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Abstract

This thesis examines the implementation of a number of business change
programmes completed within three specific organisations; PSNI (Police
Service of Northern Ireland), BAA plc and Govan Initiative (Scottish
Enterprise). Specifically the study focuses on the methods of
implementation employed and the corresponding results.

The study examines, on the basis of case study evidence, the impact of
employing contrasting approaches to the documentation of business
change programmes. The projects studied range in approach from those
which employ manually documented methods to those which use
structured software modelling technique for the design and
Implementation of business change programmes. The programmes
considered fall into the areas of Business Processes, Business

-Performance Management and Risk Management.

The study finds that there is a case for the use of structured, object based
methods supported by modelling software, particularly in relation to the
implementation of change programmes with a significant IT basis or
where there is complex relationship between activities and supporting
human resource interface. The study concludes that the use of a
structured, software supported implementation methodology can be
employed to improve the quality of implementation, mitigate risks of
conflict and resistance, decrease the cost and effort associated with
modification and re-engineering, and contribute significantly to the
sustainability of the implementation objectives under certain
circumstances.
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1. Chapter 1 - Introduction, Background and Project

Objectives

1.1 What this research is about

This research project seeks to identify the relevance and impacts of
selected implementation methods and tools on the prospects for
successful business change implementation. In particular this study is
Interested in examining the impact of employing software modelling as
opposed to manual; paper based “traditional” methods of documentation

and communication.

At the outset of this study the writer was faced with the prospect of
managing and consulting on the implementation of a range of significant
business process change projects. In seeking answers to questions
relating to effective implementation strategies which mitigate the risks of
project failure, the writer completed a literature review. In the light of gaps
identified, a methodology of research by case study was devised. From
this empirical evidence, emerging themes have been identified relating to
sensitivities of implementation. The study concludes with a prescribed

framework of implementation considerations according to the theme

criteria.

The writer wishes to determine to what extent the use of software
modelling mitigates or exacerbates the risks and causes of
Implementation failure. This study identifies from a review of the
literature, a lack of understanding of sources of mitigation relating to the
reasons for implementation failure of business change programmes,
particularly with respect to communication and documentation. Much is
written about the reasons for failure in corporate implementation projects

particularly those relating to BPR (Business Process Re-Engineering)
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projects. Much is also written regarding the identification of conceptual
and theoretical solutions. Little is referred to however relating to the

impact of the chosen implementation methodology and in particular the
potential for the selection of software modelling to influence either
positively or negatively the reasons for and risks of failure. There is little

evidence within the literature of cross-case analysis with respect to

implementation method comparison.

This study adopts a case study approach to explore the implementation
experiences of a range of projects and examines in particular the issues

arising and the relevance of implementation methodology for the success
or otherwise of the projects. This study extends to categorise the arising
Issues and qualifies the impacts of modelling on the basis of these
categories. The study concludes with a prescription for a framework
approach to the modelling of business change programmes.

1.2 Research Questions

The research questions which this study seeks to provide answers to are
as follows:

Q1. To what extent are the reasons for implementation failure provided by the
literature related to the implementation methodology?

Q2. To what extent if any would these reasons or risks of failure have been
influenced by use of structured modelling techniques and software support?

Q3. To what extent does the nature of the organisation e.g. public/private sector,
large, small etc. influence either the selection of the implementation
methodology or influence the prospects of successful implementation?
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Q4. What project parameters should be used to determine the selection of

Implementation method i.e. traditional or software modelled?

Q5. Can a framework be developed which articulates mandatory change model
attributes?

These questions have emerged following a review of current literature
and the identification of gaps relating to the implementation methods in
particular. In response to the research questions a series of project case
studies has been selected and examined. Nine projects are studied,
selected from three diverse organisations in order to test the both the
Impacts of the change programme type and also of the organisation type.
A case study methodology is adopted in order to identify themes. The
themes are examined against the criteria of the research objectives i.e.
an examination of the impact of implementation methodologies with

respect to the issues arising and success or otherwise of implementation.

THE IMPLEMENTATION CHALLENGE

—
! Framework
e . Methodology
!‘__ i Q]::ment (case studies

4
e
)

Figure 1.1 The Research Activity Cycle

l"...-_-"

‘I
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1.3 Background

This DBA thesis considers the impact of utilising a structured; software
supported modelling approach to the documentation and implementation
of business change programmes within three differing organisations. A
number of projects are examined both during the design and
implementation phases and also post implementation. The three
organisations examined are BAA plc, PSNI (Police Service of Northern
Ireland) and Govan Initiative Ltd. (Scottish Enterprise Group). The

projects examined within each organisation are as follows:

Change Programmes ‘1

- AOS (Airport Operational Systems)

Oracle ERP (Enterprise Resource Planning) Implementation - back

office business processes |

- Business Performance Measurement and Reporting

Security Risk Assessment & Management

e i

e ———— —

Change Programmes

- Operational Performance Measurement and Reporting

- Operational Risk Measurement and Reporting

- Business Process Change (Uniform Ordering & Supply Chain

Processes)

- |.T. Functionality Specification

= oo ——————— ——

Change Programme

- Business Performance Measurement & Reporting
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The Implementation approaches taken for each fell into one of two
categories: 1) manual, paper based documentation and communication

methods and 2) software supported, structured modelling methods.

The table below identifies the approach taken for each project covered by

this study.

APPROAC

. T.

functionality

Performance |

Traditional

(paper based)
Modelled

(software)

AOS ERP OGSM MATRA Perf. | Risk | Unif
Pert. Risk Proc.

Table 1.1 Case Projects By Implementation/Documentation Method

1.4 Chapter Outline

Chapter 1 — Introduction, Background and Project Objectives

Chapter 1 introduces the research project aims and sets out the
questions which the project seeks to answer. Chapter 1 then introduces
the case organisations and the projects examined. Detailed background
is provided to the relevant cultures impacting on the implementation
styles and methods adopted. The projects and the Implementation

stakeholders are placed in the context of the overall organisational
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priorities. Finally the key research questions which this thesis sets out to

answer are asked.

Chapter 2 — Literature Review

Chapter 2 examines the relevant academic literature concerning the
following study areas:

- BPR (Business Process (Re-)Engineering

- Managing Change

- Performance Measurement

- Risk Assessment and Management
These areas cover the subject matter of the project cases. In particular
this study is concerned with literature relating to implementation and the
design/selection of supporting strategies. Attention is drawn to the failures
experienced in implementation and a gap is identified in the literature
regarding the effect of implementation techniques used. A gap also
emerges relating to a consideration of the impact of software modelling

techniques on the prospects of success or failure.

Minor
Process
Change &Ci

Risk Management

SIS
Figure 1.2 Relationships of the Relevant Fields of Study

The literature review considers BPR at the core of the literature study and

Includes references to related change implementation topics such as,
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Leadership, Resistance and Conflict and the role of Information
Technology. As a number of the case projects being examined by this

thesis relate to the implementation of performance and risk management
frameworks as business change programmes, literature relating to these

areas is also referred to.

Key questions raised by the literature, relevant to this study are
highlighted.

Chapter 3 — Methodology

This DBA thesis focuses on a study of the implementation approaches
and associated outcomes of a number of specific projects. As such this

research project forms a series of case studies. Chapter 3 reflects on

case study methodology and outlines the techniques utilised to examine

the experiences and scrutinise the results of the implementation for

comparison. The writer's role as implementation team member or
consultant as appropriate is explained. The source of case study material
is identified and the nature of its contribution to the analysis of outcomes

is outlined.

