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Abstract

Business Process Reengineering focuses mainly on changing existing business practice to
ensure continued existence and guarantees sustainable competitive business advantage. The
Process is normally accomplished with pains or at least unpleasant side effects because
organizations sometimes trivialize the concept. This article explores the principles and
assumptions behind reengineering, looks for common factors behind its success or failures-
and presents alternatives to “classical "reengineering theory. It concludes that if the process
(BPR) is properly implemented, it could put a business ahead of other competitors.

Introduction
Forward-looking thinkers across the globe have in the past few years gone through numerous techniques of

improving the practice of business. Such techniques include total quality management (TQM), or continuous improvement
strategies - attempting to remain competitive. The main objective for embarking on these strategies by many is basically
to do more with less while maintaining high levels of efficiency.

While these strategies are fundamentally sound and effective, they often lack a sense of urgency and
high-impact results. That is one reason why a growing number of companies, are embracing a different management
philosophy - Business Process Reengineering. The aim of this radical improvement approach is quick and substantial
gains in organizational performance by starting from the scratch in designing the core business process.

The concept of reengineering traces its origin back to management itself developed as early as the nineteenth
century. The purpose of reengineering according to Altaran (2000) is to "make all your processes the best-in-class".
Frederick Taylor suggested in the 1880's that manager could discover the best way .to conduct tasks. In Taylor's time,
technology did not allow large companies to design process in a cross-functional or cross-departmental manner.
Specialization was the state-of-the-art method to improve efficiency given the technology of the time (Dubois, 2002)

In the early 1900's, Henri Fayol originated the concept of reengineering: To conduct the undertaking toward its
objectives by seeking to derive optimum advantage from all available resources.” Although the technological
resources of our era have changed, the concept still holds. About the same time according to Ponzi and Koenig (2002),
another business engineer, Halachmi (1995) stated *' it is not enough to hold people accountable for certain activities, it is
also essential to delegate to them the necessary authority to discharge that responsibility” .This admonition
foreshadowed the idea of workers employment which is central to reengineering.

Originally, reengineering concept was conceived as a technique designed to introduce radical changes in
improving business operations and competitiveness (Hammer and Champy, 1993). Reengineering principles and
techniques have now increasingly attracted and influenced policymakers, professionals and scholars in public
administration. It has emerged in recent years, as a fashionable and forceful expression of continuing initiatives to
redefine administrative values and philosophies, as well as methods and systems of government bureaucracies which
have been deemed as obsolete and incompatible with the demands of a difficult and complex socio-economic and
political environment.

Underlying the challenges of this new order are the burden of rising expectations, growing
populations, conditions of turbulence and declining resources, on the one hand, and the themes of
globalization, competitiveness, market and enterprise dynamics, decentralization, governance, the
information age, and (he rise of new technologies, on the other. Companies that have successfully
implemented reengineering have reported general benefits of improved quality and productivity,
reduced business cycles, higher profits, faster response times and overall improved services.
Likewise, many companies have undertaken reengineering efforts only to abandon them with little or no positive results.
According to a study, more than half of reengineering projects surveyed in America provided less than 5 per cent in
performance improvement (Kraatz and Zajac, 2001). But in spite of this low performance appraisal, the subject/concept is
attracting adherents and defenders in the public and private sectors. Also, currently, scores of materials have been produced
seeking to operationalize and popularize its methods.
There have been a lot of misconceptions about what reengineering is and how the approach is supposed to work.
This article seeks to present a review of reengineering fundamentals and analysis of the practice of the technique, as
employed in various private and public organizations.

Conceptual Foundation
World economies are expressing dynamic transformations that require substantial adjustments in the way and

manner public and private organizations operate. Thus new, elaborate techniques in managing organizations have emerged
to help meditate this transition, and reengineering has been offered as among the more prominent systems of mapping and
adapting to the realities of this new and complex order. As it is, reengineering concepts according to Reyes (1997) have
readily proliferated across a steadily growing and attentive audience in both the public and private sectors. Reengineering
tools and practice have now been either considered or adopted in the agenda of countries, both at the local and national



levels.

