
 

1   

 
 

A RICOH MANAGED DOCUMENT SERVICES WHITE PAPER 

 

C-Suite and Line of Business Leadership in 
Transforming Business Critical Document 

Processes 
 

Copyright 2012 Ricoh Company, Ltd.  All rights reserved.  
All other company or product names and trademarks are  

the property of their respective owners.



 

2   

 

Table of Contents 
 

Executive Summary 3 

Business Critical Information Is Increasing – And So Are Information Management 
Alternatives 4 

Challenges of 21st Business Information 4 

The Good News:  Alternatives to Managing Business Information 5 

Managing Business Information:  Beyond IT 6 

The Changing CIO / CFO Relationship 7 

Selling the Rest of the C-Suite on Business Transformation 7 

Achieving Business Transformation: A Multi-level Approach to Change 8 

Partnering Expertise and Management at the Line of Business Level 10 

Conclusion 11 



 

3   

Executive Summary 

The rising tide and diversification of business critical information that organizations 
need to manage is well documented.  Existing business information management 
processes constrain the ability to hit financial targets, cultivate innovation and provide 
superior customer service — all essential to maintaining a competitive edge and 
growing business. 

Businesses do have at their disposal newer technologies such as virtualized, cloud-based 
storage and SaaS applications and more flexible information management alternatives 
like Business Process Outsourcing (BPO) and Managed Document Services (MDS). 

However, the successful transformation of business critical document processes 
requires the recognition that design and execution is no longer a challenge for the CIO 
and IT alone. The transformation of information management requires the participation 
of other C-suite executives as well as Line of Business (LoB) domain experts and 
functional managers. 

This White Paper examines how a growing number of CIOs are successfully engaging 
other CXOs in transforming information processes; and communicating the relationship 
between optimized business critical document processes and achieving strategic 
corporate goals.  At the same time they are recruiting LoB process domain experts and 
functional managers to ensure effective design and successful implementation of any 
process transformation.  The LoB domain experts and functional managers have a 
vested interest in an optimized future state. 

It is the linkage to strategic corporate goals, and this engagement at multiple levels of 
the organization that will drive business information management optimization and, 
ultimately, build a culture of continuous improvement. 

http://www.mds.ricoh.com/change/managing_change
http://www.mds.ricoh.com/change/managing_change
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Business Critical Information Is Increasing – And So Are 
Information Management Alternatives 

Information management costs and challenges are increasing, threatening corporate 
goals such as hitting financial targets, improving business agility, furthering product 
innovation and creating a customer-centric focus across the organization. 

Challenges of 21st Business Information 

In 2010, IDC projected the growth of digital information at 50% (1.2 million petabytes).  
By 2020 IDC predicts the amount of digital information will grow by a factor of 30, the 
number of files, by a factor of 60.1 It is important to remember many business processes 
incorporate digital and paper-based information management. 

A recent AIIM survey showed that 56% of respondents believed that their paper 
consumption was not decreasing—in fact, 27% felt it was increasing.2  Indeed, research 
shows that paper documents remain a significant source of business critical information 
for knowledge workers, second only to email, and ahead of digital forms and 
documents.3 

 

 
1
 Boyd, Angèle. Managed print and document services for controlling today's -- and tomorrow's -- information costs. 

IDC Executive Insights, IDC, January 2011. 
2
 Miles, Doug. AIIM Industry Watch. Capture and Business Process: Drivers and experiences of content driven 

processes. AIIM, 2010. 
3
 Del Prete, Crawford, Takashi Miyazono and Angèle Boyd. Controlling Today’s and Tomorrow’s Information Costs. 

IDC, 2011. 

Workers Rely On Many Forms of Information to Do Their Jobs 

 

http://www.mds.ricoh.com/change/optimizing_information
http://www.mds.ricoh.com/change/optimizing_information
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Successfully navigating this universe of information, constantly expanding in both 
volume and type, is becoming critical to every functional group within a business; 
optimizing information management is key to their contribution in achieving corporate 
goals.  The bad news is that finding, organizing, and analyzing - or simply making 
current, accurate information available at the right time to the right resource - is 
increasingly time-consuming (costly) and frequently unsuccessful. 