Chapter 4 — Case Project Implementation

The implementation detail of the projects is described within Chapter 4.
This chapter, as with Chapter 1 is organised by organisation i.e. BAA plc,
PSNI and Gl (Govan Initiative) in that order. The project implementation
strategies are discussed in Chapter 4 and the individual project objectives

are established.

Chapter 5 — Implementation Outcomes and Analysis
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Chapter 5 examines the results of the project implementations. The post
project review detail is examined. The outputs enabled by the respective

approaches are discussed and compared in the context of the themes
emergent from the project implementations explained within the empirical
chapters 1 and 4. The chapter includes commentary on the arising issues

and the sources of the issues with particular respect to the employed
implementation tools and strategies.

Chapter 6 — Conclusions and Framework Development

The final chapter draws conclusions from the preceding chapters and
suggests a framework for the selection of a structured, software based
approach to modelling proposed business changes prior to and during the
implementation phases. The chapter concludes with reference to the

original project objectives and suggests areas for further research.

1.5 Technology & Business Change Programmes

With the objective of achieving sustained or increased wealth creation,
many organisations whether proactively or reactively, have historically
sought ways of exploiting technology, adopting a relentless pursuit of ever
more efficient ways of working. This pursuit is arguably the principal
influence in determining the direction and focus of technological
development. Of course many organisations are followers rather than
leaders and can be described as predominantly reactive in nature.
Nonetheless such organisations can still demonstrate tendencies of
accepting the critical nature of engaging technologically based solutions
as a means of achieving economic objectives. Also and more frequently
now technological solutions are being developed by independent 3"

parties with an interest in marketing their products to end-users.
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s
Solutions

g \ / B

Figure 1.3: Forces Influencing the Development and Introduction of

Following
Organisations

Technology Based Solutions in Organisations

The combination of finite economic resources and an underlying capitalist
ethos which prevails throughout most of the developed world has ensured
that creative and intellectual effort has tended to be applied in a manner
which aspires to “adding value”. This is borne out by the continued and
iIncreasing application of technology within organisations and industries
toward the realisation of economic goals e.g. improved quality or
productivity and elimination of avoidable waste. The term “adding value”
Is commonly used within organisations to refer to the effect of resource(s)
which when subject to process are capable of contributing towards a
desired objective, often the creation of wealth. Just as commonly used In
organisations if not more so now is the term “non-value adding’.
Technological advancements have provoked more systematic and more
frequent introspective examinations of working practices and processes
by organisations, particularly those which are large, long established In
traditional industries or market sectors, which in themselves may have

adopted methods evolved through historical circumstance.

J
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Technology has undoubtedly removed many barriers to entry, which may
have previously restricted competitive forces. The application and
refinement of the use of digital electronics within the watch-making

Industry for example has allowed the emergence of Far East players in

the quality sector of the industry which was previously dominated by a

Swiss based manual craft operation. The previous skilled and labour
intensive characteristics associated were reflected in the commercial
positioning of the quality produced. Subsequently, the development of
high quality, inexpensive solutions from the Far East, enabled by digital
electronics has seriously impacted the market share retained by
traditional Swiss manutfacturers as the price sensitivity of this particular
market has been redefined. The failure of the Swiss watch-making
industry to react significantly to the shift in consumer preference is
demonstrated by the associated fall in World market share. The absence
of a dynamic and maintained approach to corporate risk management in

particular could be blamea at least in part for the lack of timely response.

The prospects for the operational or commercial success of organisations
is now often assessed on their evaluation of technology development and
application within the S.W.O.T. quadrants; Strengths, Weaknesses,
Opportunities, Threats.

1.6 SWOT

Strengths

Those with strengths in the development or application of technological
solutions may well be perceived to be likely market leaders, first to deliver

new solutions and realise greatest returns on investment through
innovation and efficient ways of working. Those with a capacity to
embrace technology based solutions reduce their exposure to risks
associated with implementing changes to business processes. The

capacity to effectively implement technology solutions quickly in response
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to process optimisation requirements demonstrates that the organisation
IS led only by factors which add value.

Weaknesses

Those with weaknesses In this area may be quickly perceived to lag
behind competitors and unlikely to deliver the highest returns through
innovative delivery of product or efficiencies. They may be viewed as old
fashioned and Incapable or resistant to change. The Inefficient
employment of scarce and subsequently expensive resource results in
an adverse competitive position. The incapacity to implement process
related change solutions may suggest that the organisation’s structure
and/or focus is distracted from adding value.

Opportunities

Those that have clearly identified opportunities for technological
applications and solutions, to either replace traditional resources or
optimise their use, are likely to be regarded as having potential for wealth
creation and penetration of existing markets or the development of new
ones. They will significantly be identified as those able to react swiftly to
qualified “signals” of performance and risk and in so doing safeguard the
interests of its stakeholders. By exploiting technological solutions they are
likely to equip their stakeholders with higher quality and more timely data.
The resultant decisions made based on this data will also be of higher
quality and may be sufficient to maintain or extend a competitive position.
For those in the public sector it is likely that they will be able to
demonstrate more easily the efficient and most appropriate deployment

of tax-payers resources.

Threats
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Organisations threatened by technological development may be
perceived as being inflexible, unresponsive to change and vulnerable to a
sustained pattern of loss of market position to competitors and new
players. They will be reactive in nature and will typically not have a culture
of signalling and review.

Practical experiences however raise significant questions regarding the
possibility to form a reliable perception of an organisation’s prospects on
the basis of their readiness to engage technological solutions. There is a
growing body of evidence to support a contrary view that commitment to
pioneering or radically new technology can subject an organisation to a
situation of heightened risk.
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Figure 1.4: The Corporate Management Landscape

The figure above identifies the landscape which must be managed.
Organisations must accommodate requirements, some of which are
derived from policy or legislation. The top half of this diagram illustrates
the compliance environment. This articulates the considerations of the
organisation which must be delivered by the value adding activities of the
business or organisation (Business Value Chains). The processes in turn
must be supported by a network of organisational resources including
human resources, |IT and other tools. In any event the general propensity

for the application of new technologically based solutions In

organisations, supported by the perception of inherent economic, social
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and reputation benefit which they deliver to stakeholders in the form of
‘adding value” (or elimination of “non-value adding” effort) means that
organisations which wish to respond to market and cultural progressions,
and by so doing retain or improve their relative presence within the
market, must be prepared to routinely accommodate these new solutions

and at the same time respond effectively to all compliance requirements.
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Figure 1.5: Management Landscape Overlaid with Typical Modern

Compliance Environment

This means being receptive to and accommodating of the changes in
processes, systems, organisation design, culture and attitudes associated
with the introduction of technologically enabled solutions. It also means
embedding the mechanisms within the organisation which allow it to

identify performance trends comprehensively and also to continue to be
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appraised of risks corporately and operationally, and be equipped with a
corporate framework to manage and respond.

The requirements of corporate governance models have been increasing
significantly. The above figure, now overlaid with examples of Compliance
models demonstrates the complexity of the challenge faced by
organisations in achieving, let alone sustaining compliance. The Enron,
Worldcom, Parmalat etc corporate scandals have provoked the
prescription of more arduous corporate reporting disciplines. Sarbanes
Oxley compliance, COBIT (Control Objectives for Information and
Related Technology), ITIL (Information Technology Infrastructure
Library), ISO Standards, COSO (Committee of Sponsoring Organisations
of the Treadway Commission) etc. have all emerged as corporate models
designed to improve and demonstrate the improvement of corporate
strategy and management models. The terrorist events of o™ September
2001 and the Madrid rail bombings of March 2004 have increased the
operational risk and contingency management processes of
organisations. High profile corporate failures in security and operational
risk management such as the Lockerbie bombing and a number of British
Rail crashes, allegedly resulting from corporate management failures,
have increased the risk management and reporting onus of organisations.

