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Abstract  

 

The discussion on process reengineering is timely. What is observed in process 

reengineering can be likely a catalyst in how we can address todayôs precarious and 

unpredictable market ï we need something totally different. Only looking at the underlying 

process can reveal the truth about the critical actions organizations need to face. 

 

Change has been one of the most talked about topics in the economy and organizations today. In 

the beginning of the 21
st
 century, the world has been struck with a growth that has never been 

experienced before; from the industrial age to the information age grew a plethora of 

unprecedented growth where most of us are left still coping to understand. This growth has 

brought drastic change in how we work, learn and live. The conventional way of building core 

competencies and residing upon a system that is both predictable and controllable is a thing of 

the past. Organizations now face a world where nothing is constant and predictable. Those who 

can respond most quickly to this new market will win. 

 

The competition intensifies as we face a global economy.  Losing a customer today, does not 

guarantee a new one tomorrow, as consumer goods shortage no longer exists. A new system 

where task-based approach, known as the concept of Adam Smithôs division of labor has been 

radically changed into what we now know as a process-based approach. This new approach 

allows organizations to manage and change their existing process continually and responsively to 

the needs of the customers and the organization. In looking at the process lies the key of how we 

get things done ï the rationale in justifying how we can improve customer service, improve 

efficiency, increase productivity and increase financial stability. In providing a framework for 

change, we are able to create a model that is flexible, responsive and adept in facing the market 

of today. 
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CHAPTER 1.0 - INTRODUCTI ON 

 

1.1 Background of the Study 

 

The research is a case study analysis on one companyôs attempt to apply the strategy of 

business process reengineering (BPR). In examining the steps carried out by the company, the 

study aimed to create a framework around the design of process reengineering. The framework is 

known in the industry as business process management (BPM).  The framework provides a 

structured approach to the complex and difficult task of process reengineering where a drastic, 

dramatic and fundamental change in the organizationôs process is the objective.  

 

1.2 Background of the Company 

 

Super Jeweler is a privately-owned company with over 75,000 itemized products and 500 

employees. It has grown remarkably since it started its operations more than 30 years ago. Super 

Jeweler is continuously restructuring itself to meet the organizationôs rapid growth due to its 

growing list of customers and products.  The company has expanded its operations from a 

garage-based operation to owning vastly full -sized buildings located in a fairly populated city 

where they will have no trouble finding human resources. Its primary business of distribution 

and mail-to-order jewelry has transitioned to more complex and technology-based models 

meeting todayôs standards in the business of distribution such as detailed bead catalogues and 

online shopping. Its use of certain Enterprise Resource Planning (ERP) systems and web 

technology has kept it afloat and ahead of its competition by a large margin. Being able to collect 
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thousands of jewelry components from around the globe from China to India to South America 

and having the ability to filter, categorize, organize and placed into a catalogue in just a matter of 

days is a competitive advantage they will always have against their competitors. In 30+ years 

they had perfected the art and science of managing their main product, laying out an elaborate 

systematic process that provides them with the flexibility to understand and cater to the needs 

and wants of their growing list of customers and deliver in the manner that is desired. 

 

Having this capability is of much advantage to the company, but to remain competitive in 

a highly volatile and precarious market, the need to continuously restructure itself is critical to 

meet the evolving and growing demands of the customers. A management strategy utilized by 

organizations today to maintain sustainable growth is known as Business Process Modeling.  

This was better known in the beginning of the industrial-age as Taylorism and/or Scientific 

Management and is now known in the present as process management techniques. Newer models 

were developed such as Total Quality Management (TQM), Business Process Reengineering 

(BPR), Six Sigma and the most current is known as Business Process Management (BPM). The 

evolutionary standpoint of process modeling can be seen as a move towards a process based-

analysis from a much limited view of work known as task-based analysis (Hammer, 2001). 

Business process modeling, although dated back to the industrial-age can be seen as a maturing 

concept from its evolutionary standpoint as mentioned by Davenport (Jeston and Nelis, 2008). 

The concept of business process modeling, like most management and information technology 

concepts had its run of fads, trends and clever marketing spins. This seems to be a familiar 

hurdle to overcome by innovative models that have sprung to be known as sexy and cutting-

edge.  Business process modeling is believed to have passed this stage and the known failed 
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attempts that can be seen from its premature days, emphasized primarily by business process 

reengineering; to providing a concrete strategic and project management framework in business 

process management (Jeston and Nelis, 2008).  What makes business process modeling a 

consistent concept today lies in its ability to provide a continuous improvement model that lays a 

foundation to align organizational strategy with information technology management. This can 

be viewed as a critical strategy for organizations of the 21
st
 century who face globalization and 

rapid technology development, in the midst of such vicarious predicaments of restructuring and 

managing change. A key to survival is having the ability to analyze, plan and react to changing 

business conditions as fast as possible (Klimavicius, 2008). However the ability to change is 

bound to many constraints, such as staff knowledge, business supporting systems and one that is 

most common is the resistance to change. 

 

The definition of a 21
st
 century organization is appropriate for Super Jeweler as observed 

by their day-to-day operations. There is always a new room in the building being refurnished, a 

department being moved from one location to another, and the growing list of their information 

technology demands. It is almost impossible to imagine for businesses as large as Super Jeweler 

to cope with organizational change without the tools provided by technology and concepts of 

strategic management. What can be observed with the current situation of Super Jeweler is the 

term the company has coined as patching. The development of certain programs that allow 

different departments to create, retrieve and manage data and information based on existing and 

newly created processes. This software development is known as middleware programs. The 

result of the practice, lead to an information system that has been stitched together and pulled-

apart with no clear direction and no documentation. One of the key challenges the company is 
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currently facing is the replacement of an obsolete ERP system that has almost fifty different 

known and unknown integrated programs from the developed middleware. Another key 

challenge of the company is replacing old and conventional business processes such that can be 

observed in the Customer Service Support (CSS) department.  The definition of conventional 

business processes is the use of complex manual labor process (paper-based) that have evolved 

in the companyôs operations for years and has not been documented or reviewed for 

improvements to keep with the companyôs growth and industry standards. Given the methods of 

business process modeling, are there methods we can utilize to improve the existing process? 

What can justify the need to improve the existing process? This will be the primary focus of the 

case study analysis. 

 

1.3 Research Problem 

Business analysis is carried out to determine how the concepts and techniques of business 

process modeling are efficient in providing solutions to redesign the current process in realizing 

organizational benefits and competitive advantage. The evaluative applications of business 

process modeling are carried out to assess the effectiveness of using business process models, 

primarily the most current technique known as Business Process Management. It puts emphasis 

on the concepts of its predecessor, business process reengineering.  

 

The unit of analysis will be the CSS Department of Super Jeweler. The goal of the study is to 

examine the managerial and technical aspects of the unit of analysis. The investigation of these 

aspects will lead to the primary objective of the study: utilizing the strategy of process 

reengineering by using the structured approach of the business process management framework. 
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The study will begin in developing the key organizational issues, (1) how was the business 

processes developed under the existing ERP system? (2) why is there a need to improve the 

existing process? 

 

Understanding the key organizational issues provides the direction for BPR. The two key 

organizational issues are addressed by guidelines known as the general objectives, (1) is it 

possible to eliminate the existing conventional processes? (2) what are recommendations in 

providing alternative methods to replace the current process? (3) in recommending alternative 

methods did the process improve? The general objectives will be the basis for the data collection 

in providing an in-depth analysis of the organizational issues.  

 

Data analysis follows the data collection, providing the last step of the research problem. The 

data analysis proves the study by providing the findings and recommendations. The data analysis 

satisfies the following guidelines (1) options for possible redesign (2) directions for continuing 

the analysis (3) process model for continuous improvement. 
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Diagram 1.0 ï Theoretical Approach of Research Problem 

 

The scope of the research is focused and limited to the study of Jeston and Nelis on business 

process management and Hammer in business process reengineering. These will be the primary 

concepts that will provide the foundation for the case study of business process modeling.  

Related studies will also be used to support the concepts by the primary authors. 

1 

2 

3 
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1.4 The Case Study Analysis 

 

The attempt of Super Jeweler to conduct the implementation of BPR was the result of a 

successful three-month study conducted on business process mapping. A graduate student was 

hired as an intern to map out the whole production system of the company. The company needed 

to document their production system using high level architectural diagramming, which served 

as the baseline from which to measure ongoing change and growth. The program encompassed 

the creation of primarily data flow diagrams to depict all the major production systems at Super 

Jeweler.  

