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FOREWORD

It is with thoughtful intent and academic purpose that the Department of Business
Administration presents this study guide, an essential resource meticulously created
to support and enrich the learning journey of its students. In an era where education
demands both depth of understanding and adaptability of thought, this study guide
has been designed to offer clear, structured, and purposeful learning support to
those striving for academic excellence.

Learning, as you know, is not a passive process; it is an active, evolving pursuit that
requires discipline, reflection, and perseverance. This study guide has been
developed with these principles in mind. Each of its section has been organized to
build conceptual understanding progressively, ensuring that foundational
knowledge is established before more complex topics are introduced. Through
concise explanations, illustrative examples, key terminology, and thoughtfully
designed self assessment questions, the guide encourages the students to engage
meaningfully with the material and to develop the habits of critical inquiry and
independent thought about the subject.

Moreover, the guide provides more than the content; it offers strategies for effective
learning. Guidance on study planning, time management, and self-assessment is
interwoven throughout to assist the students in developing skills necessary to
become confident, autonomous learners. The objective is not only to support
immediate academic success but also to nurture the lifelong learning mindset
essential in today’s knowledge driven world.

We recognize that each learner’s path is unique. Whether this guide is used to
reinforce classroom instruction, support exam preparation, or supplement
independent study, it is intended to be a flexible companion, one that can adapt to
varied learning styles and individual needs. the students are encouraged to use it
actively: to annotate, revisit challenging sections, seek clarification when needed,
and measure their progress consistently.

As you embark upon this academic endeavour, we urge you to approach your
studies with curiosity, diligence, and resilience. True learning extends beyond the
memorization of facts; it involves making connections, asking thoughtful
questions, and applying knowledge in new and meaningful ways. This study guide
serves not only as a tool for academic achievement but also as a source of
inspiration and confidence throughout your learning journey.

We wish you success at each step of this sacred journey.

Prof. Dr. Nasir Mahmood
Vice Chancellor
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INTRODUCTION TO THE COURSE

In today’s competitive and fast-changing business environment, organizations are
under constant pressure to deliver higher value to customers while improving
efficiency, reducing costs, and maintaining agility. Traditional incremental
improvement methods are often insufficient to address the magnitude of change
required. This is where Business Process Reengineering (BPR) becomes essential.
BPR is a management strategy that involves the fundamental rethinking and radical
redesign of business processes to achieve dramatic improvements in performance,
productivity, and customer satisfaction.

This course on Business Process Reengineering is designed to provide students
with both theoretical knowledge and practical skills for analyzing, redesigning, and
implementing business processes in diverse organizational settings. It introduces
students to the nature of business processes, their redesign, and the core concept of
reengineering as a transformational tool. Students will develop an understanding of
how processes operate within and across functions, and how reengineering
initiatives can bring about meaningful change.

The course progresses through several key blocks. It begins with the foundations
of business processes and the distinction between business process redesign and
reengineering. From there, students are introduced to the different types of business
processes including external, management, and support processes along with their
key attributes. This provides a framework to identify which processes hold the
greatest potential for improvement and how they contribute to overall
organizational performance.

A central focus of the course is on principles of reengineering such as adopting a
process-oriented view, focusing on end customers, removing non value added
activities, speeding up response times, and delivering maximum value. These
principles highlight the radical nature of BPR and distinguish it from continuous
improvement approaches. Students will also learn to consider the human and
organizational perspective, which emphasizes simplification, understanding, and
automation as critical success factors in reengineering projects.

The course equips students with a set of tools and methodologies essential for
reengineering including brainstorming techniques, functional analysis, process
mapping, benchmarking, and requirements engineering. These tools are applied to
every stage of the BPR lifecycle from identifying process owners and assessing
customer requirements to redesigning processes, implementing action plans, and
ensuring effective follow up and measurement.



Another important dimension of the course is understanding the relationship
between BPR and other quality management approaches. The course compares
BPR with Total Quality Management (TQM), clarifying that while TQM
emphasizes incremental improvements, BPR focuses on radical redesign and
breakthrough results. Similarly, the integration of BPR with Six Sigma is explored,
particularly in terms of root cause analysis and opportunity identification. This
comparative understanding allows students to position BPR within the broader
context of organizational excellence strategies.

By the end of the course, students will have developed the ability to critically
analyze existing processes, design new ones aligned with organizational goals, and
lead process reengineering projects. They will be able to identify inefficiencies,
apply structured methodologies for improvement, and ensure that redesigned
processes enhance both efficiency and customer satisfaction. Ultimately, this course
aims to prepare students to act as change agents who can drive innovation,
productivity, and competitiveness in today’s dynamic business landscape.

Dr. Muhammad Majid Mahmood Bagram
Course Development Coordinator
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INTRODUCTION

Business Process Reengineering (BPR) is a management approach that
emphasizes the fundamental rethinking and radical redesign of business processes to
achieve dramatic improvements in performance, efficiency, and customer satisfaction.
Rather than focusing on small, incremental changes, BPR challenges organizations to
question existing practices and to rebuild processes in ways that deliver breakthrough
results. It is particularly relevant in today’s fast-paced, competitive environment, where
businesses must continuously adapt to technological advances, evolving customer
expectations, and global market pressures.

At the heart of BPR lies the recognition that organizations operate through
interconnected processes rather than isolated functions. Traditional structures often
create silos that hinder communication and efficiency, leading to duplication of
efforts, delays, and wasted resources. BPR shifts the focus from departmental
activities to end-to-end processes that add value to the customer. This perspective
enables organizations to eliminate non-value-adding steps, streamline workflows,
and design systems that are faster, more flexible, and more cost-effective.

BPR also integrates the human and technological dimensions of organizational
change. While advanced technologies such as information systems, automation, and
digital platforms are key enablers of process redesign, people remain central to the
success of reengineering initiatives. Employees must be prepared to adopt new roles,
embrace different ways of working, and contribute actively to change efforts. This
makes effective leadership, communication, and change management critical in
ensuring that redesigned processes are accepted and sustained.

The methodology of BPR generally follows a structured approach: analyzing
existing processes, identifying inefficiencies, mapping alternative designs,
benchmarking best practices, and implementing new processes. Each stage requires
careful planning, collaboration, and continuous monitoring to ensure that the
reengineered processes achieve the intended results. By applying these methods,
organizations can significantly improve their service delivery, reduce operational
costs, and respond more effectively to customer needs.

An important feature of BPR is its distinction from other improvement
approaches such as Total Quality Management (TQM). While TQM emphasizes
gradual, continuous improvement, BPR advocates for radical transformation that
brings about immediate and substantial gains. In many cases, BPR and
complementary methods such as Six Sigma can work together, with BPR driving
major redesign and Six Sigma ensuring quality and consistency in implementation.
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In essence, Business Process Reengineering is not merely about changing how
work is done but about reimagining the very foundations of organizational
processes. It equips organizations with the capability to transform themselves,
achieve competitive advantage, and thrive in an environment defined by change,
complexity, and innovation.

LEARNING OBJECTIVES

After studying this unit, you will be able to:

1)  To understand the concept and importance of business processes in
organizational performance.

2)  To examine the role and scope of business process redesign for improving
efficiency and effectiveness.

3) To explore the fundamentals of Business Process Reengineering as a
strategy for organizational transformation.

12



1.1 BUSINESS PROCESS

A business process is the lifeblood of every organization. It can be defined as
a series of connected activities, tasks, or workflows that are executed in a structured
manner to achieve a particular organizational objective or to deliver a product or
service to customers. The idea of business processes is not new; even in early
civilizations, when artisans produced tools or farmers traded crops, they were
essentially engaged in structured sequences of activities that we can now label as
business processes.

Modern organizations, regardless of size or sector, cannot function effectively
without clearly defined processes. Business processes provide a systematic way of
organizing work, ensuring that the organization achieves its goals in a consistent,
efficient, and customer-centric manner. They convert inputs such as materials,
information, or human effort into valuable outputs that meet the needs of internal
and external customers.

Business processes have certain fundamental features. They are purposeful,
meaning they are designed with a specific goal in mind such as manufacturing a
car, providing healthcare to patients, or approving a loan. They are sequential,
consisting of logically ordered steps that need to be executed in a particular order
to achieve the desired outcome. Processes are also repeatable, ensuring that the
same outcome can be achieved consistently. Furthermore, they are cross-functional,
often cutting across departments, requiring cooperation between different units
such as finance, operations, marketing, and human resources.

The importance of business processes cannot be overstated. They provide a
structured way of working that eliminates confusion, reduces duplication of efforts,
and ensures accountability. Processes also provide organizations with the ability to
measure performance, identify inefficiencies, and implement improvements.
Without clearly defined processes, organizations risk chaos, inefficiency, and
customer dissatisfaction.

Business processes can be broadly classified into core processes, support
processes, and management processes. Core processes are those that directly add
value to customers, such as order fulfillment, product development, and service
delivery. Support processes, such as HR, IT, and procurement, do not directly create
customer value but enable core processes to function effectively. Management
processes involve planning, monitoring, and controlling organizational activities,
ensuring that the organization’s strategy is implemented effectively.

Examples of business processes are all around us. In a university, the
admissions process ensures that students are enrolled based on predefined criteria.
In a hospital, the patient treatment process ensures that patients receive timely and
effective care. In manufacturing, the supply chain process ensures that raw
materials are procured, transformed, and delivered as finished goods.

The design and management of business processes are crucial for ensuring
competitiveness in today’s fast-paced markets. Organizations that fail to pay
attention to their processes risk inefficiency, poor customer satisfaction, and loss of
market share. On the other hand, organizations that carefully design, monitor, and
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continuously improve their processes are better positioned to adapt, grow, and
succeed in dynamic environments.

1.2 BUSINESS PROCESS REDESIGN

Business process redesign is a systematic approach to critically examining and
modifying existing business processes in order to achieve substantial improvements
in performance, quality, cost, and customer satisfaction. Unlike minor process
improvements or routine adjustments, redesign involves making significant
changes to the way processes are structured, managed, and executed, while still
maintaining some of the original framework. It is less radical than business process
re-engineering but more transformative than incremental continuous improvement.

Organizations resort to business process redesign when they recognize that
their current ways of operating are no longer sufficient to meet customer demands,
respond to competition, or adapt to technological advances. Globalization, rapid
innovation, and ever-changing customer expectations have forced organizations to
challenge traditional ways of working. Redesign enables them to eliminate
inefficiencies, reduce costs, and make processes more flexible and responsive.

The essence of process redesign lies in questioning the status quo. It involves asking
fundamental questions such as: Why is this step necessary? Is there a better way of
achieving the same objective? Can technology help automate this process? Can two
steps be merged or carried out in parallel? The answers to these questions help
organizations identify opportunities for simplification, standardization, automation,
and innovation.

One of the critical aspects of business process redesign is mapping and
analyzing the “as-is” process. This involves documenting how the process currently
works, identifying all the activities, stakeholders, and information flows involved.
Once the current state is clearly understood, organizations can design the “to-be”
process—a new, more efficient version of the process that eliminates waste,
duplication, and bottlenecks.

Redesign techniques often include process mapping, benchmarking, automation,
elimination of unnecessary steps, resequencing of activities, and parallel processing. For
example, in the airline industry, the check-in process was traditionally manual and time-
consuming. By redesigning the process to include self-service kiosks, online check-in,
and automated baggage handling, airlines dramatically improved efficiency, reduced
waiting times, and enhanced customer satisfaction.

The benefits of business process redesign are numerous. Organizations can
achieve cost savings by reducing waste, duplication, and unnecessary activities.
They can improve quality by standardizing procedures and reducing errors. Cycle
times can be shortened, leading to faster delivery of products and services.
Employees become more productive as redundant tasks are eliminated and
workflows become smoother. Ultimately, customers benefit from more responsive,
reliable, and high-quality services.
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However, redesign is not without challenges. Employees may resist changes
due to fear of job loss, increased workload, or unfamiliarity with new systems.
Managers must therefore ensure effective communication, training, and
involvement of stakeholders in the redesign process. Furthermore, redesign
initiatives must be carefully planned and executed to avoid disruption of operations.

Despite these challenges, organizations across the globe have successfully
implemented business process redesign to remain competitive. Banks have
redesigned their loan approval processes to reduce approval times from weeks to
days. Hospitals have redesigned patient admission and discharge processes to
improve efficiency and patient satisfaction. Retailers have redesigned supply chain
processes to reduce costs and respond faster to customer demand.

Thus, business process redesign is a powerful tool for organizations seeking
significant improvements without completely discarding their existing processes. It
provides a balance between radical re-engineering and incremental improvement,
enabling organizations to adapt and thrive in a constantly changing environment.

1.3 BUSINESS PROCESS RE-ENGINEERING

Business process re-engineering (BPR) is a more radical and fundamental
approach than process redesign. It involves starting from a clean slate and
completely rethinking and transforming business processes to achieve dramatic
improvements in critical performance measures such as cost, quality, speed, and
customer satisfaction. While redesign modifies existing processes, re-engineering
fundamentally questions and replaces them with entirely new ways of working.

The concept of BPR was popularized in the 1990s by Michael Hammer and
James Champy, who defined it as the fundamental rethinking and radical redesign
of business processes to achieve dramatic improvements in performance. Their
approach challenged organizations to abandon outdated assumptions, break down
functional silos, and leverage technology to create entirely new ways of delivering
value to customers.

The distinguishing feature of BPR is its radical nature. It does not focus on
incremental improvements or minor adjustments but seeks to revolutionize how
work is performed. For example, instead of merely improving the traditional
process of order handling, BPR may eliminate the process entirely by allowing
customers to place and track orders directly online, integrated with production and
logistics systems in real time.

BPR is guided by several principles. These include organizing work around
outcomes rather than individual tasks, empowering employees by pushing decision-
making to the point of execution, minimizing handovers by integrating activities,
and leveraging information technology to enable new ways of working. The
emphasis is on achieving radical improvements rather than marginal gains.

The implementation of BPR typically involves several stages: preparing the
organization by securing leadership commitment, identifying processes that need
re-engineering, defining strategic objectives, analyzing the current state, designing
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new processes, implementing changes, and continuously monitoring outcomes.
Successful BPR initiatives require visionary leadership, cross-functional
collaboration, technological investment, and cultural change.

Information technology plays a central role in enabling BPR. Advances in
digital technologies, automation, artificial intelligence, cloud computing, and big
data analytics have made it possible to completely redesign processes. For example,
in financial services, online banking and mobile apps have replaced traditional
branch-based processes, allowing customers to conduct transactions anytime and
anywhere. In healthcare, electronic health records and telemedicine have
revolutionized patient care delivery.

The benefits of BPR can be dramatic. Organizations often achieve significant cost
reductions by eliminating waste and duplication. Processes become faster, leading to
shorter cycle times and quicker delivery of products and services. Quality improves as
standardized, automated processes reduce errors. Customers benefit from enhanced
responsiveness, convenience, and satisfaction. In competitive markets, BPR enables
organizations to leapfrog rivals and achieve market leadership.

However, BPR is also risky and challenging. It often faces strong resistance
from employees, who may fear job loss or find it difficult to adapt to new ways of
working. Cultural barriers can hinder acceptance, especially in organizations with
hierarchical or rigid structures. Implementation costs can be high, particularly when
extensive technological investments are required. There is also the risk of failure if
the re-engineering initiative is poorly planned, lacks top management support, or
fails to align with organizational strategy.

Despite these risks, many organizations have successfully implemented BPR.
Ford Motor Company re-engineered its accounts payable process by leveraging IT,
reducing staff requirements by 75%. Taco Bell restructured its operations by
centralizing food preparation and focusing outlets on customer service,
significantly reducing costs and improving service quality. IBM Credit Corporation
cut its loan approval time from several days to a few hours by re-engineering its
credit approval process.

BPR remains highly relevant in today’s era of digital transformation. With
rapid advances in technology and constantly evolving customer expectations,
organizations cannot rely solely on incremental improvements. Re-engineering
provides them with the means to reinvent themselves, create entirely new business
models, and remain competitive in a dynamic environment.

Self-Assessment Questions
What is a business process, and why is it important for organizations?
How is business process redesign different from routine process
improvements?
Give one example of business process redesign from daily life or industry.
What is meant by business process re-engineering (BPR), and why is it
called a radical change?

B (W N =
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INTRODUCTION

Every organization, whether small or large, operates through a variety of business
processes that guide how work is performed and how value is created for customers.
A business process is not a random set of tasks but a structured and purposeful
sequence of activities that transforms inputs into outputs. Since organizations have
different kinds of activities, business processes can also be classified into types
based on their role, purpose, and contribution to organizational objectives.
Understanding the types of business processes is important because it helps
managers allocate resources effectively, improve efficiency, and ensure that every
activity supports the overall mission of the organization.