Generally, the compliance requirements, in response to a radically
changing governance landscape and the reliance on technology
supported process applications has changed beyond recognition the
management environment for organisations compared with even 10 years
ago. An increased expectation of accountability and performance
reporting also imposes new requirements on organisations.

Organisations are facing the requirement to accommodate change more
and more frequently. Continual and accelerating progress in the
development of digitally enabled technology, both in terms of processing
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and communications means that obsolescence within the work
environment relating to processes and systems is an issue requiring
continual reassessment and treatment, more so than in historic times. An
increase in the levels of governance disciplines expected of organisations
following corporate scandals (Enron, WorldCom, parmalat) and the
derivation of new corporate models (EFQM, Tumbull, Sarbanes Oxley)
has engendered a corporate culture of increasing transparency. This new
culture requires new techniques and tools to serve the appetite for
detailed stakeholder information.

The success or otherwise of change implementation can be determined
not only by the selection of the changes to be made but critically by the
choices made relating to the methods employed to complete the
implementation. This thesis seeks to compare approaches and in
particular contrast traditional change implementation methods with the
application of object based software modelling techniques, particularly in
the area of business process, business performance and risk

management.

For the purposes of this work reference is made to particular case
studies. The writer examines the implementation methods employed
during a series of business change programmes within the airport
operator and owner BAA plc, which employed techniques which may be
described as traditional. In addition a contrast is made between this
experience and the results which emerged during the experiences of
Police Service of Northern Ireland (PSNI) and Govan initiative Ltd.
(Scottish Enterprise Group) which employed a technique including object
based software modelling. Further projects within BAA plc are cited which
subsequently employed object based modelling techniques. The study
draws conclusions from the case studies and qualifies the case for the

use of structured modelling techniques in the design and implementation
of business change and business management projects.
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This chapter continues with an introduction to the organisations within
which the change programmes were implemented and an introduction to

the programmes/projects involved.
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1.7 BAA Change Programmes

1.7.1 Change Programmes - AOS, Enterprise, OGSM (Obijectives,
Goals, Strategies and Measures) and MATRA Risk Management

BAA plc, previously British Airports Authority has recently completed the
implementation of four major change programmes, AOS (Airport
Operational Systems) and Enterprise (ERP - Enterprise Resource
Programme). This research project forms a case study of the
implementation experience and completes a systematic evaluation of the
success or otherwise of the undertakings with particular reflection on the
selected method and tools used.

The research questions are outlined in chapter 1. Essentially these seek
to establish the merits and benefits of adopting a particular approach to
the design and implementation phases of business change programmes.
Through the finding of answers to these questions it is intended that a

framework for the successful implementation of major IT based and
other Business Change Programmes can be developed appropriate to a
multi-operational, commercial/non-commercial, private/public sector
organisation which reflects the appropriateness or otherwise of
implementation techniques. In particular the research intends to highlight
the applicability of object based software modelling techniques for the
purposes of successfully implementing business process change
programmes. Further to this the research extends the study beyond the
field of BPR and examines the contrast of traditional and object based

softwvare methods applied to the areas of performance
measurement/management and also risk assessment/management

framework implementation.
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In the context of sourcing technology based solutions as a means of
‘adding value” BAA may be described generally as a following
organisation. The technical products which provide the system solutions
used within the change programmes of AOS and Enterprise (Oracle ERP)
have been prior developed by well established 3™ party specialists. The
AOS solution has been developed by IBM. The Enterprise programme
makes use of market established Oracle IT database applications and
front-end modules. Many organisations have preceded BAA in using this
particular technology to complete similar change programme exercises.
More imponrtantly the methods employed by BAA to facilitate the
implementation of these programmes and the implementation of the
business performance (OGSM - Obijectives, Goals, Strategies and

Measures) and risk management (MATRA - Multi-Agency Threat and
Risk Assessment) frameworks can be described as traditional, manual

and largely subjective in the nature of their analysis.

1.7.2 AOS

The core of GLAL's (Glasgow Airport Limited's) business, Airport

Operations, is reliant on a series of diverse legacy systems. Each was
developed to address specific business objectives using the best
technology available at the time. Baggage systems, flight information
display systems, check-in allocation, aircraft stand allocation, accounting

systems etc. require integration within the scope of AOS.

The twenty disparate operating systems at Glasgow Airport only served to
highlight the diverse mixture of systems in use across BAA and an
opportunity has been identified to improve business processes and the
systems that support them. The TAMS (Total Airport Management
System) approach proposes systems integration across the full range of
business applications. The Enterprise project addresses the integration of

back-office systems. AOS is designed to complement these applications
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and provide the basis for common operational standards across the BAA
group of airport companies. In the light of increasing volumes of air traffic
movements and passenger numbers and also the scarce availability of
capital, BAA is seeking to achieve greater productivity from its existing
asset base. The term “"sweat the assets” alludes to the desire which BAA
has to make the best possible use of its current infrastructure and delay
as long as possible the requirement to commit new funds. This deferral of
capital expenditure on operational assets allows the organisation to use

capital resource for investment in commercially more attractive projects.

1.7.3 Enterprise Business Processes (ERP)

The Enterprise project is the name given by BAA to its ERP
implementation. The project is designed to integrate back office business
processes, change employee behaviour and complete transactions more

efficiently by exploiting technology.

Re-engineered Processes

Enterprise
noironmen

People and

Technolo
Organisation cernorsy

Figure 1.6 BAA Enterprise Programme Corporate Logo — BAA plc

The implementation of such an ERP project requires an organisation to
take a “process view” and less of an operational, functional or hierarchical
view of the business. The corporate logo employed above to brand all

programme documentation endeavours to relay the priority of developing
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robust and efficient business processes, subsequently supported by a
response of resources and technology.

The three key business process areas within the Enterprise Change

Programme are:

1. Plan and Develop the Business (PDB) - Finance, Business
Planning, Capital Projects

2. Acquire and Maintain Assets (AMA) - Procurement,
Maintenance

3. Resource, Develop and Motivate People (RDMP) - Human Resources
Management

The project involves the adoption of new technology, in this case an
Oracle® database and front end modules. There is a considerable
requirement for training in the use of the technology and also in the
change to new processes. Behaviours and responsibilities need to be
redefined in order to accommodate the new processes. The outcomes
expected include improved efficiency, increased accountability, timelier
and more accurate management information etc. This project was
significant in terms of scale, costing an estimated £70M+ for the BAA
Group. The case study presents a consideration of the implementation of
ERP, especially from the perspective of the Scottish Airports Group as

the writer was engaged as an implementation manager.

1.7.4 BAA Performance Measurement (OGSM)

BAA has established a theoretical business performance framework
referred to as OGSM (Objectives, Goals, Strategies and Measurements).
This framework seeks to align the business focus from the strategic level
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to the formulation of operational plans which will necessarily meet the
overall business objectives. The framework works on the basis that
Objectives, Goals, Strategies and Measures can be developed and
cascaded down through the organisation from an overall set of objectives.
The response from the various levels of business performance i.e.
departments, airports (business units), airport groups (operating units e.g.
Scottish Airports Group) etc. will, upon aggregation demonstrate progress
towards the accomplishment of these objectives. The resultant culture is
being one which develops operational plans to meet targets set from

above and a culture which assesses performance via the direct

measurement of indicators.

