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Abstract 

Reengineering is the fundamental rethinking and redesign of business processes to achieve 
dramatic improvements in critical, contemporary measures of performance, such as cost, 
quality, service and speed. Business process reengineering (often referred to by the acronym 
BPR) is the main way in which organizations become more efficient and modernize. Business 
process reengineering transforms an organization in ways that directly affect performance. 
Many businesses have failed because extreme level of distrust engendered by the change 
process made the communication of shared values, which drive the firm ineffective. Clearly, 
the fear of the unknown by human nature can make change highly dysfunctional for 
organizations, private or public. The challenge of administration in a rapidly evolving world 
and challenging economies is therefore to prepare the leaders in governance, captains of 
industries, entrepreneurs, managers and the citizens to cope with unforeseen change and to 
manage planned change in such a way that it enhances performances and heightens 
organizational productivity. The goal of business process re-engineering is to redesign and 
change the existing business practices or process to achieve dramatic improvement in 
organizational performance. Organizational development is a continuous process but the pace 
of change has increased in manifolds. In a volatile global world, organizations enhance 
competitive advantage through Business Process Re-engineering (BPR) by radically 
redesigning selected processes. This paper focuses on Organizational Re-Engineering 
Methods and Approaches. The objective of this paper is to assess the impact of reengineering 
on organizational performance and to uncover how business process reengineering can help 
organizations to effect innovative and strategic changes in the organization. The paper 
concludes that business process reengineering has become a useful tool for corporate 
organizations that are seeking for improvement in their current organizational performance 
and intends achieve cost leadership strategy in its operating industry and environment. It 
recommended that the reengineering process remains key for organizations striving to operate 
as effectively and efficiently as possible. It is also imperative that organizations be required to 
reengineer their business processes in order to achieve breakthrough performance and long 
term strategy for organizational growth and performance. 

 
 
 

Rapid change in services and globalization of economy, show its effects to all firms in a way 
that behavior and culture of all people, have been affected by it. Communities and organizations that 
are not consistent with the changes they felt retarded and businesses in these communities are facing 
extinction. Competition in organizations and leading enterprises has speed and acceleration so that it 
is impossible to achieving them. To hesitate might cause removal or destruction of firms. The two 
cornerstones of any organization are the people and the processes. If individuals are motivated and 
working hard, yet the business processes are cumbersome and non-essential activities remain, 
organizational performance will be poor. Business Process Reengineering is the key to transforming 
how people work. What appear to be minor changes in processes can have dramatic effects on cash 
flow, service delivery and customer satisfaction. Even the act of documenting business processes 
alone will typically improve organizational efficiency by 10%. The goal of business process re-
engineering is to redesign and change the existing business practices or process to achieve dramatic 
improvement in organizational performance. Organizational development is a continuous process but 
the pace of change has increased in manifolds. In a volatile global world, organizations enhance 
competitive advantage through Business Process Re-engineering (BPR) by radically redesigning 
selected processes. 

Sharma (2006) posited that business process re-engineering implies transformed processes 
that together form a component of a larger system aimed at enabling organization to empower 
themselves with contemporary technologies business solution and innovations. Organizational 
effective performance has become a watchword in modem business; as a result there are inexorable 



 

 

2 

 

 

Knowledge Review Volume 35 No 1, December, 2016: ISSN 1595-2126 

pressures for Business Process Re-engineering. Reengineering an organization is simply the process 
of reviewing all the different levels of an organization’s way of doing business and considering how 
to improve things. The goals of reengineering include increased company profits, improved 
competitive advantage in the marketplace and enhanced public image. Reengineering requires an 
organization to look closely at its strengths and weaknesses, ask difficult questions where necessary 
and make changes for the better of the organization. 

According to Stoddard and Jarvenpea (1995) Business Process is simply a set of activities that 
transform a set of input into a set of output (goods or services) for another person or process using 
people and equipment. The Business process comprises of a set of logically related tasks performed to 
achieve a defined business output or outcome. It involves a wide spectrum of activities procurement, 
order fulfillment, product development,-customer service and sale (Sharma 2006). Thus, Business 
Process Reengineering becomes an offshoot of Business Process. Hammer and Champy (1993) 
argued that “the fundamental reconsideration and radical redesign of organizational process, in order 
to achieve drastic improvement of current performance in cost, service and speed enjoys a fair 
measure of consensus. One can then assume that Business Process Reengineering connotes the 
analysis and design of workflows and processes within and between organizations (Davenport and 
Short 1990). 

Business Process Reengineering relies on a different school of thought. It believes in 
continuous process improvement. Reengineering assumes that current process is irrelevant and there 
is need to commence another one. Such a clean slate perspective enables the designers of business 
process to focus on new process. This process asks pertinent questions such as: What should the 
process look like? How do customers want it to be like? How do the best companies do it? What we 
might be able to do with no technology? In this age of competitive markets and speed what is 
solution? Can Firms be solution to prevent the collapse of innovation and change in organization? Is it 
enough if the organization change? Business Process Reengineering in the actual sense has mixed 
successes therefore, business process reengineering projects aimed at transforming inefficient work 
process. Henceforth. organizations such as banks and other financial institutions need to optimize 
results from this model in real business situations. The first condition to do anything is to accept that 
we can. We can change; we can be change or make change. 

In Nigeria, the changing dynamics of banking and other financial institutions market forced 
players at all levels to reengineer. The banking operations and functions were redesigned to meet 
emerging challenges of bank consolidation, reduced operating costs, outsourcing portfolio investment, 
payments and settlement systems. Innovative banking practices (through Business Process 
Reengineering) enabled Nigerian banks to incorporate strategic innovative customer schemes to 
bridge the gap between products and services inherent in the banking sector. The change brought 
about by reengineering in banks are reflected in products and services to give a new form or structure 
by introducing product and service scheme (such as credit cards, debit cards, hassle-free housing loan 
schemes, educational loans and flex-deposit schemes) integration of the branch network by use of 
advance networking technology and customer personalization programmes (through Automatic Teller 
Machine (ATM) and mobile and internet banking). In order to survive and flourish in a global 
economy business must respond to major trends reshaping markets. Hence, the dynamics of the 
underlying forces at work require a renewed thrust on BPR in banks to contribute to management and 
diversification of growth horizons by impacting on productivity and profitability. 