Broadly, business processes can be divided into three major categories: core
processes, support processes, and management processes. Core processes are
those that directly deliver value to customers. They include activities such as
product development, manufacturing, sales, and customer service. These processes
are often referred to as “value-creating processes” because they directly influence
customer satisfaction and competitive advantage. For example, in a manufacturing
company, the process of converting raw materials into finished goods is a core
process.

[Types of Business Processes]

el

Core Processes Support Processes | [ Management Processes
(Value-Creating) (Enable Core) (Control & Planning)
Examples: Production, Examples: HR, IT, Examples: Strateqy,
Sales, Customer Service Procurement Budgeting, Evaluation

Support processes, on the other hand, do not directly deliver value to customers but
are essential for the smooth functioning of core processes. They provide the
necessary resources, infrastructure, and assistance that enable the organization to
work effectively. Common examples include human resource management, IT
support, and procurement. Although customers may not directly see these
processes, they play a critical role in maintaining efficiency and quality.

The third type is management processes, which involve planning, monitoring, and
controlling organizational activities. These processes ensure that the organization’s
strategy is translated into action and that performance is measured against goals.
Examples include strategic planning, budgeting, and performance evaluation.
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Management processes do not produce goods or services directly, but they create
the framework within which core and support processes operate effectively.

In addition to these three broad categories, organizations may also classify
processes as operational, administrative, or knowledge-based, depending on their
nature and focus. What remains common is that all types of business processes are
interlinked and together create the overall system through which an organization
functions. By identifying and understanding these different types, managers can
prioritize improvements, eliminate inefficiencies, and ensure that every process
contributes to customer value and organizational success.

LEARNING OBJECTIVES
After studying this unit, you will be able to:

1. Explain the concept and importance of external processes in linking the
organization with its environment.

2. Describe the role of management processes in planning, monitoring, and
controlling organizational activities.

3. Identify and evaluate support processes that enable the smooth functioning
of core operations.

4.  Discuss the key process attributes that define effectiveness and efficiency in
business processes.

5. Differentiate between various types of business processes with suitable
examples.

20



TYPES OF BUSINESS PROCESS
2.1 EXTERNAL PROCESS

External processes are those business processes that connect an organization with
entities outside its internal boundaries, such as customers, suppliers, regulators,
business partners, and the wider community. These processes are crucial because
no organization operates in isolation. Every company depends on the exchange of
goods, services, information, and relationships with its external environment in
order to function effectively.

The main purpose of external processes is to manage interactions and build
relationships that add value both for the organization and its stakeholders. For
example, a company’s sales process, customer service process, supply chain
interactions, and public relations initiatives are all examples of external processes.
These processes extend beyond internal efficiency; they focus on meeting external
expectations, building trust, and creating long-term value.

A classic example can be seen in the retail sector. When a customer places an online
order, the organization’s external processes include order placement systems,
payment processing with external financial institutions, coordination with logistics
providers for delivery, and customer follow-up through communication channels.
Each of these interactions reflects how external processes drive customer
satisfaction and competitive advantage.

External processes can be divided into customer-facing processes and partner-
facing processes. Customer-facing processes include marketing campaigns, order
management, customer service, and after-sales support. Partner-facing processes
include supplier negotiations, vendor management, and joint ventures. Both
categories are vital, as they ensure that the organization remains integrated within
its broader ecosystem.

The significance of external processes lies in their ability to create a positive
customer experience, strengthen business partnerships, and ensure compliance with
external requirements. In today’s digital economy, external processes have become
even more critical because customers expect seamless, transparent, and technology-
enabled interactions. Companies that fail to manage their external processes
effectively risk losing trust, market share, and competitive position.

2.2 MANAGEMENT PROCESS

Management processes refer to the set of activities that involve planning,
organizing, monitoring, controlling, and guiding an organization’s resources to
achieve its goals. Unlike core or support processes, management processes do not
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directly create products or services for customers. Instead, they provide the
framework, direction, and control mechanisms that ensure the organization operates
efficiently and effectively.

Management processes can be thought of as the “steering wheel” of the organization.
They guide all other processes, ensuring that resources are allocated wisely,
objectives are clearly defined, and performance is measured against set targets.
Common examples of management processes include strategic planning, budgeting,
performance appraisal, risk management, compliance, and corporate governance.

One of the defining characteristics of management processes is that they are
continuous and cyclical. For example, in the planning phase, managers set goals
and define strategies. In the organizing phase, resources are structured to execute
the plan. In the monitoring and controlling phases, managers track progress,
identify deviations, and make corrective adjustments. This cycle ensures that
organizations remain aligned with their long-term vision and adapt to internal and
external changes.

The role of management processes is especially significant in today’s dynamic and
uncertain business environment. With globalization, technological advancements,
and rapidly changing customer expectations, organizations must remain flexible
and responsive. Management processes provide the mechanisms to assess risks,
seize opportunities, and ensure compliance with laws and regulations.

Consider an example from higher education. A university’s management processes
include setting academic policies, designing curricula, allocating budgets to
faculties, evaluating faculty performance, and ensuring compliance with
accreditation requirements. While these processes do not directly deliver teaching,
they ensure that the institution operates smoothly and meets its mission of providing
quality education.

Effective management processes are built on principles of transparency,
accountability, and continuous improvement. They rely heavily on accurate data,
performance measurement systems, and feedback mechanisms. In recent years,
management processes have become more technology-driven, with digital
dashboards, enterprise resource planning (ERP) systems, and key performance
indicators (KPIs) providing real-time insights for decision-making.

2.3 SUPPORT PROCESSES

Support processes are those that do not directly create customer value but enable
and sustain the functioning of core business processes. They form the backbone of
organizational infrastructure, ensuring that core operations have the resources,
tools, and environment needed to operate efficiently.
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Examples of support processes include human resource management, information
technology (IT) support, accounting, procurement, facility management, and legal
services. These processes may not be visible to the customer, but without them, the
organization would struggle to deliver products and services.

Take the example of IT support. Customers may never see how an organization’s
IT infrastructure operates, but reliable IT services ensure that employees can access
data, systems, and communication channels needed to serve customers effectively.
Similarly, human resource processes such as recruitment, training, and payroll
management ensure that skilled employees are available and motivated to
contribute to core operations.

Support processes often act as “enablers” of innovation and competitiveness. For
instance, procurement processes ensure that raw materials are acquired cost-
effectively and sustainably, while HR processes foster a culture of learning and
adaptability. By optimizing support processes, organizations can reduce overhead
costs, improve employee productivity, and strengthen their ability to respond to
challenges.

It is important to note that while support processes are not directly customer-facing,
they indirectly influence customer satisfaction. For example, if HR fails to train
employees adequately, customer service quality will decline. If IT systems are
unreliable, core processes like online order processing will be disrupted. Therefore,
support processes play a silent but powerful role in ensuring organizational success.

In modern organizations, support processes are increasingly outsourced to
specialized service providers. Functions such as payroll management, IT
maintenance, and facility management are often handled by third parties to allow
organizations to focus on their core activities. However, outsourcing requires
careful management to ensure that quality and reliability are maintained.

2.4 KEY PROCESS ATTRIBUTES

Key process attributes refer to the essential characteristics that determine the
effectiveness and efficiency of a business process. These attributes serve as criteria
for evaluating processes and ensuring that they contribute meaningfully to
organizational goals. Without clear attributes, it becomes difficult to measure,
monitor, or improve processes.

One of the most important attributes is efficiency, which refers to the ability of a
process to achieve results with minimum resources, time, and cost. An efficient
process minimizes waste and redundancy, thereby maximizing productivity. For
example, an efficient supply chain process delivers products on time while
minimizing inventory costs.
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Another critical attribute is effectiveness, which measures how well a process
achieves its intended objectives. A process may be efficient but not effective if it
fails to deliver the desired outcome. For instance, a recruitment process that quickly
hires employees may be efficient, but it is not effective if the hires are not skilled
or do not fit the organizational culture.

Measurability is another key attribute. Processes must be designed in such a way
that performance can be tracked through quantifiable metrics such as cycle time,
cost per transaction, error rates, and customer satisfaction scores. Without
measurability, continuous improvement becomes impossible.

Flexibility is also an important attribute, especially in dynamic environments.
Processes must be adaptable to changing customer needs, regulatory requirements,
and technological developments. A rigid process may become obsolete quickly,
while a flexible process can evolve to meet new challenges.

Customer focus is perhaps the most vital attribute of all. Business processes
ultimately exist to create value for customers. Processes that fail to consider
customer needs, expectations, and experiences are unlikely to contribute to long-
term success.

Other important attributes include reliability (consistency of performance),
transparency (clarity of roles and responsibilities), and alignment with
organizational strategy. Together, these attributes provide a framework for
evaluating whether processes are truly contributing to organizational performance.

In practice, organizations often use performance measurement systems such as
balanced scorecards or KPIs to monitor these attributes. By regularly assessing
processes against these criteria, managers can identify areas of improvement,
implement corrective actions, and ensure continuous growth.

Self-Assessment Questions
What are external processes, and why are they important for building

I relationships with customers and partners?

7 How do management processes provide direction and control within an
' organization?

3 Give examples of support processes and explain how they enable core

business operations.
4 Identify at least three key process attributes and discuss how they contribute to
) organizational success.
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INTRODUCTION

Business processes and business functions together form the foundation of
organizational success. Business processes describe the series of activities that
organizations perform to achieve specific outcomes, while business functions
represent the various areas of responsibility such as operations, marketing, finance,
or human resources that collectively contribute to delivering value. When both
elements are well integrated, an organization is able to operate smoothly, align its
goals with customer needs, and remain competitive in a dynamic marketplace.
Business Process Reengineering (BPR) has added new dimensions to this
integration by encouraging organizations to look at their processes and functions in
an innovative way, focusing on areas where significant improvements can be made
rather than relying on incremental change.

The modern business environment requires companies to adapt quickly to customer
demands, technological innovations, and competitive pressures. BPR provides a
framework for identifying and addressing areas of weakness within processes and
functions. These areas of improvement often include long response times,
unnecessary costs, outdated technologies, or fragmented workflows that limit
overall performance. By examining such inefficiencies, organizations are able to
design processes that are not only faster but also more reliable and cost-effective.
Instead of continuing with traditional practices that may have worked in the past,
BPR encourages management to challenge assumptions and reimagine how work
should be performed in the future.

An important feature of BPR is its focus on clear targets. Since no organization can
improve every aspect of its operations at once, BPR identifies specific goals that
act as benchmarks for evaluating progress. For instance, an organization may target
higher customer satisfaction, faster service delivery, reduced operational costs, or
improved adaptability to market changes. By narrowing down priorities,
organizations are able to allocate resources effectively and ensure that the
reengineering efforts lead to visible and measurable benefits. These targets provide
motivation for employees and clarity for management while also aligning process
improvements with the overall strategic direction of the company.

Another significant dimension of business process and function reengineering is
customer focus. In today’s competitive environment, customers expect speed,
quality, and personalization. Organizations that can redesign their processes to be
more customer-friendly gain a competitive edge in the marketplace. This may
involve reducing unnecessary steps in service delivery, ensuring that employees are
trained to respond quickly to queries, or incorporating technology to offer
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personalized solutions. A customer-focused process not only enhances satisfaction
but also builds long-term loyalty, which is crucial for sustainable growth.

Effectiveness and efficiency are two central principles that guide the relationship
between business processes and functions. Effectiveness is about achieving the
desired outcome—delivering a product or service that meets customer expectations
or fulfills organizational objectives. Efficiency, on the other hand, is about
achieving these outcomes with the least possible use of time, money, and resources.
Organizations that are effective but not efficient may deliver results but at a high
cost, while those that are efficient but not effective may save resources yet fail to
meet customer needs. Therefore, BPR emphasizes the balance between these two
attributes, ensuring that processes are designed to deliver value both in terms of
quality and resource utilization.

In summary, the study of business processes and business functions in the light of
BPR reveals the importance of rethinking how work is carried out. It demonstrates
that improvement requires more than small adjustments; it often calls for radical
changes in the way processes are designed and functions are managed. By focusing
on areas of improvement, setting clear targets, enhancing customer-friendliness,
and achieving effectiveness and efficiency, organizations can secure long-term
competitiveness and sustainability in an ever-changing business environment.

LEARNING OBJECTIVES
After studying this unit, you will be able to:

1)  Identify and explain the major areas of improvement in business processes
that can be addressed through BPR.

2)  Describe the importance of BPR targets and analyze how they guide
organizational change.

3) Discuss how creating customer-friendly processes provides a competitive
edge in the market.

4)  Evaluate the concept of effectiveness in business processes and its role in
achieving organizational goals.

5)  Examine the principle of efficiency and explain how organizations can
optimize resources while maintaining quality.
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BUSINESS PROCESS & BUSINESS FUNCTIONS

Business process and business functions are two fundamental concepts that together
shape the overall operational structure of an organization. A business process refers
to a structured set of activities or tasks that lead to the accomplishment of a specific
organizational objective, while business functions represent the distinct domains of
responsibility such as production, marketing, finance, and human resource
management. The relationship between processes and functions is deeply
interconnected: functions provide the expertise and resources, and processes use
them in a sequence to deliver value to customers and stakeholders.

With the rise of globalization, technological change, and intense competition,
organizations have realized that traditional approaches are no longer sufficient.
Incremental improvements may provide temporary relief, but in order to achieve
sustainable success, organizations need to completely rethink how their processes
are designed and how their functions are coordinated. This realization gave birth to
the concept of Business Process Reengineering (BPR). BPR advocates for a radical
redesign of business processes to achieve dramatic improvements in critical
performance measures such as cost, quality, service, and speed.

This unit examines how business processes and functions are transformed through
BPR by focusing on areas of improvement, setting clear targets, developing
customer-friendly processes to gain a competitive edge, and ensuring both
effectiveness and efficiency. The discussion highlights not only the theoretical
dimensions but also practical implications that organizations face when they
attempt to implement BPR strategies.

3.1 AREAS OF IMPROVEMENT BY BPR

The first step in understanding the relationship between business processes and
functions through the lens of BPR is identifying the areas of improvement. Every
organization, regardless of its size or industry, has certain weaknesses, bottlenecks,
or outdated practices that hinder its performance. These areas may not always be
obvious, but when examined closely, they reveal inefficiencies that can be corrected
through a reengineering effort.

One major area of improvement involves process simplification. Over time,
organizations often accumulate unnecessary steps, procedures, and approvals
within their processes. These redundant elements may have been introduced for
reasons of control, compliance, or tradition, but they no longer serve a meaningful
purpose. BPR encourages organizations to critically evaluate every step and remove
anything that does not add value to the customer or to the final output.
Simplification not only reduces time and costs but also makes the process easier to
understand and manage.

Another area of improvement is the integration of technology. Many organizations
still rely on manual methods or outdated systems that slow down operations. For
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instance, companies that use paper-based approvals face delays compared to those
that use automated digital systems. BPR emphasizes the adoption of advanced
information technology to redesign processes in ways that were not possible before.
Technology is not merely used to automate existing tasks but to fundamentally
change how work is performed. Examples include the use of enterprise resource
planning systems, artificial intelligence, big data analytics, and customer
relationship management software.

Communication and collaboration also represent significant areas of improvement.
In traditional organizations, functions often work in silos, which means that
departments such as marketing, finance, or operations operate independently with
limited coordination. This leads to duplication of effort, delays, and
misunderstandings. BPR highlights the importance of cross-functional integration,
where processes flow seamlessly across functions. For instance, a sales order
process should involve sales, finance, inventory, and delivery teams working
together on a single integrated system rather than passing documents from one
department to another.

Another area that requires improvement is customer interaction. Many
organizations historically designed their processes around internal needs rather than
customer needs. For example, a bank may design processes to make the work of its
employees easier without considering the convenience of the customer. BPR
reverses this orientation by placing the customer at the center of every process. The
question shifts from "How do we perform this task internally?" to "How does this
task add value for the customer?"

Finally, BPR focuses on cost reduction and quality enhancement simultaneously.
Traditionally, organizations believed that improving quality would increase costs.
However, through process reengineering, it is possible to reduce errors, eliminate
waste, and increase speed, which leads to higher quality at lower costs. For
example, in the manufacturing sector, reengineering the production line can reduce
material wastage while also improving consistency in product quality.

By addressing these areas of improvement, BPR transforms business functions
from rigid, department-based operations into dynamic, customer-focused processes
that drive competitive advantage.

3.2 BPR TARGETS

Every successful BPR initiative begins with the establishment of clear and
measurable targets. Targets act as the guiding principles that determine the direction
of reengineering efforts. Without specific targets, BPR can become an unfocused
exercise, leading to confusion and wasted resources.