The completion of the business process mapping project composed of creating a total of 16 

high level architectural diagrams, including an overarching diagram depicting the entire 

production system of the company and ten reports on the findings. The intern concluded with 

three recommendations where the company can improve their current operation based on the 

findings. The three recommendations were: 

1. IT Strategic Management 

2. Marketing Segmentation 

3. Business Process Reengineering 

 

It was decided by the management that the most attainable recommendation was the Business 

Process Reengineering project. The execution of this project will be towards the development of 

the Customer Service Support Department. The intern was hired a second time to conduct the 

study of BPR and provide insights on how the company can move forward in redesigning the 

customer service support department based on this strategy.   
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The focus of this case study analysis is to examine the conducted study on business process 

reengineering by sighting the actual study and providing relevant industry oversights on what 

was done correctly and was should have been done. This paper refers to this project as business 

process reengineering ï customer service support: ñBPR-CSSò study.  

 

The study is limited to setting up an appropriate environment for process reengineering. 

The study does not provide actual results where the success of the process reengineering study 

was realized, although this is explored in a theoretical basis where the implementation of process 

reengineering is assumed. The theoretical application of the study is limited to the concepts of 

reengineering primarily described by Dr. Michael Hammer in his book, Reengineering the 

Corporation - A Manifesto for Business Revolution, Updated and Revised. This book will lay the 

foundation for the concept of developing process reengineering. Secondly, the study applies the 

project framework for business process management as described by Jeston and Nelis in their 

book, Business Process Management ï Practical Guidelines to Successful Implementations. 

Other books are utilized as well to support the concepts provided by the three mentioned authors. 
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CHAPTER 2.0 - SETTING THE STAGE  

Before we suggest change, we must understand what it is to be changed. 

 

2.1 The Evolution of Business Process Modeling 

 

There are many degrees in which business process modeling can be utilized. It is 

necessary as it reflects both enterprise information systems and business functions. Developing 

business process models can capture and prevent the re-occurrence of existing problems 

(Boersma J., et al, 2005).  Business process modeling can be traced back as far as Adam Smithôs 

Division of Labor. Today, these concepts do not apply anymore as organizations have developed 

highly complex processes and the population growth in the 21
st
 century are reasons enough for 

the obsoleteness of the concepts. The principles behind these concepts may have been suited for 

the conditions of their era, but they cannot support what the organization has become today 

(Hammer, 2001). This primary difference between yesterday and today is task-based analysis 

compared to process-based analysis. Hammer emphasized how organizations cannot look at their 

work as task-based or employees performing piece meal tasks, but instead organizations must 

learn to look at work as processes. Tasks can be defined as acting according to rules, to create a 

one-track system predictable, workable and safe. Hammer further states that programming 

people is the established procedure even today as the essence of a bureaucracy system of 

command-and-control. But in todayôs environment, nothing is constant or predictable. The 

companies born of the industrial age were built to emphasize ensuring continuity than to enable 

basic change, hence companies were incapable of making fundamental changes, breaking their 

existing frameworks (Hammer, 1996). By having the ability to look at the organizationôs work as 
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processes breaks free from the bureaucracy and entrusts employees with tasks that allows them 

to think. Drucker stated the difference between a knowledge worker and a manual worker in his 

book, The Age of Discontinuity. The work of a manual worker is defined for them, little or no 

creativity/skills are required, which is the opposite of a knowledge worker where creativity or 

decision-making is demanded. This difference in work stated by Drucker, can define the 

difference between the work required in the past and the work required today. Drucker states, 

ñTo make knowledge work productive will be the great management task of this century, just as 

to make manual work productive was the great management task of the last century.ò The 

transformation can be emphasized through the evolutionary change from task-based to process-

based and the change of role of the employee.  In task-based thinking as applied to the definition 

of manual work, the fragmentation of work into its simplest components and their assignment to 

specialist workers are what is designed for companies for the last 200 years (Hammer, 2001). 

Process-based thinking, illustrates a shift into radical changes more applicable to Druckerôs 

definition of a knowledge worker.  A conclusion made from such relationship between task and 

process, manual and knowledge work are evidence that can confirm the outdated management 

style of the past and the shift to a more appropriate technique in business process modeling. 

According to Hammer, the focus of organizations in dealing with the industry today is three-fold: 

customer, competition and change. To deal with the vicarious market, companies can no longer 

organize their work around Adam Smithôs division of labor, but they must organize their work 

around process. Inflexibility, unresponsiveness, activity rather than result and bureaucratic 

paralysis results in lack of innovation and high overhead. The underlying problem is doing 

business in the 21
st
 century with companies designed during the 19

th
 century to work well in the 
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20
th
 ï Hammer postulates that something entirely different is needed, hence the concept of 

business process reengineering. 

 

Hammerôs BPR set such a trend in the industry to the point where everyone thought they 

were doing process reengineering. The lack of understanding of business process reengineering 

and the level of expectation of drastic and innovative change brought BPR to its end. The trend 

that BPR set brought upon a plethora of business process models such as Six Sigma, Total 

Quality Management, Process Innovation and EVA. The latest addition to this collection is 

Business Process Management.  According to Jeston and Nelis 2008, BPM is advocated by its 

proponents as being different and better than what was available in the past. It is argued that 

BPM is the most important topic in the management agenda today. 

 

There are certainly factors that allows for a concept to become a trend and it is important to 

understand how this happens. Promoters hype the market with advertising, sales pitches, research 

and case studies. Promoters then disparage the old with the new. They make the new seem 

simpler to understand and finally market the existing product with a new label or acronym ï 

BPM (Jeston and Nelis, 2008).   Jeston and Nelis 2008, pointed five demystifying factors of 

BPM: 

1. The key point is that BPM is only as good as the buy-in you get from the organization 

and management.  

2. Technology should not be the initial focus in a BPM implementation. 

3. A methodology or framework can be a millstone as much as a savior; it is how it is used 

that matters. 
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4. Organizations do not need to solve all process problems in one implementation of BPM. 

5. External people are needed to implement BPM. An experienced BPM project manager 

can provide significant project focus that, sometimes, internal project managers are 

unable to bring to the project. 

 

It becomes essential to understand the demystifying factors as they can provide us with an 

explanation why the ónewô big thingô is indeed the ónextô big thing. What we can learn from the 

five demystifying factors is that these are components that are learned from the past, particularly 

the BPR era and most importantly the pitfalls that come from technology or innovation that we 

are very much aware of. Like any innovation, there is a trial and test period. The point to be 

made is that BPM has been through quite a change provided with its past and it is still surviving 

changing the way we do business and is still debated upon today. 

 

2.2 Adam Smithôs Division of Labor  & Alfred Sloanôs Principle of Management 

 

In 1776, Adam Smith published The Wealth of Nations, which set the field for modern 

economics, and set the foundation for the past as he described his theory of Division of Labor. 

The division of labor has been applied not only to manufacturing but to airlines, steel mills, 

accounting firms, and computer makers. Adam Smithôs division of labor has been the core front 

of every corporation today, the concept of specialized labor and the consequent fragmentation of 

work. Workers really never complete a job but instead they perform piece meal tasks (Hammer, 

2001). Smithôs concept of division of labor became widespread and made U.S. companies the 

best in the world. The next challenge that came about was transportation and communication. 
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Factories needed ways to transport, communicate, and get more people to work. This gave birth 

to the development of the railroads in the 1820s. This development took the concept of Adam 

Smith to the extreme, through a system of bureaucracy by creating operational procedures and 

organizational structures that programmed people to be able to work in the most efficient manner 

they know. A system of command and control to provide a structure that is predictable, workable 

and safe ïHammer states that this creation of bureaucracy is the embodiment of the principles of 

corporations even today. 

 

Adam Smithôs division of labor was followed and refined by the likes of Henry Ford and 

Alfred Sloan. Henry Ford took Adam Smithôs concept and developed it into his own by creating 

the moving assembly line. The moving assembly line took the concept of steps and refined it to 

even tinier steps. The moving assembly did not only stop the worker from going to the work, but 

made the work go to the workers. This amazing assembly line reduced the completion of 

producing one complete car from a scheduled fourteen hours to three hours. The moving 

assembly line was known to be two-hundred fifty feet long.  By breaking down the tasks, Ford 

made the jobs simpler, but the matter of coordination far more complex. By the time Alfred 

Sloan came in to save General Motors, he was able to create the management system built 

around Fordôs complicated moving assembly line. Sloanôs concept was to create smaller, 

decentralized divisions headed by managers that could oversee and monitor each division. The 

focus of the managers was to look only at the numbers. Skills and knowledge of engineering or 

manufacturing were left to specialized workers.  Sloanôs system saved General Motors and was 

later adapted by other companies solving the problems of expansion in the growing economy. 