Acting on this conviction, BPR has continuously improved organizational performance in 
Nigeria and the banking sector has in recent times witnessed tremendous reengineering process in 
Nigeria. Notable among these reengineering processes is the recent directive by the Central Bank of 
Nigeria on bank recapitalization The banks have also explored the opportunities provided by 
information technology (IT) to automate and improve its service customer satisfaction, e-banking, 
ATMs, integrated branch network etc. The modern business is characterized by stiff competition both 
locally and globally, hence, reengineering process becomes a veritable engine of organizational 
survival. Besides an organization which employs a laid-back business process risks redundancy or 
even extinction in the face of modem technological order. 
The multiplier effects of BPR provide an impetus to the industry through impressive success across 
companies. For examples the recent bank recapitalization programme in Nigeria enables banks to be 
more resistant to liquidation and uncertainties. Therefore the objectives of the paper include: 
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1. To assess the impact of Business Reengineering Process (BPR) an organizational 
performance. 
2.  To uncover how Business Reengineering Process (BPR) can help organizations to effect 
innovative and strategic changes in their framework and operations. 
3. To determine how Business Reengineering Process (BPR) can affect the services rendered by 
an organization. 
4.  To find out how management and employees can benefit from a reengineering process 
without affecting the core objectives of the organization. 
 
The Definition and Scope of Business Process Reengineering 

Business Process Re-engineering has been defined as: “fundamental rethinking and radical 
redesign of business processes to bring about dramatic improvements in performance”. Business 
process re-engineering is not - downsizing, restructuring, reorganization, automation, new technology, 
etc. it is the examination and change of the five components of business which are Strategy, 
Processes, Technology, Organization and Culture. Re-engineering became very popular in the early 
199 Os, however, the methodology and approach was not fully understood or appreciated. Many 
times, improvement projects labeled with the title ‘Business Process Re-engineering’ were poorly 
planned and executed. Employees and organizations cringed at the thought of another Business 
Process Reengineering’ experience. The term itself is being used less, or is being altered so that these 
types of initiatives are not associated with the “Business Process Reengineering” of the past. The 
alternative business improvement methodology is Continuous Process Improvement, which 
emphasizes small and measurable refinements to an organization’s current processes and systems. 
Continuous process improvement has its origins in Total Quality Management. The concept of 
reengineering traces its roots back to management theories developed as early as the nineteenth 
century. The purpose of reengineering is to make business processes first class. Fredrick Taylor 
suggested in the 1860’s that managers could discover the best process of performing work and 
reengineering echoes the classical believe that there is one best method to conduct tasks. 

In Taylor’s time, technology did not allow large companies to design processes in a cross-
functional or cross dimensional manner. Specialization was the state-of- the- art method to improve 
efficiency given the technology situation at that time. According to Hammer and Champy (1993) 
Business process reengineering (BPR) is defined as “... the fundamental rethinking and radical 
redesign of business processes to achieve dramatic improvements in critical contemporary measures 
of performance, such as cost, quality, service, and speed.” 

Although Hammer and Champy (1993) declared that classical organizational theory’s 
obsolete, classical ideas such as division of labour have had an enduring power and cp1icability that 
reengineering has failed to demonstrate. Business process reengineering BPR does not appear to 
qualify as a scientific theory because among other things, it is not duplicable and it is limited in scope 
(Maureen et al, 2005). Today organizational development a continuous process but the pace of change 
had increased in manifold. This means that in this competitive environment organizations will 
enhance its competitive advantage in its operation if it effectively design and implement Business 
Process Reengineering (BPR) selected processes. 

Davenport (1993) a famous BPR theorist emphasized the term process innovation, in his 
definition and he described it as “encompasses the envisioning of new work strategies, the actual 
process design activity, and the implementation of the change in all its complex technological, human, 
and organizational dimensions”. 

Business Process Reengineering (BPR)” is the analysis and design of workflows and 
processes within and between organizations. (Davenport and Short, 1990). However, for Hammer and 
Champy (1993), Business Process Reengineering is the “fundamental rethinking and radical redesign 
of business process to achieve dramatic improvements in critical, contemporary measures of 
performance such as cost quality services and speed”. Process is a structured, measured set of 
activities designed to produce a specified output for a particular customer or market. It implies a 
strong emphasis on how work is done within an organization. “(Davenport 1993). 

At this juncture, it is relevant to emphasize the term “business process”. Davenport and Short 
(1990) defined business process as a set of logically related tasks performed to achieve defined 
business actions. A process is a structured measure set of activities designed to produce a specified 
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output for a particular customer or market. It implies a strong emphasis on how work is done within 
an organization, Davenport (1993). Examples of processes include developing a new product, 
ordering goods from a supplier, creating marketing plans, etc. Reengineering (BPR) is a process in 
which the current functions of the organization change its place with main processes of business, 
Therefore organization moves from function-oriented to process-oriented. This led to reduced 
business costs and the acceleration of business process and, consequently, more competitive 
organizations. Reengineering mean a new beginning another opportunity to recreate the 
reconstruction process and working methods. Reengineering means puffing aside a large part of 
knowledge of last hundred years of industrial management that is breaking accepted rules and 
assumptions within the organization. In this approach procedure, old habits such as the segmentation 
of office duties and standardization lose their importance. Most companies are filled with blank 
regulations that have survived from the previous decades. These rules are and created based on 
assumptions about technology, staffing and organizational goals that no longer apply; when these 
companies do not ignore this kind of regulations, any attempt at reconstruction and modernization is 
bound to be ineffective. Reengineering is the fundamental rethinking of radical processes to achieve 
exciting developments in critical metrics such as quality and speed of service. If there is only an 
unacceptable outcome, is that all companies and organizations, including governments are now forced 
to re-define themselves, in reengineering we believe that reengineering cannot be performed in small 
cautious steps. This case is zero or one theorem. Reengineering, is not following minor amendments 
and tinkering with the status quo only to leave the original architectural structure intact. The 
globalization of the economy and the liberalization of the trade markets have formulated new 
conditions in the market place which are characterized by instability and intensive competition in the 
business environment. Competition is continuously increasing with respect to price, quality and 
selection, service and promptness of delivery. Removal of barriers, international cooperation, 
technological innovations cause competition to intensify. All these changes impose the need for 
organizational transformation, where the entire processes, organization climate and organization 
structure are changed. Reengineering is more or less a total overhauling of company processes to 
position it to be more competitive. Reengineering can be recognized with different names, such as 
redesign of core processes (Kalpan and Murdoch), process innovation (Davenport), redesigning 
business processes (Davenport and Short, Ablnsky), organization reengineering (Lvvntal, Hammer 
and Champy), radically redesigned and re-organization architecture (Talwar). All these names briefly 
introduce the concept of reengineering.  

