struktuuri kirjeldused vastaksid tegelikkusele. Kui elu | MODELING,

on sundinud tegema muudatusi, siis tuleb need ka struktuuri | BOARD, INTERNAL

sisse viia. AUDITOR COM4_Q003
Kas ariptosessid, tegevused, tédkorraldus on ka kuidagi ara

kirjeldatud? Voi ka isegi skeemidega mingis osas kaetud?

Ettevotte 4 tootmisjuht:

On ikka, skeemidega.

Uurija:

Kes selle skemaatilise mudeliga ja nende juurde kaivate

kirjeldustega teil tegelevad? Kes neid loovad, uuendavad?

Ettevotte 4 tootmisjuht:

Meid on 120 inimest. Meid ei ole nii palju. Paljud ametikohad

on sellised, kus sama ametit peab kimmekond inimest voi DEVELOPMENT

rohkem. Omblejaid on meil néiteks 25. [Skemaatilise MANAGER,

mudeliga tegelen] kas mina voi minu alluvad, kui ma kellelegi | BUSINESS PROCESS

delegeerin selle. MODEL COM4_Q004
Ettevotte kirjelduses on 3 vaadet: tegijad, tegevused ja

kolmas on andmed, kui infoslisteemide lahendstest ragkida.

Kuidas teil on andmete pool kirjeldatud? Maotlen dokumendi

malle, andmebaasi mudeleid.

Ettevotte 4 tootmisjuht:

Meil on loodud dokumendi alused. On loodud koht, kus neid

kogume, hoiustame ja on loodud ligipaas neile inimestele,

kellele see on ette nahtud.

Uurija:

Kes nende dokumendi aluste loomise voi vajadusel

muutmisega tegeleb?

Ettevotte 4 tootmisjuht: BOARD, DATA

Juhatus. See ei ole nii keeruline. MODELING COM4_Q005
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Digitaalse infrastruktuuri kirjeldus - motlen tootmise ja
kommunikatsiooni seadmeid, neisse paigaldatud tarkvara,
versioonid, konfiguratsioonid, andmeside vorgu (lesehitus.
Kas nende kohta on ka olemas kirjeldused, skeemid? Kes
nendega tegeleb?

Ettevotte 4 tootmisjuht: IT PARTNER,

Sa panid mitu asja Uhte pakki. See on nagu (ihepaja toit sul. PRODUCT DATA,

Ma raagin neist eraldi. PRODUCT

Selle eest, et kdik meie tootepered ja mida me teeme, oleks | DEVELOPMENT

digitaliseeritud ja kirjeldatud digitaalsele alusele — selle eest | DEPARTMENT, IT

vastutavad meil insenerid arendusosakonnas. INFRASTRUCTURE

Kuidas seda hallatakse ja hoitakse — siin kasutame IT MODELING AND
partnerettevdtet, kes tagab andmete sailimise ja MANAGEMENT,

varukoopiate digeaegse tegemise. ENGINEER COM4_Q006
Me kasutame ka ERP-i loomulikult. ERP-i me kirjeldame kogu

selle informatsiooni. Meil on mitu tarkvara, kuhu me loome

joonised voi kirjeldused, mida masinad voi inimesed BUSINESS

suudavad lugeda. Vastavalt vajadusele. SOFTWARE COM4_Q007
Uks asi on selle kirjeldamine, salvestamine, igapievane

too6tlemine, teine asi on selle hoidmine ja turvaliselt

sdilitamine. Turvaliselt me sdilitame pilves ja selleks me

kasutame andmepanka, mida me rendime. Me endal seda ei | DATA STORAGE,

hoia. CLOUD COM4_Q008
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Teil ettevottes on mingi hulk seadmeid veel. Kas voi tookoha
arvutid, mobiilsed seadmed, kohalik teie hoone
andmesidevork.

Ettevdtte 4 tootmisjuht:

Jah. Seal me kasutame teenust. Meil elektrik ka ei ole omal
majas olemas. Kui meil on vaja lampi vahetada, siis kutsume
meile teenust pakkuvast firmast elektriku, kes teeb seda.
Samamoodi on meil andmeside, nii majasisene kui ka majast
vdlja — siin kasutame oma lepingulist partnerit, kes selle eest
hoolitseb.

Uurija:

Selge, siis ilmselt mdlemal lepingulisel partneril, kes teid
aitavad, on kirjeldused teie seadmepargi kohta?

Ettevotte 4 tootmisjuht:

Absoluutselt. Muidu ta ei saa ju seda teha.

Uurija:

Ma lihtsalt motlesin, et kas teie ka kuidagi ndete seda ja
osalete selle infrastruktuuri kirjelduses voi ei osale?
Ettevotte 4 tootmisjuht:

Infrastuktuuri kirjeldus. Meie abil nad seda teevad. Kuid meie
huvi on eelkdige, et meil kdik need masinad tootaksid ja
tootajad saaksid katte Gigeaegselt informatsiooni, mis on
neile ette nahtud. Selle peab tagama meile meie lepingu
partner. Suurem osa on sellest (ile 6hu info liigutamine maja
siseselt. On mdningaid kohti, kus on kaabeldusega kaetud.

IT PARTNER, IT
INFRASTRUCTURE
MODELING AND
MANAGEMENT

COM4_Q009

Milliseid digitaliseerimise tegevusi on ettevdte alustanud
ja/véi I6pule viinud viimase 3 aasta jooksul? Vaib loetleda ja
monest raakida lahemalt.

Ettevotte 4 tootmisjuht:

Meil on endal tarkvara ERP, mida me kasutame, nimega
LogMaster. Oleme seda palju uuendanud. Oleme seda
Uhildanud paljude teiste vabade tarkvaradega.