“The inadequacies of the tasks associated with these activities are consuming increasing 
amounts of employees’ time each day and negatively impacting the bottom line. IDC 
surveys find that the time spent searching for information averages 8.8 hours per week, 
at a cost of $14,209 per knowledge worker per year. Analyzing information consumed an 
additional 8.1 hours, costing organizations $13,078 annually. Furthermore, an 
organization employing 1,000 knowledge workers loses nearly $6 million annually in 
time wasted when employees reformat information as they move between 
applications.”4 

Beyond the costs of wasted time and resources diverted from revenue-generating 
initiatives, lack of accurate, timely information can impact closing a sale, or result in 
poor customer service. Businesses also suffer at a strategic level when information is 
inaccessible in a timely manner, resulting in poorly informed C-suite decision-making 
and potentially lost strategic opportunities. 

Ironically, the very technologies that enable greater communication in business 
continue to feed the information explosion:  use of the Web, social media, and mobile 
devices further the creation and dissemination of content but also strain existing 
business information management processes and tax productivity (and complicate 
regulatory compliance). 

Yet these challenges should not obscure the significant opportunities (cost savings, 
competitive advantages) offered by successfully transforming business critical document 
processes). 

The Good News:  Alternatives to Managing Business Information 

Fortunately, more flexible information management technology and business model 
alternatives allow for a fundamental shift in how organizations can address their 
information management requirements. 

For example, more and more organizations are turning to virtualization technology and 
cloud-based storage (public and private) to help mitigate infrastructure costs associated 
with increasing business information.  But the real opportunities for genuine 

 
4
 (Boyd) 
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transformation of information management have involved technologies in conjunction 
with new printing and document service models. 

In a recent survey of 477 European businesses, either currently using or considering 
Managed Print Services (MPS), the ability to "house" data in the cloud is seen as the 
second greatest benefit of Web-based services after "applications that reduce the need 
to print."5 

Most importantly, following the trend of increasing BPO6 in specific functional areas, 
“out-servicing” Managed Document Services and Managed Print Services directly 
address the primary concerns of user productivity and business intelligence. MDS/MPS 
not only offers a cost effective means of transforming the way business critical 
document processes are managed, but presents the opportunity to increase 
competitiveness, agility, and product innovation. 

“On-site or off-site, MPS/MDS streamlines document management and helps 
organizations understand and control their document life-cycle and output-related costs 
and assets. MPS/MDS's initial cost savings come from a more rationalized office 
print/copy/scan/fax environment, but should then move to an enterprise-wide focus that 
spans geographies and extends to the following areas: 

 Print procurement (e.g., marketing collateral produced by a print service 
provider) 

 Imaging/archiving (e.g., batch scanning of legal documents, customer contracts, 
invoices, etc.) 

 Transformative business process document workflows (e.g., paper document 
reduction, paper document integration with digital workflows, structured and 
unstructured content capture).”7 

Selecting and authorizing the optimum configuration of these various alternatives, 
including the decision to employ MDS/MPS, is no longer the responsibility of the CIO 
alone. Just like business critical document processes themselves, these alternatives 
affect (and can benefit) all functional LoBs. 

Managing Business Information:  Beyond IT 

Traditionally business information management solutions focused on new technology 
and implementation fell largely upon IT.  Systems are indeed a component of the 

 
5
 Worthing, Leigh, and Jacqui Hendrix. Managing documents for success in the new business information paradigm. 

IDC, 2010. 
6
 Harvey Nash CIO Survey 2011: A new age of innovation?  Harvey Nash/PA Consulting, 2011. 

7
 (Boyd) 
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solution, but genuine, successful process optimization requires LoB expertise and 
motivation.  The transformation of business critical document processes must include all 
functional groups and encompass multiple levels of the organization. 

The Changing CIO / CFO Relationship 

Let’s look first at how a strong CIO/CFO alliance can act to drive business value.  The IT 
and financial domains have long been closely linked, in particular through ERP and 
financial systems.  But perhaps one under-appreciated consequence of the trend toward 
cloud services, SaaS models, and out-servicing in general is IT budgets are increasingly 
looked upon as operating expenses, rather than capital ones. 

“What was once a capital expenditure pitch has suddenly become an operational one, 
highlighting IT costs in starkly different terms. Paying for software and services ‘by the 
drink’ really drives home just how thirsty your users have become.”8 

Increasingly, the successful CIO must think strategically and clearly articulate to the CFO 
IT initiatives’ contribution to corporate business objectives, LoB goals and, above all, to 
financial targets. The CFO will better understand the impact of IT technology and 
sourcing decisions on strategic corporate goals, e.g. investments in Sales force 
Automation (SFA) or, closer to home, accounts payable applications. 