Reengineering can be viewed as a system that prescribes ways and approaches to reverse the tide of incompetence,
inefficiency, redundancy, rigidity and the problematic of oversized staff in an organization. It represents innovative
propositions, as well as permutations of past concepts made to adapt to the realities of globalization, deregulation and
entrepreneurship, as well as of governance and the rise of civil societies.

Reengineering is among the class of management techniques known as Micro Management techniques, because
they tend to be focused on the organization and are sometimes drawn from sound business practices used in the private
sector (Gomez-Mezia, et al, 2005). These techniques include the following: Organization Development (O.D),
Organizational Renewal, Management by Objectives (MBO), Zero- Based Budgeting, Scientific Management, Total
Quality Management (TQM), and Bench-Marking, Market Testing, Franchising, Contracting and Information Technology.
Together or taken separately, these approaches now form part of an incipient managerial revolution. They represent
specialized techniques that are gradually redefining bureaucratic practices in organizations.

Reengineering, otherwise known as Business Process Reengineering or BPR, is a powerful expression of concern
over what have been deemed as outdated cooperate practices of American companies. It takes a hard look at prevailing
norms and standards of managing organizations.

Hammer and Champy (1993) define Reengineering 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. Bennet (1996) sees it as "the radical redesign of business processes, normally via the use of the
latest information technology, in order to enhance their performance. As conceived, it means "tossing aside old systems
and starting over", or going back to the beginning and inventing a better way of doing work". The emphasis here is that
business must struggle to discard habits and traditions, those sacred and cherished walls of large, corporate entities that
have transformed them into centralized bureaucracies, creating layers and layers of management over time, and which, in
turn, symbolize the production of layers and layers of corporate rules, procedures and manuals. Reengineering is a
technique used by companies to survive and succeed in the new competitive landscape (Davenport, 1993). It is of
significant benefit to strategic leaders seeking ways to implement chosen strategies more effectively and perhaps change
the organization's culture in the process of doing so.

The Practice of Re-Engineering

Many companies have undertaken reengineering efforts only to abandon them with little or no positive results. The
difference between success and failure did not depend on company size or resources, but on appropriate planning and
avoidance of pitfalls. As important as it is to understand how to reengineer, it is vital also to understand how to avoid
pitfalls. The benefits of reengineering are
attained through the effort of dedicated employees. Business reengineering success is maximized when employees
believe that every job in the company is essential and important, all employees must create value through their work,
constant learning is a vital part of every person's job, teamwork is essential to implementation success, and problems
are solved only when teams accept -the responsibility for their solution (Hitt, et al, 1997). Reengineering is not a trivial
activity. It should only be undertaken when there is a clear business case and a strong motivation to change the way
things are being done.

Requirements for Successful Re-Engineering Implementation

Reengineering and its increasing number of variants and permutations tend to center on the work process and
the context in which it is performed. Halachmi (1995), offers a capsulized description of its basic tenets, citing the
following attributes, though not in that order, as important milestone in reengineering process : evaluation of whether a
process is necessary, given the mission of the organization; breaking away from traditional ways and procedures to start
with a clean slate; looking at business processes from a cross functional perspective; searching for radical improvements,
using the power of information technology; reduction and elimination of paper work and documentation; focusing
on processes and their outcomes; and focusing on the customer, the consumer or the client based on their needs and
preferences.

However, reengineering is not a trivial activity. It should be undertaken only when there is a eclear business case
and a strong motivation to change the way things are being done. Implementing reengineering is not a free-form exercise.
There are specific steps to be performed in a particular order for the reengineering efforts to be successful. Organizations
should adopt a suitable reengineering methodology to serve as a management framework for implementation or as a road
map: saying what comes next, how far away it is, and how long it should take to get there. To achieve its particular end,
reengineering methodology should focus on two strategic guidelines: empowering people and enabling technology.

The following six stages are suggested as reengineering guide that can be used to reach the aforementioned goals.

Stage 1: Preparation: This phase determines if there is a truly potential for reengineering or if other improvement
models such as total quality management may be appropriate. Top executives of companies must recognize the need
for reengineering and develop a consensus. The customer's objectives must be identified. Goals/targets must be
established related to market share, costs, revenue enhancement, or profit margins. The targets to identify may be to reduce
cost, minimize cycle time or eliminate defects. Processes that are strategic and have value to customers must be
identified. Any risks to customers, employees and vendors must also be identified during this stage. Executives also need
to understand the expectations and identify existing barriers or obstacles, such as cost or time that could hamper
reengineering efforts.