Siis on meil Directo. Raamatupidamine on Directo-s.

Power Bl on infotehnoloogiline visualiseerimistarkvara, mis
aitab planeerida paremini oma tegevusi, ndhes ara
koormused, koormuste kaetuse ja probleemid, mis on kogu
tootmistsklis.

Oleme kasutusele vétnud Trello arenduse osakonnas. Sellega
jagame ara vastutused ja kes mida peab tegema.

BUSINESS
SOFTWARE

COM4_Q010

Mis on nende kdige suurem edu — selleks, et saada aru, mis
sul majas toimub, selleks sa ei pea isegi ettevottes viibima.
Void seda Ule interneti vaadata (ikskGik kust maailma otsast.

DT INITIATION
FACTOR

COM4_Qo11
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Toote arenduse tegevus, tootmistegevus ise ja suhtlustegevus
on teil kaetud nende vahenditega, mida te nimetasite?
Ettevotte 4 tootmisjuht:

Jah, tapselt. See on reaalajas. Iga tunni jooksul uuendatakse

neid andmestikke. PLANNING,

Seda infot jagame oma to6tajatega, osakonna juhtidega, kes | PERFORMANCE

nende andmetega planeerivad oma jargmisi paevi, nddalaid, | MONITORING,

kuid teine kord. DEPARTMENT

Samas ka tootajatega, kes igapdevaselt ndevad nii oma MANAGER,

osakonna plaanis plisimist vGi mahajaamust voi probleeme EMPLOYEE, DT

kui ka iseenda iseenda efektiivsust - seda me mdddame nii INITIATION

paeva kui ka nadala Idikes. FACTOR COM4_Qo012
Vaga tahtis on toode ja todaja planeerimine ning

pudelikaelade ja probleemide markamine? Sellele on

suunatud teie viimase aja arendused tarkvaras?

Ettevotte 4 tootmisjuht:

Jah. 5 aastat tagasi me votsime endale eesmargiks, et kogu

info, mis majas on, peab olema digitaliseeritud. Seda infot on

niivord palju, et seda ainult inimese mdistusega jaadvustada | DT INITIATION

ja kiirelt toodelda Iaheb keeruliseks. FACTOR COM4_Qo013
Lisaks sellele, et see info hulk oli raske hallata ilma nende

abivahenditeta, mida tarkvara pakub, kas oli veel midagi, mis

teid suunas sellest mitmest tarkvarast koosnevat komplekti

looma? Ma saan aru, et need on omavahel Gthendatud ka.

Ettevotte 4 tootmisjuht:

Minu jaoks on vdib-olla slogan-lik [ahenemine: mida sa ei

mooda, seda sa ei juhi.

Uurija:

Mootmise pool on ka oluline?

Ettevotte 4 tootmisjuht: DT INITIATION

Absoluutselt. Kuidas ma saan Utelda, kas me teeme hasti- FACTOR,

halvasti, kui ma seda ei md6da? Kui mul pole pandud ka PERFORMANCE

eesmarke, neid moéddikuid paika. MONITORING COM4_Qo014

99




Me moddame erinevaid asju. Alates sellest, et osakondadel
on minuti tapsusega nadala plaan. See tahendab seda, et on
teada palju on vaja I6igata kangast voi nahka meetrites. On
teada, mitu minutit on vaja dmmelda, et see plaan ara teha.
Kui mitu minutit on vaja polsterdada vdi liimida.

See on jagatud paevade kaupa laiali. Seda seetdttu, et iga
pdev on erinevad tooted sees. Igatihel on omad normajad.
Igapdevaselt dhtul analiilisime, kas see osakond on maas, kas
need inimesed on maas. Kui ma nden, et moni inimene on
oma suutlikkusest dra teinud 80%, siis mul on jargmisel
hommikul pdhjust kiisida, kas miski segas tema t66d, miks ta
ei saanud oma voimekust taielikult rakendada.

Me mdddame ja jalgime inimeste puhul, kas miski segab
nende t66d. Kas nad suudavad enda vdoimekust rakendada voi
mitte.

Teine, mida me kindlasti jalgime on tarne tapsus.
Tarnekindluse hoidmiseks me jalgime, kui mitu toodet on
meil kuus hilinenud, Gtleme padeva. Kui mitu toodet on valja
l[dainud nadal hiljem jne.

Kolmandaks méddame ka turunduses, mida me miiiime, kui
palju me miiume. Kas eelmise aasta sama perioodiga
vorreldes on toote mutk suurenenud vdi vahenenud. Kas seal
on juba mure, et peame hakkama seda lle vaatama,
uuendama.

PERFORMANCE
MONITORING, KPI,
DT INITIATION
FACTOR

COM4_Q015

Kas on ka kava voi teekaat, mida te jargite, kui teete
digivahendite ostusid vdi edasi arendusi? Vi te votate vaga
konkreetse juhtumi haaval ja ei ole pikemat kava?

Ettevotte 4 tootmisjuht:

Mul on 6nnestunud viibida erinevates suurtes Norra
ettevotetes, kus on koik rohkem robotiseeritud. Seal on
osades isegi kuni 200 robotit t66l ja siis 200 inimest. 40
robotit on kill nii vanad, et enam ei ole aktiveeritud.

Olen kainud ka auto to6stuses jalgimas, kuidas
digitaliseerimine on neil lahendatud. Mis ma oskan (telda?
Igal pool ja ka meil ei ole digitaliseerimine ise eesmark
omaette. Digitaliseerimine aitab lahendada igapaevaseid
probleeme ja raiskamisi valtida.

Me eelkdige tegeleme oma protsesside parendamisega. Selle
kdigus on meil teinekord vaja leida abimees digitaliseerimise
ndol, mingite protsesside parema digitaliseerimise naol. Me
lahtume koikides asjades on tegelikest vajadustest ja
protsessidest.