The framework forms a multi-object model which utilises established
relationships such as the organisational hierarchy and the relationship

between Objectives, Goals, Strategies and Measurements.

Obijectives

Processes Resourcesg .

/
L S o L
Vleasures

: N, ‘ D)Risks

H‘ ‘

Qrganisation

Strategies

\‘

FProducts

INnformation

Requirement Function

Projects

Figure 1.7: Multi-Object Schematic Reflecting Complexity of
Relationships

The challenge for BAA is to manage this model, measuring and reporting
performance through a multi-layer organisation in an efficient which

provides appropriate information quickly, to the correct parties and allows
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the allocation of corrective decision making within timescales which
optimise the organisation’s capacity to improve performance throughout

the performance year.

Coratanine

i7 dleT NN

Measures
Figure 1.8: BAA OGSM Performance Management Framework -
Relationship of Objectives — Goals — Strategies — Measurements

Within the OGSM performance management framework there are a finite

number of object variables:

Objectives — high level statements of ambition relating to the key
ines of core business such as expansion of customer base,

iIncreased shareholder return, improved standing in the community

etc.

Goals — The targets set relative to the delivery of the objectives
e.g. increase passenger numbers by 6% per annum, deliver a
return on capital of 15% average, reduce operational emissions by

5% per annum.

¥ Strategies — The methods employed to achieve the organisation’s
stated Goals such as the securing of new routes, expansion of

services, development of an environmental policy etc.
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Jd Measures — The KPI's (key performance indicators) which

articulate specific progress towards the achievement of Goals.

From a position of manual method management i.e. individual unit plan
preparation with the use of word processing and spreadsheets, BAA
embarked on a change programme which utilised a structured software
model to measure performance against and deliver management reports.
The motivation for this change in business practice was the requirement
of the business to provide accurate and timely management information
to managers such that remedial actions can be designed and
Implemented and also so that best practice trends can be quickly
identified and shared across the organisation. The manual preparation of
performance reports relied on the aggregation of individual performance
reports. These performance reports varied greatly in structure and quality.
The result was to make aggregation at best awkward and time-
consuming, and at worst impossible or delivered too late to be of any
positive influence to future performance. The resultant attitude to the
performance framework was to view the exercise as a high -level
objective setting exercise with diminished operational reference as the

operating year progressed.

The intellectual challenge for managers is to develop their contribution to
the model. The framework presents each department head to develop a
set of Goals, Strategies and Measures in response to their set Objectives.
The OGSM plan is completed and approved in consultation with superior
business units. In addition performance targets are also set against the
key business processes of the organisations. BAA, likke many
organisations has recently employed a more process based approach to
the delivery of services and the completion of back office tasks. The ERP
project implemented is discussed elsewhere in this thesis and

demonstrates this approach. The inclusion of process performance

measurement to the organisational performance measurement
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framework adds to the complexities of providing a routine method for
global reporting. This complexity poses threats to the sustainability of the
performance framework as a really useful management tool. The high
workload associated with report compilation and the resultant delays in
delivery to the management team often invalidate the exercise as a

current comment on performance.

BAA OGSM Plan
Objectives Schedule

Figure 1.9: Complexity of BAA OGSM Framework Applying to
Business Processes and Organisational Units

The above figure illustrates the scattered nature of the performance
framework relative to organisational units (HAL — Heathrow Airport
Limited, GAL — Gatwick Airport Limited, STAL — Stansted Airport Limited,
AAL — Aberdeen Airport Limited, EAL — Edinburgh Airport Limited, GLAL
— Glasgow Airport Limited) and also to the recently revised and

established Business Process Landscape.

This project is examined in more detail in Chapter 4. The effects of the
selection of a software modelling method are reviewed with respect to the

outcomes. The outcomes and their analysis are reviewed in Chapter 5.
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1.7.5 BAA Risk Management (MATRA)

Risk Management is central to the corporate governance responsibilities
of BAA. As a FTSE 100 company investing significantly in capital
construction projects within densely occupied areas, BAA must satisfy its
auditors that it has a robust policy embedded within the completion of its
activities (both day to day operational and developmental) for identifying,
assessing and managing risk. Furthermore in light of the changing
political landscape across the world the threat of terrorism, particularly
focused on the aviation industry requires a concerted response regarding
the co-ordination of risk management activity.

Risk Management in BAA follows a traditional, well established industry

framework. Risk assessment and its management are embedded in all
business and operational management disciplines within the organisation.
It does impose a considerable workload on managers; however it is a
necessary one if the organisation is to continue to comply with Corporate
Governance code and specifically directions such as Turnbull.
Shareholders have a keener interest now in the methods and disciplines

associated with etfective risk management than they would have done

prior to the Enron, Worldcom scandals and even 9/11.

1.7.5.1 MATRA

The current worldwide political climate is such now that an increased
focus is required on terrorist related activity and the mitigation of risks
posed. The response of the UK government through the Home Office is
to establish a risk project for the country’s ports. Concern has grown that
the threat of terrorist attack has increased In recent years at
establishments including sea and air ports. The Home Office is
determined to establish a framework of risk management which ensures

that all responsible agencies at each location are maintaining a co-
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ordinated effort to assess and manage operational risks. This project is
referred to as MATRA (Multi-Agency Threat and Risk Assessment). This
project has been piloted by BAA which has employed a structured
modelling approach to the provision of a discipline for risk management,
supported by software.

This study examines the implementation of a Risk Management solution
for BAA, specifically to address the impact of the MATRA (Multi-Agency
Threat and Risk Assessment) project, initiated by the Home Office, Dec
2003. A focus is placed on the method of implementation and the impact

that this has had on the arising issues and measures of success of the
implementation.

1.8 PSNI (Police Service of Northern Ireland) — Change Programmes

PSNI (Police Service of Northern Ireland) is a public sector law
enforcement organisation with a staff complement of approximately
9,000. The UK government has engaged with local political parties and
also the government of the Irish Republic to formulate conditions and
activities related to and referred to as the peace process. The conditions
of the peace process impact significantly on the shape, requirements and
operating protocols of the police service. Subject to the requirements of
the Patten report, written by former Conservative government minister
Chris Patten, PSNI must demonstrate that they have implemented a
broad scope of change. The recommendations of the Patten report
Include the devolvement of corporate responsibilities to the operational
ine elements such as responsibility for budgets, increased accountability
for performance and also ownership and management of operational and

corporate risk.
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In response PSNI has developed an implementation framework to enable
these changes. This study includes reference to an analysis of the
performance and risk management areas of this framework. PSNI has
utiised a modelling technique to complete the implementations. This
study reflects upon the impact of this selected method.

1.8.1 DCU (District Command Unit) Operational Performance

Management

PSNI is held to account by the Northern Ireland Policing Board. This is a
publicly appointed body charged with the monitoring of performance and
policy as delivered by the PSNI senior management team. In order to
demonstrate progress towards set goals PSNI reports routinely against a
set of key performance indicators. The relationship between these
indicators, set targets, strategies and aims is articulated and published
within a document known as the Northern lreland Policing Plan. This
strategy and performance model is a public document and is intended to
explain the direction of the Police Service, what it is required to achieve
and how it intends to achieve it. The performance framework dwells
within this and details the specific targets and indicators which convey the
extent of progress in meeting the requirements. The Policing Plan is
reviewed annually and changes are made as the organisation’s progress
towards the achievement of goals progresses. This results in an evolution
of focus and alterations to the Performance framework including targets
and performance indicators.