One of the primary targets of BPR is reducing process cycle time. Customers today
expect faster responses and quicker delivery of products and services. Long
processing times not only frustrate customers but also increase costs for the
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organization. Reengineering aims to cut down unnecessary steps, automate routine
tasks, and redesign workflows to achieve significant reductions in time. For
example, reducing the loan approval time in a bank from weeks to days can greatly
improve customer satisfaction.

Another important target is cost efficiency. Organizations strive to reduce
operational expenses without compromising on quality. This may involve
eliminating redundant activities, outsourcing non-core processes, or leveraging
technology to minimize human intervention. Cost efficiency as a target ensures that
the organization remains financially sustainable while still delivering value to
customers.

Quality improvement is also a central target of BPR. Reengineering aims not just
at doing things faster and cheaper, but also at doing them better. Improved quality
means fewer errors, higher consistency, and better compliance with standards. For
instance, in the healthcare sector, reengineered processes can reduce the chances of
medical errors and improve patient outcomes.

Customer satisfaction represents another major target. Organizations realize that
long-term success depends on retaining customers and building loyalty. By
designing processes that are more customer-friendly, organizations can increase
satisfaction levels and gain a competitive edge. Targets in this area might include
reducing customer complaints, increasing repeat purchases, or achieving higher
ratings in customer surveys.

Flexibility and adaptability are also key targets. In a rapidly changing business
environment, processes need to be capable of adjusting to new conditions.
Reengineering ensures that processes are not rigid but adaptable, enabling
organizations to respond quickly to market changes, regulatory requirements, or
technological advancements.

Employee empowerment and satisfaction can also be considered BPR targets. Well-
designed processes should enable employees to perform their work more
effectively and with greater satisfaction. When employees feel that processes are
efficient and support their efforts, motivation and productivity naturally increase.
By setting and pursuing these targets, organizations ensure that their BPR initiatives
are aligned with strategic goals and that they deliver tangible results that can be
measured and sustained.

3.3 CUSTOMER FRIENDLY: (COMPETITIVE EDGE)

One of the most important outcomes of business process and function reengineering
is the development of customer-friendly processes. In today’s highly competitive
business environment, organizations cannot survive by focusing solely on internal
efficiency; they must also ensure that their processes are designed around the needs,
expectations, and preferences of their customers.
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A customer-friendly process is one that minimizes inconvenience and maximizes
value for the customer. This involves making processes simple, transparent, and
responsive. For example, an e-commerce company that provides a one-click
checkout option demonstrates customer-friendliness by reducing the effort required
from the customer. Similarly, a bank that allows mobile-based transactions shows
that it understands the need for convenience.

Customer-friendly processes provide a significant competitive edge because they
directly influence customer satisfaction and loyalty. In markets where products and
prices are often similar across competitors, the quality of the process becomes the
key differentiator. For example, two airlines may offer flights at the same price, but
the airline that provides smoother booking, faster check-ins, and better
communication will be preferred by customers.

BPR contributes to customer-friendliness by rethinking processes from the
customer’s perspective. Instead of asking "How do we work more efficiently as an
organization?" BPR asks "How can we deliver better value to the customer?" This
shift in mindset leads to processes that are more aligned with customer journeys.
For example, in the healthcare sector, reengineering patient admission and
discharge processes can make the experience less stressful and more supportive for
patients and families.

Technology plays an essential role in creating customer-friendly processes. Digital
platforms, mobile applications, and self-service portals allow customers to interact
with organizations at their convenience. Personalization is another dimension of
customer-friendliness, where organizations use data analytics to tailor services to
individual customer preferences. For instance, online retailers that recommend
products based on previous purchases demonstrate customer-oriented
reengineering.

Moreover, customer-friendly processes help organizations build long-term
relationships. Customers who find interactions smooth, transparent, and valuable
are more likely to return and recommend the organization to others. This loyalty is
difficult for competitors to break, thereby providing a sustainable competitive
advantage.

In essence, customer-friendliness is not just an optional feature but a strategic
necessity. Organizations that fail to reengineer their processes in this direction risk
losing market share to competitors who place the customer at the center of their
strategies.

3.4 EFFECTIVENESS

Effectiveness in business processes and functions refers to the degree to which
organizational activities achieve their intended objectives. It is about doing the right
things that deliver value to customers and stakeholders. While efficiency deals with
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the optimal use of resources, effectiveness focuses on the actual impact of processes
in meeting goals.

A process may be efficient in terms of cost and speed but may still fail if it does not
achieve customer satisfaction or strategic outcomes. For example, a company may
produce goods at a low cost and deliver them quickly, but if the quality does not
meet customer expectations, the process is ineffective. Effectiveness, therefore, is
a broader and more critical measure of success.

BPR enhances effectiveness by eliminating processes that do not contribute to
organizational objectives and by redesigning workflows to focus on value creation.
For instance, if the objective is to improve customer service, reengineering may
involve training employees, integrating customer feedback systems, and
streamlining communication channels to ensure that issues are resolved quickly and
effectively.

Effectiveness also involves alignment with organizational strategy. Every process
and function should contribute to the overall goals of the organization. If a process
does not support strategic objectives, it becomes redundant. BPR ensures that
processes are not just efficient but also strategically aligned.

Another aspect of effectiveness is innovation. In order to remain effective,
organizations must not only deliver current objectives but also anticipate future
needs. Reengineered processes should be designed to encourage innovation and
adaptability. For example, technology companies often reengineer product
development processes to shorten time-to-market and ensure that new innovations
reach customers quickly.

Measurement 1is essential to effectiveness. Organizations must establish
performance indicators that assess whether processes are achieving desired
outcomes. These indicators might include customer satisfaction ratings, market
share, profitability, or employee productivity. Without proper measurement,
effectiveness remains an abstract concept.

Ultimately, effectiveness ensures that organizations are not just doing things right
but doing the right things. It is about fulfilling the promise made to customers and
achieving long-term sustainability through purposeful action.

3.5 EFFICIENCY

Efficiency refers to the ability of an organization to achieve its objectives using the
least amount of resources possible. While effectiveness is concerned with achieving
goals, efficiency is about achieving them in a resource-conscious manner. It
involves minimizing waste, reducing costs, optimizing time, and maximizing
productivity.

An efficient process is one that produces the desired output with minimal input. For
example, a manufacturing unit that produces a high volume of products with
minimal material wastage and reduced labor hours is considered efficient.

33



Similarly, an online service that provides instant responses through automated
chatbots demonstrates efficiency in customer support.

BPR places great emphasis on efficiency by redesigning processes to eliminate
unnecessary steps and streamline operations. One of the key methods of improving
efficiency is automation. By automating repetitive and time-consuming tasks,
organizations free up employees to focus on higher-value activities. This not only
reduces costs but also increases accuracy and speed.

Standardization is another principle of efficiency. By creating standardized
processes, organizations reduce variation and ensure consistent performance. For
example, fast-food chains use standardized cooking and service processes to ensure
efficiency across multiple outlets.

Efficiency also relates to resource utilization. Organizations must ensure that
financial, human, and technological resources are used in the best possible way.
Idle resources or underutilized capacities represent inefficiencies that need to be
addressed through reengineering.

Time efficiency is particularly important in today’s fast-paced environment.
Customers value speed, and organizations that can deliver products or services
more quickly gain a significant advantage. Reengineering helps in reducing lead
times and ensuring faster delivery without compromising quality.

It is important to note that efficiency should not come at the cost of effectiveness.
A process may be highly efficient in terms of cost savings but ineffective in
delivering customer satisfaction. BPR seeks to balance efficiency with
effectiveness so that organizations not only save resources but also meet strategic
and customer-oriented goals.

In summary, efficiency is about doing things in the best possible way with minimal
waste, while still achieving the intended outcomes. Through process reengineering,
organizations can dramatically improve efficiency and create value for both
customers and stakeholders.

self-Assessment Questions

1 What are the main areas of improvement that Business Process Reengineering
) (BPR) focuses on within organizations?
7 How do BPR targets help in guiding and measuring the success of process
) reengineering efforts?
3 In what ways can making processes more customer-friendly provide an
) organization with a competitive edge?
4 Explain the difference between effectiveness and efficiency in business
' processes, and why both are important for organizational success.
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INTRODUCTION

The principles of business process reengineering (BPR) serve as the guiding
framework for organizations that aim to radically redesign their operations in order
to achieve dramatic improvements in performance, cost, quality, and customer
satisfaction. Unlike incremental improvements or routine process adjustments,
BPR focuses on rethinking and restructuring the fundamental way in which
business activities are carried out. The principles provide both a philosophical and
practical foundation for change, ensuring that organizations do not simply automate
old processes but instead challenge outdated assumptions, eliminate redundancies,
and rebuild their workflows from the ground up.

The origins of BPR lie in the realization that many organizations had become overly
bureaucratic, with processes that were fragmented, time-consuming, and
misaligned with customer needs. Over time, layers of approval systems, rigid
departmental boundaries, and unnecessary documentation had accumulated,
creating inefficiencies that slowed decision-making and reduced competitiveness.
The principles of BPR emerged to break this cycle, urging managers to focus on
processes rather than isolated functions and to seek innovative ways of delivering
value. By adhering to these principles, organizations can better adapt to
technological advances, market dynamics, and evolving customer expectations.
One of the central principles of business reengineering is to focus on outcomes
rather than tasks. Traditional organizations often concentrate on dividing work into
smaller tasks assigned to different individuals or departments, which can lead to
bottlenecks and duplication of effort. BPR, however, emphasizes designing
processes that achieve a clear end result with minimal handovers and maximum
accountability. This shift from task orientation to outcome orientation ensures that
the process delivers value directly to customers and stakeholders without being
burdened by unnecessary steps.

Another guiding principle is the combination of work units and the flattening of
hierarchical structures. Instead of dispersing responsibilities across multiple
specialized units, BPR advocates integrating related tasks into cohesive processes
managed by empowered teams. This not only improves efficiency but also enhances
coordination, reduces errors, and encourages employees to take ownership of
outcomes. At the same time, reducing layers of management promotes faster
communication and decision-making, creating an environment that is more agile
and responsive.

A further principle stresses the importance of using information technology not
merely as a tool for automation but as an enabler of entirely new ways of working.
Technologies such as enterprise systems, artificial intelligence, big data analytics,
and digital platforms allow organizations to design processes that were previously
impossible. For example, real-time data sharing across departments can eliminate
delays, while automation can streamline repetitive activities. By leveraging IT
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effectively, organizations can reinvent their processes to achieve both speed and
accuracy.

Finally, customer orientation is embedded in the principles of BPR. Every
redesigned process should be evaluated in terms of the value it delivers to the
customer. The logic is simple: if a process does not contribute to customer
satisfaction, it should either be restructured or eliminated. This principle ensures
that reengineering efforts are not inward-looking but are aligned with the needs of
those who ultimately determine the success of the business.

In summary, the principles of business process reengineering provide a roadmap
for organizations to shed outdated practices and embrace innovative approaches to
process design. They emphasize outcomes, integration, empowerment, the effective
use of technology, and customer focus. By following these principles, organizations
can transform themselves into agile, efficient, and competitive entities capable of
thriving in an increasingly dynamic global environment.

LEARNING OBJECTIVES

After studying this unit, you will be able to:

1)  Explain the process point of view and analyse why it is central to business
process reengineering.

2)  Assess the importance of maintaining a strong focus on end customers in
redesigning business processes.

3) Identify and evaluate non-value-added activities and propose ways to
eliminate them.

4)  Demonstrate how organizations can speed up response times through
effective process reengineering.

5) Differentiate between outputs and inputs and explain why outputs should be
prioritized in process design.

6) Analyse how giving priority to the delivery of value enhances
competitiveness and customer satisfaction.
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THE PRINCIPLES OF BUSINESS REENGINEERING

Business Process Reengineering (BPR) is not simply a matter of making
incremental adjustments to organizational processes; rather, it is a fundamental
rethinking and radical redesign of core business operations in order to achieve
dramatic improvements in performance, quality, cost, service, and speed. At the
heart of BPR are principles that guide managers, leaders, and practitioners to focus
on what truly matters for the success of the organization and its stakeholders. These
principles emphasize efficiency, customer satisfaction, and long-term sustainability
while encouraging the abandonment of outdated structures and practices that no
longer provide value.

The principles of BPR are not rigid formulas but broad guiding philosophies that
help organizations shape their transformation journey. Each principle provides
direction on how to identify inefficiencies, evaluate the value of processes, and
redesign workflows in ways that align with customer expectations and competitive
requirements. When applied collectively, these principles create a framework for
organizations to become leaner, more responsive, and more customer-oriented.
The six core principles of BPR include taking a process point of view, focusing on
end customers, removing non-value-added activities, speeding up response times,
concentrating on outputs rather than inputs, and giving priority to the delivery of
value. These principles are interconnected and complement one another in shaping
a holistic strategy for process improvement and business excellence.

4.1 PROCESS POINT OF VIEW

The process point of view is the cornerstone of Business Process Reengineering.
Traditionally, organizations have been structured around functions or departments,
where work is divided into specialized tasks performed by separate teams. While
this functional orientation allows for specialization, it often leads to fragmented
workflows, duplication of effort, and poor coordination between departments.
Processes get broken into silos, making it difficult to achieve efficiency and
responsiveness.

Adopting a process point of view means shifting focus from individual tasks or
departments to the complete process that delivers value from start to finish. Instead
of asking, “What does this department do?”” managers begin to ask, “How does this
process create value for the customer?” This approach highlights the importance of
viewing the business as an integrated system where processes, rather than functions,
are the true engines of performance.

For example, in order fulfillment, a functional approach might involve separate
handovers between sales, inventory management, finance, and shipping. Each
department focuses only on its role, often leading to delays, errors, or
miscommunication. A process point of view, however, integrates these activities
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into a streamlined workflow designed to deliver a customer’s order accurately and
quickly.

One of the benefits of the process perspective is improved visibility. Organizations
can map processes end-to-end, identify bottlenecks, and eliminate redundancies
that would otherwise go unnoticed in a functional structure. It also encourages
accountability, as process owners are responsible for outcomes rather than narrow
departmental objectives.

Moreover, the process view aligns with modern digital systems such as enterprise
resource planning (ERP) and workflow automation, which are designed to integrate
activities across departments. By emphasizing the flow of work rather than
functional boundaries, organizations can leverage technology more effectively to
achieve seamless operations.

In short, the process point of view allows organizations to focus on outcomes,
reduce inefficiencies, and create a foundation for continuous improvement. It
ensures that business operations are aligned with strategic goals and customer needs
rather than being trapped in departmental silos.

4.2 FOCUS ON END CUSTOMERS

Another vital principle of business process reengineering is keeping a relentless
focus on end customers. Customers are the ultimate judges of value, and any
business process that does not directly or indirectly contribute to customer
satisfaction risks becoming irrelevant.

In many traditional organizations, processes are designed for internal convenience
rather than external value. For instance, a company might create lengthy approval
chains or complex documentation requirements that serve management control but
frustrate customers with delays. By reengineering with a focus on end customers,
organizations flip this mindset, designing processes that begin with the customer’s
needs and expectations and work backward to deliver them.

Understanding the customer perspective requires research, feedback, and data
analysis. Organizations must identify what customers value most—be it speed,
quality, customization, or cost—and ensure processes are aligned to deliver those
attributes. For example, in the airline industry, customers prioritize punctuality,
safety, and service quality. Reengineering efforts must therefore streamline check-
in processes, enhance safety protocols, and improve communication channels to
meet these priorities.

Furthermore, customer focus extends beyond immediate transactions. It involves
building long-term relationships by consistently delivering superior experiences.
This means that processes must be agile enough to adapt as customer preferences
evolve. In today’s competitive environment, customers demand personalization,
rapid response, and digital convenience. Businesses that fail to reengineer processes
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around these expectations risk losing market share to more customer-centric
competitors.

A strong focus on end customers also provides organizations with a competitive
edge. It ensures that resources are directed toward value-creating activities rather
than internal bureaucracy. It fosters innovation, as companies are compelled to
design processes that exceed customer expectations. Ultimately, customer
orientation drives loyalty, profitability, and sustainability in the long run.

4.3 REMOVE NON-VALUE ADDED ACTIVITIES

A central tenet of business process reengineering is the elimination of non-value-
added activities. These are tasks or steps within a process that consume time,
money, or resources but do not contribute to customer value or organizational goals.
Non-value-added activities include redundancies, unnecessary approvals,
excessive documentation, waiting times, rework, and any form of waste that does
not improve outcomes.

In many organizations, such activities accumulate over time due to outdated
policies, hierarchical traditions, or risk-averse cultures. For example, requiring
multiple signatures for routine purchases may have been necessary in the past, but
with modern procurement systems, such approvals often slow down operations
without adding significant value. Similarly, producing detailed reports that no one
reads is another form of non-value-added work.

The principle of removing these activities is inspired by lean thinking and
continuous improvement philosophies. The goal is to simplify processes so that
every step adds meaningful value to the customer or business. By mapping
processes and analyzing each step critically, managers can identify waste and
determine whether an activity is essential, supportive, or redundant.