DT INITIATION
FACTOR, ROBOTS,
DIGITAL SOLUTION

COM4_Q016
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Protsesside parenduse kava v0i ideed on teil olemas?
Mingisugune nimekiri, et mida saaks v0i peaks paremini
tegema — see ongi teie plaan?

Ettevdtte 4 tootmisjuht:

See on ikka see, mida klient ootaks ja ka to6taja ootaks. Kui
taha olla headeks partneriteks oma t&élistele voi oma
klientidele, siis motle edasi.

Mida klent ootaks? Paremat hinda. See tahendab
efektiivsemat tootmist. Kvaliteeti, tarne tapsust, oma
lubadustest kinni pidamist.

Mida tootaja ootaks? Kérgemat palka. See tahendab
efektiivsust. Kuskilt millegi arvelt peab palga maksma. Klient
maksab sulle palga, mitte omanik.

Kui need 2 kokku panna, siis pohiline aur laheb selle peale, et
me mdtleme oma protsessidele — kuidas saab neid veel

efektiivsemalt teha. PERFORMANCE

Mdddame ka seda, kui palju meil kulub aega lihe tinglihiku MONITORING,

tootmiseks. Siis on kill meil omad eesmargid. Kui palju EFFICIENCY, DT

tahame olla sel aastal efektiivsemad kui eelmisel? Kuidas seda | INITIATION

saavutada? Eks see ongi ks nuputamine. FACTOR COM4_Qo017
Teinekord on abi ka sellest, et me labi digitaliseerimise

lahenduste paremini saame aru vdi méddame mingeid DT INITIATION

protsesse. Selle kdigus saame endal midagi selgemaks ja FACTOR,

saame pakkuda valja uusi lahendusi, mis sobivad protsesside |INCREASED

efektiivistamiseks. UNDERSTANDING |COM4_Q018
Klsin veel selle kohta ka, et need eesmargid, mis teil on oma

protsesside parendamiseks — need on teil ettevotte siseses

dokumendis kirjas? Mis selle dokumendi nimi on? Aasta

plaan?

Ettevotte 4 tootmisjuht:

Jaa, “Eesmargid”. Ma vdin naditeks delda, et kui 5 aastat tagasi

meil laks Gihe kindlalt m&ddetud 5 kohalise médblikomplekti

valmistamiseks kuskil 18 tundi, siis selle aasta plaanis on meil

12,9 tundi planeeritud selleks kulutada. See on piisav. Kuidas

seda saavutada? Need tegevused me aasta jooksul nuputame

vélja.

Uurija:

Selge. Need eesmargid, mis on isegi numbrilised, nendest te

lahtute ja neist tulenevalt teete muudatusi abivahendites ja

tookorralduses. EFFICIENCY, DT

Ettevotte 4 tootmisjuht: DECISION

Jah, tapselt. PROCESS, GOALS |[COM4_Q019
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Kui teil on neid eesmarke mitu ja te peate valima, mis
jarjekorras neid lahendate, siis kuidas olete jarjestamist
teinud? Voi jagate lihtsalt laiali, et sinul on see eesmark, sinul
on see. Kuidas te tagate mitme eesmargi puhul, et ikka jouate
neid taita?

Ettevdtte 4 tootmisjuht:

Elu teeb oma korrektiivid. Mdned asjad on tahtsamad ja vaja
kiiremini lahendada. Mdnda kannatab veel natuke edasi
lUkata.

Digitaliseerimise iks eesmarke on [aidata] seal, kus king kdige
rohkem pigistab. Kui tootmises on pudelikael osakond X, siis
ma loomulikult suunan kdigepealt kogu oma jou sinna, et see
lahendada ara.

Uurija:

Kas see on moddikute alusel ndha, et seal to6d seisavad?
Ettevotte 4 tootmisjuht:

Absoluutselt. V6in sulle parast ndidata toélauda, mis meil on.

Seal on koik ilusti naha. PERFORMANCE
Uurija: MONITORING, DT
Selge. Ei ole sellist formaalset otsustuse mehhanismi, kuidas | INITIATION
jarjestate. Vaid vaatate to6lauda, naete, et siin on kdige FACTOR, DT
suurem mahajaamus eesmarkide suhtes ja siin tuleb DECISION
probleeme lahendada esimesena. PROCESS,
Ettevotte 4 tootmisjuht: DEVELOPMENT
Jah. MANAGER COM4_Q020
EFFICIENCY,
PERFORMANCE
MONITORING,
Ma arvan, et Power Bl to6laud on meie jaoks kdige tahtsam, | BUSINESS
kuna sealt on tulnud palju reaalset tagasisidet ja kasu SOFTWARE,
ettevottele tervikuna. DASHBOARD COM4_Q021
Utleme kui teil on kulukam infotehnoloogia ost voi
investeering vaja teha, kuidas te seda otsust ette valmistate?
Kuidas te valite, vaatate alternatiive, riske, kulusid, tulusid?
Teil oli ilmselt veel midagi valikus? Te ei ldinud ju kohe selle
tarkvara juurde?
Ettevotte 4 tootmisjuht:
Jaa. Ikka vordlesime. Tableau on (iks alternatiiv-tarkvara, mis
on mones mottes isegi professionaalsem, aga ta ei ole
ehitatud vaba tarkvarana. Samuti Microsofti Power Bl ei ole. |SOLUTION
Me vaatasime, et ta tihilduks meie pdhi ERP-iga, kus ta oma PROCUREMENT,
andmed saab. DT DECISION
Tema igapdevane haldamine oleks piisavalt odav. PROCESS COM4_Q022
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Kui ettevote hakkaks endale ERP-i ostma, siis tuleks teha DT DECISION

korralik tarkvara lahtellesanne. Mida me otsime, mida PROCESS,

tahame saavutada, mida saada. Sealt otsitakse SOLUTION

lahtelilesandele kdige paremini vastav lahendus. Mis mdte on | PROCUREMENT,

osta odavat aga kasutut asja? Vi vastupidi, miks maksta BUSINESS

rohkem, kui saab odavamalt? SOFTWARE COM4_Q023
Kuidas see teie viimase aja projektides on olnud, kus te olete

loonud nduete nimekirja voi lilesandeplstituse? Kas olete ise,

teie teatud rollides inimesed, on selle kokku pannud? Vi

olete votnud appi kellegi valjastpoolt?