Reengineering is implemented when a company deems the current system is no longer or is 
failing to compete with other companies. Corporations see value in streaming jobs by investing in 
technology instead of employees. The advance of technology would free up task-oriented jobs 
previously held by personnel. Changing the structure of a business from employees to business 
strategies can have a disadvantageous effect, if attempted without a systems approach to change 
(Brandenburg & Binder, 1999) 

Without proper analysis of a business’ needs, reengineering could be disastrous. Hammer 
admitted later to paying little attention to the human element when first defining engineering. He used 
such expressions as, “In reengineering, we carry the wounded and shoot the stragglers”, and “It’s 
basically taking an ax and a machine gun to your existing organization.” This terminology resulted in 
massive layoffs for some companies that were quick to “fix” their business via reengineering. 
Reengineering became synonymous with downsizing when Pacific Bell announced the reduction of 
10,000 employees as a result of “reengineering” in 1995. Apple Computer publicized a cutback of 
comparable proportions shortly after Pacific Bell, again due to the “reengineering” of the company 
(Davenport 2003) 2.6 million jobs were cut by 500 of the largest firms in the U.S. between 1984 and 
1993 by one estimate owing to massive overhauls under the label of “reengineering” (Sheridan, 1997) 
Some companies jump on the reengineering bandwagon when the economy slows down and fear of 
overspending sets in. American Expresses did just that in 2001 when the company’s earnings dropped 
76% from the previous year. Chief executive Kenneth Chenault said that the company was “making 
substantial progress in the reengineering efforts announced earlier this ear... We’re moving some stuff 
to the Internet to reduce support staff We’ll also be moving more rapidly to scale back American 
Express Bank’s infrastructure in overseas markets”. (Ring, 2001) American Express cut 6,000 jobs by 
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the end of the year, and moved customer service departments online. This quick attempt to fix the 
company’s losses once again equated “downsizing” to the definition of reengineering. 

Although Hammer and Champy’s first idea of reengineering was misconstrued and poorly 
implemented by many companies, the process could work for companies that need to simply scratch a 
broken system and start over. Using information technology as a tool to enable a current system to 
operate more cost-effectively could, and does benefit companies in today’s age of information. 
Sheridan (1997) writes that manufacturers who applied the basic concepts of reengineering sensibly to 
become leaner and more competitive, will then shift gears from a cost-cutting mode into a growth 
mode. The IBM Corporation cut 154,000 employees in 1989, only to hire more employees totaling a 
net increase of 16,000. Even though the corporation focused on reducing cost by streamlining jobs, 
they also planned for growth under the process of reengineering. Chairman and CEO Louis Gerstner 
Jr. pointed out that, “Even as we grow, we are relentlessly continuing to fine-tune our operations to 
improve our efficiency and productivity, mostly through our reengineering efforts.” (Sheridan 1997). 

The trouble with Hammer arid Champy’s first presentation of reengineering was that it asked 
for too much from companies. Changing multiple processes, information systems, organizational 
structure and at times business strategy within a short time frame was next to impossible for 
companies to handle (Davenport, 2003). Consequently, companies made hasty decisions which 
resulted with the loss of many employees, some of whom were called back in to help the business as 
consultants, once the employers were not getting the desire results from reengineering tactics. 

If companies had conducted a proper needs analysis that focused on the human component of 
the company as well as new technologies and methods, reengineering could be far more productive. 
Brandenburg and Binder (1999) suggest that a systems approach that includes reskilling, revising 
incentive and reward systems, along with the use of new performance measurements and more 
appropriate organizational structures would provide a more humane approach to change management. 

Champy has recently introduced a revision to reengineering he calls “X-engineering”, or cross 
engineering with the advent of the Internet. This version of reengineering focuses on transparency 
(openness with other companies), standardization of processes and technology, and harmonization, or 
collaboration between companies. Wal-Mart and Dell Computer Corporation currently operate under 
the X-engineering model, working with suppliers that are integrated into their operations. Now that 
reengineering has been attempted successfully and unsuccessfully, perhaps X-engineering can give 
reengineering the chance to redeem itself as a beneficial intervention for struggling companies. 
 
Concept of Business Process Reengineering 
The reengineering concepts involve four dimensions that are stated below: 
a. Innovative Rethinking: This is a process that is itself utterly dependent on creativity, 
inspiration and old-fashioned luck. Drucker (1993) argues that this paradox is apparent only not real 
most of what happens in successful innovations are not the happy occurrences of a blinding flash of 
insight but rather, the careful implementation of unspectacular but systematic management discipline. 
b. Process Function: Taking a systematic perspective, Hammer and Champy (1993) describes 
process functions as a collection of activities that take one or more kinds of input and creates an 
output that is of value to the customer. Typical process of this includes ordering of organizational 
structure, manufacturing, production, development, delivery and invoicing. 
c.  Radical change: In radical change, a key business process is the transformation of 
organizational element; it is essential to an organization survival. Change leads to new ideas, 
technology, innovation arid improvement. Therefore, it is important that organizations recognize the 
need for change and learn to manage the process effectively (Pamela et a!, 1995). 
d.  Organizational Development and Performance: It takes a look at the firm’s level of efficiency 
and creates ways to improve its current activity level in order to meet up to standards and survive the 
competitive pressure. 
One way to judge the performance of an organization is to compare it with other units within the 
company. Comparison with outsiders however can highlight the best industrial practices and promote 
their adoption This technique is commonly termed “bench making” (Roberts, 1994). 
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Elements of Reengineering in an Organization 
From the work of Abolo (1997) and Thomas (1996), cited by Ezigbo (2003), the essential element or 
principles of reengineering include the following: 
• Rethinking the theory of the business. 
• Challenging old assumptions and discharging old rules that are no longer applicable. 
• Breaking away from conventional wisdom and the constraints of organizational boundaries. 
• Using information technology not to automatic outdated process but to redesign new ones. 
• Externally focus on customers and the generation of greater value for customers. 
• Internally focus on harnessing more of the potentials of people and applying it to those 
activities that identify and deliver values to customers. 
• Encourages training and development by building creative work environment. 
• Think and execute as much activity as possible horizontally, concentrating on flows and 
processes through the organization. 
 