Sloanôs management system became known as mass production. 
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The last evolution came about World War II and the 1960s where the world experienced a 

period of enormous economic growth. Sloanôs concept of mass production was utilized. Like 

Smithôs concept was refined by Ford, corporations took Sloanôs concept and refined it by 

detailing the work of managers. Elaborate planning created roles of corporate controllers, 

planners, auditors, detailing out accuracy and efficiency of performance and adjusting plans and 

activities to the smallest detail. This organizational model rapidly expanded to Europe and Japan 

after World War II.  This model accommodated unrelenting growth in the economy and shaped 

the world today. The challenge which followed was supply and demand and controlling 

inventory. The concept of forecasting was born, to properly control productivity and balance 

inventory avoiding over-capacity and/or limited capacity. To solve such problems, more 

complex systems of budgeting, planning and control were developed. The consequence of these 

actions, were two-fold (1) as tasks grew, the organizational chart became even more complex, as 

middle and functional managers were inserted, to manage the fragmented work which was 

supposed to be simpler with accordingly repetitive steps and much organized (2) the distance 

between management and the customers. Customers were mere numbers to the management and 

never in faces. 

 

2.3 Hammerôs 3 Côs  

 

Hammer defined the actions of the corporation in the past as follows: 

1. If modern companies thin-slice work into meaningless tasks, it is because that is how 

efficiency was once achieved. 
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2. If they diffuse power and responsibility through massive bureaucracies, it is because that 

was the way they learned to control sprawling enterprises. 

3. If they resist suggestions that they change the way they operate, it is because these 

organizing principles and the structures to which they gave birth have worked well for 

decades. 

 

What corporations need to realize is the past is the past. What worked as the paradigm of 

Adam Smith no longer applies to what is now known as the corporate world where nothing is 

constant or predictable. In understanding this new concept, Hammer introduced the three Côs, 

which characterizes what the corporate world is today. The three Côs are known as customers, 

competition and change. 

 

2.3.1 Customers take charge 

 

The phrase, ñCustomer is kingò is common to us all. Todayôs organization changed the 

way the seller-customer relationship is dealt with forever.  Before, customers would gladly buy 

anything and the seller had the upper hand. With the final evolution of the corporation, supply 

was easily attainable as the development of the corporation spread throughout the world. Today, 

customers have the upper hand and each customer counts. A field of study known as market 

segmentation defines the concept of niche marketing. It seems attainable with todayôs technology 

innovation to be able to take care of customers, not by groups but by individuals. Niche 

marketing can be defined as finding a specialty category from a segmented market. Kotler and 

Keller describe this as a more narrowly defined customer group seeking a distinctive mix of 

benefits. It is dividing a segment into a sub-segment. Markets become more specialized as 
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corporations target individuals. This special treatment will tend to indulge the customer, and 

once the customer experiences this service, it is difficult for them to settle for anything less. As 

stated by Hammer, ñLose a customer today, and another doesnôt just appear. Consumer goods 

shortage no longer exists.ò The ability to take care of individual customers is battled amongst 

corporation with the use of technology today. Market systems known as customer-relationship 

management systems or CRM are a rising popular trend in the new millennium. This technology 

trend is not complete without the concepts of data mining, data warehousing, leading to the 

concept of business intelligence. The technology built today, is built upon one simple and 

competitive factor: customers take charge. Consumers simply yield a greater deal of power 

(Hammer, 2001). With the way companies operate today, with the support of technology, we 

know what they want, what they want to pay for it, and how to get it on the terms they demand. 

Customers know this. And they will not deal with companies who cannot deal in this type of 

environment, in this standard of seller-buyer relationship. 

 

2.3.2 Competition intensifies 

 

The battle of corporations has intensified as the world becomes a global battle field. In 

the supply-side, more producers now operate around the world. On the demand-side lower 

population growth in developed countries has become the trend. Undeveloped countries are now 

targeted as off-shoring and outsourcing destinations to produce lower costs. A type of mass 

production that can match the criteria of high quality, low price, diverse selection and quality 

service, which has created a world where consumer goods shortages no longer exist. Market 

segmentation has intensified customer consolidation in markets with the growth of megadealers 
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in automobile business, fast-food franchises replacing thousands of independent eateries, and 

mall-size discounters emptying Main Street store-fronts. With so many brands available the 

dealer has the upper-hand over the manufactures or product owners. A consulting firm with 

numerous high-end clients would be bombarded by companies like Oracle, SAP, and Microsoft 

to sell their product. Backward integration is another concept of threat. What customers used to 

purchase from suppliers, they now have the ability to create it themselves. At the same time, 

firms would discover that it would be more cost-efficient if they build it themselves rather than 

obtaining the product or service from a supplier.  With the power of technology today, start-ups 

also become a threat to corporations. As defined by Hammer, ñStart-ups do not play by the rules. 

They write new rules about how to run a business.ò Models developed by Wal-Mart literally 

reinvented retailing. Technology companies can be developed by anyone with the right know-

how in using the right programming tools available for free on the internet. An example of this is 

the development of the server-side scripting language known as Hypertext Preprocessor. 

Companies do not anymore created new ways of developing new products they simply merge 

and acquire other companies. Technology has also become a great part of this transformation of 

how to do business as it was with how corporations deal with customers. 
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2.3.3 Change becomes Constant 

 

Change has become a constant variable mentioned by numerous authors in the topic of 

business today. From Hagel and Brownôs concept of moving from static specialization to 

dynamic specialization in their book, The Only Sustainable Edge ï Why Business Strategy 

depends on Productive Friction and Dynamic Specialization, to Thomas Maloneôs concept of 

moving from centralization to decentralization in his book, The Future of Work ï How the new 

order of business will shape your organization, your management style, and your life.  Malone 

explains how the centralized structure of command and control need to apply a more 

decentralized approach to the organization which is based upon cultivation and coordination. 

This new model takes the concepts of a loosen hierarchy of management, the practice of 

democracy, resulting in unleashing the market both internal and external. The key to Maloneôs 

concept is the rapid development of communication that has become accessible because of the 

technology and the type of organizational structure that we have built today. 

 

Druckerôs concept of a knowledge worker works well in dealing with an environment of 

constant change. By not telling a knowledge worker what should be done but instead by simply 

giving the task and allowing him to go about the solution his own way, is an indication of 

accepting change by not controlling or commanding but by simply letting the creativity of the 

knowledge worker solve the task you are cultivating the talent and simply coordinating the task.   

 

Brown and Hagelôs dynamic specialization describes expanding the organizationôs horizon. 

The structure of the organization today is based upon the concept of taking care of what the 
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organization considers their most valuable assets ï their key competencies. This can be 

enumerated as the niche market, the product or service in which the organization specializes. 

Brown and Hagel further explain the concept of a dynamic non-zero sum relationship from a 

static zero-sum relationship. The worldview of a static zero-sum relationship would focus on the 

existing resources of the organization ï this is the general view of large, well-established 

industry players. Their goal was to focus on developing equilibrium states, where it is easy to 

quantify key competencies with the assumption that capabilities and consumer preferences are a 

given. If the factor of capabilities and consumer preferences are not a given, the worldview 

changes to that of today where nothing is constant and nothing is static.  We are now more 

focused on innovation, on what else we can do. The goal of the organization is to create blue 

oceans as described by Kim and Mauborgne in their book, Blue Ocean Strategy ï How to create 

market space and make the competition irrelevant.  Relationships that are viewed before as 

competitive become more complimentary as we realize that we need other specialized players to 

deepen our capabilities (Hagel & Brown, 2005).  As we change our worldview our horizon 

expands to creating local ecosystems, global process networks and communication and 

transportation infrastructures, as oppose to the myopic and static view of focusing on the 

institution itself. This concept is similar to the concept of the blue ocean strategy, as it considers 

the innovation to create new markets (blue ocean) instead of competing in the congested and 

saturated competitive market (red ocean) where companies have become accustomed to 

competing in and can be viewed as a comfort zone.  The key to Brown and Haleyôs concept of 

dynamic specialization is through a complex map of collaboration. 
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The last concept of change is the evolutionary state of knowledge management systems. 