Ettevotte 4 tootmisjuht:

Nii ja naa. Oleme votnud appi ka.

Uurija:

Kui teie enda inimesed teevad, siis mis rollidest nad on REQUIREMENT

kaasatud? Naiteks osakonna juhid vdi spetsialistid? ELICITATION, BA IN

Ettevotte 4 tootmisjuht: DECISION

Jah, osakonna juhid v6i meil on olemas ka IT inimesed, kellel | PROCESS,

on selleks rohkem ettevalmistust, et korjata see info kokku EXTERNAL

osakonna juhtidelt. Osakonna juhid loomulikult annavad selle | CONSULTANT, IT

esmase sisendi. SUPPORT PERSON |COM4_Q024
Teil on oma IT tugiliksus?

Ettevotte 4 tootmisjuht:

Meil on mitte tugitksus vaid tugiisik, kes teeb seda teise t66

korvalt.

Uurija:

Et siis ks isik?

Ettevotte 4 tootmisjuht: IT SUPPORT

Jah. PERSON COM4_Q025
Ettevotte 4 tootmisjuht:

Ma tdpsustan, et sul vale mulje ei jadks. Meil on omal tugiisik,

aga me kasutame IT partneri tervet meeskonda oma IT IT SUPPORT

probleemide lahendamisel. Ei ole mdtet endale osakonda PERSON, IT

luua, kui see osakond olemas. Me outsource’ime seda. PARTNER COM4_Q026
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Kui hangite midagi uut, nditeks Power Bl v6i armatuurlaua voi
aruandluse lahendust ja teil on seal palju soove, mida tahaks
sealt ndha, ja on ndha, et on vaja neid jarjestada, naiteks
etappideks jagada, kdigepealt teeme need asjad ara ja siis
teeme nood. Kuidas te seda otsustate?

Ettevotte 4 tootmisjuht:

See on nagu riigi eelarve. Palju on soove, aga saab vahem.
Konsensuslikult tuleb teha otsus, mis jatame esimesest vilja
ja teeme teises.

Uurija:

Juhatus ilmselt otsustab?

DT DECISION

PROCESS, BOARD,

Ettevotte 4 tootmisjuht: DEVELOPMENT

Juhatus jah teeb selle otsuse I6puks. Mina ise kaitsen MANAGER,

osakondade huve. Nii palju kui on laua itmber inimesi, on ka | PRIORITIZE

erinevaid arvamusi. Peame neid arvamusi arvestama, aga REQUIREMENTS,

otsus tuleb teha ja see saab olla Giks. Mida kiiremini me selle | BA IN DECISION

otsuse langetame, seda parem. PROCESS COM4_Q027

Kui votate pakkumised erinevatel tarnijatelt, nditeks Power Bl

ja Tableau tarnijatelt, kuidas olete neid vérrelnud? Uks on

hind. Aga kuidas olete sisu poolt vérrelnud, hinnanud, kas

sisuliselt sobib voi ei?

Ettevotte 4 tootmisjuht:

Me hindame kdigepealt neid inimesi, kes imber laua istuvad

nende poolt. Kui sul on esimene jalgratas, siis sdidad sa Treki

jalgrattaga voi mone teise firma jalgrattaga, vaga palju sinu

jaoks vahet pole. Suur vahe on selles, et sa tead, kui sul selle | SOLUTION

jalgrattaga midagi juhtub, sa saad alati talle teenuse. Sa tead, | PROCUREMENT,

et see inimene tahab sinuga kaasa mdelda. BA IN DECISION

Tana on meeskonnad kdige tdhtsamad. Kui votad endale PROCESS,

kellegi partneriks valjastpoolt, siis peab olema nagu sinu SOFTWARE

meeskond. Ta peab motlema just mitte nagu sina, aga ta DEVELOPMENT

peab mdistma sind. Samas ta peaks olema sinust targem. PARTNER, DT

Sellepérast, et muidu ei ole tal sulle midagi juurde anda. DECISION

Mina alustan nii, et ma pean tundma, et mul on Uks PROCESS,

veregrupp nende inimestega, kes mulle teenust pakuvad, et | DEVELOPMENT

see ei upuks dra sdnamulinasse. MANAGER COM4_Q028
IMPLEMENTATION,

Kui olete konkreetse partneri valja valinud, siis kes teil juhtis | IT PARTNER,

konkreetse tarkvara kaiku laskmist teie ettevottes? Kasoli1l | BOARD, DIGITAL

inimene voi oli paar inimest? SOLUTION, IT

Ettevotte 4 tootmisjuht: SUPPORT PERSON,

Paar inimest. Juhatus on kindlasti igapdevaselt haaratud BA IN DECISION

sellesse protsessi ja IT tugiisik. PROCESS COM4_Q029
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Kas nad veel votsid teistest rollidest inimesi appi, et see
tarkvara saaks teile véimalikult sobivaks? Monda spetsialisti,
inseneri?