How to implement a BPR project 
1. The best way to map and improve the organization’s procedures is to take a top down 
approach, and not undertake a project in isolation. That means, starting with mission statements that 
define the purpose of the organization and describe what sets it apart from others in its sector or 
industry. 
2.  Producing vision statements which define where the organization is going, to provide a clear 
picture of the desired future position. 
3.  Build these into a clear business strategy thereby depriving the project objectives. 
4.  Defining behaviours that will enable the organization to achieve its aims. 
5.  Producing key performance measures to track progress. 
6. Relating efficiency improvements to the culture of the organization. 
7.  Identifying initiatives that will improve performance. 
 
How can BPR be Applied to an Organization? 

The most important action in applying BPR is the company’s strategic goal to provide 
customer oriented services. BPR is a technique used to implement this type of organizational 
structure. Having the management commitment for change, another very important factor for 
implementing BPR, is the enabling role of Information Technology. The way that businesses are 
organized around departments is very logical since, for instance, there were physical barriers in the 
communication of the accounting department with production department. (The warehouse could be 
in another location in another part of the city). So it wasn’t possible for a cross-functional team to 
communicate efficiently. In the 90s when telecommunication technologies were becoming abundant 
and low costing BPR was becoming a world-wide applicable managing technique for business 
upgrade, enabled by the technology. Employees can easily operate as a team using intranets/extarnets, 
workflow and groupware applications, eliminating distances. We can work together even though we 
are located in different places. 
Empowering People: Empowerment means giving people the ability to do their work: the right 
information, the right tools, the right training, the right environment, and the authority they need. 
Information systems help empower people by providing information, tools and training. 
Providing Information: Providing information to help people perform their work is a primary 
purpose of most information systems. This information could be provided in many different ways. 
Some systems provide information that is essential in informing a business process, such as the prices 
used to create a customer’s bill at a restaurant. Other systems provide information that is potentially 
useful but can be used in a discretionary manner, such as medical history information that different 
doctors might use in different ways. 
Providing Tools: In addition to providing the right information, empowering people means giving 
them the right tools. Consider the way planning analysts produce consolidated corporate plans based 
on plans of individual divisions and departments. If the plans are submitted on paper, it is a major task 
to add up the numbers to determine the projected corporate bottom line. When the plan is changed 
during a negotiation process, the planning analyst has to recalculate the projected results. With the 
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right tools, the numerical parts of the plans arrive in a consistent, electronic format permitting 
consolidation by a computer. This leaves the analyst free to do the more productive work of analyzing 
the quality of the plan. 
Providing Training: Since information systems are designed to provide the information needed to 
support desired work practices, they are often used for training and learning, As shown by an expert 
system and a decision simulator, they sometimes provide new and unique training methods. 
IBM developed an expert system for fixing computer disk drives. The expert system was an organized 
collection of the best knowledge about fixing these disk drives, and it fostered rapid and efficient 
training. Before the system was developed, technicians typically took between 1 and 16 months to 
become certified, but with the expert system, training time dropped 3 to 5 months. 
Eliminating Unproductive Uses of Time: Information systems can reduce the amount of time people 
waste doing unproductive work. A study of how professionals and managers at 15 leading U.S. 
corporations spent their time concluded that many professionals spent less than half of their work time 
on activities directly related to their functions. Although the primary function of salespeople is selling, 
the time breakdown for salespeople averaged 36 percent spent on prospecting and selling, 39 percent 
spent on servicing accounts, 19 percent on doing administrative chores, and 6 percent on training. 
Better use of information systems could save much of their unproductive time performing chores such 
as collecting product or pricing information, determining order status for a customer, resolving 
invoice discrepancies, and reporting of time and expenses. 
Eliminating Unnecessary Paper: One common way to improve data processing is to eliminate 
unnecessary paper. Although paper is familiar and convenient for many purposes, it has major 
disadvantages. It is bulky, difficult to move from place to place, and extremely difficult to use for 
analyzing large amounts of data. Storing data in computerized form takes much less physical space 
and destroys fewer forests, but that is only the beginning. It makes data easier to analyze, easier to 
copy or transmit, and easier to display in a flexible format. Compare paper telephone bills with 
computerized bills for a large company. The paper bills identify calls but are virtually impossible to 
analyze for patterns of inefficient or excessive usage. 
Eliminating Unnecessary Variations in the Procedures and Systems: In many companies, separate 
departments use different systems and procedures to perform essentially similar repetitive processes, 
such as paying employees, purchasing supplies, and keeping track of inventories. Although these 
procedures may seem adequate from a totally local viewpoint, doing the same work in different ways 
is often inefficient in a global sense. Whenever the systems must change with new technology, new 
regulations, or new business issues, each separate system must be analyzed separately, often by 
someone starting from the scratch. 
Minimizing the Burden of Record Keeping, Data Handling, and General Office Work: 
Since processing data is included in most jobs, improving the way people process data is an obvious 
place to look for information system applications. Focus should be on data processing tasks. Reducing 
the burden of record keeping means being more efficient and effective with the six components of 
data processing. Those components are capturing, transmitting, storing, retrieving, manipulating, and 
displaying data. 
Capturing data automatically at the time of data generation is especially important in minimizing the 
burden of record keeping. In depth, BPR assumes that the current processes in a business are 
inapplicable and suggest completely new processes to be implemented by starting over. Such a 
perspective enables the designers of business processes to disassociate themselves from today’s 
process, and focus on a new process. The BPR characteristics - outcomes include the following: 
- Several jobs are combined into one. 
- Decision-making becomes part of the job of employees (employee empowerment). 
- Steps in the processes are performed in natural order, and several jobs get done 
simultaneously. 
- Processes have multiple versions. This enables the economies of scale that result from mass 
production, yet allows customization of products and services. 
- Work is performed where it makes the most sense. 
- Controls and checks and other non-value-added work are minimized. 
- Reconciliation is minimized by cutting back the number of external contact points and by 
creating business alliances. 
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- A single point of contact is provided to customers. 
- A hybrid centralized/decentralized operation is used. 
BPR is achieving dramatic performance improvements through radical change in organizational 
processes, reconfiguring of business and management processes. It involves the redrawing of 
organizational boundaries, the reconsideration of jobs, tasks, and skills. This occurs with the creation 
and the use of models. Whether they be physical models, mathematical, computer or structural 
models, engineers build and analyze models to predict the performance of designs or to understand 
the behavior of devices. More specifically, BPR is defined as the use of scientific methods, models 
and tools to bring about the radical restructuring of an enterprise that result in significant 
improvements in performance. 
Redesign, retooling and reorchestrating form the key components of BPR that are essential for an 
organization to focus on the outcome that it needs to achieve. The outcome pursued should be an 
ambitious outcome (as for instance, are a 24 hour delivery to any customer anywhere in the world, 
approval of mortgage loans within 60 minutes of application, or ability to have on-line access to a 
patient’s medical records no matter where they are in any major city in the world). These types of 
visionary goals require rethinking the way most organizations do business, careful redesign. They will 
additionally need very sophisticated supporting information systems and a transformation from a 
traditional organizational structure to a network type organization. 
 