Knowledge management system is a virtual portal where information changes based on the users, 

the experts, and the view of the world. The information placed in the knowledge management 

systems is never static it is always replaced, updated and reviewed. A knowledge management 

system is a one-stop virtual portal, were the organizationôs employees from around the globe 

have access. Access is controlled, depending on the employee status in the company. For 

instance a consultant in a consulting firm would have limited access to the firmôs best practices 

and methodologies, while a CEO would have access to the revenues, client names and other 

financial data. The knowledge management system installed in organizations are key indicators 

of support of the knowledge worker, as they are given access to the tools they can work with and 

allow them to use them as they please.  Applying the concept of Maloneôs decentralization and 

Hagel and Brownôs dynamic specialization, we can create blue oceans by means of collaboration 

and communication through the framework of a knowledge management system.  

 

All  the concepts mentioned puts into perspective the nature of change. Change has become 

both pervasive and persistent and it has become the norm (Hammer, 2001). Life insurance used 

to have only two products, term and whole, now they have a plethora of products with more and 

more new products being constantly created. The pace of change has accelerated to the point that 

we should be able to assume change is around the corner and have the ability to respond in mere 

seconds to change. If we donôt ï we are doomed. Product life cycles have gone from years to 

months. The life span of a computer can stretch to 2 years, but more likely to be replaced in a 

matter of 6 to 9 months, service quirks from a pension business in terms tax laws and interest 

rates, has an anticipated market life span of three months ï if you are too late to react in this 
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business by just thirty days, your companyôs selling time for this service will be cut by a third. 

Hammer states, ñToday, companies must move fast or they wonôt be moving at all. The changes 

that will put a company out of business are those that happen outside the light of its current 

expectations, and that is the source of most change in todayôs business environment.ò  

 

The problem still lies in the common thinking, that companies are equipped with sensing the 

external factors that can affect the organization. Hammer states an example of a brand manager 

at a consumer goods manufacturer where the company was tracking any defects from the product 

that could be changed. They did surveys and more surveys and each time received the same 

results that the customers loved the product. What was wrong? It turns out the problem was in 

the companyôs order fulfillment process, which made the retailers so frustrated that they cut the 

shelf space for the companyôs product. No one in the company including the brand manager had 

a broad enough perspective to detect the problem.  

 

In order to expand the companyôs horizon, to be able to create dynamic specialization, 

decentralization, blue oceans and knowledge management systems companies need to first look 

inside their process, break it down, understand it and accept the fact that they do not have the 

know-how to tackle unpredictable, economic and market changes. Before anything else, we have 

to start with process reengineering. Process is the heart of the organization. 
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2.3.4 Summarizing the 3 Côs 

 

What was done in the past cannot be remade today. The concept of mass production, 

bureaucracy, command and control are simply the thing of the past. It will not be able to survive 

the world where customer, competition, and change demand quick response and flexibility 

(Hammer, 2001).  A common theme amongst companies is known as the blame game. One 

example is the blaming it on external factors, which is said to be beyond the management 

control, such as foreign markets, low cost of capital, predatory pricing subsidized by the 

government, hence the governmentôs mishandling of the economy and regulatory development.  

Unions, the poorly educated and unmotivated workers are other places they turn the blame. If itôs 

not management control, they blame it on management deficiencies, ñIf companies were only 

managed differently, they would be fine.ò Such management strategies as diversification, theory 

Z, zero-based budgeting, value chain analysis, decentralization, matrix management ï none of 

these fads have been able to sustain competitive performance. If there is no one else to blame, 

they turn to the product. If only the company had the right product, they would be fine. But in 

fact, the reality is, products have limited life spans and being obsolete and/or reaching a 

supersaturated market is inevitable. Changing corporate strategies by getting rid of a division, 

changing markets, getting into different businesses, and juggling assets and restructuring with 

leverage buyouts (LBO) ï how do companies justify such actions? Everything mentioned up to 

this point simply allows the managers to avoid what really needs to be done ï the real work they 

have to do which is to get their hands dirty and understand the underlying process and make 

those sound decisions. 
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An architect by the name of Mies van der Rohe quotes, ñGod is in the details.ò Deciding 

why the company is in trouble cannot be found in the product. ñIt is not the products but the 

processes that create products that bring companies long-term success. Good products donôt 

make winners; winners make good productsò (Hammer, 2001). Hammer further states in his 

book, Reengineering the Corporation that the difference between winning companies and losers 

is that winning companies know how to do their work better. If companies want to become 

winners again, they will have to look to how they get their work done. It is that simple. 

 

When companies finally get into understanding the process, it is important to understand 

that Adam Smithôs division of labor and Alfred Sloanôs principle of management control and 

accountability, only have one advantage ï hiring people with no advance degrees, since everyone 

involved have only one simple task to perform.  The process is accountable throughout the 

bureaucratic chain of command.  The disadvantage is there is no one person responsible for the 

process. Many people are involved in for instance, order fulfillment; it is no single personôs job. 

A second disadvantage is the process is error-prone. Errors are very much inevitable with many 

people working through the line. Each handoff entails queues, batches, and wait times. Returns 

and exchange or a simple order fulfillment are very much prone to this type of problem. Take the 

sample of IBM Credit Corporation. A salesperson calls in to request financing. He had to go 

through fourteen people in the whole process. Hereôs a summary of the steps: 

Step 1: Person taking the call logged the request for a deal on a piece of paper 

Step 2: Someone carted the piece of paper upstairs to the credit department to check for 

creditworthiness. Specialist then passes the results to the next link in chain. 
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Step 3: In the business practices department, in charge of modifying standard loan 

covenant in response to customer request. They had their own computer system, when 

complete, attached the special terms to the request form. 

Step 4: On to the pricer, who keyed in the data into a personal computer spreadsheet 

determining the appropriate interest rate to charge the customer. This was then delivered 

to a clerical group. 

Step 5: An administrator turned all information into a quote and delivered to the field 

sales representative. 

 

The entire process consumes six days on average and sometimes as long as two weeks. 

By that time the customer had already found another source of financing. When the sales 

representative calls in to check his order, no one could say exactly where his order was anymore. 

No one is empowered to answer the question or solve the problem. Once the order enters the 

process, it is lost until it emerges at the end ï whenever that may be. 

 

Fixing the pieces can solve the problem and refining the tasks into simpler tasks cannot 

work anymore. Companies who work on improving and trying to fix these pieces is guaranteed 

to continue bad performance.  It should be clearly seen by now that companies cannot be fixed 

but have to be reinvented. No one is in charge anymore of process in companies today.  

Companies today work in functional silos, vertical structures where for instance, the person 

checking customerôs credit is also part of the credit department, which is in hand part of the 

finance department. This kind of structure is a clear indication of process fragmentation.  

 



Redesigning the Workplace    34 
Applying a BPM Framework to Process Reengineering 

 

 

The fragmented process can stifle innovation, creativity and the response time to react to 

the market. If someone has an idea to improve the process, he/she will most likely be dampened 

by the number of people he/she have to go through to be heard. And if only one person says no, 

the idea is shot down. The division of functional silos and overlapping processes that exists, and 

not knowing the end-to-end process does not allow the organization to react fast enough to the 

market. How can you react if you donôt know how your process works? This can lead to even 

worse results as diseconomies of scale. If it takes ten workers to produce one hundred units, then 

the organization will need one manager and ten workers. If they need to produce one thousand 

units, then they will simply hire ninety more workers and nine more managers. On top of that, 

they will need to hire assistant mangers, supervisors, human resource, long-range planners, 

controllers and more for facilitation and expediting!  The diseconomy of scale describes 

companies where direct labor cost may be down, but with overhead costs way up. The 

companies are paying managers, supervisors, vice presidents, controllers who are in charge of 

monitoring those who are doing the real work ï the credit checkers, inventory pickers, package 

shippers to put together the fragmented work. Companies are paying more for the top honchos 

who refuse to get their hands dirty and learn the process themselves.  

 

This problem was further stated by Lawrence Hrebiniak in his book Making Strategy 

Work ï Leading Effective Execution and Change. He stated how the C-level or other top-level 

managers believe that strategy execution and implementation is below them, something best left 

to lower-level employees.  Top management should only worry about planning and strategy 

formulation. Hrebiniak called this let the Grunts handle the execution.  The problem with this is, 

when all does not go as planned, the ones who executed the plan is blamed on the doers (the 
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grunts). Hrebeniak further states that ñall managers are grunts when it comes to strategy 

execution. From the CEO on down, sound execution demands that managers roll up their sleeves 

and pitch in to make a difference.ò  

 

Inflexibility, unresponsiveness, the absence of customer focus, obsession  with activity 

rather than results, bureaucratic paralysis, lack of innovation, high overhead are business 

practices not of the past (Hammer, 2001).  They have been present all along, and companies did 

not have to worry until today. Whatôs important to managers was simply to manage growth and 

now that growth has flattened out, everything else seems to matter. If costs were high, blame are 

passed to the customers. If customers were unsatisfied, companies turned to new products. And 

if companies were slow to produce, customers had to wait. 