Ettevotte 4 tootmisjuht: SOLUTION

Kui selleks vajadust on, siis alati kaasame. Me ikka kasutame | TESTING,

neid inimesi, kellele me tarkvara ehitame, selleks, et nad EMPLOYEE,

testiksid, kas sobib voi mitte. IMPLEMENTATION |COM4_Q030
Mis rollis inimesi kaasasite teenuse pakkuja poolelt? Kas oli ka

analudtik, arhitekt?

Ettevdtte 4 tootmisjuht:

Loomulikult, mitte ainult midlgimees.

Uurija:

Et siis tdiskomplekt rolle arendusmeeskonnast: analtitik,

arhitekt, programmeerija, testija? REQUIREMENTS

Ettevotte 4 tootmisjuht: ANALYSIS,

Programmeerijate kohta tead ilmselt ise ka, et nad véivad olla | PROJECT

vaga andekad, aga keeruline on nendega suhtlemine. MANAGER,

Peale miiligimehe tahame ndha projektijuhti, kes peab olema | SOFTWARE

meie ja programmeerijate, analtitikute vaheline sidemees, | DEVELOPMENT

filter. Meie radagime, mida meie tahame ja nemad pakuvad PARTNER,

vélja tehnilise vdoimaluse, kuidas seda saavutada. Siis me DEVELOPMENT

vaatame seda pilti, mudime seda, voib-olla muudame, MANAGER, BA IN

tdiendame. DECISION PROCESS | COM4_Q031
Kas konkreetse aruandluse, jalgimise tarkvara jaoks |8ite

Ulesandepistituse dokumendi alguses? Kas ise voi siis

koostd6s valja valitud partneriga?

Ettevotte 4 tootmisjuht:

Jaa. Me raakisime, mida me tahame saada. Loime ikka.

Muutsime neid ka t66protsesside kaigus. Kuna me teadsime, | PRIORITIZE

mida me tahame saada. REQUIREMENTS,

Aga vaga tapne 10plik pilt kujuneb valja koost66 ajal. Kui DOCUMENTATION,

joudsime poole peale, siis mdne asja kohta me Gtlesime, et IMPLEMENTATION,

meil ei ole seda vaja. REQUIREMENTS

Uurija: ANALYSIS, BA IN

Moned nduded jaid vélja, kuna ei olnud vajalikud. DECISION PROCESS | COM4_Q032
Digitaliseerimisega on ka sama mure, nagu paljude DIGITAL

moodikutega. Neid peab olema nii palju kui peab ja nii vahe | SOLUTION,

kui véimalik. EFFICIENCY COM4_Q033
Mul on kisimus prototilpimise kohta. Motlesin algselt seda,

et kas luuakse pilte tarkvarast enne, kui ta on kasutuskdélbulik

tarkvara. Vi on teil kdinud nii, et on mingi platvorm, mille

peal saab vormi valmis teha, pole pilti vajagi, saab kohe pool

valmis asja proovida ja vaadata. PACKAGED

Ettevotte 4 tootmisjuht: SOFTWARE,

See teine variant on sul Gige. PROTOTYPING COM4_Q034
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Uurija:

Kes on olnud need ametikohad, kes teie poolt suhelnud
pakkuja poolse projektijuhiga? Kes on talle vdljendanud
detailides, mida te soovite ja tagasisidet, kui nad on midagi
Ule andnud? Motlen, et kes on olnud aktiivsed soovide
valjendajad teie poolt?

Ettevotte 4 tootmisjuht:

IT tugiisik on nendega sidemees. Me juhatuses koos temaga
paneme paika lahtelilesande ja selle info, mis tal tuleb neile
edastada.

Uurija:

Et teil on siis majasisene to6rihm?

Ettevotte 4 tootmisjuht:

Jah, juhatuse liige ja IT tugiisik ja kui see puudutab mingit

IT SUPPORT
PERSON,
DEPARTMENT
MANAGER,
REQUIREMENTS
ANALYSIS,
REQUIREMENTS
COMMUNICATION,
DEVELOPMENT
MANAGER, BA IN

osakonda, siis selle osakonna juht. DT COM4_Q035
Kui olete joudnud esimese versiooni tarkvarast kasutusele

vOtta, siis kuidas te kontrollite, kas kdik need asjad, mis teil

esimeses versioonis pidid olema, on olemas ja toimivad

vajalikul viisil? Kuidas te seda olete lahendanud?

Ettevotte 4 tootmisjuht:

Kui oled nad ara kirjeldanud, kuidas siis kontrollida ei saa?

Ajan ndpuga jarge.

Uurija:

Dokument on olemas. Vaatate, et tahtsime seda. Saatsime BA IN DT,

kirja, me tahame seda. Nild meile midagi anti ja hakkama SOLUTION
vaatama, kas on olemas. Keegi testib teie majast? Seesama IT | TESTING, IT
tugiisik naiteks? SUPPORT PERSON,
Ettevotte 4 tootmisjuht: DEVELOPMENT
Loomulikult. Eks me vaatame ise ka, et kui oleme kirjutanud, | MANAGER,

et tahtsime seda pruuni kana, aga meile tuuakse kirju kukk, DEPARTMENT

siis nad on erinevad. MANAGER COM4_Q036
Uurija:

Aga kui on erinevad sellest, mida kirjeldasite. Kuidas siis edasi

laheb?