Steps Involved in Business Process Reengineering 
Davenport and Short (1990) prescribe a five-step approach to Business Process Reengineering. These 
are: 
i) Develop the business vision and process objectives: Business Process Reengineering is 
driven by a business vision which implies specific business objectives such as cost reduction, time 
reduction, output quality improvement and quality of work life. 
ii) Identify the processes to be redesigned: Most firms use a high-impact approach which 
focuses and most important processes or those that conflict most with the business vision. Only a few 
number of firms use the exhaustive approach that attempts to identify all the processes within an 
organization and they prioritize them in order to redesign urgency. 
iii) Understand and measure the existing process: For avoiding the repeating of old mistake 
and for providing a baseline for future improvements. 
iv) Identify information technology (IT) levels: Awareness of IT capabilities can and should 
influence process. This is because IT is a sine qua non to business process reengineering. 
v) Design and Build a prototype of New Process: The actual design should not be viewed as 
the end of the BPR process. Rather, it should be viewed as a prototype that aligns the BPR approach 
with quick delivery of results and the involvement and satisfaction of customers. 
 
Relationship between Business Process Reengineering (BPR) and Information Technology (IT) 

Hammer (1990) considers Information Technology (IT) as the key factor in BPR for 
organizations that want to witness a “radical change” in its operation. He prescribes the use of IT to 
challenge the assumption inherent in the work processes that have existed since long before the advent 
of modem computer and communications technology. He argues that at the heart of reengineering is 
the notion of discontinuous thinking or recognizing and breaking away from the outdated rules and 
fundamental assumptions underlying operations. These rules of work design are based on assumptions 
about technology, people and organizational goals that no longer hold. Aremu and Saka (2006) argued 
that Information technology (IT) is a strategic resource that facilitates major changes in competitive 
behaviour, marketing and customer service. In essence, IT enables a firm to achieve competitive 
advantages. 

Davenport and Short (1990) further posted that Business Process Reengineering requires 
taking a broader view of both Information Technology (IT) and business activity and of the 
relationships between them. IT should be viewed as more than an automating or mechanizing force; to 
fundamentally reshape the way business is done. 

Information technology (IT) and Business Process Reengineering (BPR) have a recursive 
relationship. IT capabilities should support business processes and business should be in terms of the 
capabilities IT can provide. Davenport and Short (1990) refer to this broadened, recursive view of IT 
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and BPR as the new industrial engineering business process represent a new approach to coordination 
across the firm, IT promises and its ultimate impact is to be the most powerful tool for reducing cost 
of coordination (Davenport and Short, 1990). 
Davenport and Short (1990) outline the following capabilities that reflect the roles that it can play in 
Business Process Reengineering (BPR): 
• Transactional 
• Analytical 
• Knowledge management 
• Geographical 
• Informational 
• Automatic 
• Sequential 
• Tracking and 
• Disintermediation 
 
Objectives of BPR 
When applying the BPR management technique to a business organization the implementation team 
effort is focused on the following objectives: 
Customer Focus: Customer service oriented processes aiming to eliminate customer complaints. 
Speed: Dramatic compression of the time it takes to complete a task for key business processes. For 
instance, if process before BPR had an average cycle time 5 hours, after BPR the average cycle time 
should be cut down to half an hour. 
Compression: Cutting down on major tasks of cost and capital, throughout the value chain. 
Organizing the processes a company develops transparency throughout the operational level reducing 
cost. For instance the decision to buy a large amount of raw material at 50% discount is connected to 
eleven cross checkings in the organizational structure from cash flow, inventory, to production 
planning and marketing. These checkings become easily implemented within the cross-functional 
teams, optimizing the decision making and cutting operational cost. 
Flexibility: Adaptive processes and structures to changing conditions and competition. Being closer 
to the customer the company can develop the awareness mechanisms to rapidly spot the weak points 
and adapt to new requirements of the market. 
Quality: Obsession with the superior service and value to the customers. The level of quality is 
always the same controlled and monitored by the processes, and does not depend mainly on the 
person, who servicing the customer. 
Innovation. Leadership through imaginative change providing to organization competitive advantage. 
Productivity: Improve drastically effectiveness and efficiency. 
 
Methodology of a BPR Project Implementation I Alternative Techniques 
BPR is world-wide applicable technique of business restructuring focusing on business processes, 
providing vast improvements in a short period of time. The technique implements organizational 
change based on the close coordination of a methodology for rapid change, employee empowerment 
and training and support by information technology. In order to implement BPR to an enterprise the 
followings key actions need to take place: 
• Selection of the strategic (added-value) processes for redesign. 
• Simplify new processes - minimize steps - optimize efficiency -. (modeling). 
• Organize a team of employees for each process and assign a role for process coordinator. 
• Organize the workflow - document transfer and control. 
• Assign responsibilities and roles for each process. 
• Automate processes using IT (Intranets, Extranets, Workflow Management) 
• Train the process team to efficiently manage and operate the new process 
• Introduce the redesigned process into the business organizational structure. 
Most reengineering methodologies share common elements, but simple differences can have a 
significant impact on the success or failure of a project. After a project area has been identified, the 
methodologies for reengineering business processes may be used. In order for a company, aiming to 

Administrative Process Reengineering and Organizational Productivity 



 

 

10 

 

 

Knowledge Review Volume 35 No 1, December, 2016: ISSN 1595-2126 

apply BPR, to select the best methodology, sequence processes and implement the appropriate BPR 
plan, it has to create effective and actionable visions. Referring to vision we mean the complete 
articulation of the future state (the values, the processes, structure, technology, job roles and 
environment). For creating an effective vision, five basic steps are mentioned below. 
• The right combination of individuals come together to form an optimistic and energized team 
• Clear objectives exist and the scope for the project is well defined and understood 
• The team can stand in the future and look back, rather than stand in the present and look 
forward 
• The vision is rooted in a set of guiding principles. 
All methodologies could be divided in general ‘model’ stages: 
The Envision Stage: The company reviews the existing strategy and business processes and based on 
that review business processes for improvement are targeted and IT opportunities are identified. 
The Initiation Stage: Project teams are assigned. performance goals, project planning and employee 
notification are set. 
The Diagnosis Stage: Documentation of processes and sub-processes takes place in terms of process 
attributes (activities, resources, communication, roles, IT and costs). 
The Redesign Stage: New process design is developed by devising process design alternatives and 
through brainstorming and creativity techniques. 
The Reconstruction Stage: Management technique changes occur to ensure smooth migration to the 
new process responsibilities and human resource roles. 
The Evaluation Stage: The new process is monitored to determine if goals are met and examine total 
quality programs. 
 