Responsibility for operational performance at the lowest level of the
organisation resides with the DCU (District Command Unit) Commander.
The operational structure of PSNI is made up of 29 District Commands,
within (at the time of starting the project) 3 Regions; North Region, South
Region and Belfast region. This organisational structure has
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subsequently been revised to a two region structure namely Urban

Region and Rural Region.

__Busines Process Model PSNI

Belfast Regwon ), ), North Region

J

-
-

| ] |
T, & &
| F&n — i,
DCU1 DCU2 DCU3

PSNI DCU Organisational Hierarchy

Figure 1.10: PSNI Policing Plan Performance Management
Framework Relating to Process Landscape and Organisational
Hierarchies

The performance management framework employed for operational units
resembles almost exactly that of BAA. There is only a very slight
difference In terminology. The terms “Objectives” as used by BAA is
replaced by the "Overarching Aims” of the PSNI policing plan, “Goals” as
used by BAA is replaced with “Targets”. The Policing Board is interested
In reviewing performance from a variety of perspectives. First of all the
performance of the individual DCUs is of concern in establishing the
profile of localised crime and conditions. Secondly trends in particular
crimes are of interest and the associated response plans of the

operational units. Aggregated performance to Regional level is the
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concern of the Assistant Chiet Constables responsible for delivering the

Policing plans for these units.

Analysis by targets, strategies and overarching aims contributes to a
greater understanding of the organisation’s progress. Internal analysis is
a key requirement of the project. Senior officers must be informed about
trends both against target values and also against historic performance.

The project is led by the Assistant Chief Constable in charge of Crime
Operations and is being delivered via the PSNI Analysis Centre. The
Analysis Is a civilian element of PSNI detached from the operational
hierarchy of the organisation. The analysis centre was responsible for the
development of the performance framework concept and attaining

consensus with the operational units and Regional Assistant Chief
Constables in particular.

The PSNI DCU Operational Performance project investigates the
implementation of a multi-dimensional performance management solution
based on a modelled software supported technique. This project and its

implementation are described in greater detail in Chapter 4.

1.8.2 Operational Risk Management

In further response to the outcomes of the Patten Report, PSNI has
embarked on a project to devolve responsibility for operational and
corporate risk management to operational line units. This is in
accordance also with improved Corporate Governance disciplines. Once
again an objective of the project is to share information across the
organisation and allow the proliferation of best practices. The project is
being led by the Assistant Chief Constable in charge of Corporate
Development and Change Management.
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PSNI embarked on this project choosing a structured modelling method
for the recording, management and reporting of risks. This approach was
selected in order to share information, analyse risk and demonstrate risk
status to a range of target audiences. The project included a
development phase which provided a risk management concept. For this
specific purpose Deloitte and Touche were engaged as principal
consultants. This concept development phase resulted in the delivery of a
paper based risk assessment and reporting framework. The practical
implementation of a supported solution involved the use of software to
model and manage the data within a defined object structure.

The delivery of the original solution resembled to a considerable extent
the BAA MATRA risk project, however following implementation PSNI
then altered the risk framework model. This particular case demonstrates
the flexibility of the software modelling approach to accommodate change
and in so doing maintain a robust framework for users and reduce the
prospects of the concept falling into disrepute as a result of this change.

1.8.3 Uniform Ordering Process (Re-)Engineering

PSNI has recently engaged a company called Turner Virr to manage the
supply and delivery of all uniform items. This includes day to day
replacement items and also the equipping of new recruits. Turner Virr
employs an order management system which requires uniform orders to
be received electronically.

Turner Virr will now hold all stock on behalf of PSNI remotely in mainland
UK. As such there are issues relating to delivery times, security access.
On top of this PSNI, in line with the recommendations of the Patten report
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Is in the process of devolving budgets to line business units e.g. District
Command Units. PSNI has been required to re-engineer its uniform
ordering, delivery and financial reconciliation processes in order to
accommodate these changes. A project was initiated to complete this
reengineering, specify the flow of activity for each scenario and
communicate the change to all concerned parties.

This study includes an account of the implementation experience and the
methods employed. PSNI chose to utilise software modelling on the basis
of a process modelling framework to complete this exercise. The study
considers the impact that this approach had on the themes emerging
from the literature.

1.8.4 ICIS (Integrated Crime Information System) - Functionality

Specification

PSNI utilise an in-house developed crime information database called
ICIS (Integrated Crime Information System. This is a system which
provides operational information relating to events, crimes, persons,
addresses, assets e.g. stolen vehicles etc. It can provide details relating
to criminal record, relationships, aliases etc. The mainland forces use a

system called PNC (Police National Computer) which is similar in concept

but more restricted in the range of functionality.

ICIS is developed as an Informix database product and is currently not
iIntegrate with PNC. PSNI employs two groups to maintain the product.
One group is referred to as the ICIS team. They are responsible for being
the interface between the business and the development of the product.
They will engage with members f the operation to identify functionality
enhancements, control user access and also liaise with other forces on
Issues such as integration. The second group is the ICIS Development

team. Their role is to interpret the requirements provided by the ICIS
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team and develop product solutions. They comprise of software
developers. The approach which has prevailed within PSNI has been to
express requirements using a user specification document — a written

description of preferred functionality.

This study includes a review of an exercise to utilise an alternative model
based approach to requirements specification. This project is explained in
greater detail in Chapter 4. The specific outcomes are discussed in
Chapter 5 in relation to the emerging themes from the literature and the

Implementation experience.

1.9 Govan Initiative (Scottish Enterprise)

1.9.1 Performance Management

Gl (Govan Initiative Ltd) is a local
enterprise company and forms a part
of the Scottish Enterprise network of
companies. It s concerned with the

regeneration of Govan, located in

Glasgow on the South bank of the river
Clyde. Govan as an area has struggled economically since the demise of
the ship building industry. Gl is concerned with attracting new forms of
iIndustry into the area and at the same time attempting to deliver services
which better equip the people of Govan for accommodating new
iIndustries. This activity includes training schemes, re-skilling, education

Initiatives etc.

In order to facilitate its activities Gl is given access to resources and also
the opportunity to apply on a case by case basis for European funding

grants. Transparency is a major requirement of Gl. They must be able to
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demonstrate the impact of their activities in order to continue to be

perceived as viable, productive and worthy of continued support.

In response GI publish an operational plan which forms the basis of their
performance framework. This plan outlines the five central Goals of the
organisation and relates them to strategies. Against the strategies targets
are set and progress achieved towards these strategies is given by sets

of indicators (115 in total).