Ettevotte 4 tootmisjuht:

Kui sinad tellid mult halli mé6bli, aga mina saadan sulle

punase, siis mis sina teed? DEVELOPMENT
Uurija: MANAGER,

Saadan tagasi ja Utlen, et ei sobinud. SOFTWARE
Ettevotte 4 tootmisjuht: DEVELOPMENT
Mis sa arvad, mis mina siis teen? PARTNER, BUG
Uurija: FIXING, IT

Teatate IT firmale, et nGue oli selline, aga teie saatsite hoopis | SUPPORT PERSON,
teistsuguse asja. Palun saatke see, mis me soovisime. REQUIREMENTS
Ettevotte 4 tootmisjuht: COMMUNICATION,
No tapselt. BA IN DT COM4_Qo037
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Lahendus on kaivitunud, mdnda aega t66tanud. Kas te
kuidagi teete idee korjet voi tagasiside korjet oma tootajate
hulgas? Kas t6otab hasti? Kas tootab kiiresti? Mingid asjad on
ebamugavad? Mingi asi on Ule? Vale koha peal?Kas lihvimist,
mootmist, et asi tootab kiirelt, mugavalt, te teete?

Ettevotte 4 tootmisjuht:

Loomulikult. Eks me laseme asju ka Umber teha. Tellime ka
tdiendusi.

Kuna me ei osta valmis produkti, vaid me arendame seda, siis
arenduse kaigus tuleb teinekord tunnistada ka, et kdik ei
onnestunud nii, nagu alguses planeeriti.

Me ise ka muutume ajas.

Uurija:

Seesama meeskond, kes algselt |5i selle tarkvara, see jatkab
parendusi tehes?

Ettevdtte 4 tootmisjuht:

Ma vaga loodan, et ta seda teeb. Muidu ma ei s6lmiks sellist | DT DECISION
lepingut, kui ma ei saa teenuse tuge. PROCESS,
Uurija: MEASURE
Teie poolt tdienduse soovide valjenduse meeskond on sama | SOLUTION
kasutuse faasis? PERFORMANCE,
Ettevdtte 4 tootmisjuht: DIGITAL
Ja. Seal me juba kaasame programmi kasutavaid t66tajaid. EVOLUTION,
Me teeme seda ikkagi nende jaoks. CHANGE OF PLANS |COM4_Q038
Mis on olnud teie ettevottes raske digiprojektides, et jouda
eesmargini?
Ettevotte 4 tootmisjuht:
Raske on olnud endale see idee maha muda.
Uurija:
Kas siis toOtajatele, kes peavad hakkama kasutama voi neile | DIFFICULTIES OF
kes otsustavad? DIGITALIZATION,
Ettevotte 4 tootmisjuht: DEVELOPMENT
Neile, kes otsustavad. MANAGER COM4_Q039
COST-BENEFIT
ANALYSIS OF
DIGITAL
SOLUTION,
DIFFICULTIES OF
Ettevotte 4 tootmisjuht: DIGITALIZATION,
See koik maksab raha ju. See on sama nagu Uhe inimese DEVELOPMENT
juurde toole votmine. Sa pead oskama pdhjendada, miks me | MANAGER, BA IN
seda tahame teha. DECISION PROCESS | COM4_Q040
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Uurija:

Veel mingeid raskusi selle projekti labiviimise kaigus? Mis on
olnud raske, et jduda tdéotava lahenduseni?

Ettevdtte 4 tootmisjuht:

Raskused on teinekord ka keset protsessi, kui sa hakkad
kahtlema, kas projekti aja ja raha kulu on pdhjendatud. Kas
me saame sellest ikka sellist kasu, nagu me algul suure
hurraaga planeerisime.

Uurija:

Mida te sel puhul olete pildnud teha? Prognoosida kuidagi,
et palju veel laheb, et jduda kasutatava tulemuseni?
Ettevotte 4 tootmisjuht:

Siin on 2 asja. Olen prognoosinud seda, et kas see on kinni
inimestes, kes ei taha votta uut lahendust omaks voi see on

BA IN DECISION
PROCESS, COST-
BENEFIT ANALYSIS
OF DIGITAL
SOLUTION,
DEVELOPMENT
MANAGER,
DIFFICULTIES OF

teinekord meie poolne Ule ptiddmine. DIGITALIZATION COM4_Qo041
Uurija:

On liiga keerukas pudtud teha, siis laheb kalliks ja raske on

teha?

Ettevotte 4 tootmisjuht:

Ta laheb kalliks ja raskeks. Koik need IT lahendused peaksid BA IN DECISION

andma sulle hoplu, et sa oma t66d lihtsustad. Kui see ei PROCESS, COST-

lihtsusta seda t60d ja inimesed ei hakka seda kasutama, et BENEFIT ANALYSIS

seda t06d lihtsustada, siis ta on ju labi kukkunud projekt. See | OF DIGITAL

on nagu ostad endale koju uue asja, mida sa ei kasuta. Ostad | SOLUTION,

kohvimasina, aga ise jood ainult teed. Kogu pere joob teed. DEVELOPMENT

Mis sa ostsid selles kohvimasinast? Ta teeb hasti kohvi kill, MANAGER,

aga kes sellega t66tab. Mis moodi ta sinu elu paremaks DIFFICULTIES OF

muudab? DIGITALIZATION COM4_Q042
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Uurija:

Kuidas teil kasutuselevdtu protsess on korraldatud? Tehakse
inimestele koolitusi? Juhatus annab teada, et alates sellest
kuupdevast paneme andmed sinna ja vdtame sealt?
Ettevdtte 4 tootmisjuht:

Eks ma proovin seda maha miilia. See on jargmine etapp.
Mone projektiga on isegi ldinud aasta aega enne, kui ta
vOetakse omaks. Algul pean lihtsalt sundima. Kiisima, et
kuidas sul sellega Iaheb, kas sa kasutad. Motiveerima seda
igati. Kui algul nad ei teinud mdnda faili lahtigi, kasutus oli
suhteliselt vaike. Tana, kui ma selle ara votan, siis tunni aja
parast mul on kdne — kuule, midagi on lahti, ma ei saa
kasutada seda anallitika moodulit jne.