Establishing a Productivity Improvement Program 

Recent studies indicate that the quality of management is the key to increasing business 
productivity. It is up to the managers to identify productivity problems and develop an appropriate 
program to solve these problems. In the past several years, many of the Nation’s most successful, 
larger corporations have started Productivity improvement Programs (PIP). With profits slipping, their 
managements realized that improving productivity was the key to improving income; that only 
through an efficient and effective utilization of resources could they remain competitive and 
profitable. 
The following Productivity Improvement Program outlines the key elements of programs successfully 
used by many companies including such giants as Honeywell, Westinghouse, GM and Ford. Key 
elements of a Productivity Improvement Program (PIP): 
1. Obtain Upper Management Support. Without top management support. experience shows 
a PIP likely will fail. The Chief Executive Officer should issue a clear, comprehensive policy 
statement. The statement should be communicated to everyone in the company. Top management also 
must be willing to allocate adequate resources to permit success. 
2. Create New Organizational Components. A Steering Committee to oversee the PIP and 
Productivity Managers to implement it are essential. The Committee should be staffed by top 
departmental executives with the responsibilities of goal setting. Guidance, advice, and general 
control. The Productivity Managers are responsible for the day-to-day activities of measurement and 
analysis. The responsibilities of all organizational components must be clear and well established. 
3. Plan Systematically: Success doesn’t just happen. Goals and objectives should be set, 
problems targeted and rank ordered, reporting and monitoring requirements developed, and feedback 
channels established. 
4. Open Communications: increasing productivity means changing the way things are done. 
Desired changes must be communicated. Communication should flow up and down the business 
organization. Through publications, meetings, and films, employees must be told what is going on and 
how they will benefit. 
5. Involve Employees: This is a very broad element encompassing the quality of work life, 
worker motivation, training, worker attitudes, job enrichment, quality circles, incentive systems and 
much more. Studies show a characteristic of successful, growing businesses is that they develop a 
“corporate culture where employees strongly identified with and are an important part of company 

Florence Aniambrade Kenebara 



 

 

11 

 

 

Knowledge Review Volume 35 No 1, December, 2016: ISSN 1595-2126 

life. This sense of belonging is not easy to engender. Through basic fairness, employee involvement, 
and equitable incentives, the corporate culture and productivity both can grow. 
6. Measure and Analyze: This is the technical key to success for a PIP. Productivity must be 
defined, formulas and worksheets developed, sources of data identified, benchmark studies 
performed, and personnel assigned. Measuring productivity can be a highly complex task. The goal, 
however, is to keep it as simple as possible without distorting and depreciating the data Measurement 
is so critical to success; a more detailed analysis is helpful. 
 
Measuring Productivity 

In an informal sense, productivity is getting more bang for the buck or doing the right things 
right. But these definitions do not help much when actual measurement is required. For that, a more 
mathematical approach is needed. Productivity is a ratio, a comparison of what is produced and what 
is used to produce it. It compares outputs with inputs, that is. it divides outputs by inputs. Output is a 
physical entity - a car, a light-bulb, a typed page, or a processed pay voucher. For measurement. an 
output must be countable over time, a direct result of identifiable activities, and homogeneous (don’t 
mix apples and oranges). Inputs can be classified into four types: labor, materials, capital and energy. 

Each input can be used as the basis of a partial measure of productivity, depending upon 
circumstances. Labor productivity, for example, is measured by dividing output by hours worked, 
number of employees, or labor cost. Capital productivity is arrived at by dividing output by money 
invested or machine hours used. Materials productivity is output divided by units of materials used, 
units of scrap, or money spent. And energy productivity is output divided by units of energy 
consumed (like BTU’s), or money spent. 

Labor productivity (output hours worked) is used by the government as the measure of the 
Nation’s productivity. Many large, diversified companies, however, now use all four inputs to 
determine what is called Total Factor Productivity. In a purely office environment, since labor is the 
key input, some organizations use what is called the Administrative Productivity Index (API). It 
divides work output such as typing, loans serviced, clients interviewed or invoices processed by total 
hours worked to produce the administrative output. So the API essentially is a labor productivity 
measure. 

Outputs and inputs can be measured in physical units or values or both. For example, an input 
unit for labor is hours and for value is dollars. A unit of output is the physical count of something and 
its value is its base selling price. If value (the dollar) is used as the basis of measurement, inflation 
must be accounted for to maintain a true value over time in constant dollars. Thus, all input and output 
values usually are tied to the Producer Price Index of each input and output (this compensates for the 
impact of inflation) to maintain valid input-output and value relationships in constant dollars over 
time. In other words, if revenues from product A increased 20% over last year, but its price increased 
by 8% to account for inflation, the real increase in dollar output was 12%. Yearly comparisons must 
be done using constant dollars. If the company mixes dollars and units, it still must deflate the dollars 
to maintain a valid relationship between physical quantities and value. 

Another complicating aspect of measuring productivity is that not all inputs are equal and not 
all outputs are the same. Some production processes are more labor intensive than others; some use a 
variety of different labor skill (value) levels. Output products also change in quality and composition 
over time. So the process of weighing inputs and outputs to account for their re1ati e values must be 
done before a truly accurate productivity measure is possible. 