“CFOs' top two expectations are that IT achieve the anticipated benefits from IT 
investments (ensuring that business case goals are met), and align business and IT 
strategies. Security and data quality ranked third and fourth, respectively.”9 

These return on investment concerns play directly into transforming business critical 
document processes.  Transformational MDS/MPS can be an opportunity for the 
CIO/CFO to further corporate goals throughout all functional areas of the company. 

Selling the Rest of the C-Suite on Business Transformation 

Successful CIOs are redefining their relationships to not only CFOs but the rest of the C-
Suite. CIOs are becoming more “strategic”, more closely aligning and linking and 
communicating the benefits of specific IT initiatives with LoB objectives. Recent trends 
show: 

 Seventy percent of CIOs have a seat on the business executive management 
committee;10 

 
8
 Johnson, Maryfran. How the cloud changes the CIO-CFO conversation. CIO.com, June 14, 2011. 

9
 Van Decker, John.  Technology issues for financial executives: 2011 annual report. Financial Executives Research 

Foundation (report sponsored by Gartner), 2011. 
10

 2010 state of the CIO survey. CIO Magazine, January 2011. 
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 Aligning IT and business goals (76 percent) is the most frequently cited 
management priority for CIOs in the coming year;11 

 Forward-looking CIOs are beginning to think of themselves as providers of 
services rather than infrastructure.12 

The CIO is in a pivotal position to help address the challenges of 21st century business 
information management, and a key component of the solution is communication with 
the C-Suite. It is crucial their technology and systems expertise be augmented by or 
closely coupled with other functional LoB experience. 

LoB CXOs and managers are responsible for how people produce and use information, 
and acutely aware of how poor business information management affects the bottom 
line.  Core line-of-business processes (such as Sales, Finance/Accounting, Operations, 
Customer Service, HR, etc.) incorporate business critical information to such a degree, as 
so much a way of doing business, that transforming these processes can seem 
insurmountable. 

“Despite the size of the potential benefit, an IDC study shows the C-Suite doesn’t realize 
how much it costs them (as much as 11% in manufacturing to 15% in healthcare as a 
percent of revenue) or doubt that it can actually be done.”13 

Because information management is a core competency of the CIO, they can play a key 
role in helping the C-Suite better understand the pervasive benefits of improved 
information management—and how their participation in promoting this business 
transformation is critical to success.  The CIO and IT must work more closely with 
functional business units to jointly transform business critical document processes. 

Achieving Business Transformation: A Multi-level Approach to 
Change 

Clear, Consistent Communication from the Top 

The C-suite must do more than “buy into” a transformation initiative.  It is critical for 
CXOs to establish a corporate common ground for prioritizing and promoting change in 
information management.  CXOs must clearly and consistently communicate why 
transforming business critical document processes will further corporate strategic goals 
and is a key initiative to be supported across all LoBs. 

 
11

 (CIO Magazine) 
12

 Bulkeley, Bill. What CFOs need to hear about cloud computing and consumer IT. CIO.com, June 14, 2011. 
13

 (Boyd) 
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For example, if senior management’s strategic goal is to establish a more customer-
centric focus, it must be made clear why the proposed change in business processes is 
fundamental to better customer service, such as getting customers the best solution for 
their needs—or being more responsive so that existing customers increase their 
business.  Of course, senior management is also in a position to acknowledge and 
reward champions of any initiative, fostering a culture of continuous improvement. 

This table characterizes some specific challenges to LoBs’ information management—as 
well as the impact that transforming these processes can have on achieving corporate 
goals. These are the messages that the CXOs must consistently communicate. 

 

Mapping the Benefits of LoB Process Transformation to Corporate Goals 

Line of 
Business 

Information Management 
Challenge 

Relationship to Corporate Goals 

Contract 
Management 

Contracts involve unstructured 
content (no standard formats) and 
require cross-process coordination 
(Sales, Customer Service, Legal, etc). 

An account executive can waste two 
or more hours searching for 
information to be included in a new 
contract.14 

Inconsistent or inaccurate contract 
information can impair, certainly 
slow the closing of new business. 

Reclaimed productivity allows 
an organization to direct sales 
teams to spend additional time 
in business development 
activities that will expand the 
sales pipeline and increase 
revenue. 

Customer 
Service 

Whether through a signed credit 
card receipt, proof of transaction, 
proof of delivery or purchase, the 
expanding volume of these signed 
documents presents a growing 
challenge to cost-effective storage, 
secure access and risk management. 