Uurija:

Kas see tdhendab, et teatud lahenduste puhul peab juurutuse
periood juba planeerimise faasis olema pikem? Kogemus
naitab seda?

Ettevotte 4 tootmisjuht:

Vastus on jah.

Uurija:

Reaalne kasu tuleb hiljem?

Ettevotte 4 tootmisjuht:

Koik radgivad digitaliseerimise puhul, kui tahtis on uus
programm. Tegelikult on programm inimeste jaoks. Eelkdige

SOLUTION
ADOPTION, BAIN
DT, DEVELOPMENT

on tahtis see, kuidas sa suudad seda inimestele maha mita. | MANAGER COM4_Qo043
Uurija:

Kuidas teil see sisemine kasutustugi on? Kas teil on

edasijoudnumad kasutajad, kes teisi aitavad? Voi po6ordute

valise partneri poole? On mingi telefon, kuhu kdik saavad

helistada?

Ettevotte 4 tootmisjuht:

Selleks on meil tugiisik. Palju siin Eestis on kahetuhandeseid

ettevotteid, ma motlen tootajate hulgaga. Meil on siin 120

inimest. Uks tugiisik. Kdik teavad, kus ta istub ja mis on tema

telefoninumber.

Uurija:

Vaga hea, siis on lihtne. Tema on saanud vajaliku valjadppe ja

saab plihenduda, tunneb detailideni? USER SUPPORT, IT

Ettevotte 4 tootmisjuht: SUPPORT PERSON,

Jah. Kui ta ei saa ise hakkama, siis ta poordub meie partnerite | BA IN DT, IT

poole. PARTNER COM4_Qo044
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Kas on ka mingisuguseid ndustavaid voi analltilisi tegevusi,
mida te olete mdne viimase digitaliseerimise projektiga
ndinud, et oleks v@inud teha ja oleks olnud abi sellest, et
projekt oleks kiiremini ldinud, tdpsemini joutud tulemuseni,
valditud mingeid vigu, mis hiljem valja tulid?

Ettevotte 4 tootmisjuht:

Raagin kill monest vaiksemast projektist, aga kogu aur |aheb
selle peale, et digimoodul, abivahend vilja té6tada.

Edasi suunatakse see kasutajatele. Seal jaab tugi liiga
kesiseks. Kasutaja olles kinni oma vanades harjumustes, mingi
aja kasutab, aga siis jddb see virelema. Kokkuvdttes paari kuu
pdrast vaatad, et “aga sa ei kasutagi seda”, “no ma ei saanud,
sest seal oli see ja see”.

Ega inimesed ei taha neid abimehi votta endale kasutusse nii
kiiresti, kui peab. See juurutuse protsess on votmetahtsusega.

USER SUPPORT,
SOLUTION
ADOPTION,
DEVELOPMENT
MANAGER, BA IN
DT, DIFFICULTIES
OF
DIGITALIZATION,
MOTIVATING
USERS

COM4_Q045

Kas ma oletan digesti, et teie pdhiprotsess on selline, et teil
on ainult tellimuse pdhine tootmine, mitte plaani pohine?
Ettevotte 4 tootmisjuht:

Just in time.

Uurija:

See tahendab seda, et kaubanduskett voi konkreetne isik
tellib ja teie teete?

Ettevotte 4 tootmisjuht:

Jah, tellimus |dheb alles siis sisse, kui on sellele kindel ostja.

BUSINESS PROCESS

COM4_Q046

Te ei tee allhankeid vdi todstuspartnerlust, vaid teil on ikka
oma tooted?

Ettevotte 4 tootmisjuht:

Jah.

BUSINESS PROCESS

COM4_Q047

Uurija:

Hulgiklient voi jaeklient tellib ja teie teete?
Ettevotte 4 tootmisjuht:

Jah.

BUSINESS PROCESS

COM4_Q048
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Voib-olla tlete lUhidalt dra pdhiprotsessi etapid, kuidas need
on teie ettevottes? Kust teie t606 algab ja kus ta [Gpeb? Mis
need pdhiprotsessi etapid on?

Ettevdtte 4 tootmisjuht:

Meil on 2 paralleelselt algavat protsessi. Uks on karkassi
tootmine. Detailide vilja |6ikamine, monteerimine. Suuname
liimi osakonda, kus koorikule pannakse peale
pehmendusmaterjalid, poroloonid ja vatiinid.

Teine paralleelne jalg hakkab siis peale, kus nahk véi kanga
materjalidest Idigatakse valja detailid. Need detailid
komplekteeritakse ja dmmeldakse kokku katteks.
Pehmendatud koorik liigub polstrisse ja kate liigub polstrisse
Uhel ajal. Polsterdaja kasutades neid kahte pdhi asja, paneb
pehmendatud koorikule peale katte.

Siis labi see toode kvaliteedi kontrolli ja laheb lattu. BUSINESS PROCESS | COM4_Q049
Uurija:

Aga kui vOtame miiligi osa siia ette ja tarne osa, mis jargneb

sealt laost edasi? Need otsad ka.

Ettevotte 4 tootmisjuht:

Sellega me vaga vahe tegeleme. Meil on oma milgimehed

erinevates riikides. Meil on peaaegu 100% eksport. Meil pole

oma mudgisalonge voi ketti.

Partneritelt korjame selle informatsiooni kokku. Sisestame

selle programmi. Nii kui see on sisestatud programmi, me

juba teame mis ajahetkel kui palju on vaja planeerida

tootmise voimsust selle karkassi koostamisele ja liimimisele,

kanga I6ikusele, dmblemisele vdi polsterdamisele.

Kui ta laost vélja laheb, siis ta saab endale label-i peale ja

Iaheb kindla kliendi juurde. BUSINESS PROCESS | COM4_Q050
Uurija:

Kliendi on teil tlbiti kes?