For instance, in a manufacturing context, value-added activities are those that
transform raw materials into finished products. Activities like excessive inspections
or unnecessary movement of goods do not directly add value and should be reduced
or eliminated. In service industries, long waiting times or repetitive form-filling
represent non-value-added activities that frustrate customers.

The benefits of eliminating waste are substantial. It reduces costs, increases
efficiency, and frees up resources for more strategic activities. Employees also
benefit, as they spend less time on repetitive or meaningless tasks and more time
on meaningful, productive work. In many cases, automation technologies can
further assist in eliminating non-value activities by digitizing or removing manual
processes altogether.

Ultimately, the removal of non-value-added activities ensures that business
processes are lean, efficient, and customer-focused, thereby improving
competitiveness and profitability.
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4.4 SPEED UP RESPONSE

In today’s fast-paced business environment, speed is a critical factor for success.
Customers expect timely responses, rapid delivery, and efficient problem
resolution. Therefore, one of the key principles of BPR is to design processes that
minimize delays and accelerate response times.

Traditional organizational structures often create bottlenecks due to excessive
approvals, long communication chains, and rigid workflows. These inefficiencies
slow down the ability of organizations to respond to customer needs, market
changes, or competitive pressures. BPR challenges this by streamlining processes,
reducing handoffs, and empowering employees to make decisions without
unnecessary delays.

For example, in customer service, quick response times are essential for satisfaction
and loyalty. Reengineering might involve implementing self-service portals,
chatbots, or integrated customer relationship management (CRM) systems that
enable faster communication and issue resolution. In supply chain management,
speeding up response can involve real-time tracking, predictive analytics, and close
collaboration with suppliers to reduce lead times.

The importance of speed extends beyond customer interactions. Internally, faster
processes mean quicker decision-making, improved innovation cycles, and better
adaptability to change. In industries where technology evolves rapidly, such as
telecommunications or software development, the ability to speed up response can
determine whether a company leads the market or falls behind.

However, speeding up response should not compromise quality. The challenge is to
balance speed with accuracy and reliability. Processes should be designed to
minimize rework and errors while still delivering quick results. Empowering
employees with the right tools, authority, and information is crucial for achieving
this balance.

By prioritizing speed, organizations can meet customer expectations, enhance
competitiveness, and position themselves as agile and responsive players in the
marketplace.

4.5 CONCENTRATE ON OUTPUTS RATHER THAN INPUTS

Another guiding principle of BPR is the emphasis on outputs rather than inputs.
Traditional organizations often focus excessively on the resources or inputs
consumed during a process—such as labor hours, materials, or financial
expenditure—without adequately considering the quality or value of the final
outcome. While inputs are important, it is ultimately the output that customers and
stakeholders care about.

Concentrating on outputs means defining success in terms of results achieved rather
than resources used. For instance, in education, the focus should be on student
learning outcomes rather than the number of hours spent in classrooms. In
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healthcare, success should be measured by patient recovery rates and satisfaction
rather than the number of procedures performed. In manufacturing, delivering high-
quality products on time matters more than simply tracking machine usage.

This principle encourages organizations to set performance indicators that are
outcome-based. Instead of measuring how much effort is expended, managers
should evaluate how effectively processes deliver the desired results. This shift in
perspective ensures that processes remain aligned with strategic objectives and
customer expectations.

Focusing on outputs also drives innovation. When organizations concentrate on
achieving superior outcomes, they are more likely to explore creative solutions,
adopt new technologies, and redesign workflows. It encourages a results-driven
culture where employees are motivated to deliver tangible value rather than simply
completing assigned tasks.

Moreover, emphasizing outputs provides clarity for process evaluation. It allows
organizations to identify gaps between expected and actual results, which can then
guide further reengineering efforts. By linking processes directly to outputs,
organizations can ensure that every activity contributes meaningfully to
performance and customer satisfaction.

In conclusion, concentrating on outputs rather than inputs ensures that processes
are designed and evaluated based on their ability to create value. It aligns
organizational efforts with customer needs and strategic goals, fostering efficiency,
effectiveness, and continuous improvement.

4.6 GIVE PRIORITY TO THE DELIVERY OF VALUE

The ultimate principle of Business Process Reengineering is prioritizing the
delivery of value. Value can be defined as the benefits that customers, stakeholders,
and the organization derive from a process relative to the costs and efforts involved.
Every process within an organization should be evaluated based on the value it
delivers.

Delivering value requires understanding customer expectations, market dynamics,
and organizational goals. Processes should be redesigned to maximize value
creation while minimizing waste, inefficiency, and complexity. This principle
ensures that organizations do not lose sight of their core purpose: to deliver products
and services that meet or exceed customer expectations.

For example, in retail, value is created through competitive pricing, quality
products, and excellent customer service. In healthcare, value lies in effective
treatment, patient safety, and compassionate care. In financial services, value may
be derived from secure, reliable, and accessible transactions. Regardless of the
industry, processes must be reengineered to ensure that value delivery remains the
top priority.
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Prioritizing value also strengthens organizational competitiveness. In crowded
markets, companies that consistently deliver higher value stand out and build
stronger customer loyalty. This not only drives revenue growth but also enhances
brand reputation and long-term sustainability.

Furthermore, prioritizing value requires organizations to consider both tangible and
intangible factors. While cost savings and efficiency gains are tangible aspects of
value, intangibles such as trust, customer satisfaction, and employee morale are
equally important. Effective reengineering balances these dimensions to create
holistic value for all stakeholders.

In practice, giving priority to value often requires cultural change. Employees must
be trained and motivated to think in terms of value creation rather than task
completion. Leadership must reinforce the importance of value in decision-making
and performance evaluation. Technology can also play a vital role by enabling data-
driven insights that help identify what customers truly value.

Ultimately, the principle of prioritizing value ensures that Business Process
Reengineering achieves its overarching goal: transforming organizations into lean,
customer-focused, and high-performing entities.

The principles of Business Process Reengineering provide a roadmap for
organizations seeking to achieve radical improvements in performance. By
adopting a process point of view, focusing on end customers, eliminating non-
value-added activities, speeding up response times, concentrating on outputs rather
than inputs, and giving priority to the delivery of value, organizations can redesign
their operations to become more efficient, effective, and customer-centric.

These principles are interconnected and mutually reinforcing. Together, they help
organizations move beyond incremental improvements to achieve breakthrough
results. They encourage a culture of continuous innovation, accountability, and
value creation. In a world where competition is fierce and customer expectations
are constantly evolving, adhering to these principles ensures that businesses remain
agile, resilient, and sustainable in the long term.

Self-Assessment Questions
Why is adopting a process point of view considered essential in business
process reengineering?
How does maintaining a focus on end customers influence the success of
redesigned business processes?
What are non-value-added activities, and why is it important to remove them
from business processes?
In what ways can organizations speed up their response times to remain
competitive in dynamic markets?
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INTRODUCTION

Business Process Reengineering (BPR) is not only about technology, workflows,
or redesigning structures; it also deeply involves the human and organizational
perspective. No process can be successfully reengineered without considering the
people who execute it, manage it, and ultimately benefit from it. Unit-5 focuses on
how business reengineering principles are applied by keeping the human element
and organizational dynamics at the center. It emphasizes that sustainable change
requires employees’ understanding, simplification of processes to reduce
complexity, and the thoughtful use of automation to improve performance. This
introduction aims to highlight why human and organizational aspects are critical in
ensuring that reengineering efforts do not fail but instead result in long-term
improvement.

The first area of focus is the application of business reengineering principles from
a human and organizational point of view. While BPR principles like customer
focus, eliminating non-value-added activities, and prioritizing value delivery are
often discussed from a technical or process standpoint, their real effectiveness
depends on how well they are adopted by people in the organization. Leaders must
communicate the purpose of reengineering, inspire trust, and create an environment
where employees feel empowered to contribute. Resistance to change is a natural
human response, and only by aligning people with principles can organizations
hope to achieve genuine transformation.

The second emphasis of this unit is on “understand.” Understanding refers to the
ability of organizations to study, analyze, and appreciate the processes they intend
to reengineer. It also involves understanding human behavior, organizational
culture, and employee concerns. Without this knowledge, reengineering may
overlook critical realities that could hinder its success. When employees understand
the reasons for change and how it affects their roles, they are more likely to support
the transformation. Thus, understanding operates at two levels: management’s
understanding of processes and people, and employees’ understanding of the goals
of reengineering.

Simplification is the third focus of this unit. Complex processes often confuse
employees, increase workloads, and reduce efficiency. Simplifying processes makes
them easier to follow, minimizes chances of errors, and allows employees to
concentrate on tasks that add value. From a human perspective, simplification
reduces frustration and increases satisfaction, while from an organizational
viewpoint, it creates agility and speed in operations. This principle highlights that
reengineering should not complicate but instead streamline the workflow for better
results.
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Finally, automation is explored as a critical tool in reengineering. However,
automation should not be seen merely as replacing human effort with machines or
software. Instead, it should be approached as a way to assist employees in doing
their jobs more effectively, reduce repetitive work, and free them for more creative
and strategic contributions. Successful automation requires a balance: while it can
bring efficiency, organizations must ensure that employees are trained, supported,
and motivated to work with new technologies.

In conclusion, Unit-5 underscores that business reengineering is successful only
when the human and organizational point of view is fully integrated. By applying
principles with a focus on people, ensuring understanding, simplifying processes,
and using automation wisely, organizations can achieve not just process efficiency
but also employee commitment and long-term adaptability.

LEARNING OBJECTIVES

After studying this unit, you will be able to:

1)  Explain the key principles of business reengineering from a human and
organizational perspective.

2)  Demonstrate the ability to understand organizational processes and the
human factors that influence their success.

3)  Apply strategies to simplify processes for better efficiency and employee
adaptability.

4)  Evaluate how to effectively automate processes while considering human
and organizational impacts.
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HUMAN & ORGANIZATIONAL POINT OF VIEW
5.1 BUSINESS REENGINEERING PRINCIPLES

Business Process Reengineering (BPR) is a powerful tool for organizations seeking to
achieve radical improvement in performance. While many studies on BPR focus on
technology, systems, and workflow design, the true essence of successful reengineering
lies in the human and organizational perspective. Principles of reengineering cannot
function in isolation from the people who execute, manage, and sustain them. Business
reengineering principles from this viewpoint emphasize employee participation,
organizational culture, and leadership as cornerstones of change.

One of the central principles in this context is aligning people with process
objectives. A process may be technically redesigned to be faster and more efficient,
but without the active involvement and acceptance of employees, its success will
be limited. Employees need to see the value in change and believe in its outcomes.
Management must, therefore, engage in transparent communication, involve staff
in decision-making, and address resistance with empathy. Reengineering must not
be seen as a tool for job cuts or cost reduction alone but as an opportunity for growth
and empowerment.

Another key principle is developing a culture of adaptability. Organizations operate
in environments of uncertainty, driven by technology, customer expectations, and
global competition. Reengineering is not a one-time exercise but an ongoing
philosophy. For it to succeed, organizations must nurture a culture where change is
seen as a natural part of work rather than a disruptive threat. Training, development,
and consistent exposure to improvement initiatives prepare employees to embrace
transformation positively.

Equally important is the principle of integrating leadership with reengineering
goals. Leaders must model the behavior they expect from employees. If the
leadership demonstrates openness to change, commitment to customers, and
fairness in process decisions, employees will follow the same values. Leadership
that fails to inspire trust, however, often becomes the biggest barrier to BPR.

A final guiding principle under this section is balancing technology with human
capabilities. Technology is a critical enabler of process redesign, but it cannot
replace human judgment, creativity, or relationship-building. Reengineering
initiatives should enhance human potential rather than diminish it. This requires
designing processes where technology removes repetitive tasks, while people are
free to engage in innovation, problem-solving, and delivering value to customers.

In short, business reengineering principles from a human and organizational
viewpoint stress the importance of people-first strategies, cultural readiness, ethical
leadership, and intelligent use of technology. Without this human-centered
grounding, the technical redesign of processes is likely to face resistance, low
morale, and eventual failure.

5.2 UNDERSTAND

The foundation of successful reengineering is understanding. Organizations must
first understand their processes, their people, and the reasons for undertaking
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reengineering before implementing changes. Understanding is not only technical;
it is psychological, cultural, and strategic.

At the organizational level, management must develop a deep understanding of
existing processes. This includes mapping workflows, identifying bottlenecks,
recognizing non-value-added activities, and appreciating how each step connects
to customer satisfaction. Often, organizations attempt to reengineer without fully
diagnosing the process, which results in patchwork solutions rather than radical
improvements. A strong understanding provides clarity on what truly needs to be
redesigned and where value can be created.

From a human perspective, understanding refers to appreciating how employees
view their roles and responsibilities. Many reengineering projects fail because
managers overlook the emotional and social dimensions of work. Employees may
fear losing their jobs, their identity, or their sense of control. By understanding these
human concerns, management can design reengineering strategies that build trust,
provide reassurance, and involve staff as active contributors to the change.

Understanding also extends to organizational culture. Every organization has
values, norms, and practices that influence behavior. Some cultures are risk-averse,
while others are innovative and open to change. Recognizing the cultural context is
critical because it determines how quickly and effectively reengineering will be
embraced. For example, a rigid hierarchical culture may resist process
simplification or automation, while a participative culture may welcome it as an
opportunity to improve work.

Another important dimension of understanding is customer perspective. Since BPR is
ultimately aimed at delivering value to customers, organizations must understand their
needs, expectations, and pain points. Employees who interact with customers daily are
Valuable sources of this understanding. Involving them in reengineering discussions
ensures that the redesigned processes align with customer satisfaction goals.

Understanding is also about clarity of purpose. Both management and employees
must know why reengineering is being carried out. If it is seen merely as a cost-
cutting initiative, it will create fear and resistance. But if it is communicated as a
strategy for long-term growth, competitiveness, and improved working conditions,
it will inspire cooperation.

Therefore, understanding in the context of BPR is a multi-layered principle:
understanding processes, people, culture, and customers. It is the lens through
which organizations can identify real issues, design practical solutions, and ensure
that the human side of reengineering is respected. Without this, reengineering risks
being perceived as a purely technical initiative, detached from the reality of human
and organizational life.

5.3 SIMPLIFY

Complexity is often the biggest barrier to efficiency and employee satisfaction.
Over time, organizations accumulate layers of procedures, approvals, and
redundant tasks that make processes unnecessarily complicated. The principle of
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simplify in reengineering addresses this issue by aiming to strip processes of excess
and make them straightforward, logical, and easy to follow.

Simplification starts with identifying activities that do not add value. For instance,
multiple layers of approval for routine tasks slow down operations and frustrate
employees. Reengineering calls for flattening hierarchies, delegating authority, and
empowering employees to take decisions at the point of action. Simplified processes
not only save time but also increase accountability and ownership among staff.

From a human perspective, simplification is essential for reducing stress and
confusion. Employees working with complex, unclear procedures often experience
burnout, make errors, and lose motivation. By simplifying tasks, organizations
create a supportive environment where employees can focus on quality and
creativity rather than bureaucratic hurdles.

Simplification also aligns with customer needs. Complicated processes inside the
organization often result in delays, errors, or inconsistent service delivery. By
simplifying, organizations become more agile and responsive, providing faster and
more reliable service. For example, banks that simplified loan application processes by
removing unnecessary paperwork have significantly improved customer satisfaction.

An important dimension of simplification is the use of technology. Automation
tools, digital workflows, and integrated systems can reduce complexity by
streamlining data management and communication. However, technology should
not complicate processes further; it must be user-friendly and tailored to the
organization’s context. Simplification through technology should be about making
life easier for both employees and customers, not about imposing rigid systems that
create new frustrations.

Simplification also ties directly into cost reduction. Complex processes consume
more time, labor, and resources, while simplified ones eliminate waste. Lean
practices, when combined with reengineering, help organizations achieve both
efficiency and quality improvement.

Ultimately, simplification is not about cutting corners but about making processes
smarter, more logical, and more human-friendly. It is about removing unnecessary
barriers that prevent employees from doing their jobs effectively and customers from
receiving timely, high-quality service. Simplification empowers organizations to work
smarter, not harder, and sets the stage for automation and further innovation.

5.4 AUTOMATE

Automation is often seen as the hallmark of modern business reengineering. While
technology has always been a powerful enabler of efficiency, the principle of
automate goes beyond simply replacing manual work with machines or software.
It is about thoughtfully integrating technology into processes to support human
capabilities, eliminate repetitive tasks, and create a smarter, more responsive
organization.

