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Business model transformation in four phases 
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Analyze the market 
and the competitive 
landscape 

Verify & update the 
strategic intent and 
the desired market 
position 

Identify and describe 
the current business 
model portfolio 

Analyze the identified 
business models and 
business model 
portfolio 

Define the desired 
position and strategic 
goals per business 
model 

A1 

A2 

A3 

A4 

A5 

Segment customers 
and understand their 
needs, behaviors 

Define concrete and 
attractive value 
propositions 

Identify enablers for 
future business 
models 

Suggest new or 
redesigned business 
models 

Detail and prioritize 
new and redesigned 
business models 

I1 

I2 

I3 

I4 

I5 

Define and prioritize 
strategic business 
requirements 

Survey existing 
enabling structures 

Determine the required 
degree of 
transformation in each 
structural dimension 

Design ideal 
architecture 

Design solution 
architecture 

ANALYSIS INNOVATION 

Build a change 
strategy and design its 
implementation 

Organize and mobilize 
the available 
organizational 
resources 

Establish structural 
preconditions for the 
change 

Drive execution of the 
change. 

Reinforce the change 
to secure sustainable 
results 

R1 

R2 

R3 

R4 

R5 

REALIZATION 

D1 

DESIGN 

D2 

D3 

D4 

D5 
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The Cordial framework for Business Architecture 
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BUSINESS STRATEGY 

Strategic objectives Strategies CSFBusiness 
environment Business idea Vision

Value proposition CustomerStructure

BUSINESS MODEL(S) 

Customer 
relationshipCompetence

OFFERINGS 

Offering guidelines Offerings Services Products

PROCESS INFORMATION FÖRMÅGA ORGANISATION SYSTEM 

Sub systemSub process Sub capability Business objectOrganizational 
unitUnit plan

System 
component

Process 
component Process capability Object groupTeamTeam plan

BUSINESS 
PLAN 

Process activity Activity capability ObjectRole System functionIndividual plan

Capability areaProcess areaOrganizational 
area System areaCorporate plan

Main processArea of 
responsibilityBusiness plan System

Capability
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Strategic business requirem
ents

Information area
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What is a process? 

A process is initiated by an event and consists of a collection 
of activities that manages different input and creates a result 
that holds a value for the customer 

4 
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What is a process? 

A process is initiated by an event and consists of a collection 
of activities that manages different input and creates a 
result that holds a value for the customer 
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EVENT 
INPUT 

ACTIVITIES RESULTS FOR 
CUSTOMER 
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The customer is the recipient of the process result 
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EXTERNAL CUSTOMER 

INTERNAL CUSTOMER 

THE CUSTOMERS’ CUSTOMER 

OTHER PROCESS 
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The challenge 
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Will you make it happen?  

Not sure… 
will probably 
build yet 
another 
separate line How will this 

go with the 
rest of our 
processes? 

Absolutely… 

Processes, 
competences, 

structures 
Value proposition 

Customer 
segments, 
channels, 
relations 

Cost Profit Revenue 
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Challenge #1: Incoherence between what is ”published” on the 
intranet and what is developed and used in projects 
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Process model N 

Net map 1 Net map 2 Net map 3 

Process model 1 

Process model 2 

Process model  3 

THE GAP! 
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Challenge #2: Redundancy and lack of reusability is expensive 
and builds complexity 
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PRODUCT PROCESS 

Product 1 to customer A 

Product 1 to customer B 

Product 1 to customer C 

Product 2 to customer A 

Product 3 to customer A 

Product X to customer Y 

CUSTOMER 
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The challenge is to create a structure for flexibility 
and reusability 
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Structure to handle the gap 

Structure to create reusability 

1 

2 

    

1 2  
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The gap is closed by deploying a Process 
Architecture 
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LEVEL 1 

LEVEL 2 

LEVEL 3 

LEVEL 5 

LEVEL 4 

Core Process decomposed into Main Processes 

Main Process decomposed into Sub-processes illustrating inputs, 
outputs and end points 

Sub-process decomposed into (re-usable) Process Components 

Process Component detailed through an Event-driven Process Chain (EPC) 

Management, Development, Support and Core Processes 
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Processes on level 1- Process Areas 
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Level 1 forms a structure for identification of all of the main processes of the enterprise on level 2. 
Processes are grouped according to management, support and core processes that create customer value. 

Develop Enterprise 

Sales and delivery 

Manage Enterprise 

Support Enterprise 

LEVEL 1 

LEVEL 2 

LEVEL 3 

LEVEL 5 

LEVEL 4 
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Processes on level 2 – Main Processes 
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Level 2 describes the main processes of the enterprise in an overall process map.  
The process map is used to describe the value creation on an overall level 

- usually covering an end-to-end scenario 

Sales and delivery 
Marketing Sales Rental and 

delivery 
Customer 
care 

LEVEL 1 

LEVEL 2 

LEVEL 3 

LEVEL 5 

LEVEL 4 
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Processes on level 3 - Sub-processes 
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Plan marketing 
activity 

Perform 
marketing 
activity  

Follow up 
marketing 
activity 

Level 3 describes the value creation of the business.  
Level 3 is also used to describe the responsibility for the value creation, 

 and how processes are measured and followed up. 