Stage 2: Assessment : The main objective of this stage is to identify the root problems and to gain detailed understanding



of the current process before picking and deciding on a possible course of action. This involves understanding the
process structure, in terms of what it is, how much it costs, how long it takes, and how it flows within the organization.

A helpful procedure to follow is to map and flowchart the existing process and then measure the result in terms
of cost, quality, and time. The scope and boundaries of those processes selected for reengineering must be clearly
defined. By the time the assessment stage is over, the executives then must develop a set of structured and integrated plan
change documents that will serve as a contract to make sure that the reengineering team knows what is expected of them
to achieve. The team, in turn, should be trained on the reengineering methodology to achieve the stated goals.

Stage 3: Solution: This stage is about moving the reengineering efforts from concepts to detailed design and involves
two activities: technical design and social design. During technical phase, information is consolidated, alternatives are
redefined, process linkages are reexamined, and controls are relocated prior to applying technology. The second phase,
the social design, focuses on the human aspects and involves employees who will affect corporate changes. Issues such
as defining jobs and

teams, defining skills-and staffing needs, and designing incentives are carefully considered. The real measure of
success for the solution stage is when the senior management team takes ownership of the reengineering proposal. This goes
beyond providing and assisting with the financial, human and technological resources to make the project happen. The
management team must take responsibility for the implementing the objectives of the reengineering process by
empowering the reengineering team.

Stage 4: Benchmarking: After identifying value- added activities in stage 3, the focus of this stage is on finding radically
different approaches to manage a process. Those approaches can be found and adapted from practices of companies
outside of the industry. The organization should benchmark against other industries and combine it with the experience
and expertise of the team members to adopt an entirely new process technology. This will introduce the organization
to the creative practices of other organizations.

Stage 5: Development: This stage is about developing test and rollout plans. After the objectives are identified, the existing
processes are mapped, measured, analyzed, and benchmarked, these efforts are combined, in stage 5, to develop a new
business process-. In this stage, development of people, processes, and technology are integrated. Reengineering teams
define projects' scope, select methodologies to be employed, develop pilot test strategies, and set performance standards
for the project teams. Senior managers who have the knowledge, organizational skills, and clout to make the changes
happen must lead these reengineering teams. Correspondingly, the senior managers must put in place a communication
plan and a strong financial management approach to keep reengineering solutions consistent with the vision and fiscal
constraints of the organization. Additionally, the senior managers must outline well defined milestones and due dates for
deliverables for all the development projects.

Stage 6: Transformation: The objectives of this stage are to pilot test the new approach, fo

continuously monitor the results, and to provide extensive retraining of employees. Top management support is critical.
Resources must also be committed to the training effort and support must be provided at all stages for those who are
being trained. The training program must be evaluated to assess if it is focused on what is to be learned. Finally, the
training should be seen as an ongoing endeavour. Reengineering causes enormous changes in the organization, therefore, it
has a tendency to cause organizational anxiety. One of the challenges of implementing reengineering is coping with the
reaction of employees to the change. Getting people to buy into reengineering has proven difficult. Employees' resistance to
change, and their fears about job displacement need to be alleviated and explained. Making employees feel they own the
reengineering efforts can improve employees' moral and soothe negative feelings.

Barriers to Successful Implementation

Many companies have undertaken reengineering efforts only to abandon them with little or no positive results. The
difference between success and failure did not depend on company size or resources, but on appropriate planning and
avoidance of pitfalls. There are several barriers to successful reengineering implementation presented below. They are
derived from the experiences of many firms in Nigeria.

The first of these barriers is poor top management support and involvement. Reengineering changes all aspects of a
business. But more than changing jobs and skill requirements, it forces changes in management style. Reengineering
forces managers to reevaluate not only what they do, but also who they are. It touches what they know and how they think.
Hammer and Champy (1993} believe that to successfully implement reengineering, a manager must be a "leg
breaker". Reengineering is a top-down proposition. The magnitude of implementing the reengineering process can be a
great problem if there is not a major and absolute commitment made by management of the necessary time, money and other
resources needed to make required changes. Without a shift in orientation, managers are likely to wind up being
disappointed with their reengineering project.