In the context of reengineering, automation should begin only after processes are
understood and simplified. Automating a flawed or overly complex process only
perpetuates inefficiency. Once streamlined, processes can be enhanced through
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technology to achieve speed, accuracy, and scalability. For example, automated
inventory management systems reduce errors, save time, and provide real-time
insights that manual tracking cannot achieve.

From a human point of view, automation should be seen as a partner rather than a
threat. Employees often resist automation out of fear of job loss. Successful
organizations address this by clearly communicating how automation will relieve
staff from repetitive, low-value tasks and allow them to focus on more meaningful,
creative, and customer-focused activities. Training and reskilling programs must
accompany automation to ensure employees are equipped to work effectively in a
technology-enabled environment.

Automation also enhances decision-making. With the help of data analytics,
artificial intelligence, and machine learning, organizations can gain deeper insights
into customer behavior, market trends, and operational performance. These insights
help managers and employees make informed decisions quickly, creating a more
agile organization that adapts to change.

For customers, automation delivers faster service, greater accuracy, and
convenience. Online platforms, self-service portals, and chatbots have
revolutionized the way customers interact with businesses, offering 24/7 support
and instant responses. However, automation must always be balanced with human
interaction. Customers still value empathy, understanding, and personal connection,
which machines cannot replicate fully.

From an organizational standpoint, automation provides scalability. Businesses can
handle larger volumes of work without proportionally increasing costs. This not
only improves competitiveness but also allows organizations to expand into new
markets with confidence.

That said, automation must be implemented responsibly. Blindly investing in
technology without assessing its relevance can waste resources and alienate
employees. Automation should be guided by strategy, aligned with customer needs,
and designed to complement—not replace human effort.

In conclusion, automation in reengineering represents the intelligent use of
technology to strengthen human and organizational performance. It is not an end in
itself but a means to create processes that are faster, more reliable, and better
aligned with customer and employee expectations. By combining automation with
understanding and simplification, organizations achieve sustainable transformation
that benefits all stakeholders.

Self-Assessment Questions
1 How do bus'ine.ss reengingeriqg principles contribute to aligning people and
] processes within an organization?
) Why is it important to understand both organizational processes and human
' behavior before reengineering?
3 How does simplifying processes benefit employees and the overall
) organization?
4 In what ways can automation support reengineering efforts while maintaining a
) balance with human involvement?
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INTRODUCTION

Business Process Reengineering is not only about rethinking strategies and
designing new workflows but also about applying practical tools that guide
organizations through the transformation journey. When organizations embark on
reengineering projects, they face complex challenges such as resistance to change,
unclear requirements, overlapping functions, and the risk of inconsistency in
implementation. To address these issues, the use of systematic tools becomes
essential. These tools act as enablers, helping project teams move beyond abstract
concepts to actionable practices that ensure efficiency, innovation, and
sustainability in redesigned processes.

Among the most important tools is brainstorming, which is widely recognized for
encouraging creativity and innovation. Since reengineering often demands radical
departures from traditional methods, brainstorming provides an open environment
where participants can freely share ideas without criticism. This collaborative
exercise allows stakeholders to think beyond established routines, challenge
assumptions, and contribute to breakthrough solutions that form the foundation of
reengineered processes.

Another critical tool is functional analysis, which allows teams to examine
processes in terms of their essential functions. By breaking down activities into core
components, organizations can identify which functions add value and which create
redundancy or waste. This analytical approach ensures that resources are directed
toward activities that directly serve customer needs or organizational goals, while
eliminating those that hinder performance.

Requirements engineering also plays a vital role in reengineering efforts. It
provides a disciplined method for capturing and validating the needs of
stakeholders, ensuring that redesigned processes are aligned with organizational
objectives, customer expectations, and regulatory requirements. Without clear and
well-defined requirements, reengineering projects risk deviating from their
intended purpose, leading to misalignment and costly errors.

As processes and systems are redesigned, configuration management ensures
stability and control. This tool is concerned with documenting and managing
changes systematically, so that all stakeholders have a clear understanding of what
has been modified and why. It reduces the risk of confusion, duplication, or
inconsistency, especially in projects that involve multiple teams, complex systems,
and interdependent workflows. By maintaining order in the face of change,
configuration management enhances the reliability and traceability of
reengineering efforts.

Practical aids such as guidelines and checklists further strengthen reengineering
projects by providing structured directions. These tools remind teams of best
practices, alert them to common pitfalls, and serve as reference points during
planning and execution. Checklists ensure that no critical steps are overlooked,
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while guidelines provide a framework for consistent decision-making across
different phases of the project.

Together, these tools transform the philosophy of business process reengineering
into a practical reality. They not only support innovation but also provide the
structure needed to manage complexity, reduce risks, and enhance collaboration
among stakeholders. By applying brainstorming, functional analysis, requirements
engineering, configuration management, and project guidelines effectively,
organizations can achieve the breakthroughs in performance that reengineering
promises while ensuring that changes are sustainable and aligned with long-term
goals.

LEARNING OBJECTIVES

After studying this unit, you will be able to:

1)  Explain the importance of tools in the successful implementation of business
process reengineering initiatives.

2)  Apply brainstorming techniques to generate innovative ideas and solutions
for process redesign.

3) Analyze organizational activities using functional analysis to identify value-
adding and non-value-adding functions.

4)  Demonstrate the role of requirements engineering in capturing,
documenting, and validating stakeholder needs for reengineered processes.

5)  Evaluate the significance of configuration management in maintaining
stability, consistency, and control during process transformation.

6)  Utilize guidelines and checklists to ensure adherence to best practices and
enhance the effectiveness of reengineering project teams.

7)  Integrate multiple reengineering tools in a structured manner to achieve
sustainable organizational improvements.
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BUSINESS REENGINEERING TOOLS

Business Process Reengineering (BPR) is a strategic approach aimed at radically
redesigning organizational processes to achieve dramatic improvements in
performance, efficiency, and competitiveness. While the philosophy of
reengineering emphasizes innovation, simplification, and automation, its practical
application relies heavily on structured tools that guide organizations in turning
bold ideas into executable strategies. Tools play a central role in supporting project
teams by offering frameworks for analysis, methods for idea generation, and
techniques for managing complexity.

The importance of reengineering tools lies in their ability to bridge the gap between
vision and execution. Without appropriate tools, reengineering initiatives may
remain abstract concepts without tangible results. Tools ensure that decision-
making is evidence-based, creativity is fostered, requirements are clearly captured,
changes are properly documented, and processes remain aligned with
organizational objectives. They also enhance collaboration by providing common
reference points for teams working across different departments or functions.

This unit focuses on five significant tools and techniques for business process
reengineering: brainstorming, functional analysis, requirements engineering,
configuration management, and the use of guidelines and checklists for
reengineering project teams. Each of these plays a distinctive role in supporting the
successful design and implementation of reengineered processes. Brainstorming
helps unlock creativity, functional analysis provides systematic evaluation of
activities, requirements engineering ensures clarity of stakeholder expectations,
configuration management maintains order in change processes, and checklists
serve as practical aids to ensure adherence to best practices. Together, these tools
empower organizations to design processes that are innovative, efficient, and
sustainable.

6.1 Brainstorming

Brainstorming is one of the most widely used creativity and problem-solving
techniques in the context of business process reengineering. Since BPR often
requires organizations to break away from established routines and rethink their
processes fundamentally, the generation of fresh and innovative ideas becomes
critical. Brainstorming serves this purpose by encouraging open discussion,
collaboration, and free expression of thoughts among team members.

At its core, brainstorming is based on the belief that creativity is maximized when
individuals feel free to express their ideas without fear of judgment or immediate
criticism. Traditional organizational settings often discourage radical ideas due to
hierarchical structures or risk-averse cultures. Brainstorming sessions, on the other
hand, are designed to create an open and inclusive environment where even
unconventional suggestions are welcomed. This is particularly important in BPR,

57



where radical improvements often stem from ideas that initially appear unrealistic

or disruptive.

Principles of Brainstorming

Several principles underpin effective brainstorming sessions:

1. Quantity over quality — During the idea-generation phase, the focus should be
on producing as many ideas as possible rather than immediately evaluating
their feasibility.

2. Withhold criticism — Participants should avoid rejecting or criticizing ideas
during brainstorming to ensure a free flow of creativity.

3. Encourage wild ideas — Bold, unconventional suggestions often lead to
breakthrough solutions.

4.  Build on the ideas of others — Collaboration enhances creativity when team
members expand upon or refine each other’s contributions.

Types of Brainstorming in Reengineering

Brainstorming can take different forms depending on the objectives and the

dynamics of the reengineering team:

. Classic Brainstorming: A facilitator poses a problem statement, and
participants generate as many ideas as possible within a set time. This method
works well for identifying potential process improvements or alternatives.

. Brainwriting: Instead of speaking, participants write their ideas on paper or
digital boards. This approach helps overcome the hesitation of less vocal
participants and ensures everyone contributes.

. Round-Robin Brainstorming: Participants take turns sharing ideas in
sequence, ensuring that all voices are heard.

. Electronic Brainstorming: With the use of digital collaboration tools, ideas
are submitted electronically, which is particularly useful for geographically
dispersed teams.

Application in Business Process Reengineering

In the context of BPR, brainstorming can be applied in multiple stages of the

project:

. Problem Identification: Teams brainstorm to identify the major pain points
and inefficiencies in current processes.

. Idea Generation for Redesign: Creative alternatives are generated for
eliminating bottlenecks, reducing costs, or enhancing customer value.

. Technology Utilization: Brainstorming sessions help explore how emerging
technologies like Al, automation, or cloud systems can be integrated into
redesigned processes.

. Implementation Strategies: Teams brainstorm to identify potential challenges
in implementation and propose mitigation strategies.

For example, a banking institution aiming to reengineer its loan approval process
might use brainstorming sessions to generate ideas such as automated credit
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checks, streamlined digital applications, or Al-driven fraud detection systems.
These ideas, when refined and combined, can significantly reduce loan
processing time and improve customer satisfaction.

Benefits of Brainstorming

. Encourages participation: By involving a diverse group of employees,
brainstorming ensures that multiple perspectives are considered.

. Builds ownership: When team members contribute ideas, they are more likely
to feel invested in the success of the reengineering project.

. Unlocks creativity: It provides a structured way to think beyond traditional
practices and explore innovative solutions.

. Enhances collaboration: Brainstorming sessions foster teamwork,
communication, and mutual respect among participants.

Limitations of Brainstorming

While brainstorming is powerful, it is not without challenges:

. Risk of dominance: Outspoken participants may overshadow quieter ones,
reducing diversity of ideas.

. Idea overload: Large volumes of ideas may overwhelm the team if not
properly organized and evaluated.

. Groupthink: In some cases, participants may converge too quickly on popular

ideas, limiting creative exploration.

To mitigate these challenges, facilitators must ensure that sessions are well-
structured, time-bound, and inclusive. Tools such as sticky notes, digital
whiteboards, and idea-clustering techniques can help organize and evaluate the
output effectively.

In conclusion, brainstorming is an indispensable tool in business process
reengineering because it stimulates innovation, promotes collaboration, and lays
the groundwork for radical process redesign. By harnessing the creativity of
individuals and teams, organizations can identify transformative ideas that lead to
significant improvements in efficiency, quality, and customer satisfaction.

6.2 Functional Analysis
Functional analysis is one of the most powerful and systematic tools used in
business process reengineering. It allows organizations to break down complex
processes into their fundamental components, identify the purpose of each function,
and determine whether or not those functions add real value to the customer or the
organization. In reengineering, the goal is not just incremental improvement but
radical transformation, and functional analysis provides the clarity needed to decide
which activities are essential and which can be eliminated, automated, or
restructured.
At its core, functional analysis focuses on answering two central questions: What
does this activity do? and Why is it needed? By approaching processes from this

59



perspective, organizations can avoid the common pitfall of preserving outdated
or redundant functions simply because they have “always been done this way.”
Instead, they gain the ability to design processes that are streamlined, cost-
effective, and aligned with organizational objectives.

Principles of Functional Analysis

Functional analysis is guided by a few key principles that help organizations
evaluate their processes:

1.  Functions versus Processes: A process is a sequence of activities, while a
function refers to the role or purpose of a specific activity. For example, in a
procurement process, verifying supplier credibility is a function that serves
the larger process of purchasing goods.

2. Value Orientation: Every function should be assessed based on the value it
provides. If a function does not contribute directly or indirectly to customer
satisfaction, cost efficiency, or compliance, it may be redundant.

3.  Decomposition: Complex processes are broken down into smaller,
manageable functions. This decomposition makes it easier to analyze and
evaluate each part independently.

4. Interrelationships: Functions rarely exist in isolation. Understanding how
they interact with one another ensures that changes in one area do not create
inefficiencies or risks elsewhere.

Functional Analysis Techniques

There are several techniques for conducting functional analysis in a reengineering
project:

. Functional Flow Block Diagrams (FFBDs): These diagrams visually
represent the sequence and interrelationship of functions, making it easier to
understand how activities contribute to overall goals.

. Value Analysis and Value Engineering (VA/VE): This approach evaluates
whether a function justifies its cost and whether it can be performed more
efficiently.

. Functional Hierarchies: By organizing functions in a hierarchical structure,
teams can distinguish between primary, secondary, and supporting functions.

. Function-Cost Analysis: Assigning costs to each function helps determine
whether its value is proportionate to the resources it consumes.

Application in Business Process Reengineering

Functional analysis is applied in multiple phases of BPR projects:

. Current State Analysis: Teams use functional analysis to examine existing
processes in detail. Each activity is broken down to determine its purpose,
inputs, and outputs. For example, in a supply chain process, functions such as
order verification, inventory checks, and shipment scheduling are evaluated
for relevance and efficiency.
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. Identifying Non-Value-Adding Functions: One of the greatest benefits of
functional analysis is the ability to spot redundancies and unnecessary steps.
For instance, if both the procurement department and the finance department
independently verify supplier information, one of these functions may be
redundant.

. Redesigning for Value Creation: After identifying redundant functions,
teams can redesign processes by consolidating, automating, or eliminating
them. This creates a leaner workflow that better serves organizational goals.

. Performance Measurement: Functional analysis can also be used post-
implementation to measure how redesigned functions contribute to improved
outcomes.

Real-World Example
Consider a healthcare provider seeking to reengineer its patient admission process.
Initially, patients are required to fill out forms at multiple counters, undergo
redundant verifications, and wait for manual data entry. A functional analysis might
reveal that the same information is being captured by three different departments—
reception, billing, and medical records. By mapping these functions, the
reengineering team discovers duplication of effort. The redesigned process could
involve a single digital registration system that captures data once and makes it
available across departments. This eliminates redundant functions, reduces patient
wait times, and improves overall efficiency.

Benefits of Functional Analysis in Reengineering

. Clarity and Transparency: Breaking down processes into functions
provides a clear picture of what the organization actually does, beyond
assumptions or traditions.

. Focus on Value: By distinguishing between value-adding and non-value-
adding activities, resources can be directed toward what truly matters.

. Elimination of Redundancies: Functional analysis exposes duplications and
inefficiencies that may otherwise go unnoticed.

. Informed Decision-Making: Managers and reengineering teams can make
data-driven decisions about where to invest in automation, outsourcing, or
redesign.

. Improved Alignment: Processes become more closely aligned with customer
needs and organizational objectives.

Challenges in Functional Analysis

Despite its benefits, functional analysis also presents challenges:

. Time-Consuming Process: Decomposing and analyzing every function in
detail can be resource-intensive.

. Resistance to Change: Employees may be reluctant to acknowledge that
some of their activities are redundant.

. Complex Interdependencies: Functions often interact in complex ways,
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making it difficult to isolate and evaluate them independently.
. Overemphasis on Detail: In some cases, focusing too much on individual
functions can obscure the broader strategic picture.
To overcome these challenges, functional analysis should be conducted with a
balanced approach—thorough enough to identify inefficiencies, but not so detailed
that it delays progress. Collaboration with stakeholders and clear communication
about the purpose of analysis can also reduce resistance and build trust.
Integrating Functional Analysis with Other Tools
Functional analysis rarely stands alone in BPR projects. It often works hand-in-
hand with other tools:

. Brainstorming provides the creative ideas for process redesign, while
functional analysis tests the feasibility and value of those ideas.

. Requirements Engineering ensures that redesigned functions are aligned
with stakeholder needs.

. Configuration Management tracks and documents changes in functions
over time.

. Guidelines and Checklists help ensure that functional analysis is conducted
consistently and systematically.

Functional analysis is a cornerstone of business process reengineering because it
allows organizations to see their processes not as rigid structures but as dynamic
collections of functions that can be evaluated, improved, or eliminated. By focusing
on the purpose and value of each function, organizations can eliminate waste,
streamline workflows, and design processes that deliver greater efficiency and
customer satisfaction. When combined with creativity, stakeholder input, and
robust change management, functional analysis becomes a powerful tool that
enables radical yet practical transformation.