Establish an environment

that meets the current
and future needs of all its
Establish atechnology communities
rich and sustainable 4
economy - Encourage and support
I S an informed community

to participate fully

in the life of the City

b poad * TRy aeR e
Create a lifelong leaming
) - |

GOIIIIIIIIW: A

- To be recognised as an
excellent company by our
A sascustomers

Figure 1.11 The Five Central Goals for Govan Initiative - Govan
initiative Operational Plan

This performance framework model resembles to a great extent the
published model of PSNI and also the OGSM model of BAA. The
complexity of relationship between a small number of high level
objectives and a significant number of performance indicators measured
against a number of diverse and unrelated projects convinced Gl to
attempt a modelled approach to the recording and reporting of
performance. The implementation and its outcomes are discussed in

Chapters 4 and 5 respectively.
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2. Chapter 2 - Literature Review Chapter

2.1 Introduction

The purpose of this chapter is to reflect on relevant literature to date
concerned with the preparation for and implementation of IT led business
change programmes and in particular BPR (Business Process Re-
Engineering) programmes. The fields of study which are relevant to this

review include;

1) BPR (Business Process Re-engineering)
2) TQM (Total Quality Management)
3) ERP (Enterprise Resource Planning)
4) Managing Change
- Leadership (relating to change)
- Resistance to Change

5) Performance Measurement and Management
6) Operational Risk Management

These areas require to be reviewed as they relate to both the
implementation of business change programmes and also cover the
subject matter of the change programmes examined within the empirical
chapters of this study. The subject matter areas e.g. ERP, Performance
Measurement, Risk Management provide a comparison of project type
and an opportunity to identify variances of experience.

The major area of focus for this study is the review of methods employed
to enable the successful implementation of business change
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programmes. The projects included within the study vary in nature, but all
Include a change to process that must be documented, communicated,
devolved and embedded within the scope of an implementation phase. A
review of the BPR literature forms the foundation of much of this chapter.
On top of this a review is completed of relevant subjects related to
implementation i.e. leadership (in relation to change), conflict and

resistance to change, and stakeholder engagement.

As the subject matter of the implementation projects extends beyond

BPR to Performance and Risk framework implementation, the literature

review also covers relevant work in these areas.

Minor
Process

Change &ClI

Performance
Management

Conflict Management
Stakeholder Management

Risk Management

Documentation

Training
IT
Communication

Figure 2.1: The Literature Framework

2.2 Background and Context

The extent of previous study completed in each of these areas is
considerable and it would be neither practical nor relevant to attempt to
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comprehensively review all works completed. Instead the writer has
chosen to review in particular those key texts appropriate to each sphere
and in addition the most recent and most relevant pieces of study relating

to practical implementation.

A key characteristic of reflections on implementation experiences that
continually emerges from the literature is the importance of affording
appropriate and very importantly co-ordinated treatment to each of the
spheres listed above. Time and time again text and journal references are
made to completion of BPR tasks in isolation of Change Management
activity or without proper reconciliation with the IT functionality. Such
incidents are often cited as reasons for implementation failure, non-
realisation of business benefits, increased resistance etc. This review
attempts to contextualise the relationship between these spheres,
prioritising where appropriate in the implementation lifecycle and
discovering in the process the failures and successes of the approaches

employed by the organisations which sponsored the case study projects.

The literature review Is SEEEE—
: - - BPR ARNERAT TP AR - L RSP I
compiled in a particular Organisational Change Programme Agenda

s o~ e
order. It starts with BPR

as a foundation for the research area.
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On top of this the
relationship to =P
implementation IS
subsequently developed.
One of the major case
projects examined falls into
the category of ERP

implementation.

The relationship to IT and Change Management fields is subsequently

covered including in particular the areas of leadership and conflict

management.

There is a natural connection between ERP Implementation and

performance management. ERP projects by design are developed to

In the review.

Improve business process
performance. A number of the
case projects focus on the
Implementation of  business
performance measurement
solutions. Accordingly this area of

literature is covered at this stage

As a balance to the Performance view many organisations now seek to

demonstrate a

systematic

Minor
Process

Change &Cl
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incorporation of the Risk view at the same time. Operational risk

management systems In particular are topical as corporate governance

dictates in this area become more stringent. Some of the case projects
reflect this trend and hence the literature review is completed by a study

of literature relating to their identification and implementation.

2.3 BPR (Business Process Reengineering)

The literature relating to BPR is broad. Section 2.3 deals with a breadth of

material starting with an introduction to BPR and working through a range

of areas including; a reflection on criticisms, an assessment of BPR as

BPR o S e e
Organisational Change Programme Agenda
A LIRE

success or failure and a critical review of BPR in practice. Section 2.3

concludes with a summary reflecting upon the implications of the

foregoing discussion for this particular study.

First of all the writer wishes to define an interpretation for business

processes upon which all subsequent discussions can be referred.

2.3.1 Business Processes — Defined

A business process within the context of this study is defined as a
sequence of activities with a defined start and end devised for the
purpose of achieving a set of specific objectives. The purpose of the
sequence of activities is to add value to the transformed resources which
flow through the process and in so doing achieve the objectives. A
business process comprises activities (or tasks), supporting resources
(including assets) and the defined relationships between them i.e. how

resources are arranged to support the activities which flow sequentially.

(Van der Meer, R.B. (2004)). A business process can be illustrated by a
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layered approach of activities, supported by resources which in turn can

be defined technically by an information layer.

Frocess Layer

Customer ' Customer

Support Layer

Customer Customer

Information / Function Layer

Customer Customer

Figure 2.2: Layered Definition of Business Process Variables

The business process or “business value chain” as it may be referred to
starts with an event, perhaps the action of a customer placing an order.
This action engages the sequence of activities (Red Layer) which employ
supporting resources (Blue Layer), perhaps human or technological. The
functionality of the supporting resources e.g. an IT interface is defined by
the data flow characteristics of the green layer. The green layer may well
define the |IT data classes being processed at each particular point in the

sequence.

Van Der Meer (2004) identifies the key design features of a business

process as:
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1. Task design: the definition of specific tasks; and the allocation of
specific ‘transforming’ resources to these tasks.

2. Workflow design: the determination of the flows of ‘(to-be)
transformed’ resources between the tasks; and the location of storage
points between the tasks, and also between the process as whole
and other business processes as well as the external environment.

3. Organisational design, which comprises:

o the way in which information flows between the various tasks and the
higher levels of the organisational hierarchy, and therefore, how these
tasks are coordinated and controlled;

o The way In which the employees (human resources) are controlled
and motivated to carry out their tasks with the optimum amount of
effon.

Note that the combination of Workflow and Task design roughly
corresponds to the RED and Blue layers in the layer framework. Workflow
design, as defined detalils the progressive impact of the activity sequence
on the development of “work products” or “process results” and the
transformation of resources.

If we adopt a definition of BPs of this kind, then BPR would correspond to
radical change in Workflow design AND/OR Task design AND/OR
Organisational design. Note that in the original Hammer & Champy
(1990) approach, changes in Task and/or Workflow design were
emphasised. Whereas the Davenport approach (and much of the practice
of BPR) focuses on [T-related changes in Organisational design (that is,
how information flows are organised and controlled).

The layered approach can be further developed to articulate
comprehensively the specific relationships and schedule of process
activities, resources, work products and data class specification as

illustrated by the figure below.
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Figure 2.3 Schematic Representation of Relations Between the
Sequence of Activities on the RED layer, the Corresponding Extent
of Support by Resources on the BLUE layer and the Specification of
the Data Exchanges between Resources on the GREEN layer

This definition provides the basis of reference for the consideration of

business process discussion throughout this study.

2.3.2 BPR: An Introduction

A new order in management philosophy began to emerge in the mid
1980s. Certain major organisations, responding to the pressures of their
environment, took radical action through a combination of inspiration,
creative thinking and in-depth analysis of best practice in order to survive
and grow (Hammer and Champy, 1993; Patching, 1994b). These
accomplishments were noted and investigated by a number of
consultancy companies notably CSC Index and Hammer and Co.
(Patching, 1994b). The findings were disseminated in the summer of

1990 to an international audience by Hammer in his seminal article

“Reengineering Work: Don’t Automate, Obliterate” (Harvard Business

BVC
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Review), and concurrently by Davenport and Short (1990) in “The New
Industrial Engineering: Information Technology and Business Process
Redesign” (Sloan Management Review). This newly observed
phenomenon soon acquired the label “Business Process Reengineering’
(BPR).