 

2.4 The Concept of Business Process Reengineering 

ñReengineering is 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.ò 

 

The definition provided above contains four key words; fundamental, radical, dramatic and 

processes. Fundamental takes into regard the organizational goals and objectives. It begs the 

question, why do we do what we do and why do we do it the way we do? The fundamental key 

word begins with no assumptions and no givens, it focuses on what the company must do, and 

how to do it; it ignores what is and focuses on what should be. The second key word is radical. 

Radical speaks of radical redesign it is about throwing away the old, disregarding the existing 

process and creating a completely new way of doing work. Dramatic speaks of dramatic results. 
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When we redesign the workplace, we expect a substantial amount of improvement. Hammer 

states three kinds of companies that may undertake reengineering: 

1. Companies who are in deep trouble, who have no choice but to reengineer. For instance if 

the companies customer service is dreadful that the customers are not being taken care of. 

Companies in this category are injured and have hit the wall and is crying out for help. 

2. Companies who are not yet in trouble but whose management has a foresight to see 

trouble coming. An example would be todayôs financial crisis. One day, Leeman Brothers 

was doing great, the next day they are going out of business. If CEOs of AIG and Meryll 

Lynch couldôve seen this coming could they have possibly saved their companies and 

what more the economyôs ripple effect of crisis after crisis. In general external factors, we 

can forecast based on whatôs going on in the market ï new competitors, changing 

customer requirements or characteristics, altered regulations or economic environment. 

Any of these factors that threaten the foundation of the company. The company should be 

ready to throw away the old ways and embrace new ways for what is coming their way 

before itôs too late. Companies in this category are doing fine, but they see something up 

ahead that could change the course of their strategy. 

3. Undertaking reengineering while they are still in their peak condition. These companies 

have no troubles, they are on top of their game and there is no trouble coming in the 

horizon. They have managers who are aggressive and ambitious. Reengineering for these 

companies is an opportunity to extend the margin against their competitors and raise the 

competitive bar even higher. But reengineering in this position is difficult to do. As 

Hammer states, ñWhy rewrite the rules when youôre already winning the game?ò 

Although it is also said, the hallmark of a great company is its willingness to abandon 
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what has been successful, and never to be satisfied with its current standing. A key of 

continuous restructuring and continuous improvement. Companies in this category have 

an opportunity to build an even bigger wall that is already standing against their 

competitors. 

 

The last key word is processes. The last key word is almost the most important. It is the one 

that has the greatest difficulty as managers shift to becoming process-oriented as opposed to 

being focused on tasks, on jobs, on people, and on structures. Hammer defines business process 

as, ña collection of activities that takes one or more kinds of input and creates an output that is of 

value to the customer.ò For example the order fulfillment process where the goal is to deliver the 

ordered goods. The delivery to the customerôs hands in the value that the process provides. 

Under Adam Smithôs division of labor, the order fulfillment can be broken down to many tasks 

and made simpler. The individual tasks are important, but it doesnôt matter at all to the customer 

if the overall process does not work.  

 

2.5 A Reengineering Success Story - Duke Power 

2.5.1 Situation 

 

Due to upcoming deregulations, Duke Power needed to cut cost of delivery, while 

simultaneously improving the quality of service in the customer operations, to be ready for the 

competition. The endeavor was lead by the CEO (Richard Priory) and the Senior Vice President 

of Retail (Jimmy Hicks). According to the Sr. Vice President of Retail, in order to meet the goal 

of Mr. Priory, they needed a new kind of organization. 
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The Customer Operations was the targeted division for the reengineering. Dukeôs 

customer operations takes in all the employees within the towns and cities served to transfer the 

energy from the high-voltage system to the customers.  As the heart of Duke Powerôs services, 

customer operations deliver the energy to all of the companyôs customers. This is where people 

run, bury, and maintain the lines up and down the streets. They read the meter, send the bill, 

collect the money, and figure out the rate the customer pays for the service. They are the 

conduits between the raw electricity and the customer at home. 

 

2.5.2 Defining the Problems 

 

2.5.2.1 Problem 1 

 Replace the antiquated customer information system, which dated back to 1971. 

By this time they were already thinking terms of process and understand how they 

worked. But they had not considered how this would link to customer operations. 

 

2.5.2.2 Problem 2 

 The company did not think in terms of process. There were thirteen geographical 

areas and each one did everything thirteen different ways, each with a little twist that 

fitted the politics of a particular area, the capabilities of particular employees, and the size 

of the organization in that area. When someone wanted something changed, you had to 

change it literally thirteen times, and everyone had at least as many reasons why that 

change would not work in certain areas. As a result, nothing was ever improved. 
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2.5.2.3 Problem 3 

Resistance to change was a challenge, just hearing the term reengineering, scared 

people due to a series of layoffs over the past five to six years. Not because of the trend 

of reengineering but because they assumed more layoffs. The misconception that is 

always related to reengineering is downsizing. If they were to start all over, there was a 

need to educate everyone about reengineering. 

 

2.5.2.4 Problem 4 

The operating center is a place where customers can call in for a request for a 

service visit. This is also where the workers can print out the request form. This operating 

center serves two million customers spread over twenty-thousand square miles in North 

and South Carolina ï the operating centers were all over the place. An administrative 

representative would take the request from the printer and place it in a box based on the 

day the job was to be performed. The request was then transferred into a frontline 

workerôs box on the day the job had to be done. The main problem with the system in 

place was that no one made attempts to determine how long a particular job took, taking 

one hour, two hours or more. Some workers were sent out with only five or six hours of 

work, while others had more than they could possibly complete in one day. 
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2.5.3 Execution of Process Reengineering 

2.5.3.1 Game Plan 

Before they could go any further, they realized they first needed to sell the idea of 

reengineering. They needed to convince employees of this plan because they needed a 

team to make this work. They sold the idea by using the metaphor of a football game. As 

stated by Jimmy Hicks, ñYou have an offensive coordinator who looks after the whole 

offense, and you have a similar defensive coordinator. In addition you have coaches who 

teach players how to work, and you have the players themselves, who execute individual 

plans in the service of an overall strategy.ò The idea was to bring all thirteen geographic 

areas into one ï they must all interface with one another. The primary job of the manager 

was to teach the employees about the process. Once people viewed the game plan in 

terms of football, the employees began to understand it. 
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2.5.3.2 Preliminary Actions 

The first step was to analyze the process of the customer service operations. They 

came up with six major processes, each with a corresponding process owner responsible 

for the design of the work and the resources required. The processes are as follows: 

 

  

PROCESS 

 

OBJECTIVE  

1 Developing market strategies Figuring out what customers want, creating 

that product, pricing it, and setting a target 

market share. 

2 Acquiring and maintaining the 

customer 

This entails all the interaction with the 

customer, from selling the product to 

keeping the customer happy by answering 

service questions, and so forth. 

3 Delivering products and services Once a product is invented and sold to a 

customer, the company has to provide what 

it has promised. It must be built with 

quality and delivered on time. 

4 Calculating and collecting After an order is completed, you must bill 

the customer and, of course, get paid. 

5 Managing the delivery system It is critical that an electrical infrastructure 

work correctly, so that customers have 

power 24 hours a day, 7 days a week, 365 

days a year. So we created a process that 

ensures smooth, continuous service. 

6 Supporting the business Includes all the support it takes to keep IT, 

finance, and HR operating without a hitch 

Table 2.0 Duke Powers ï Preliminary Actions 

 

Once this was defined and analyzed, there was a clear understanding of the 

concept of process-managed work. The team could now see how to deploy the idea of 

reengineering based on the activities that make up the process.  

 



Redesigning the Workplace    42 
Applying a BPM Framework to Process Reengineering 

 

 

Process mapping was an important step in understanding the existing process. 

Process mapping was able to highlight the interconnections between the output of one 

process, the input of another, and the effect on the customer. Each process was measured 

in a way that kept the customer at the center. For example, a billing process was 

measured in terms of accuracy. 

  

2.5.3.3 The Role of Information Technology 

After identifying and mapping the basic processes, Duke wanted to take 

advantage of IT to minimize the number of handoffs, eliminate the steps and widen the 

current span of control. IT was to fundamentally change the way they provided service 

and value to the customer. By having the information available to the frontline 

performers, they can serve the customer with the minimal amount of guidance or 

supervision.  