The point to remember is, whether employing a partial or total productivity measurement 
whether for service or industrial application, or whether the business is large or small, all inputs and 
outputs must reflect constant values and true mixtures. To do this, all factors must be deflated and 
weighed. One final technical consideration, productivity measurements should be indexed to facilitate 
comparison. Index each input and output measure to a base year and assign each measure the number 
100. This makes it easier to calculate percentage changes over time. Measuring productivity is time 
consuming and demanding: inputs and outputs must be defined, appropriate formulas developed, 
worksheets for keeping count printed, data collected, and calculations made. But the result will be 
more than just some numbers. Productivity measurement will provide a tool to assess the efficiency 
and effectiveness of the company, to forecast investment requirements, and to estimate the impact of 
cost increases or technological advances. The results do justify the effort required. 
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The Prominent Role of Information Technology in Reengineering: 
A company that fails to change its policy concerning technology cannot handle its business 

reengineering. The use of information technology is one of basic needs of reengineering. Work 
processes, information needs, and technology are interdependent. When a reengineering project leads 
to new information requirements, it may be necessary to acquire new technology to support those 
requirements. It is important to bear in mind, however, that acquiring new information technology 
does not constitute reengineering. Technology is an enabler of process reengineering, not a substitute 
for it, Acquiring technology in the belief that its mere presence will somehow lead to process 
innovation is a root cause of bad investments in information systems. Now the IT comes into picture 
in the process implementation stage. For example in case of automobile manufactures, they used to 
have design centres in one location and manufacturing centres in another location and marketing 
offices in another location. In this scenario, once the marketing executive takes the requirements from 
the customer, he has to send them by surface mail to the design centre. The design centre drafts are 
sent through surface mail to the manufacturing plant. This used to take several weeks before the 
product comes out of the plant. With the advent of IT and communications technology, this is possible 
to roll out the product in days time in current days. The marketing executive gathers the requirements 
and sends them to the design centre through internet. Then the design centre sends the designs through 
Internet or email to the manufacturing plant. Some of the companies even went ahead and developed 
distributed systems and databases using data and voice communication systems. Like this the 
turnaround time can be reduced using information technology. The output of process reengineering 
assignment becomes input to the iT implementation team. It is better to have IT experts in process 
implementation stage in BPR assignments. As explained in the above example, the IT is reducing the 
cycle time in attending to the customer requests. Following are the advantages we get if we use IT in 
combination with BPR. 
o Information Technology can be used to reduce the turnaround time, which was taking long 
time using manual approaches 
o Less chance for fraud 
o Less chance for corruption 
o More accuracy and precision assured, if the IT systems are implemented properly 
o More quantity of work (reports) in less time 
o Good quality of work results, services or products 
o Quick communication in the team 
o Faster communication with customer and other stakeholders 
o Efficient progress tracking with IT tools. 
To get all these benefits out of IT and BPR combination, the team and employees of the organization 
are properly trained in IT applications and related technologies. Once business process reengineering 
is over in the organization, the redesigned processes of the organization are to be implemented in the 
systems. There are two ways to implement them. That is either manual or automation, It is better to 
automate if the work is complex and needs accuracy. Payroll maintenance in organizations is an 
example of automation activities. Once process are identified to automat, the Information 
Technologies such as hardware for are and tools can be used in implementing the activities of 
processes. This part of IT implementation will be taken care by the IT project managers and project 
leaders. Programmers, database experts, application specialists, test engineers and quality experts are 
part of the information technology systems implementation. Once these IT systems are ready they will 
be given to the actual users and the employees of the organization. The team, which implemented the 
IT systems, should provide the necessary training to the users and the employees of the organization. 
Project management tools, database technologies, and data and voice communication technologies, 
networking technologies, e-commerce and web technologies can be used in implementing IT systems. 
 
Advantages of BPR 
Increases Effectiveness: As all employees are aware of the processes to which they belong, they 
have a greater sense of responsibility. All processes are completely monitored under the strict control 
of the management. The net result of this is that employees deliver high quality products to their 
customers. 
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Helps to Improve Efficiency: Proper management and control of all business processes reduces the 
time lag between different processes, which otherwise is quite high causing delays. This in turn 
reduces the time to market the product to the target customers and gives quicker response to buyers. 
Reduces Cost: With the proper management of processes, improved efficiency and quick delivery of 
products to the buyers ,the overall product costs are reduced resulting in cost saving for the 
organization in the long run. 
Satisfaction: A big advantage of reengineering is that the work becomes more satisfying because the 
workers get a greater sense of completion, closure, and accomplishment from their jobs. The 
employee performs a whole job, a process or a sub process, that by definition produces a result that 
somebody cares about. The workers not only try to keep the boss happy or to work through the 
bureaucracy. More important is the fact to satisfy the customer needs. Growth of Knowledge: 
Furthermore, the personal development within a process team environment does not play such an 
important role which means climbing up the hierarchy is a minor goal. In this case it is much more 
important to get a widespread knowledge of thewhole and there are no such things as “mastering a 
job; as a workers expertise and experience grow, his or her job grows with it. 
Solidarity to the Company: “Moreover, since workers in a reengineered process spend more time on 
value-addmg work and less time on work that adds no value, their contributions to the company 
increase, and, consequently, jobs in a reengineered environment will on the whole be more hiahlv 
compensated.” (Hammer, Champy, 2001) 
Demanding Jobs: “There is, however, a challenging side to all this good news about work in a 
reengineered environment. If jobs are more satisfying, they are also more challenging and difficult. 
Much of the old, routine work is eliminated or automated. If the old model was simple tasks for 
simple people, the new one is complex jobs for smart people, which raises the bar for entry into the 
workforce. Few simple, routine, unskilled jobs are to be found in a reengineered environment.” 
(Hammer, Champy, 2001) This fact that the jobs are more demanding can be either an advantage or a 
disadvantage. It depends on the view from where you consider it. Unskilled employees might have 
difficulties getting along with the process changing. Some people are just not able to perform several 
tasks. For such persons it will be probably difficult to survive within this new environment which 
mostly leads to a personal failure in their job. 
Authority: In a traditional oriented company the management expects from the employees that they 
follow some specific rules. In contrast to that the reengineered companies “don’t want employees who 
can follow rules; they want people who will make their own rules. As management invests teams with 
the responsibility of completing an entire process, it must also give them the authority to make the 
decisions needed to get it done.” (Hammer, Champy, 2001). 
Meaningful Job for Employees: As the time lag of product processing between different 
departments gets reduced due to the application of business process reengineering, there are more 
meaningful tasks to be performed by employees. This leads to increase their levels of motivation and 
the desire to perform well. 
Improvement in Organizational Approach: According to the traditional approach of managing an 
organization there is no flexibility or adaptability to change. The management formulated strict rules 
for employees of the organization. Whereas now, when most organizations have implemented 
business process reengineering there is an increase in flexibility and adaptability for change. This has 
created better environment for people to work, thus leading to employee satisfaction. 
Growth of Business: Implementation of BPR results in the growth of the present business thus 
enabling the emergence of new businesses within the same organization. Although BPR is very 
effective in controlling cost and improving efficiency, its implementation is a hard nut to crack. 
Employees are very resistant to this kind of change thus, it is important to have extensive support 
from the top management. 
Risks of Reengineering: Not every company will succeed by applying Business Process 
Reengineering. “They end their efforts precisely where they began, making no significant changes. 
achieving no major performance improvement, and fueling employee cynicism with yet another 
ineffective business improvement program” (Hammer, Champy, 2001). Between 50 % and 70 % of 
the organizations which have undertaken a reengineering effort do not achieve the dramatic results 
they have intended. 
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The comparison of chess and roulette describes the situation of such companies. “Roulette is a high-
risk endeavor; chess is not, although a player may lose at chess as frequently as at roulette. Roulette is 
purely a game of a chance. Once the money is put down, players have no control over the outcome; in 
chess, chance plays no part in the outcome. The better player can expect to win; loss results from 
ability and strategy.” (Hammer, Champy, 2001). The same theory can be applied for Business Process 
Reengineering which means that the success always depends on the knowledge and the ability, but not 
in luck. 
 