6.3 Requirements Engineering

Requirements engineering is a disciplined approach to identifying, analyzing,
documenting, and validating the needs of stakeholders involved in a reengineering
initiative. In business process reengineering, requirements engineering ensures that
redesigned processes are not just creative or radical but also aligned with
organizational goals, customer expectations, and regulatory frameworks. Without a
clear understanding of requirements, even the most innovative redesigns risk being
impractical, incomplete, or misaligned with actual needs.

Importance in Business Process Reengineering

Reengineering projects are often complex, involving multiple departments,
stakeholders, and technologies. Requirements engineering provides the foundation
for coherence and clarity in this complexity. It helps define the what and why before
diving into the how. For instance, if an organization seeks to reduce order-
processing time, requirements engineering clarifies whether the key stakeholder
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concern is speed, cost reduction, customer experience, or compliance with

regulations.

Phases of Requirements Engineering

The requirements engineering process typically involves four phases:

1.  Elicitation: Gathering requirements from stakeholders through interviews,
surveys, workshops, and observation. In BPR, elicitation involves not only
asking employees but also understanding customer needs, regulatory
demands, and technological constraints.

2. Analysis: Reviewing the gathered information to identify conflicts, overlaps,
or gaps. Analysis helps distinguish between “must-have” requirements and
“nice-to-have” expectations.

3. Documentation: Clearly recording the requirements in a structured format,
often using models, diagrams, or requirement specifications. Documentation
provides a reference point that ensures everyone in the project has a shared
understanding.

4.  Validation: Confirming that the documented requirements accurately reflect
stakeholder needs and are feasible within organizational constraints.
Validation involves walkthroughs, reviews, and prototype testing.

Tools and Techniques in Requirements Engineering

. Interviews and Workshops: Useful for directly engaging with stakeholders
to capture detailed insights.

. Use Case Diagrams: Provide visual representations of how users interact
with processes.

. Process Modeling: Graphical models like flowcharts and BPMN diagrams
help translate requirements into understandable formats.

. Prototyping: Creating preliminary models of redesigned processes to test
feasibility and gather feedback.

. Traceability Matrices: Ensure that every requirement is linked to
corresponding design elements and test cases.

Application in Reengineering Projects

For example, a university undertaking BPR to modernize its admissions process
would need to capture requirements from students, faculty, administrators, and
regulators. Students may require an online application portal, faculty may require
automated eligibility checks, administrators may emphasize compliance with
government policies, and regulators may demand accurate reporting. Requirements
en(%inpering brings these diverse needs together into a cohesive framework for
redesign.

Benefits of Requirements Engineering

. Ensures alignment of redesigned processes with stakeholder needs.

. Reduces risk of project failure due to unclear or conflicting goals.

. Enhances communication among stakeholders by providing a shared
language.

. Provides a foundation for testing and evaluation of redesigned processes.

63



Challenges in Requirements Engineering

. Stakeholders may have conflicting priorities.

. Requirements may change during the project, creating instability.
. Overemphasis on detail may delay progress.

Effective requirements engineering requires balancing thoroughness with
flexibility. By documenting and validating requirements systematically,
reengineering teams can ensure their efforts lead to solutions that are
innovative, feasible, and widely accepted.

6.4 Configuration Management

Configuration management is a structured process for systematically controlling
changes to processes, systems, and documentation throughout the lifecycle of a
reengineering initiative. In BPR, where change is both extensive and continuous,
configuration management ensures stability, traceability, and accountability. It acts
as a safeguard against chaos by documenting what changes were made, why they
were made, and who authorized them.

Importance in Business Process Reengineering

Reengineering projects often involve multiple interdependent processes,
technologies, and organizational units. Without proper configuration management,
changes made in one area can unintentionally create problems in another. For
example, modifying a customer relationship management (CRM) system without
coordinating with the billing department may result in mismatched records or
duplicate entries. Configuration management prevents such issues by ensuring all
changes are integrated and documented.

Key Elements of Configuration Management

1.  Configuration Identification: Defining the components (documents,
processes, systems) that need to be managed.

2. Change Control: Establishing procedures for requesting, reviewing,
approving, and implementing changes.

3. Status Accounting: Recording and reporting the status of configurations and
changes.

4.  Verification and Audit: Ensuring that changes are implemented as planned
and meet defined requirements.

Tools for Configuration Management

. Version Control Systems (e.g., Git, Subversion) to manage document and
software changes.

. Configuration Databases to track interdependencies among processes and
systems.

. Automated Workflow Tools that record approvals, notifications, and

implementation steps.

Application in Reengineering Projects

In an airline company reengineering its ticketing and reservation process,
configuration management ensures that changes to digital booking systems,
customer support procedures, and regulatory compliance documents are
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synchronized. If the booking system is updated to include digital wallets,
configuration management records the change, identifies its impact on accounting
and customer service, and ensures consistency across departments.

Benefits of Configuration Management
. Provides stability in the face of large-scale change.

. Enhances accountability by recording who authorized and implemented
changes.
. Improves traceability, making it easier to track problems back to their source.

. Reduces duplication and inconsistencies.

Challenges in Configuration Management

. Requires discipline and administrative effort, which some teams may resist.
. Overly rigid change control procedures may slow down innovation.

. Complexity increases when multiple systems and stakeholders are involved.
When applied effectively, configuration management strikes a balance between
flexibility and control, enabling organizations to embrace radical change without
losing stability.

6.5 Guidelines and Checklists for Reengineering Project Teams

While creativity and analysis are essential in BPR, practical tools such as guidelines
and checklists play an equally important role in ensuring that projects are executed
efficiently and consistently. Guidelines provide direction and best practices, while
checklists serve as reminders of critical tasks and milestones. Together, they help
reengineering teams maintain focus, avoid common pitfalls, and ensure quality in
outcomes.

Role of Guidelines in Reengineering

Guidelines serve as a roadmap for project teams. They do not prescribe rigid rules

but offer flexible principles that teams can adapt to their specific context. For

example, guidelines might suggest involving cross-functional stakeholders early in

the project, maintaining open communication channels, and emphasizing customer

value in all decisions. These guiding principles ensure that teams remain aligned

with the philosophy of BPR.

Role of Checklists in Reengineering

Checklists, on the other hand, are more concrete tools. They break down complex

tasks into specific, actionable items that can be verified and tracked. A

reengineering checklist for the planning phase might include items such as defining

project scope, identifying stakeholders, securing executive sponsorship, and

preparing a communication plan.

Benefits of Guidelines and Checklists

. Consistency: Ensure that reengineering efforts follow a structured approach

across different teams.

. Accountability: Provide a means for tracking progress and ensuring
responsibilities are fulfilled.
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. Risk Reduction: Prevent teams from overlooking critical steps or repeating
common mistakes.

. Efficiency: Save time by providing ready-to-use frameworks rather than
reinventing processes.

Example Checklist for a Reengineering Project

Planning Stage

. Define the scope and objectives of the reengineering initiative.
. Identify and involve all key stakeholders.

. Secure executive sponsorship and allocate resources.

. Develop a communication and change management plan.
Execution Stage
. Conduct functional analysis of existing processes.

. Capture and validate requirements from stakeholders.
. Brainstorm and evaluate redesign alternatives.
. Document and approve configuration changes.

Review Stage

. Verify redesigned processes against requirements.

. Conduct pilot testing before full implementation.

. Gather stakeholder feedback and refine processes.

. Document lessons learned and best practices.

Challenges of Using Guidelines and Checklists

. Teams may treat them as rigid rules rather than flexible aids.
. Overly detailed checklists may create administrative burdens.

. Guidelines may become outdated if not regularly reviewed.

Guidelines and checklists, though simple in nature, are vital tools for ensuring the
success of reengineering projects. They complement analytical tools like functional
analysis and requirements engineering by providing practical direction and
structure. By embedding lessons learned and best practices into checklists and
guidelines, organizations create a culture of continuous improvement that extends
beyond individual projects.

Self-Assessment Questions
How can brainstorming contribute to generating innovative solutions in
1. business process reengineering, and what measures can be taken to overcome
its limitations such as dominance or groupthink?
In what ways does functional analysis help distinguish between value-adding
2. and non-value-adding activities within a process, and why is this distinction
critical for reengineering success?
Why is requirements engineering considered essential in reengineering
3. projects, and how do its phases (elicitation, analysis, documentation, and
validation) ensure alignment with stakeholder needs?
How do configuration management and the use of guidelines and checklists
4. complement each other in maintaining stability, accountability, and
consistency during the implementation of reengineering initiatives?
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INTRODUCTION

Business Process Reengineering (BPR) is more than a set of tools and concepts; it
is a structured methodology that guides organizations through the journey of radical
process transformation. While the philosophy of BPR emphasizes innovation and
dramatic improvements in performance, the methodology provides a disciplined,
step-by-step approach to ensure that these improvements are effectively realized. A
clear methodology is essential because reengineering is a complex endeavor that
involves people, technology, organizational culture, and customer expectations.
Without a systematic approach, efforts may become fragmented, inconsistent, or
unsustainable.

This unit introduces a comprehensive methodology for implementing BPR,
beginning with the identification of key steps and extending through
implementation, measurement, and continuous improvement. Each stage builds on
the previous one to ensure that organizations not only design new processes but
also sustain them over time.

The methodology begins with understanding the BPR steps, which serve as a
roadmap from problem identification to solution implementation. Early stages
emphasize the importance of identifying process owners, individuals responsible
for ensuring accountability and effective management of redesigned processes. A
strong methodology also requires organizations to assess customer requirements
and expectations—both internal and external—since the ultimate goal of BPR is to
deliver value to customers.

Another critical element of the methodology is process mapping, often referred to
as “walking the processes.” This step involves examining existing workflows in
detail to identify inefficiencies, redundancies, and opportunities for improvement.
Once the processes are mapped, the next stage is to assess process capability by
measuring performance indicators such as cost, cycle time, quality, and flexibility.
This provides a baseline against which improvements can be measured.

To ensure that redesigned processes reflect the highest standards, the methodology
incorporates benchmarking against best practices within and outside the
organization. Benchmarking allows teams to learn from industry leaders and adopt
innovative practices that align with customer-driven goals. On this foundation,
organizations proceed to redesign the process in a way that prioritizes customer
needs and expectations.

However, redesign alone does not guarantee success. The methodology emphasizes
action plan development, which outlines the resources, timelines, and
responsibilities required for implementation. This 1is followed by the
implementation phase, where redesigned processes are put into practice with proper
change management strategies. To ensure sustainability, the methodology includes
follow-up and measurement, tracking progress against defined objectives and
making adjustments where necessary.
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Finally, the methodology recognizes that reengineering is not a one-time event but
a cycle of continuous improvement. The step to re-evaluate and do it again ensures
that processes remain dynamic, adaptive, and responsive to changing environments.
In conclusion, this unit provides learners with a structured methodology for
business process reengineering that integrates strategic vision with practical
execution. By following these steps—ranging from identifying process owners and
assessing customer expectations to redesign, implementation, and re-evaluation—
organizations can achieve radical improvements that are customer-driven,
measurable, and sustainable. The methodology thus transforms the abstract vision
of BPR into a systematic path for organizational excellence.

LEARNING OBJECTIVES
After studying this unit, you will be able to:

1)  Describe the key steps involved in a structured business process
reengineering methodology.

2)  Identify process owners and explain their role in ensuring accountability and
effective process redesign.

3)  Assess internal and external customer requirements and expectations as a
foundation for reengineering initiatives.

4)  Apply process mapping techniques to document and analyze existing
workflows.

5)  Evaluate process capability using performance indicators such as cost, time,
quality, and flexibility.

6) Examine best practices through benchmarking and assess their relevance for
process improvement.

7)  Redesign processes with a focus on being customer-driven and value-
oriented.

8)  Develop comprehensive action plans that outline resources, responsibilities,
and timelines for implementation.

9) Implement redesigned processes effectively while addressing change
management challenges.

10) Monitor and measure outcomes of reengineered processes through
systematic follow-up and evaluation.

11) Re-evaluate processes continuously and apply iterative improvements to
sustain long-term organizational excellence.

70



Business Reengineering Methodologies

Business Process Reengineering (BPR) is not merely about identifying
inefficiencies or replacing old practices with new ones. It is a structured and holistic
methodology that enables organizations to rethink, redesign, and radically improve
their processes. The methodologies discussed in this unit serve as a roadmap for
organizations embarking on transformation initiatives, ensuring that improvements
are sustainable, measurable, and customer-driven. Unlike incremental
improvement methods, BPR methodologies emphasize breakthrough change by
focusing on end-to-end processes and customer value.

This unit explores a comprehensive methodology for business process
reengineering, covering essential steps such as identifying process owners,
assessing customer requirements, process mapping, capability analysis,
benchmarking, redesign, action planning, implementation, follow-up, and
continuous re-evaluation. Each step is interconnected, and together they form a
cycle of continuous improvement that equips organizations to remain adaptive and
competitive in a rapidly changing environment.

7.1 BPR Steps

The foundation of any reengineering effort lies in understanding the sequence of
steps that structure the entire initiative. BPR steps serve as a methodological guide,
ensuring that organizations move from identifying problems to sustaining
improvements in a systematic manner.

Typically, BPR begins with recognizing the need for change. This may arise from
inefficiencies in current processes, changing customer expectations, or competitive
pressures. Once the need is established, a high-level vision is developed to align
the reengineering initiative with organizational strategy. The next step is to select
the processes to be reengineered, often those that are critical for delivering value or
that represent major bottlenecks.

Following process selection, organizations move into a deeper phase of analysis,
including mapping current processes and identifying weaknesses. Once weaknesses
are identified, the design phase involves developing alternative solutions or new
process models that eliminate redundancies and enhance performance. After
process redesign, implementation ensures that these solutions are integrated into
organizational practices, supported by change management strategies. Finally,
continuous monitoring and evaluation serve as the concluding step, reinforcing
sustainability.

Thus, the BPR steps provide a structured pathway: identify, analyze, redesign,
implement, and monitor. While the terminology may vary across organizations, the
essence remains the same: a disciplined, cyclical approach to radical improvement.
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7.2 Identify Process Owners

Process ownership is a cornerstone of successful reengineering. A process owner is
an individual or team entrusted with the responsibility of overseeing the design,
execution, and improvement of a particular process. Unlike traditional management
structures, which emphasize departmental authority, process ownership cuts across
functions to ensure accountability for the entire workflow.

The identification of process owners is critical because reengineering often
involves cross-functional processes that extend beyond departmental boundaries.
For example, an order fulfillment process may involve sales, inventory, production,
and logistics. Without a designated process owner, accountability becomes
fragmented, and redesign efforts may fail due to conflicting priorities.

Process owners are responsible for ensuring that redesigned processes align with
organizational goals, customer expectations, and performance metrics. They play a
vital role in coordinating stakeholders, resolving conflicts, and facilitating decision-
making during reengineering initiatives. In addition, process owners act as
champions of change, promoting adoption among employees and ensuring long-
term sustainability.

The selection of process owners should be based on competence, leadership ability,
and cross-functional understanding rather than mere hierarchical position.
Involving individuals with a holistic view of operations enhances the likelihood of
achieving radical improvements.

7.3 Assess Customer Requirements and Expectations (Internal and

External)

BPR methodologies are fundamentally customer-driven. The primary objective of
reengineering is to create value for customers by improving cost, quality, speed,
and flexibility. Therefore, assessing customer requirements—both internal and
external—is essential.

External customers include individuals or organizations that purchase goods or
services. Their requirements may relate to product quality, affordability, timely
delivery, or after-sales service. Internal customers, on the other hand, are employees
or departments within the organization who depend on outputs from other
processes. For example, the marketing department may rely on timely data from

the research department.

Assessing customer requirements involves systematic methods such as surveys,
focus groups, interviews, and customer feedback systems. Modern organizations
also employ advanced tools like customer journey mapping and voice-of-the-
customer analysis. This ensures that redesign efforts are aligned with real needs
rather than assumptions.

By capturing both explicit expectations (such as delivery deadlines) and implicit
expectations (such as ease of interaction), organizations can develop reengineered
processes that are truly customer-centric. Ignoring this step often leads to
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improvements that look good on paper but fail in practice due to misalignment with
customer needs.

7.4 Walk the Processes (Process Mapping)

Process mapping is a diagnostic tool that allows organizations to visualize current
workflows. Also known as “walking the processes,” this step provides clarity on
how activities are performed, who is involved, and where inefficiencies exist.

A process map is a graphical representation of a workflow, often using flowcharts,
swimlane diagrams, or value stream maps. Walking the process means following a
transaction, product, or service from start to finish, documenting each activity,
decision point, and handoff. This method uncovers hidden complexities,
bottlenecks, redundancies, and non-value-adding steps.

For example, in a procurement process, mapping might reveal that multiple
approval layers cause delays without adding value. Similarly, unnecessary data
entry tasks may highlight opportunities for automation.