LEVEL 1 

LEVEL 2 

LEVEL 3 

LEVEL 5 

LEVEL 4 



© 2015 Cordial Business Advisers AB 

Support Company 

Process Map – Company 

Develop Company 

Manage Company 

Analyze 
market 

Develop 
strategies 

Develop 
governance 
model 

Produce 
action plans 

Follow up 
business 

Value benefit 
of change 

Analyze and 
plan change 

Specify 
change 

Perform 
change 

Follow up 
change 

Manage 
communication Manage HR Manage 

economy Maintain … Procure … 

Sales and delivery 

Market Company Sell Company offer Delivery Customer care 

… 

… 

… 

… 

… 

… 

… 

… 

… 

… 

… 

… 

… 

… 

… 

… 

… 

… 
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Processes on level 4 - Process Components 
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Level 4 is used to describe the business logic of the enterprise. It illustrates in detail the values created in the processes 
and how these are combined into customer and corporate values.  

Level 4 is also the key for identification of the processes that should be designed as building blocks and  
re-used in different business models 

Process 
component 

Process 
component 

Process 
component 

Process 
component 

Artefact 

Artefact 

Artefact 

Artefact 

Artefact 

Artefact Process 
component 

LEVEL 1 

LEVEL 2 

LEVEL 3 

LEVEL 5 

LEVEL 4 
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Processes on level 5 – Process Activities 
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Level 5 describes how the work is carried out in the processes in practice. It also describes how IT is used, by whom and 
in what context. Level 5 is the starting point for specification of requirements on IT, since this level describes the situation 

and how AS-IS should be developed into TO-BE. 

Search 
customer 

Register 
customer 

Register 
vehicle 
booking 

Complement 
with add-on 
services 

Print booking 

Book 
vehicle 

LEVEL 1 

LEVEL 2 

LEVEL 3 

LEVEL 5 

LEVEL 4 
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We recommend a Process Architecture with 5 
levels … because it WORKS 
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LEVEL 1 

LEVEL 2 

LEVEL 3 

LEVEL 5 

LEVEL 4 

Core Process decomposed into Main Processes 

Main Process decomposed into Sub-processes illustrating inputs, 
outputs and end points 

Sub-process decomposed into (re-usable) Process Components 

Process Component detailed through an Event-driven Process Chain (EPC) 

Management, Development, Support and Core Processes 
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Reusability is driven by the frequent need to 
change and introduce Business Models 
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Business Processes 

Business Models 

Reusable Process components 
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Reusability takes us from static ”process 
silos” to configurable processes 
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Product 1 to customer A 

Product 1 to customer B 

Product 1 to customer C 

Product X to customer Y 

From.. …To 

Reusable Process components 

Product 1 to customer A 

Product 1 to customer B 

Product 1 to customer C 

Product X to customer Y 
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What can a flexible and effective Process 
Architecture be used for? 
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? 

? ? 

? 
? 
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Governance and measurement: nothing is more 
measurable in our business than processes ! 
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Customer Reservation Vehicle Maintenance Errand  Organization Personnel Product 

Reservation CRM HR Maintenance P&S 

Manage 
reservation 

Manage 
Payment 

Manage 
customer 
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The Process Architecture enables precision in 
the creation of IT requirements 
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The process organisation is established 
through a structured approach 
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Establish clear 
accountability 
between the 

line and 
process 

organization 
CEO 

Procurement Sales 

Law IT 

Finance &  
Administration Car  

administration 
Personell &  
Competence Communication 
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The Process Architecture gives a basis for 
efficient process development 
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Process Architecture 

Check out 

Check in 

Project 

Develop 

LEVEL 1 

LEVEL 2 

LEVEL 3 

LEVEL 5 

LEVEL 4 
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The Process Architecture is a powerful  
tool to link strategies and implementation 
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LEVEL 1 

LEVEL 2 

LEVEL 3 

LEVEL 5 

LEVEL 4 

Business Strategy 

Business Processes 

Business Models 

IT 

Service 

Applicatio
n Information 

Organization Management 

Q2 

Q4 

Q
1 

Q
3 
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Link between strategy and IT 

Efficient Process development 

Governance and measurement 

IT requirements 

Establish  process organisation 

 
The Process Architecture is a valuable management 
and development tool 
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A Process Architecture with flexible process 
components enables flexibility and reusability 
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The Process architecture handles the gap 

Reusability is made possible through  
flexible and reusable process components 

1 

2 

    