The ability to respond faster and 
accurately to inquiries enhances 
customer satisfaction and 
increases retention. 

Processes that embody secure 
access also enhance fraud 
prevention and reduce legal and 
compliance costs and exposure. 
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Mapping the Benefits of LoB Process Transformation to Corporate Goals 

Human 
Resources 

HR manages a large quantity and 
wide variety of documents from 
hire to retirement. 

Proliferating regulatory reporting 
obligations– especially for multi-
location and multinational 
companies– require an increasing 
number and variety of active HR 
records that, in turn, feed 
burgeoning “inactive” HR back-files.  

With improved access to 
digitally converted documents, 
HR resources can be redirected 
to managing complex, 
transformational workforce 
issues (e.g., planning for and 
meeting the demands of 
changing staffing levels). 

Standard best practices enable 
auditable regulatory 
compliance. 

 

Partnering Expertise and Management at the Line of Business Level 

While the C-level sets the strategic direction and tone for process transformation, there 
are two critical resources that must be included at the LoB level. These are the 
acknowledged business process experts and the responsible LoB functional managers.  

The business process experts enlisted to transform business critical document processes 
should be the best and the brightest in any given functional area:  this is the recognized 
‘go-to-person’ for contract management, or resource for resolving customer service 
issues.  These are the individuals recognized for their ‘front-line’ experience in how a 
functional LoB process actually works.  It stands to reason that this go-to-person will 
also know best how the new process should be designed and prioritized in a tactical 
implementation plan.  

If the domain expert creates the tactical project plan, it’s the role of the functional 
manager to keep the business process transformation on schedule, by keeping priorities 
clear and holding people accountable.  It is the functional manager who is responsible 
for improved performance of his LoB. 

It is by working closely together that business process experts and LOB functional 
managers can successfully manage tactical decisions during implementation, preventing 
collisions between (and within) functional groups with different resource and process 
requirements. 

Putting trust in these leaders at the LoB level creates a sense of ownership and positive 
contribution to transforming a business process they must live and work with going 
forward.  Choosing leaders who are respected by colleagues—those very individuals 
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who must work within new processes—is critical to widespread adoption and helps 
build a culture of continuous improvement.  

Conclusion 

Effective information management is recognized as key to increasing worker 
productivity and ultimately meeting top-level corporate goals:  financial targets, 
innovation and superior customer service.  A successful transformation of business 
critical document processes requires leadership not only from the CIO and CFO but the 
involvement of the rest of the C-suite. 

In addition to C-level leadership, enlisting and motivating experts within LoBs is critical. 
They alone have both the experience and knowledge to design optimal information 
management processes.  In close partnership with the domain expert, the functional 
LoB manager is responsible for tactical implementation.  Both have a vested interest in 
creating a workable improved process. 

The most important step in a successful transformation is the motivation and 
empowerment of diverse stakeholders at all levels of the organization. It is this 
constructive engagement that will drive optimized business critical document processes, 
and ultimately, build a culture of continuous improvement. 
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Ricoh Company, Ltd.  
Ricoh Company, Ltd. is a global technology leader, specializing in the office and 
production printing markets. Ricoh works with organizations around the world to 
modernize work environments and optimize document efficiency. With more than 
108,500 employees worldwide, Ricoh operates in Europe, the Americas, Asia/Pacific, 
China, and Japan. Ricoh’s worldwide sales were more than 1,942 billion yen ($21 billion 
USD) in the year ended March 31, 2010. 

Ricoh’s Managed Document Services (MDS)  

Ricoh’s MDS approach is an extension and evolution of MPS, which addresses the three 
fundamental functions relating to the entire document management ecosystem of 
input, throughput, and output. Ricoh’s MDS aims to streamline core business processes 
by focusing on process, people, and technology and innovation to create a state of 
continuous improvement. Ricoh aims to help organizations better manage and leverage 
information for improved business outcomes through a flexible, partnership-led 
approach. Services management is the fundamental pillar to govern the print and 
document services program, aided with expert consultancy as well as proven project 
and change management methodologies. Ricoh is recognized today by both IDC and 
Gartner as a leader in the industry. 
 

www.ricoh.com 
www.ricoh.com/mds/ 

Copyright 2012 Ricoh Company, Ltd.  All Rights Reserved. All other company or product names and 
trademarks are the property of their respective owners. 

http://www.ricoh.com/mds/