Process mapping not only clarifies existing workflows but also serves as a
communication tool. By making processes visible, it helps stakeholders develop a
shared understanding of operations. This shared understanding forms the
foundation for redesign efforts.

7.5 Assess the Process (Capability Analysis)

Once processes are mapped, the next step is to evaluate their capability. Process
capability analysis measures how effectively a process meets defined performance
standards. It answers questions such as: How consistent is the process? What level
of wvariation exists? Can it reliably deliver outcomes that meet customer
expectations?

Capability analysis involves assessing metrics such as cycle time, cost, defect rates,
and resource utilization. Tools like statistical process control, Pareto analysis, and
Six Sigma methodologies are often employed to quantify process performance.
By understanding process capability, organizations can distinguish between
processes that require radical redesign and those that need minor adjustments. For
example, a process with consistently high defect rates may demand reengineering,
while a process with minor delays may benefit from incremental improvements.
Importantly, capability analysis provides a baseline against which improvements
can be measured. Without it, organizations cannot determine whether reengineering
efforts have produced meaningful results.

7.6 Identify Best Practices — Benchmarking

Benchmarking is a systematic approach to identifying and learning from best
practices, either within the organization or from external sources. In the context of
BPR, benchmarking helps organizations avoid reinventing the wheel by adopting
proven methods that enhance performance.
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Internal benchmarking compares processes across different departments or units
within the same organization. External benchmarking, on the other hand, looks at
industry leaders, competitors, or organizations in entirely different sectors. For
example, a hospital may benchmark its patient admission process against airline
check-in procedures to learn from efficiency practices.

Benchmarking involves identifying relevant metrics, collecting data, analyzing
performance gaps, and adapting best practices to the organization’s context. It not
only provides innovative ideas but also motivates employees by demonstrating
what is possible.

However, benchmarking should not be confused with imitation. The goal is not to
copy practices blindly but to adapt them in ways that align with organizational
strategy and customer needs.

7.7 Redesign the Process — Customer Driven

The redesign phase represents the heart of BPR. Once weaknesses are identified,
customer needs are assessed, and best practices are explored, organizations proceed
to redesign processes with a customer-driven approach.

Redesign focuses on eliminating non-value-adding activities, reducing complexity,
leveraging technology, and ensuring that processes deliver superior value to
customers. A customer-driven redesign emphasizes responsiveness, quality, and
personalization, aligning processes with the voice of the customer.

Techniques such as workflow automation, lean principles, and digital
transformation play significant roles in redesign. For example, integrating self-
service portals in customer support can reduce response time and improve
satisfaction. Similarly, cross-functional teams may be reorganized into process-
oriented units to reduce silos.

Effective redesign requires creativity, collaboration, and experimentation.
Prototypes and simulations may be developed to test alternative designs before full-
scale implementation. Above all, the redesigned process must align with the
organization’s strategic vision and long-term goals.

7.8 Action Plan Development

An action plan translates redesign concepts into concrete steps for execution. It
serves as a bridge between theory and practice, ensuring that ideas are
operationalized effectively.

A comprehensive action plan outlines objectives, activities, timelines,
responsibilities, resources, and performance indicators. It also identifies potential
risks and develops mitigation strategies. For example, if a redesign involves
implementing new software, the action plan would specify procurement steps,
training schedules, testing phases, and deployment milestones.
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The action plan must be realistic and flexible, balancing ambition with feasibility.
It should also emphasize communication strategies to engage stakeholders and
minimize resistance to change.

By providing clarity and accountability, an action plan ensures that reengineering
initiatives remain focused and coordinated. Without it, organizations risk drifting
into confusion and inconsistency during implementation.

7.9 IMPLEMENTATION

Implementation is the stage where redesigned processes are put into practice. This
phase is often the most challenging because it requires overcoming resistance,
managing change, and coordinating complex activities.

Successful implementation involves aligning people, technology, and
organizational culture. Employees must be trained in new procedures, systems must
be configured or developed, and cultural barriers must be addressed. Change
management strategies such as communication campaigns, leadership involvement,
and incentive systems play a vital role in ensuring buy-in.

Implementation may occur in stages (phased rollout) or all at once (big bang
approach), depending on the scale and risk involved. Continuous monitoring during
implementation ensures that deviations are quickly identified and corrected.
Ultimately, implementation transforms reengineering from a conceptual exercise
into tangible organizational change. It determines whether the vision of radical
improvement translates into measurable outcomes.

7.10 Follow-up & Measurement

Reengineering does not end with implementation. Follow-up and measurement are
essential to verify whether redesigned processes achieve the desired objectives.
Measurement involves tracking key performance indicators (KPIs) such as cycle
time, cost reduction, defect rates, and customer satisfaction. These metrics should
be compared against baseline data from capability analysis to determine the extent
of improvement.

Follow-up also includes gathering feedback from employees and customers,
identifying unforeseen issues, and making necessary adjustments. Without this step,
organizations risk reverting to old practices or failing to sustain improvements.

A robust measurement system ensures transparency and accountability. It provides
evidence for decision-making and motivates stakeholders by showcasing
achievements.

7.11 RE-EVALUATE, DO IT AGAIN
The final step in BPR methodologies emphasizes continuous improvement.
Reengineering is not a one-time event but an ongoing process of adaptation. As
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markets evolve, customer expectations change, and technology advances, processes
must be re-evaluated and redesigned again.

Re-evaluation involves regularly reviewing processes against performance
benchmarks, strategic goals, and customer needs. If gaps are identified,
organizations initiate another cycle of reengineering, beginning with process
assessment and redesign.

This iterative approach ensures organizational agility and resilience. By
institutionalizing continuous reengineering, organizations avoid stagnation and
remain competitive in dynamic environments.

Unit 7 has outlined a comprehensive methodology for business process
reengineering, covering every stage from identifying process owners and assessing
customer requirements to redesign, implementation, follow-up, and continuous re-
evaluation. The methodology provides a structured, disciplined, and customer-
driven approach to achieving radical improvements in organizational performance.
By mastering these methodologies, learners gain the ability to guide organizations
through complex transformations, ensuring that improvements are not only
implemented but also sustained and adapted over time. This systematic approach
transforms the vision of BPR into practical organizational excellence.

Self-Assessment Questions
1 How do the structured steps of BPR ensure a systematic transition from
' identifying inefficient processes to achieving measurable improvements?
Why is the identification of process owners critical in reengineering initiatives,
and how does their role contribute to accountability and success?
In what ways do process mapping, capability analysis, and benchmarking
3. complement each other in diagnosing weaknesses and identifying opportunities
for process redesign?
How do action plan development, implementation, follow-up, and re-evaluation
4. together ensure that redesigned processes remain customer-driven and
sustainable over time?
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INTRODUCTION

Business Process Reengineering (BPR) and Total Quality Management (TQM) are
two influential approaches that organizations have adopted to enhance
performance, improve efficiency, and meet customer expectations. Both
approaches emerged as responses to growing competition, globalization, and the
increasing demand for higher quality and faster delivery of products and services.
Although they share certain similarities, particularly in their cross-functional
orientation and customer focus, they differ fundamentally in their scope, pace of
change, and philosophy of improvement. Understanding their points of
convergence and divergence is crucial for managers, scholars, and practitioners
who aim to select or combine the right approach for organizational transformation.
TQM is an approach that emphasizes continuous, incremental improvement. It is
deeply rooted in the principles of quality control, employee participation, and
customer satisfaction. Organizations that adopt TQM focus on fostering a culture
of continuous learning, collaboration, and process refinement. Rather than making
radical changes, TQM seeks gradual enhancements in quality and efficiency by
involving all employees in the pursuit of excellence. Over time, these small but
consistent improvements lead to significant gains in organizational effectiveness,
product reliability, and customer trust.

BPR, on the other hand, advocates for radical redesign and dramatic improvements
in performance. Instead of incremental adjustments, BPR calls for a fundamental
rethinking of processes from the ground up. The emphasis lies in questioning long-
standing assumptions, eliminating obsolete procedures, and adopting innovative
solutions that can deliver breakthrough results in cost reduction, speed, quality, and
customer service. Unlike TQM, which is evolutionary, BPR is revolutionary. It
often leverages advanced technology and organizational restructuring to achieve
rapid and drastic improvements.

Despite their differences, BPR and TQM are not mutually exclusive. Both
approaches share a cross-functional orientation, recognizing that processes rarely
belong to a single department or unit. They stress the importance of integrating
efforts across organizational boundaries to create seamless workflows and deliver
maximum value to customers. Moreover, both BPR and TQM are inherently
customer-focused, driven by the need to meet or exceed customer requirements and
expectations in a competitive marketplace.

This unit explores the similarities and differences between TQM and BPR in detail.
It begins by highlighting their shared cross-functional orientation, showing how
both methods break down silos and encourage collaboration across the
organization. It then distinguishes the incremental change philosophy of TQM from
the radical redesign philosophy of BPR, emphasizing how each approach sets
different expectations for the speed and magnitude of improvement. By examining
these perspectives, learners will develop a nuanced understanding of when and how
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to apply TQM, when to apply BPR, and how both can complement each other in
practice.

In conclusion, while TQM and BPR may appear as competing approaches, they can
be understood as complementary tools in the broader context of organizational
improvement. TQM lays the foundation for a culture of quality and continuous
progress, while BPR offers the means for radical transformation when incremental
change is insufficient. Together, they provide organizations with a comprehensive
toolkit for achieving sustainable success in today’s dynamic business environment.

LEARNING OBJECTIVES

After studying this unit, you will be able to:

1.

Explain the concept of cross-functional orientation and describe how both
TQM and BPR emphasize collaboration across organizational boundaries.

Differentiate between the incremental improvement philosophy of TQM and
the radical redesign approach of BPR.

Analyze the advantages and limitations of incremental change versus radical
transformation in organizational contexts.

Evaluate situations where TQM is more suitable and those where BPR
offers greater benefits for achieving organizational goals.

Discuss how TQM and BPR can complement each other in fostering both
continuous improvement and breakthrough innovation.
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DIFFERENCE & SIMILARITY BETWEEN BPR AND TQM

Business organizations constantly strive to enhance performance, deliver superior
value to customers, and maintain competitiveness in a globalized environment. Two
widely recognized approaches that have shaped modern management thinking are
Total Quality Management (TQM) and Business Process Reengineering (BPR).
Though they share common ground in their emphasis on customer orientation,
process improvement, and cross-functional collaboration, they differ significantly
in their underlying philosophy, the pace of change they encourage, and the
magnitude of transformation they seek.

TQM emerged as a philosophy of continuous improvement, building upon the work
of pioneers such as W. Edwards Deming, Joseph Juran, and Philip Crosby. Its
essence lies in promoting a culture where every employee, regardless of level,
contributes to incremental improvements in processes, products, and services. By
focusing on quality at every stage, TQM creates a steady pathway toward long-term
excellence.

BPR, by contrast, rose to prominence in the 1990s through the work of Michael
Hammer and James Champy. Unlike TQM, BPR does not advocate gradual
improvement; instead, it calls for radical redesign of processes to achieve dramatic
gains in performance, cost reduction, and customer satisfaction. It challenges
existing assumptions and embraces innovation, often requiring significant
restructuring and technological integration.

This unit explores the similarities and differences between TQM and BPR under
three focal dimensions: their shared cross-functional orientation, the incremental
improvement philosophy of TQM, and the radical redesign philosophy of BPR.
Through this analysis, learners will be able to appreciate how both approaches can
be applied individually or in combination, depending on organizational needs and
contexts.

8.1 TQM and BPR share a cross-functional orientation

One of the most important similarities between TQM and BPR is their recognition
of the cross-functional nature of organizational processes. Traditional
organizational structures are often hierarchical and functionally divided, with
departments such as marketing, finance, operations, and human resources working
in silos. This separation frequently creates inefficiencies, duplication of efforts,
communication barriers, and fragmented accountability.

Both TQM and BPR advocate for breaking down these silos to promote cross-
functional collaboration, ensuring that processes flow seamlessly across
departmental boundaries to deliver maximum value to customers.
CROSS-FUNCTIONAL ORIENTATION IN TQM

In TQM, the idea of cross-functionality is closely tied to the philosophy of
teamwork and continuous improvement. Quality problems are rarely confined to a
single department; they usually span multiple functions. For instance, a defect in a
manufactured product may originate in design, be overlooked in production, and
finally emerge as a customer complaint in sales or after-sales service. TQM
addresses this issue by forming cross-functional quality circles or improvement
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teams that bring together employees from different departments to identify root
causes, share knowledge, and design solutions collaboratively.

The success of TQM lies in embedding quality thinking into every stage of the
value chain. Marketing provides insights into customer needs, R&D designs
products that meet these needs, operations ensure defect-free production, and
logistics delivers products efficiently. By engaging multiple functions, TQM
ensures that quality becomes a shared responsibility rather than the concern of a
single department.

Cross-functional orientation in BPR

In BPR, cross-functional orientation takes a more structural and systemic form.
Because BPR seeks radical transformation, it often requires dismantling rigid
departmental boundaries and reorganizing work around end-to-end processes. For
example, instead of having separate departments for order-taking, billing, and
shipping, a reengineered organization may integrate these into a single process team
responsible for the entire order-to-delivery cycle.

This cross-functional restructuring eliminates handoff delays, reduces
miscommunication, and creates a sense of ownership among teams. Technology
plays a critical role here, as enterprise systems and integrated information platforms
allow multiple functions to collaborate in real-time.

Comparative insight

While both TQM and BPR emphasize cross-functional orientation, TQM promotes
it mainly through collaborative practices, teamwork, and shared accountability,
whereas BPR enforces it structurally by redesigning workflows and organizational
architecture. TQM thus nurtures gradual cultural change, while BPR enacts
immediate structural realignment. Yet, in both cases, the ultimate aim is the same:
enhancing efficiency and ensuring that processes serve customer needs holistically.

8.2 TQM focuses on incremental change

A defining characteristic of TQM is its commitment to incremental, continuous
improvement. This philosophy is often referred to by the Japanese term Kaizen,
meaning “change for the better.” Instead of seeking drastic overhauls, TQM
encourages small, systematic improvements that accumulate into significant
organizational benefits over time.

Nature of incremental change in TQM

Incremental change under TQM typically involves refining existing processes
rather than discarding them. For example, a manufacturing company may gradually
improve product quality by reducing machine errors, enhancing worker training, or
fine-tuning inspection systems. Similarly, a service provider might incrementally
improve customer satisfaction by shortening response times, personalizing
communication, or simplifying procedures.

The incremental nature of TQM ensures stability and employee acceptance.
Employees are less resistant to small changes, particularly when they are actively
involved in identifying and implementing them. Over time, incremental
improvements build confidence and embed a culture where continuous progress is
valued.

82



Tools supporting incremental change

TQM relies heavily on statistical tools, quality control techniques, and problem-
solving frameworks to drive incremental change. Tools such as:

. Pareto analysis (to identify the most significant causes of defects),

. Fishbone diagrams (to analyze root causes),

. Control charts (to monitor process stability), and

. PDCA cycle (Plan-Do-Check-Act)

These ensure that changes are data-driven, systematic, and sustainable. The
incremental approach avoids the disruption associated with radical transformations,
allowing organizations to continue operations while steadily improving.

Benefits and limitations of incremental change

The benefits of incremental change include lower risk, higher employee
involvement, and gradual cultural transformation. Organizations can improve
steadily without jeopardizing customer relationships or business continuity.
However, incremental change has its limitations. In industries facing rapid
disruption or intense competition, incremental improvements may be too slow to
maintain competitiveness. For instance, a company relying solely on TQM may
struggle to adapt if competitors are achieving breakthrough innovations.
Comparative insight

Incremental change under TQM contrasts sharply with the radical redesign
philosophy of BPR. While TQM ensures reliability, stability, and employee
empowerment, it may lack the agility to respond to sudden market shifts.
Nonetheless, for organizations seeking long-term cultural improvement and
consistent quality, TQM’s incremental approach is highly effective.

8.3 BPR focuses on radical redesign and drastic improvement of

processes

Unlike TQM’s incrementalism, BPR is characterized by its revolutionary approach.

Hammer and Champy (1993) defined BPR as “the fundamental rethinking and

radical redesign of business processes to achieve dramatic improvements in critical

measures of performance such as cost, quality, service, and speed.”

Nature of radical redesign in BPR

BPR starts with a blank-slate mindset, questioning long-standing assumptions and

completely reimagining how work should be done. Instead of making small

adjustments, it often involves discarding existing processes and creating entirely

new ones. For example:

. A bank may replace manual loan approval processes with automated digital
workflows, cutting approval time from weeks to hours.

. A retail company may integrate its supply chain digitally, reducing inventory
costs while improving responsiveness.