BPR was presented as a revolutionary, holistic, radical change approach
to increasing organisational effectiveness, using IT to fundamentally
change the way work was done (Martinson, 1995). At the heart of BPR is
the notion of discontinuous thinking; breaking away from outdated rules
and fundamental assumptions, in order to harness the potential of
innovative IT and empowered employees, through the creation of new
cross-functional processes that seamlessly Iintegrate value adding
activities designed to meet customer requirements effectively and
efficiently (Hammer, 1990; Hammer and Champy, 1993). BPR captured
the imagination of managers worldwide: “Large-scale companies with
large-scale difficulties were receptive to large-scale change” (Martinsons,
1995) and soon became the buzzword of the 1990s. Technological
possibilities, evolving market demands and adverse economic conditions,
combined to make BPR a valuable addition to an organisation’s business
strategy (Martinsons and Hempel, 1998; Braganza and Myers, 1997),
subject however to the bandwagon effect (Baskerville and Smithson,
1995). In practice, BPR became an umbrella term for a continuum of
activities ranging from minor organisational tune-ups to complete
restructuring of organisations (Gurton, 1995; Business Intelligence,
1994), and a convenient label to apply to any project, particularly those
with a substantial IT component (Talwar, 1993). In the literature, it has
been defined and conceptualised in many different and contradictory
ways (Martinsons and Hempel, 1998); various terms abound relating to
the management and improvement of processes including, business
process redesign (Davenport and Short, 1990; Carr, 1993), core process

redesign (Heygate, 1993; Hagel, 1993), reengineering (Hammer, 1990),
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process innovation (Davenport, 1993a) and business reengineering
(Spurr et al, 1993).

The fundamental ideas of BPR as originally proposed represent good
practice (Martinsons, 1995). Further, the experiences of many
organisations documented in literature provide evidence that it is a vital
and necessary too! for established organisations to address a crisis in
business (Baskerville and Smithson, 1995), incorporate new models of
operation consistent with the environment (Oliver, 1993), and navigate
through unprecedented change (Mumford et al, 1996). Nevertheless, the
success of BPR has remained largely theoretical with widespread
disappointment in practice (Zaidford, 1998; Mandrish and Schaffer,
1996). The literature reflects little on the methods employed during
implementation focuses most on the extent of process change attempted
and the legacies created by the redesigned processes and supponting

resource structure.

The question of why BPR failed to deliver its promise in practice is multi-
faceted. (Mumford et al,1996). The fundamental rethinking proposed
requires a paradigm shift, demanding radical change in every dimension
of organisational life including: the way work is organised, human
resource conceptualisation and management, internal and external
relationships and interactions, structure, systems and infrastructure
(Hammer, 1990). The simplicity and wisdom of its fundamental ideas tend
to obscure the true enormity of the BPR challenge. In many cases,
unreflective practice paved the path to failure (Martinsons and
Revenaugh, 1997). To compound matters, when initially proposed, BPR
lacked a strong theoretical foundation to support its ideas (Martinsons,
1995; Mumford et al, 1996). As with most technological change, it was
based on observations by consultants of leading organisations using IT in
innovative ways, rather than derived from theory (Peppard, 1996).

Consequently, little guidance on how to manage this unconventional,
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radical change programme was provided to early practitioners. Further,
given the innovative capabilities of IT and the critical role IT played in
observed organisations, |.T. was often portrayed as either a key element
or even the most important element in BPR (Baskerville and Smithson,
1995). The pre-eminence of IT is demonstrated by Tinaikar et al's (1995)
study of BPR anticles: 95.9% focused on technical issues. Although BPR
profoundly rearranges the way people think, behave and work (Hammer
and Stanton, 1995): employees’ roles change from controlled to
empowered, managers change from supervisors to coaches, and top
managers change from scorekeepers to leaders (Paper, 1998), the
human component was either completely ignored (Leonard, 1996;
Wellins and Rick, 1995), viewed with a short-term perspective (Child et al,
1994), or at best underestimated (Wellins and Rick, 1995). The neglect of
the human dimension is commonly singled out as one of the primary
causes for BPR's well publicised 70% failure rate (Cafasso, 1993; Grint,
1994; Scott-Morgan, 1994).

2.3.2.1 BPR Defined

BPR has been defined as the application of techniques that will allow an
organisation to reinvent itself. Hammer and Champy continue to stress
the importance of engaging in BPR activity for America’s largest
corporations, “...for if they do not they will be eclipsed by the greater
success of those companies that do...“. Colin Coulson-Thomas is very
quick to make the point that BPR for an organisation represents a step
change not a series of incremental improvements and likens the
experience of BPR to revolution, not evolution. Davenport agrees with
Coulson-Thomas and also highlights the human and technological input
factors, describing BPR as “A revolutionary new approach that uses IT
and HRM (Human Resources Management) to dramatically improve

business performance”.
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“...We must have the boldness to imagine taking 78 days out of an 80
day turnaround time, cutting 75% of overhead, and eliminating 80% of
errors. These are not unrealistic goals. If managers have the vision,

reengineering will provide the way....” (Hammer, 1990).

Fundamental to BPR is a change in mindset (Armistead and
Rowlands,1996). By doing things differently (radical operational change)
and doing different things (new strategies) (Martinsons, 1995),
organisations can realise impressive benefits: effective employee
utilisation, increased profitability, and most importantly, fundamentally
improved, faster and more efficient customer service (Martinez, 1995).
Empirical research suggests that some organisations have achieved
150% improvements in on-time delivery (Hammer, 1990) and reduced
processing time from 25 days to just half a day (Butler Cox Foundation,
1991). The findings of another study of 15 reengineered organisations
revealed that on average recorded improvements of 48% in cost, 60% in
defects and 80% in time (Wilder, 1991).

BPR is about seeking dramatic rather than marginal improvements in
organisational performance. Success Iin BPR is achievable if
organisations are deliberate, and conscientiously understand what they
are undertaking (Belmonte and Murray, 1993). Field research suggests
that initiatives focusing on multiple measures of performance that are
directly linked to strategic objectives, have the greatest potential to
generate dramatic performance improvements (Hall et al, 1993; Grover et
al, 1995; Kettinger and Teng, 1998).

The pioneering BPR text by Hammer and Champy (1993) Reengineering
the Corporation: A Manifesto for Business Revolution in its very title
stresses the radical “clean sheet” nature of BPR and formally offers a
comprehensive definition - “The fundamental rethinking and radical
redesign of business processes to achieve dramatic improvements in
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critical, contemporary measures of performance, such as cost, quality,
service and speed”. Hammer and Champy have taken the view here that
business processes must be redesigned radically in order to achieve
dramatic improvements with apparently little latitude being given to the
prospects for varying the extent of change which may be perceived as
being required. There is also a presumption that the implementation
phase will be successfully facilitated. Coulson-Thomas agrees indirectly
drawing a clear distinction between simplification and reengineering.
Morris and Brandon take a more conservative position stating that
“Reengineering is analysing and altering the basic work process of the
business” rather than obliteration and starting over. Martin Parfett,
National Computer Centre goes a little further directly questioning

Hammer's presumption and promoting the concept of differing levels of
BPR.