Ettevotte 4 tootmisjuht:

On olemas ketid.

Uurija:

Mooblimutgi ketid?

Ettevotte 4 tootmisjuht:

Jaa. Mo6blimilgi ketid. On ka olemas esindajad, kes ise

muidvad edasi mooblimutgi kettidele. BUSINESS PROCESS | COM4_Q051
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9.6.APPENDIX 6 - List of codes used for interview transcript

segmenting
code

AGILE DEVELOPMENT
ANALYZE POTENTIAL VALUE
AUTOMATION

AVOID RISK OF TOO MUCH CUSTOMISATION

BUSINESS MODEL
BUSINESS PROCESS
BUSINESS PROCESS MODEL

BUSINESS SOFTWARE

CHANGE OF PLANS

COMMON DIGITAL SOLUTION
CONFIGURATION DEVELOPMENT
CONSERVATIVE CUSTOMER
CONTEXT MODELING
CONTINUOUS DEVELOPMENT
COST-BENEFIT ANALYSIS OF DIGITAL SOLUTION
CUSTOMER SELF-SERVICE

DATA EXCHANGE

DATA MODELING

DATA WAREHOUSE

DEFINE DESIGN OPTIONS

DEPARTMENT SPECIFIC DIGITAL SOLUTION
DIGITAL EVOLUTION

DIGITAL SOLUTION

codegroup 1
DIGITALIZATION ACTIVITIES
DIGITALIZATION ACTIVITIES
DIGITALIZATION ACTIVITIES
DIGITALIZATION ACTIVITIES
RESEARCH QUESTIONS
RESEARCH QUESTIONS
BUSINESS ACTIVITIES
BUSINESS ACTIVITIES
DIGITALIZATION ACTIVITIES
DIGITALIZATION ACTIVITIES
ROLES

BUSINESS ACTIVITIES
DIGITALIZATION ACTIVITIES
DIGITALIZATION ACTIVITIES
BUSINESS ACTIVITIES
DIGITALIZATION ACTIVITIES
DIGITALIZATION ACTIVITIES
DIGITALIZATION ACTIVITIES
BUSINESS ACTIVITIES
DIGITALIZATION ACTIVITIES
DIGITALIZATION ACTIVITIES
DIGITALIZATION ACTIVITIES
DIGITALIZATION ACTIVITIES
ROLES

DIGITALIZATION ACTIVITIES
BUSINESS ACTIVITIES

DIGITALIZATION ACTIVITIES
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DIGITAL SOLUTION AS COMPETITIVE ADVANTAGE

FUNDING FOR SOLUTION

IMPLEMENTATION OF ARCHITECTURE

INFORMATION SYSTEM ARCHITECTURE DESIGN

INFORMATION SYSTEM IMPROVEMENT

INTERVIEW

INTUITION

BUSINESS ACTIVITIES
RESEARCH QUESTIONS
RESEARCH QUESTIONS
ROLES

DIGITALIZATION ACTIVITIES
DIGITALIZATION ACTIVITIES
DIGITALIZATION ACTIVITIES
DIGITALIZATION ACTIVITIES
DIGITALIZATION ACTIVITIES
DIGITALIZATION ACTIVITIES

ROLES

IT INFRASTRUCTURE MODELING AND MANAGEMENT DIGITALIZATION ACTIVITIES

KPI

LOCAL VARIATIONS IN ARCHITECTURE

MANAGE STAKEHOLDER COLLABORATION

NO ANALYSIS DOCUMENT

NO SYSTEMATIC SOLUTION

ORGANIZATION MODELING

PACKAGED SOFTWARE

PRICE QUOTE

PRIORITIZE REQUIREMENTS

PRODUCT DIVERSITY

PROJECT MANAGEMENT SOFTWARE

PROTOTYPING

ROLES

ROLES

BUSINESS ACTIVITIES

DIGITALIZATION ACTIVITIES

ROLES

ROLES

DIGITALIZATION ACTIVITIES

DIGITALIZATION ACTIVITIES

DIGITALIZATION ACTIVITIES

DIGITALIZATION ACTIVITIES

DIGITALIZATION ACTIVITIES

BUSINESS ACTIVITIES

DIGITALIZATION ACTIVITIES

ROLES

BUSINESS ACTIVITIES

ROLES

DIGITALIZATION ACTIVITIES

DIGITALIZATION ACTIVITIES
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RECOMMEND SOLUTION

REQUIREMENT ELICITATION

REQUIREMENTS ANALYSIS

SALES ENGINEER

SCRUM BACKLOG DEFINING

SCRUM METHODOLOGY

SCRUM RETROSPECTIVE

SENSITIVE DATA LEAK RISK

SKETCHING THE Ul

SOLUTION TECHNICAL DESCRIPTION

SOLUTION TESTING

STABLE BUSINESS TRADITION

USE CASE MODELING

VALIDATION OF ARCHITECTURE
WRITING REQUIREMENTS

9.7. Non-exclusive licence to reproduce thesis and make thesis

public

I, Alo Joosepson,

ROLES

ROLES

ROLES

ROLES

DIGITALIZATION ACTIVITIES
DIGITALIZATION ACTIVITIES
DIGITALIZATION ACTIVITIES
ROLES

DIGITALIZATION ACTIVITIES
DIGITALIZATION ACTIVITIES
DIGITALIZATION ACTIVITIES
BUSINESS ACTIVITIES
DIGITALIZATION ACTIVITIES
ROLES

ROLES

DIGITALIZATION ACTIVITIES
DIGITALIZATION ACTIVITIES
BUSINESS ACTIVITIES
DIGITALIZATION ACTIVITIES

DIGITALIZATION ACTIVITIES
DIGITALIZATION ACTIVITIES
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