Requirements for Successful Process Engineering 
Many experts indicate that there are essential elements of process reengineering, including: 
o Initiation from the top by someone with a vision for the whole process and relentless 
deployment of the vision throughout the organization. 
o Leadership that drives rapid, dramatic process redesign. 
o A new value system which includes a greater emphasis on satisfying customers and other 
stakeholders. 
o A fundamental re-thinking of the way people perform their daily work, with an emphasis on 
improving results (quality, cycle time, cost, and other baselines). 
o An emphasis on the use of cross-functional work teams which may result in structural 
redesign as well as process redesign. 
o Enhanced information dissemination (including computerization after process redesign) in 
order to enable process owners to make better decisions. 
o Training and involvement of individuals and teams as process owners who have the 
knowledge and power to re-invent their processes. 
o A focus on total redesign of processes with non-voluntary involvement of all internal 
constituents (management and non-management employees). 
o Rewards based on results; and a disciplined approach. 
Those same experts state there are many reasons that process reengineering fails, including: 
• Not focusing on critical processes first. 
• Trying to gradually “fix’ a process instead of dramatically re-inventing it. 
• Making process reengineering the priority and ignoring everything else (e.g., strategy development 
and deployment, re-structuring based on new strategies, etc.). 
• Neglecting values and culture needed to support process reengineering and allowing existing culture, 
attitudes, and behavior to hinder reengineering efforts (e.g., short- term thinking, bias against conflict 
and consensus decision making, etc.). 
• ‘tSettiing11 for small successes instead of requiring dramatic results. 
• Stopping the process reengineering effort too early before results can be achieved. 
• Placing prior constraints on the definition of the problem and the scope for the reengineering effort. 
• Trying to implement reengineering from the bottom up instead of top down. 
• Assigning someone who doesn’t understand Reengineering to lead the effort. 
• Skimping on reengineering resources. 
• Dissipating energy across too many Reengineering projects at once. 
• Attempting to reengineer when the CEO is near retirement. 
• Failing to distinguish reengineering from, or align it with, other improvement initiatives (e.g., 
quality improvement, strategic alignment, right-sizing, customer- supplier partnerships, innovation, 
empowerment, etc.) 
• Concentrating primarily on design and neglecting implementation. 
• Pulling back when people resist making reengineering changes (not understanding that resistance to 
change is normal). 
 
Conclusion 

To be successful. business process reengineering projects need to be top down, taking in the 
complete organization, and the full end to end processes. It needs to be supported by tools that make 
processes easy to track and analyze. Reengineering is the fundamental rethinking and radical redesign 
of support processes to bring about dramatic improvements in performanl99ce. We defined good 
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“support processes” as having the following characteristics: they are simple, lean (with little non-
value-added work), results-focused, and consciously organized to achieve goals. 

Bureaucracies today are experiencing what may be described as a severe paradigm crisis in 
coping with change and in managing their affairs. The public sector is faced with hostile 
environments, alienated publics, scarce resources, and low levels of credibility. Transitions today are 
periods of extreme anxieties. Fortunately, these anxieties can help stimulate imagination and 
innovation. Reengineering and the current bandwagon of management philosophies, principles, and 
prescriptions offer alternatives to cope with these challenges. Obviously, reengineering would have its 
strengths and weaknesses, and much can be learned from the experiences of the more successful 
cases. 

There is nothing here to suggest that reengineering is a panacea or a nostrum that would serve 
as a quick-fix remedy for whatever ails organizations at the moment. It is, at best, an approach that 
would need study and much experimenting. But side by side with this lies the important consideration 
that public managers and policy-makers must adapt techniques to the idiosyncratic needs and 
peculiarities of their organizations. As Gareth Morgan laments, “too many managers are looking 
outside themselves for answers to their problems. They are looking for the latest theory and at what 
successful organizations are The’ are trying to spot the latest trends In reality they would be better off 
engaging in critical thinking for themselves, recognizing that they and their colleagues already have a 
vast treasure of insight and experience, which they could and should be using” (Morgan, 1993: 218, as 
cited in Thomas, 1996: 23). 

This cynicism is understandable considering that movements and techniques for public sector 
reform, as well as so-called managerial revolutions, have ebbed and flowed during the past fifty years, 
accumulating a bewildering number of aspirant paradigms that have frustrated public sector 
reformers. But as Halachmi maintains, “The scepticism about this new management gospel is not 
surprising and might even be healthy.. .but not an excuse for discarding the message of re-engineering 
without any further explanation” (Halachmi, 1995: 329). 
There is thus no reason to close the door on these prospects, for as the eminent Dwight Waldo once 
pointed out, “administration is so large a subject, and still in many ways so dark, that we should open 
upon it all the windows we can find, that all models and idioms have their virtues - and their vices; 
that as we proceed we exercise as much intelligence and goodwill as we can command in determining 
what any particular model can or cannot do for us” (Waldo, 1956: 49). There thus is no reason for us 
to flaunt one specific approach, but to allow a flowering of options that can be used at the same time 
(Reyes, 1995). 
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