This approach delivers drastic improvements rather than marginal gains.

Organizations adopting BPR often aim for performance leaps such as a 50%
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reduction in costs, 80% improvement in speed, or a tenfold increase in customer
responsiveness.
Enablers of radical redesign
Technology is a central enabler of BPR. Advances in information systems,
enterprise resource planning (ERP), and digital platforms allow organizations to
design processes that were previously impossible. Additionally, organizational
restructuring—such as flattening hierarchies, creating process teams, and
decentralizing decision-making—supports the radical changes envisioned by BPR.
Challenges and risks of radical redesign
While BPR promises dramatic improvements, it is also fraught with risks. Radical
redesign often leads to significant employee resistance, as it disrupts routines,
eliminates traditional roles, and demands new skills. The scale of change may cause
operational disruptions if not managed carefully. Moreover, failed BPR projects can
be costly, both financially and in terms of morale.
Comparative insight
Where TQM focuses on evolution, BPR champions revolution. The two approaches
represent different pathways to improvement: one ensures gradual progress, the
other seeks immediate breakthroughs. While BPR can deliver faster results, its
success depends on strong leadership, effective change management, and adequate
resources. Organizations must therefore weigh the urgency of transformation
against the risks of disruption.
The comparison between TQM and BPR reveals that both approaches are vital tools
for organizational excellence but serve different purposes. TQM fosters a culture of
continuous, incremental improvement, empowering employees to contribute to
long-term success. BPR, in contrast, calls for radical redesign to achieve drastic
improvements, often leveraging technology and structural change. Despite these
differences, both share a cross-functional orientation, recognizing that processes
cut across departmental boundaries and must be managed holistically.
Rather than viewing TQM and BPR as competing philosophies, organizations can
regard them as complementary approaches. TQM provides stability, cultural depth,
and gradual progress, while BPR enables rapid transformation when
incrementalism is insufficient. A balanced strategy—where TQM builds the
foundation of quality and BPR acts as a catalyst for breakthrough innovation—can
help organizations thrive in dynamic environments

Self-Assessment Questions
Discuss how TQM and BPR both emphasize cross-functional orientation, and

I explain how their approaches to achieving it differ.
2 Why is TQM described as an incremental approach to improvement? Provide

' examples of tools or methods that support its philosophy of continuous change.
3 Explain the concept of radical redesign in BPR. How does it contrast with the

incremental improvement approach of TQM?

Critically analyze the contexts in which an organization should adopt TQM
4, versus BPR. Can the two approaches complement each other? Justify your
answer with examples.
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INTRODUCTION

In the ever-evolving landscape of organizational management, the pursuit of
efficiency, quality, and customer satisfaction has led to the development of diverse
yet complementary approaches. Two of the most influential paradigms in this
regard are Business Process Reengineering (BPR) and Six Sigma. While BPR
emphasizes the radical redesign of business processes to achieve dramatic
improvements in performance, cost, and service, Six Sigma focuses on the
systematic elimination of defects and variability in processes through statistical
analysis and structured methodologies. When integrated, these approaches provide
organizations with a powerful toolkit for driving both transformational change and
sustained operational excellence.

BPR emerged in the early 1990s as a response to the limitations of incremental
improvement methods. Its philosophy is rooted in the idea that sometimes
organizations must “start over” by rethinking and reengineering their core
processes to meet the demands of dynamic markets and customers. It encourages
bold, radical steps rather than gradual refinements. Six Sigma, on the other hand,
was popularized by Motorola and later adopted by global organizations such as
General Electric. Unlike BPR’s broad redesign focus, Six Sigma emphasizes
measurement, analysis, and control to identify the underlying causes of
inefficiencies and systematically improve them. Together, they represent two
distinct yet interconnected dimensions of change: BPR offers the vision and
blueprint for transformation, while Six Sigma ensures precision and quality in
execution.

One of the central areas of overlap between BPR and Six Sigma is the concept of
opportunity analysis. BPR identifies opportunities for dramatic change by
challenging the status quo and encouraging organizations to question why
processes exist in their current form. It asks fundamental questions such as: Are we
doing the right things? and Can we achieve the same objectives with fewer steps,
less cost, and greater speed? Six Sigma contributes to this by providing a data-
driven framework to prioritize opportunities based on measurable performance
gaps and the impact of defects on customer satisfaction. Together, they ensure that
opportunities are not only identified but also rigorously validated.

Another critical intersection is the utilization of root cause analysis. BPR initiatives
often fail when organizations attempt radical redesign without fully understanding
the underlying issues that cause inefficiencies or customer dissatisfaction. Six
Sigma addresses this weakness by employing structured techniques such as cause-
and-effect diagrams, the “5 Whys,” and statistical tools to uncover the true root
causes of problems. By integrating root cause analysis into BPR efforts,
organizations can avoid superficial fixes and ensure that redesigned processes
deliver sustainable improvements rather than temporary gains.
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In practice, the synergy between BPR and Six Sigma provides a balanced approach
to organizational change. BPR sets the direction for transformation by rethinking
the way work is done, while Six Sigma ensures that processes are designed and
executed with precision, quality, and stability. This combination reduces the risk of
failure, increases efficiency, and creates a culture of continuous improvement
supported by data-driven decision-making.

This unit explores the relationship between BPR and Six Sigma, with specific
attention to opportunity analysis and root cause analysis as critical tools for success.
By studying this unit, learners will gain a deeper understanding of how
organizations can leverage both radical redesign and rigorous quality management
to achieve sustainable competitive advantage.

LEARNING OBJECTIVES

After studying this unit, you will be able to:

1. Explain the relationship between Business Process Reengineering (BPR)
and Six Sigma and how their integration contributes to organizational
performance.

2. Define and apply the concept of opportunity analysis to identify areas where
radical process redesign or improvement can yield significant benefits.

3. Utilize root cause analysis techniques such as cause-and-effect diagrams and
the “5 Whys” to uncover the underlying factors behind process
inefficiencies.

4.  Differentiate between superficial process changes and sustainable
improvements, emphasizing the role of Six Sigma tools in supporting BPR
initiatives.

5. Assess the value of combining BPR’s radical redesign with Six Sigma’s
data-driven precision, enabling organizations to balance transformation with
quality control.
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BPR AND SIX SIGMA

9.1 Opportunity Analysis

Introduction to Opportunity Analysis in the Context of BPR and Six Sigma

In organizational transformation, identifying opportunities is one of the most
fundamental tasks that determine the trajectory and eventual success of a
reengineering effort. Within the domain of Business Process Reengineering (BPR),
opportunity analysis is about questioning existing processes, exploring possibilities
for radical improvement, and envisioning new ways to create value. Meanwhile, in
Six Sigma, opportunity analysis refers to systematically identifying performance
gaps, customer pain points, and defects within processes that can be addressed
through rigorous statistical tools and methodologies. When combined, these two
perspectives generate a comprehensive approach where bold redesign is supported
by data-driven validation, reducing the risks of failure and ensuring sustainable
outcomes.

The integration of BPR and Six Sigma reframes opportunity analysis not just as a
speculative exercise but as a disciplined search for improvement potential grounded
in both creativity and evidence. Organizations are challenged to think beyond
incremental improvements and instead explore transformative possibilities while
ensuring that opportunities are aligned with measurable business outcomes.

The Role of Opportunity Analysis in BPR

In Business Process Reengineering, opportunity analysis serves as the entry point
for transformation. It begins with a fundamental question: What processes are
critical to achieving strategic objectives, and where are the opportunities for
radical redesign? BPR challenges organizations to step away from assumptions
and inertia, examining whether current processes are delivering customer value in
the most effective and efficient way.

For example, a company may find that its procurement process takes weeks due to
redundant approvals, paper-based documentation, and siloed systems. Through
opportunity analysis, the organization might identify the potential to completely
eliminate unnecessary approvals, automate documentation, and integrate digital
procurement platforms. The opportunity here is not to shorten the process by a few
days but to fundamentally restructure it, cutting cycle times from weeks to mere
hours.

The Role of Opportunity Analysis in Six Sigma

Unlike BPR’s often broad and strategic lens, Six Sigma approaches opportunity
analysis from a data-centric perspective. The core aim of Six Sigma is to reduce
variation and eliminate defects that affect quality and customer satisfaction.
Opportunity analysis within Six Sigma involves defining measurable goals,
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analyzing process performance, and prioritizing opportunities based on their impact
on customers and financial outcomes.

For instance, in a manufacturing plant, data analysis might reveal that a significant
proportion of defects are caused by variability in raw material quality. Opportunity
analysis in Six Sigma would focus on identifying this as a critical improvement
area, supported by evidence such as defect rates, rework costs, and customer
complaints. Unlike BPR’s radical redesign, Six Sigma would focus on addressing
the root cause—perhaps by introducing stricter supplier quality control or
standardizing raw material specifications.

Synergizing BPR and Six Sigma in Opportunity Analysis

The real value emerges when the creative, radical mindset of BPR meets the
analytical rigor of Six Sigma. Together, they ensure that opportunities are not only
bold but also realistic and measurable. While BPR may propose eliminating an
entire process step, Six Sigma validates whether that step contributes to quality,
compliance, or risk management. Similarly, Six Sigma might highlight areas of
high defect rates, while BPR asks whether the process itself needs to exist in its
current form.

For example, in the healthcare sector, BPR might recommend digitizing patient
records to reduce administrative delays, while Six Sigma would validate this
opportunity by analyzing error rates in manual records, patient wait times, and the
impact on treatment outcomes. The integrated opportunity analysis ensures that the
proposed solution is both transformational and rooted in evidence.

Steps in Opportunity Analysis Using BPR and Six Sigma

1. Define strategic objectives — Identify what the organization seeks to achieve:
cost reduction, faster service, higher customer satisfaction, or greater
flexibility.

2. Map current processes — Document how processes currently function to
understand bottlenecks and redundancies.

3. Gather data — Use Six Sigma tools such as statistical analysis, Pareto charts,
and process capability studies to measure performance gaps.

4.  Identify customer pain points — Assess both internal and external customer
needs and expectations.

5. Challenge assumptions — Ask fundamental BPR questions: Why do we do
this? Can we eliminate or combine steps? Can technology radically transform
the process?

6.  Prioritize opportunities — Rank opportunities based on feasibility, cost-benefit
ratio, alignment with strategy, and potential impact.
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7. Develop a vision for change — Combine creative redesign ideas with validated
performance metrics to set the direction for improvement.

Case Example: Banking Sector

A commercial bank identified that its loan approval process was a major pain point
for customers, often taking 30 days. Opportunity analysis under BPR revealed the
potential to digitize applications and eliminate redundant steps, while Six Sigma
analysis showed that over 40% of delays were due to incomplete documentation
and manual data entry errors. By integrating both approaches, the bank
implemented an online loan processing system with automated verification,
reducing cycle times from 30 days to 5 days while simultaneously reducing error
rates by 80%.

Benefits of Opportunity Analysis through BPR and Six Sigma

. Encourages radical innovation while ensuring decisions are backed by
evidence.

. Identifies both strategic transformation opportunities and tactical
performance gaps.

. Enhances customer satisfaction by addressing critical pain points.

. Improves resource allocation by prioritizing opportunities with the greatest
impact.

. Reduces risks of failed transformation by ensuring feasibility and
sustainability.

Opportunity analysis, when approached through the integrated lens of BPR and Six
Sigma, becomes a powerful mechanism for organizations to not only envision
radical transformation but also ensure that such changes are grounded in
measurable realities. BPR provides the creative blueprint for rethinking processes,
while Six Sigma validates, prioritizes, and quantifies the potential of these
opportunities. Together, they enable organizations to unlock growth, efficiency, and
competitive advantage in a dynamic business environment.

9.2 UTILIZATION OF ROOT CAUSE ANALYSIS

Introduction to Root Cause Analysis (RCA) in BPR and Six Sigma

One of the most common reasons for failure in process improvement initiatives is
the tendency to address symptoms rather than root causes. Organizations often react
to problems by implementing quick fixes that temporarily alleviate pain but fail to
deliver lasting improvement. Both BPR and Six Sigma recognize that sustainable
transformation requires addressing the underlying drivers of inefficiency, waste,
and defects. This is where Root Cause Analysis (RCA) becomes indispensable.

91



Root Cause Analysis is a structured method for identifying the fundamental reasons
problems occur and developing targeted solutions that prevent recurrence. In the
context of BPR, RCA ensures that radical redesign efforts are based on a deep
understanding of the issues rather than assumptions. In Six Sigma, RCA forms a
critical part of the DMAIC (Define, Measure, Analyze, Improve, Control)
methodology, providing the analytical tools to uncover the true sources of variation
and defects.

The Importance of RCA in BPR

In Business Process Reengineering, the temptation is often to focus on radical
change without fully investigating why existing processes fail. However, without
RCA, there is a risk of redesigning processes that replicate the same inefficiencies
under a new structure. RCA allows BPR teams to avoid superficial solutions by
uncovering systemic issues such as poor communication, lack of training, outdated
technology, or misaligned incentives.

For example, an insurance company experiencing delays in claims processing
might assume that the solution lies in adding more staff. A root cause analysis,
however, could reveal that delays are due to unclear policies, excessive handoffs
between departments, and redundant approvals. Redesigning the process without
addressing these root causes would fail to deliver sustainable improvements.

The Importance of RCA in Six Sigma

In Six Sigma, RCA is not optional—it is central to its methodology. The aim of Six
Sigma is to reduce defects and variation to a level where processes operate at near
perfection (3.4 defects per million opportunities). To achieve this, practitioners use
RCA to identify variables that significantly impact outcomes. Tools such as
Fishbone diagrams (Ishikawa diagrams), the 5 Whys, Failure Mode and Effects
Analysis (FMEA), and statistical regression analysis are employed to isolate root
causes.

For example, in a manufacturing plant producing automotive parts, a high defect
rate in a machining process might initially be blamed on operator error. However,
RCA using Six Sigma tools could reveal that machine vibration due to inadequate
maintenance schedules is the root cause. Addressing operator training alone would
not resolve the issue, but introducing preventive maintenance programs would.

synergy of bpr and six sigma in rca

When combined, BPR and Six Sigma create a robust framework where RCA not
only ensures process redesign addresses true problems but also validates solutions
through data analysis. BPR may propose eliminating steps in a process to streamline
operations, but Six Sigma’s RCA ensures that the eliminated steps are not critical
to quality or compliance. Similarly, Six Sigma may pinpoint a defect source, and
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BPR may suggest redesigning the entire process to prevent similar issues across
multiple workflows.

Steps in Conducting Root Cause Analysis

1.  Define the problem clearly — Specify the process failure or defect with
supporting data.

2. Collect data and map the process — Use process mapping to understand
workflows and data collection for validation.

3. Identify possible causes — Brainstorm using cause-and-effect diagrams, input-
output analysis, and stakeholder input.

4.  Analyze the causes — Apply techniques such as the 5 Whys or statistical
correlation to distinguish symptoms from root causes.

5. Validate root causes — Test hypotheses with data to confirm the true drivers of
the problem.

6. Develop corrective actions — Design solutions that directly address root
causes rather than symptoms.

7.  Integrate with redesign — Use insights to inform BPR initiatives or Six Sigma
improvement projects.

Case Example: Healthcare Sector

A hospital identified frequent errors in patient medication administration. Initially,
management believed nurses’ negligence was the cause. However, a root cause
analysis revealed multiple underlying issues: confusing prescription formats, poor
communication between doctors and nurses, and inadequate use of electronic health
record systems. By addressing these root causes—standardizing prescription
templates, improving training, and fully implementing digital records—the hospital
reduced medication errors by 70%.

Benefits of RCA in BPR and Six Sigma

. Prevents superficial fixes and ensures sustainable solutions.

. Enhances the effectiveness of radical redesign by basing it on validated
insights.

. Reduces costs associated with recurring problems.

. Improves quality, safety, and compliance across industries.

. Fosters a culture of continuous learning and problem-solving.

Root Cause Analysis is the backbone of effective process improvement. In the
context of BPR, it prevents organizations from falling into the trap of redesigning
processes without addressing the fundamental drivers of inefficiency. In Six Sigma,
RCA provides the rigorous analytical tools to isolate and validate causes of defects,
ensuring improvements are measurable and sustainable. Together, BPR and Six
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Sigma leverage RCA to create a holistic framework where transformation is not
only bold and visionary but also precise and evidence based.

Self-Assessment Questions
1 How does opportunity analysis within BPR and Six Sigma help organizations
' prioritize which processes to redesign or improve?
What are the key tools and techniques used in root cause analysis, and how do

2. they support sustainable process improvements?

3 In what ways does integrating Six Sigma’s data-driven methods enhance the
' effectiveness of radical redesign initiatives in BPR?

4 Provide an example of how an organization might apply both opportunity

analysis and root cause analysis to address a recurring operational challenge.
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