The second barrier is the lack of flexibility. A fundamental source of difficulties for companies struggling to
implement reengineering is the fact that process gets reengineered and
infrastructure does not. The existing rigid infrastructure of the organization must be altered to facilitate cooperation
and to eliminate cross-functional barriers between departments. Individual working in isolated departments must be
replaced by cross-functional teams. This requires flattened organizational structure where there is still a clear-cut chain of
authority, responsibility, and decision-making, but information access is faster and more efficient. Directions, instead of
decisions, come from the top.

Lack of effective organizational communication is another barrier to successful reengineering implementation.



Business process reengineering necessitates sharing information among different departments. Experts agree that the
important issue to be addressed before reengineering can become a reality is ease of communication between highly
specialized functions or departments. An effective and comprehensive communications plan, with feedback loops for
employees to air their concerns, must be in place from day one.

Misunderstanding and misapplication of the concept is a major reason why reengineering fails. The concept of
reengineering is widely misunderstood. Those who label any organizational change as reengineering have victimized it.
Many use reengineering change as an excuse for lay-offs and plant closures. Others use reengineering to replace TQM or
other initiatives. Reengineering is not downsizing, restructuring, automation or more of the same. It means starting
from scratch in designing the core business process instead of analyzing the current one. It involves the radical redesign
of business. Reengineering is not a quick-fix program and it is not cheap (Jones, et al, 2000). Reengineering is a challenging
process that will require lots of hard work by both management and employees. Lack of understanding of the concept and
inappropriate application will all contribute to the organization's failure to appreciate the promise of reengineering.

Another constraint to successful implementation of Business Process Reengineering is the failure to cope with
people's resistance. Reengineering causes enormous changes in the organization. Therefore, it is has a tendency to cause
organizational anxiety. Resistance and cynicism are inevitable as the reengineering team begins to identify problems and
debate radical ideas for solutions. Getting people to buy into reengineering has proven to be difficult.

Employee's resistance to change and their fears about job displacement need to be alleviated and explained.
Making employees feel they are part of the reengineering process can improve employee moral and soothe negative
feelings.

Finally, failure to test the process of reengineering before implementation is a veiy important barrier that must be
carefully taken care of. The impact of any process change, no matter how promising it looks, needs to be understood to
ensure the desired results. Every aspect of every process must be tested. This comprehensive testing can help in validating
implementation plans. It also serves as a means of gaining support from other part of the organization.

Recommendations

Business Process Reengineering (BPR), if left unchecked, seems to offer the dismal prospect that competitive
advantage lies in constant cost minimization. For a firm to fully enjoy the merits/benefits of reengineering; the following
must be taken into consideration:

Business Process Reengineering must be accompanied by strategic planning, which addresses leveraging
Information Technology (IT) as a competitive tool. Likewise, forward looking thinkers should place the customer at the
center of reengineering effort- concentrate on reengineering fragmented processes that discourages delays or other
negative impacts on customer service. Business process Reengineering must be “owned™ throughout the organization, not
driven by a group of outside consultants. It is also recommended that the Information Technology team should be an
integral part of the reengineering team from the start. The reengineering process must be sponsored by top executives,
who are not about to leave or retire. Likewise, the projects must have a timetable, ideally between three to six months, so
that the organization is not in a state of "limbo". Finally, the reengineering process must not ignore corporate culture and
must emphasize constant communication and feedback.

Conclusion

The biggest global issue in the 21% century is not the creation of wealth, but the sharing of wealth. As business
consolidates its position as the most powerful institution on the planet, the
pressures for distributing its wealth has increased. Reengineering has therefore, become the most important global
strategy for success. The companies that have successfully implemented reengineering have reported general benefits
of improved quality and productivity, reduced business cycles, higher profits, faster response times and overall improved
service. Likewise, many companies have undertaken reengineering efforts only to abandon them with little or no positive
results.
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