 

2.5.4 Discoveries in Reengineering 

2.5.4.1 Discovery 1 

Fragmentation was embedded in the culture of the organization and this needed 

to change. As they mapped out the process, it clearly pointed out the inefficient structure. 

A decision was made to separate the strategic work from the tactical work. This allowed 

for the people who were working the day-to-day operations of the business to also try and 

figure out solving tomorrowôs problems. The job of the people in the field was to simply 

execute the processes, while the responsibility of redesigning the process and managing 

resources was the responsibility of the process owner. 



Redesigning the Workplace    43 
Applying a BPM Framework to Process Reengineering 

 

 

 

2.5.4.2 Discovery 2 

The existing measurement system was very inadequate. They developed a method 

to link the high-level goals and the higher earnings and better service to the people in the 

field. In this way, they were able to see the connection between the actions and 

ultimately, the overall costs and the levels of customer satisfaction. The customers 

wanted a response time of three days within repairing a malfunctioned streetlight when 

they had no idea how long it took to repair lights. They decided this did not matter and 

set the standard that ninety-five percent of the time the lights would be repaired within 

three days. They estimated the last five percent as malfunctioning streetlight repairs that 

were caused by underground problems which required heavy equipment to dig big holes. 

When a technician goes out to repair a light, they knew that if they accomplished it 

within three days, customer satisfaction would be high. They monitored the customer 

satisfaction and the technician knows that happy customers create revenues. 

 

2.5.4.3 Discovery 3 

Track the customer satisfaction and payback has been enormous. When 

measuring began they discovered that they only completed the orders within the promised 

period around seventy-four percent of the time. To implement the measurement as part of 

the process reengineering, the scorecard was implemented which set specific goals for 

each process. One of these goals was to have a minimum of ninety-six percent to be 

completed by the day they were promised. Within a period of twelve months, they crew 

was able to complete ninety-eight present of the meter orders on or before the due date.  
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The process owner and his/her colleagues on the team know that customer satisfaction 

increased revenues. The teams can see how the measurements can affect them 

individually by seeing their monthly scorecards and this provided a great incentive for the 

team.  

 

2.5.4.4 Discovery 4 

A system for determining how long a job took was developed. Every morning an 

administrative team would organize work into packages where workers would pick up 

when they arrived. It was quickly discovered people sent out for the day were carrying 

less than a dayôs work. The team detailed the kinds of work being dealt with for instance, 

dealing with the customerôs broken backyard light or a meter base that was pulled away 

from the house. How long each of these jobs took, some of the jobs took fifteen minutes, 

some took thirty minutes and some took more. 

 

2.5.4.5 Discovery 5 

Using color coding to determine the level of priority. The yellow meant the work 

was committed for the day, blue was the work due within three days, green for work that 

can be done anytime. Performers would get their work orders and did whatever they 

could within one day, and returned the remaining orders to their cubbyholes. Work that 

was not accomplished would wait until the tomorrow or next week. 
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2.5.4.6 Discovery 6 

Developing standardized trucks. They discovered that some of the line trucks had 

enough materials on them to work for a week. They were seen as rolling storerooms and 

others had very little on them. The trucks are now virtually interchangeable. 

 

2.5.4.7 Discovery 7 

Processes exist for requesting vacation time. The central office handles the 

scheduling for supervising days off. Schedulers can know in advance what the size of the 

workforce will be on any given day. In removing the immediate supervisors from the 

scheduling process, they were able to standardize what was once a disorganized, 

unmethodical way of dealing with employee absences. Before standardized, one 

supervisor would sent two workers out on a job where another supervisor knew could be 

done with only one. 

 

2.5.5 The Critical Success Factors 

1. Duke Power went from a traditional, hierarchically managed organization to one where 

team playing was the key. 

2. Duke Power went from a top-down chain-of-command view to a matrix-managed 

process, where process owners and geographical managers were jointly accountable for 

the work. 

3. The process stretched horizontally across the work, while the decision making was 

compressed vertically to become part of the work itself. 

4. No longer was the process severed and directed upward to an overriding manager. 
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5. The reengineering process was a huge cultural change for everyone. 

6. From the linemen receiving work on a daily basis from supervisors to a process-managed 

work, with a centralized scheduling system which manages more effectively the amount 

of work that has to be completed on any given day. As assembler would look at the 

system and parcel the work assignments to the frontline workers. This was a critical 

change for the linemen who were used to deal with their supervisors. 

7. The role of the supervisor was transformed. He or she now a facilitator who makes sure 

that the worker has everything necessary to accomplish the assigned tasks. 

8. One that they could not have succeeded without was to work hard to overcome the 

cultural barriers and spend a great deal of time to educate the employees about process-

managed work. How it works the way it does, what they were to expect from it, what the 

problems were, how reengineering would solve the problem and why the old way of 

working would not solve the problems. Extra training on how to perform the new work 

process was critical. Once you have the new organization in place, you have a great 

platform for moving forward. 

9. The decision for a gradual progress or drastic change at once ï the radical reengineering 

way. To impart a sense of urgency about getting things done. They were able to eliminate 

the middle layer management with some individuals finding jobs in other parts of the 

corporation. They worked out benefit packages for others and eliminated one hundred 

thirty to one hundred forty positions out of four thousand five hundred none of which 

were frontline jobs. This created a future as a process-based organization and they could 

not go back to the old way, as the employees and their positions were gone. They had to 

make the process work and it created a sense of urgency and commitment. 
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10. One of the most challenging tasks was persuading the frontline workers that the system 

would work. It took longer than expected. But the team listened and resolved the 

frustration. There will always be resistance to change and if you must be determined to 

make the changes work. Persistence is crucial. To be successful, you have to be stubborn 

and consistent. 

11. Companies can profit for constructive tension. Without constructive tension the process 

can be either driven towards the viewpoint of the process owners or by the frontline. Both 

of them have different goals, while the process owner is trying to accomplish a strategic 

task as driving down costs, the frontline will fear being over-worked and underpaid. 

Constructive tension can determine this balance. 

12. It is not easy to change the culture of a corporation. It must be pushed from the top, hence 

showing how important leadership is. It was also critical to find the right balance between 

process owners and frontline workers. 

13. It was critical at the start to select the process owners early on. Choosing the right people 

is critical. Choosing a blend of personalities, people who are unafraid to confront, 

instigate, and create constructive creative tension. 

 

2.5.6 Lessons Learned 

1. A hallmark of leadership is the willingness to take risks in order to achieve even more. 

2. A flatter organization (IT-part). This allowed employees to respond to the customers on 

the spot. In addition, the company saved money because there were fewer people 

involved in the process. 
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3. Leadership was the key ingredient. The Senior Vice President was the one with the vision 

and the commitment to push process reengineering from the top down. His initial 

leadership team and as a process owner for delivering products and services, he had to 

analyze and develop the activities involved to understand the end-to-end process, from 

when the customer calls until the power usage was determined by the meter reader. His 

span of responsibility covered all the new business expansion activities and all the 

operations and maintenance activities for two million customers. 

4. Performance measures and customer satisfaction. One way to increase earnings was to 

increase revenues. Holding onto current customers made top-line growth much easier. To 

make this work, they provided service that was accessible to measure the satisfactory 

level of the service. 

5. Developing the scorecard created a measurement system where everyone can readily see 

the goals and act on this knowledge. It is an enormous part of good reengineering practice 

focused on making sure information accessible and communicable. The development of 

the measurement system was delegated to the responsibility of the actual delivery of the 

service to the frontline workers. This development took several months to create. The 

measurement system was able to quantify the efforts in customerôs terms and gave crucial 

feedback to the employees who could see how they were meeting the measurement 

standards and what the rewards were for doing so. A pay incentive was developed for 

performances achieving a certain level of satisfactory. 

6. In developing the scheduling and color coding scheme, they discovered hidden 

capabilities where they could increase productivity without having to make the workers 

work harder. They just had to provide the opportunity to do a full dayôs work. With 
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metrics to guide them, they were able to organize and synthesize a very basic set of steps 

that could do tasks the same way everywhere. 

7. True engineering never quits. The best laid out plans donôt always work in the real world 

as they do on paper. There is no question that change can be painful. 

8. The team realized they could have done better at articulating a clear vision of what they 

wanted to achieve and then communicate this to the employees. They could have done 

better at explaining why change was necessary, what it would mean and painted a picture 

of what the organization would look like after going through the drastic change of 

reengineering. 

9. Manage the implementation for some early success. They should have realized that the 

sooner you can encourage the workers with visible results, the better off they can 

become. 

10. Consistency and discipline to tackle the very notion of process which is the underlying 

factor in conducting reengineering. 

 

2.5.7 Current Status 

Duke Power continues to search for new ways to improve their process and take advantage of 

advancements in technology. In the road ahead, they would like to improve in the following 

areas: 

1. Reduce the areas in which they have dispatchers from twenty to four workers. 

2. Eliminate the manual retyping of orders into the computer, when an order is completed 

on the truck terminal it will automatically go back to the mainframe. 

3. Constantly pursue the challenge of cultural change. 
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Duke Powers understands that a process-centered organization is one in which process 

owners are not temporary project managers, but key executives in charge of long-term health in 

maintaining the process where: 

1. A system of measurement is a critical focus not on functional performance, but on total 

process performance. 

2. Peopleôs compensation is linked to how well their processes are performed. 

 

2.6 Why Business Process Reengineering Failed 

ñFailure is caused by people who donôt know what theyôre doing and who donôt pursue 

reengineering the right way.ò ï (Hammer,1995) 

 

Following the huge trend of reengineering, like everyone during the time of itôs ascend, 

wanted to do reengineering, even if they donôt really understand the underlying concepts of what 

reengineering really was. After the success of Hammerôs first book, Reengineering the 

Corporation set the industry into a craze of implementing BPR.  Hammer then wrote a book 

three years after entitled, The Reengineering Revolution ï A Handbook.  This book provided 

insights on the misconceptions of reengineering and why people thought BPR failed. In this 

section, we introduce Hammerôs top ten mistakes in reengineering. 

 

1. Donôt reengineer but say that you are. Make sure that you know what reengineering 

really is before you attempt to do it ï and then do it, not something else. 
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2. Donôt focus on processes. Only processes can be reengineered. Before you can reengineer 

your processes, you must identify them as follows: 

¶ There should be a description of specific inputs and outputs for each defined 

process. 

¶ Each process should be able to cross a number of organizational boundaries; a 

rule of thumb is that if it doesnôt make at least three people mad, itôs not a process 

¶ There should be a focus on goals and ends rather than actions and means. A 

process should answer the question ñwhat?ò not the question ñhow?ò 

¶ The inputs and outputs of each process should be easily comprehensible by 

anyone in the organization. Complexity means artificiality, and is a very bad sign. 

¶ All processes should be related to customers and their needs, either directly or as 

contributors to other processes. 

3. Spend time analyzing situation.  Understanding the process is an essential first step in 

reengineering, but an analysis of the process is a destructive waste of time. Place strict 

limits, on the time to develop this understanding and the length of the description to be 

created. 

4. Proceed without strong leadership. Proceeding to reengineer without proper leadership, 

is a fatal mistake. If your leadership is nominal rather than serious, and isnôt prepared to 

make the required commitment, your efforts are doomed to fail. 

5. Be timid in redesign. Reengineering requires radical, breakthrough ideas about process 

design. Reengineering leaders must encourage people to pursue stretch goals and think 

out of the box; to this end, leadership must reward creative thinking and be willing to 

consider any new idea. 
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6. Go directly from conceptual design to implementation. Before implementing a process in 

the real world, create a laboratory version in order to test if the idea works. Inevitable 

discovery of shortcomings and mistakes in the design can be found and can be easily 

repaired. Proceeding directly from idea to real-world implementation is a recipe for 

disaster. 

7. Reengineer slowly. Reengineer quickly. Not observing tangible results within a year will 

lose support and momentum necessary to make the effort successful. Scope creep must be 

avoided at all costs. Focus and narrow the scope if necessary to get results. 

8. Place some aspects of the business off-limits. Reengineering a process cannot be done in 

isolation. Any attempt to set limits, to preserve a piece of the old system, will doom 

efforts to failure. 

9. Adopt a conventional implementation style. Reengineering needs its own style of 

implementation which is fast, improvisational, and iterative. 

10. Ignore the concerns of your people.  Successful reengineering effort must take into 

account personal needs of individuals it will affect. The new process must offer some 

benefit to the people who are being asked to embrace the change. The transition from the 

old process to the new one must be made with great sensitivity to their feelings. 
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2.7 A Framework: Business Process Management 

 

2.7.1 BPR and BPM 

It is important to understand the difference between business process reengineering and business 

process management. The concepts mentioned in Chapter 02 up to this point, provide the 

literature for understanding the strategies in how to make process reengineering work. The last 

part of Chapter 02 which discusses the framework provides a model/approach in implementing 

process reengineering. As mentioned in 2.1 The Evolution of Business Process Modeling, 

Business Process Management is currently the most current approach to process-based analysis 

in redesigning the workplace, which is the reason why this model is used. Although the paper 

emphasizes the application of the concepts of process reengineering as it provides the critical 

concepts and actual evidence of its used in the past. The paper can be said to be applying the core 

foundation of process reengineering to a current approach to redesigning the organization using 

the framework of business process management. 

 

 

 

 

 

 

Diagram 2.0 - Relation of BPM and BPR 

 

BPM FRAMEWORK 

(Implementation of Process Reengineering) 

BPR STRATEGY 

(Foundation) 
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2.7.2 Concept to Framework 

There are three suggested aspects to process improvement: people, process and technology 

(Jeston & Nelis, 2008). There is a forth one to be added to this known as project management.  

Jeston and Nelis illustrated this in the following diagram. 

 

Diagram 2.1 ï BPM Project Success Stool 

 

The three critical aspects provide the foundation on how the BPM Project is managed, while the 

fourth aspect provides the component that holds the other three components together. The People 

aspect reminds us of who are involved in the BPM project.  It is critical to understand that as the 

organization matures into a process-based organization, the people are the key to implementing 

and understanding the new processes. The organization must have a team that is in-tact at all 
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times with managing the processes and keeping the right performance measures. Process is the 

second aspect which Hammer indicates is the heart of the organization and the heart of process 

reengineering. The key to process innovation and process redesign are directly linked to the 

organizationôs business strategy and process goals. One of the most important aspects of process, 

is the acceptance and approval to those who are affected by the change. The third aspect known 

as technology is known to be an enabler of change. Technology plays a key role by providing 

supporting tools for the process and the people. If one of the legs is missing from the BPM 

project, the project is bound to fail to meet expectations. In executing the BPM project, Jeston 

and Nelis mentions symptoms where organizations struggle in executing these components. They 

are as follows: 

- It doesnôt know where to start 

- It is not making the headway that was anticipated or planned 

- It has purchased a technology tool and thinks this is the answer 

- Redesigned processes are not implemented 

- Insufficient benefits are being realized 

- It is doing process improvement for the wrong reason (óeveryone else is doing it, so 

should weô) 

- BPM is making little impact on the organization, perhaps because the scope is too small 

or too large, or because the organization is endeavoring to be too ambitious. 

 

Keeping the critical aspects in mind provides critical factors that are important in implementing a 

BPM project. It is important not to confuse this with Hammerôs 3 Côs of customer, competition 

and change. The critical aspect in the BPM project refers to the internal factors of the 
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organization while Hammerôs 3 Côs refers to external factors of the organization both of which 

are essential in process reengineering. 

 

2.7.3 A Modified Approach 

ñBPM is not about projects; it is about the business opportunity that BPM can provide if a 

process view permeates every manager and person in the organization.ò   ï Jeston & Nelis, 2008 

 

It is important to understand that the primary goal of BPM and BPR cannot simply be seen as a 

project with an end. It actually may seem more likely that once the project is completed, the next 

challenge is to continue what was accomplished. Putting the concept of Hammerôs 3 Côs into 

place, it is a constantly changing, unpredictable world and staying stagnant by trying to maintain 

a controllable and predictable system is a thing of the past ï this of course is the main theme of 

the research. Jeston & Nelis outlined in what is known as the Deming Cycle as the traditional 

way of how companyôs approach redesigning the workplace. This cycle of process improvement 

is known as Plan, Do, Check and Act. The traditional steps are as follows: 

1. Conduct a review of the areas to be improved, understand the business objectives, collect 

stakeholder requirements and select the initial processes to be improved. 

2. Complete the óAs Isô mapping in sufficient detail to understand the process and learn how 

to improve it. 

3. Agree the timeframe for the delivery of the redesigned processes with the business and 

complete the óTo beô step to redesign the processes 

4. Implement the redesign processes. 
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What is more likely to happen after the implementation, in todayôs standards the process that was 

redesigned is most likely to change in a matter of eighteen to twenty-four months. This can be 

due to the customer demand, competition, and change. We need an approach that will allow us to 

continuously improve our process. Stated by successful implementation of process reengineering 

such as Duke Power, IBM and John Deere the story is always the same. At the end of the process 

reengineering project, the key is not to celebrate, sit on their laurels, and pat themselves in the 

back for a job well done.  The key to their success is continuous improvement. The simple 

question of asking ourselves, are we sure that the redesign process really works? Stated by 

Stacey and Dunphy in Jeston & Nelis book says, ñStrategy is the search for directions which 

energize the life of an organization; structures provide the social organization needed to facilitate 

the strategyé Strategy and structure need to be constantly re-examined and realigned to be 

effective.ò We can depict this concept in a modified approach known as the Deming Cycle. 

Traditionally the Deming Cycle contained only the four outline points mentioned above known 

as Plan, Do, Check and Act. Jeston & Nelis took this diagram and modified it as follows: 

 

Diagram 2.2 ï A Modified Approach 
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The modified approach provides a process-centric approach where we can observe how a 

traditional way of approaching redesign can be viewed in more acceptable terms based on 

todayôs standards.  

 

The section simply provided a justification of the process reengineering strategy in the modified 

approach. The next question is, how do we approach developing the strategy for the redesign? In 

developing the strategy, we take the concept known as Prahaladôs Agenda and Harmonôs table of 

performance components. This will allow us to develop what Jeston and Nelis describes as a 

structured approach to implementing BPM. Prahaladôs Agenda states three agendas known as the 

intellectual, management and behavioral agenda. Intellectual agenda is defined as the 

organization goals and measures of organizational success. Management agenda consists of 

structure, technologies and systems of the organization. Processes are included in this agenda. 

The behavioral agenda consists of the culture, values, ethics, leadership styles, key performance 

indicators (KPIs) of the people within the organization. According to Prahalad, all of these three 

agendas must operate simultaneously. Taking the three agendas, we apply this to Harmonôs 

performance component which is observed as such: 
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Organization design 

and implementation 
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Process goals and 

measures of process 

success 

Process design and 

implementation 

Process 

Management 

Performance and 

Measurement 

Organizational goals and 

measures of success 

Role design and 

implementation 

People 

Management 

 

Table 2.1 ï Harmonôs Performance Components 

 

In applying Prahaladôs agenda to the table, we can see this in the last column of Management. 

Organization management is the intellectual agenda; Process management is the management 

agenda; and People management is the behavioral agenda. 

 

2.7.4 7FE Project Framework 

 

The 7FE Project Framework provides a clear methodology of implementing business process 

management. The project framework can be used by organizations to minimize or even avoid 
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symptoms and struggles when implementing BPM. The 7FE Framework defines the actual BPM 

process that can be utilized in approaching process reengineering. 

 

Diagram 2.3 ï 7FE Project Framework 

 

7FE stands for 4 Fôs and 3 Eôs (Jeston and Nelis, 2008). The first 4 Fôs stands for Foundations, 

Findings and Solution, Fulfillment and Future. The 3 Eôs stand for the Essentials, which are 

leadership, BPM project management and people change management. Foundation is known as 

the launch pad phase where óorganizational strategyô and óprocess architectureô phases provide 

the starting point of the process redesign. After developing the foundation, ófindings and 

solutionsô stage follow where óinnovateô and óunderstandô phase are defined. This phase provides 

the design to the process management. Fulfillment defines change management and the actual 

implementation where the users are affected by the process management. Future defines 
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sustainability or continuous improvement of process management, making sure that process 

management does not stop at implementation. The three essentials are considered as necessary 

concepts to be kept in mind during every phase of the project. 
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CHAPTER 3.0 - PROJECT/CASE DESCRIPTION 

 

3.1 The Customer Service Support Department 

 

The challenges facing Super Jeweler were clear. They needed a way to work with their 

current ERP system and break away from the existing process.  As the  ERP system was 

implemented many years ago, it has remained fairly static while the business has continued to 

morph and grow, thus warranting manual processes to augment the ERP system in order to  

accommodate evolving business requirements.  Over time, these processes have become 

unwieldy and cumbersome.  This was a temporary solution to an existing problem. Replacing the 

ERP system would cost the company a hefty investment. The IT department headed by the IT 

Manager and IT Project Manager are currently working on the case of replacing the ERP system 

so as to be approved by the owners. The company has managed this so far, but the legacy ERP 

system is in need of upgrading. The means to save the data and information is currently being 

recovered via a data warehouse system, in case the ERP system malfunctions or simply dies out. 

The data warehouse system can replicate the data created in the ERP system, but it cannot stand-

alone without the ERP system. 

 

Before the big overhaul of the ERP system, the IT department does what it can. With the 

growing needs of the business, come the growing needs of its customers. When a new request 

comes from departments across the company, the IT department develops programs for them to 

retrieve, create, and integrate the programs to the ERP system. In doing so, new processes are 
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modified, created and removed as these changes are made and in turn much burden is added 

upon the ERP. 

 

These changes do not happen overnight. They are projects spanning months or even years 

before seeing its completion. The first step to be taken is to define the problem that exists and 

understand if the problem does exist and if needs to be re-examined for changes. The Customer 

Service Support department was a challenge to the company. The existing processes in the 

department was falling behind from the rest of the company in terms of utilizing new technology 

to replace the existing conventional processes or manual work which requires abundant use of 

paper work. According to the CEO, there are three identified groups that needed immediate 

attention. They are the (1) Credit Card Decline (2) Check by Phone and (3) Returns and 

Exchange. 

 

The Credit Card Decline group provides the service of handling customerôs credit cards that 

have been declined for such reasons as customers having insufficient funds, invalid card number, 

stolen card and much more. The Credit Card Decline group is composed of three sections: Credit 

Card Decline, Address Verify and Fraud. 

 

The Check by Phone group provides customers an option to pay via check in case the 

customerôs credit has been declined and/or they do not own a credit card. The Check-by-Phone 

team is managed by customer service support supervisors using In-house developed software 

called the Check Verification System.  
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Returns and Exchange takes care of packages returned by the customers. The Returns and 

Exchange team works closely with the existing ERP system to manage the customerôs profile in 

transactions made via returns. 

 

The three identified groups will the key components subject to process selection. Process 

selection provides a clear understanding of the circumstances of the subjects in recognizing them 

as appropriate choices for business process management. 

 

3.2 Stage 01 - Methods and Approach 

 

3.2.1 Preliminary Analysis 

 

 The beginning of the business process reengineering project did not kick off without an 

understanding of the customer service support department and a confirmation that the department 

needed help. Prior to accepting the study in hiring the intern, there was a preliminary study on 

the customer service support department
1
. The preliminary study provided a general overview of 

what the customer service support department looked like, specifically the three teams of Credit 

Card Decline, Check by Phone and Returns and Exchange. In developing a preliminary analysis, 

the intern whose task was to map out the production system developed a special case by 

providing a more óin-depthô analysis as compared to the more broad-overview analysis he was 

tasked to do to map out the entire company.  A more in-depth analysis would provide a more 

detailed look into the process, which means a more detailed diagram. While developing the data 

                                                           
1
 Please see Appendix A. Preliminary Analysis Interviews/Data Gathering 
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flow diagrams for the three teams, he also developed workflow charts which provided a more 

detailed look at the existing process. The results was presented to the upper management of the 

company and it was then decided that after the business process mapping project was 

accomplished, the next project aligned was to further investigate the customer service support 

department in terms of business process reengineering.  The results of the preliminary analysis 

are the diagrams depicted in the next page. 

 

The initial study provided the company with a head-start in beginning the business 

process reengineering project, which in this paper will be called, BPR-CSS study. This is not the 

first time Super Jeweler has attempted business process reengineering. The primary difference is 

that this will be the first time the attempt will be properly documented with a continuous 

improvement model in mind.  

 

The importance of the preliminary analysis allowed the team to have a direction for the 

study. The business process mapping project that came before the BPR-CSS study, was very 

helpful in starting off the project as it provided the team with a general understanding of the 

whole organization and the role of the CSS to the overall organizational strategy. The critical 

aspect of the preliminary analysis was to be able to pinpoint the organizational issues that will 

serve as the baseline from which the BPR-CSS study will serve. Workflow diagrams were used 

as one of the instruments for analyzing the situation. Findings for the preliminary analysis lead to 

the conclusion of the two key organizational issues: 

1. How was the business process developed under the existing ERP system? 

2. Why is there a need to improve the existing process?
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Diagram 3.0 ï Credit Card Decline and Check by Phone Work Flow Diagram  