Parker adopts a significantly different approach to the “clean sheet”, “start
again” strategy of Hammer, - "the analysis and redesign of business and
manufacturing processes to eliminate that which adds no value”,
focussing on wasteful process areas. See Dutta pp3. There is clear
divergence of view as to what may constitute BPR. Hammer’s oft quoted
“‘don’'t automate, obliterate” article of 1990 which preceded his further

collaborative doctrine with Champy leaves nothing to the imagination and
does not entertain the prospect of using current practices as a starting
point for improvement. If this is the purist view of BPR it would appear
that over time there has been a growing willingness to extend the
qualification of BPR to encompass continuous improvement and TQM.

Al-Mashari and Zairi (2002) offer a more modern perspective on the BPR
area. They redefine BPR as a continuum of change initiatives with
varying degrees of radicalness supported by IT means, at the heant of
which is to deliver superior performance standards through establishing

process sustainability.
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2.3.2.2 Motivation for BPR

The various motivations for engaging in BPR by organisations are also
discussed within the main texts. Keith suggests that the requirement to
reengineer is a function of changing external or internal factors - “The
problem appears to be ...developed systems of production that were
remarkably successful in their time but are no longer suited to a changed
world”. The motivation therefore in the cases to which he refers is to
revisit outdated processes which, once appropriate no longer meet the
needs of the organisation due to the impact of changing internal or
external factors. This is an interesting observation as the writer would
suggest that organisations would always seek to employ optimised
processes supported by technology which is commercially available and
affordable and that truly optimised processes in an absolute sense has
only been recently enabled by the availability of supporting technologies.

Having a clear motivation to entertain BPR in the first place is an
important clarification for any organisation. It signals a realisation that
radical action is required and that stakeholders are prepared to suffer the
disruption associated with such an undertaking. BPR has come to be
associated with frame-breaking change and not merely incremental
improvements. Coulson -Thomas cites the early successes of Ford, GTE,
Hallmark, Pacific Bell and Xerox were performance improvements (10x)
were achieved, as being responsible for this perception of BPR becoming
established. The drivers may be varied, some negative and some
positive; survival, differentiation, competitive advantage, or a desire for
early wins and quick fixes. Other results whether planned as strategic
BPR objectives or simply desirable side effects of implementation are
headcount and cost reduction.

Parfett explains that process simplification can come from quality driven
initiatives such as TQM. This view is supported by the Deloitte & Touche
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explanation of the development of ERP. D&T explain that from the first
model for manufacturing, MRP (Materials Requirements Planning)
developed in the 1950’s and 60’s, the limited capacity of IT technology
hindered the expanse of functionality. MRP ran only on mainframe
computers, making it difficult to manage and maintain. During the 1970’s
and 80’s and still focused on the manufacturing industry, MRP evolved
into MRPII, Manufacturing Resources Planning.

The integration of financial systems enabled MRPII to be used as more of
a closed-loop planning tool and subsequently with the development of
client server technology this evolved further into ERP and included other
essential resources, particularly human and capital. So, we are advised
that ERP functionality is a development of TQM and accordingly falls into
the incremental continuous improvement within an existing framework
sphere rather than the “starting over” dictate of reengineering activity.
Consider however an organisation which has chosen not to revisit or
actively address process issues for some considerable time but has
elected to take advantage of the extent of technological advancement
which has been made in this area. This organisation may be viewed as
taking radical steps albeit utilising process ideas which have been
developed elsewhere over and extended period.

Therefore it can be claimed that BAA’s implementation of ERP does
constitute BPR albeit that the level of expectations of return on
investment may be considerably less than in the classic and early cases
often quoted as typifying true BPR successes such as Ford and |IBM
Credit. BAA has in fact exploited the growth in ERP implementation
generally over the last 10 years. Packaged “off the shelf” vendor solutions
are now available at a price which drastically reduces the extent of
business benefit which must be attained in order to produce an attractive

return on capital.
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It could now be legitimately argued that BPR is no longer for the severe
do or die cases but is appropriate to any organisation which foresees
sufficient benefit being gained to justify the associated investment. It Is
the writer's view that the qualification for what constitutes a reengineered
process should be the extent of change made to that process rather than
the perceived requirement for it or for that matter the tangible gain or
benefit which it delivers. The development which has taken place with
respect to the likes of ERP vendor products such as Oracle (now
incorporating Peoplesoft and JD Edwards, SAP, and BAAN (now owned
by SSA Global) means that reengineered process may now be applied in

a more cost effective and routine manner than was the case say 10 or 12

years ago.

From 1990 onwards many papers were written on the subject of BPR,
illustrating confusion with regard to what the term represents. IBM
identified BPR as “the term often used to describe the collection of
techniques which are used to model and develop new business
processes”. Others have suggested that BPR “reflects a planned
alignment between business processes and IT infrastructure as opposed

to simple automation of current processes. - Grover et al 1993.

The term “business process re-design” was first coined during a research
programme which started in 1984 at MIT and concluded with the
publication of “The Corporation of the 1990°s” in 1991 (Scott-Morton,
1991) Within this context BPR was classified as the third of five levels of
“business restructuring” according to a classification of the emerging
challenge of aligning IT and strategy (Venkatraman, 1991). The five

levels were:

1) First Level: localised exploitation: concerns the exploitation of IT within
a firm’s functions. It usually involved the development of applications

which improved the efficiency of operations.
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2) Second Level: internal integration: represents the logical extension of
the first level in the sense that the potential of IT was sought within
activities that took place within the firm’s processes, with potential impact
both on efficiency and on effectiveness.

3) Third Level: business process re-design: consists of reengineering
processes in order to exploit IT capabilities fully. This, unlike the first and
second levels, reflects an active, planned and conscious effort to align
the firm’s processes and IT.

4) Fourth Level: business network re-design concerns the use of IT to re-

design the nature of exchanges between firms that are part of the
business network.

5) Fifth Level: business scope re-definition: this refers to the opportunities
IT offers for re-thinking the firm’s mission.

BPR was therefore defined precisely with no room for ambiguity - it was a
specific strategy for using information technology. The link between IT
and strategy was taken up by Hammer in his 1990 article “Reengineering
work: don’t automate, obliterate”, in which he expounds the need for the
radical reengineering of processes in order to exploit fully the potential
offered by information technology: “It is time to stop paving the cow paths.

Instead of embedding outdated processes in silicon and software, we
should obliterate them and start over”

This article aroused considerable interest and debate about the idea of
radical transformation, even obliteration of an organisation “blocked” by
obsolete structures and non-“intelligent” automation. As previously
referred to this interest led Hammer, together with Champy, to formulate
the "BPR manifesto” in their key work Reengineering the Corporation,
which sold almost two million copies in 15 different languages. The BPR
which Hammer and Champy described has the status of a revolutionary
innovation: BPR is “a reversal of the Industrial Revolution”. Thus, the

initial focusing on the role and strategic impact of information
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technologies, which served to qualify the idea of reengineering in the
context of the problems of IT- induced change, was absorbed and, to
some extent, incorporated within a markedly broader vision of BPR. The
concept of BPR, as set out in the MIT project, was reconstructed: BPR as
previously discussed represented the solution to the many problems that
afflict organisations today. BPR is the radical transformation of a firm
carried out through reengineering its processes. BPR offers a non-
incremental approach to change, revolutionary and very different from the
evolutionary perspective of continuous and gradual improvements.
Reengineering processes entails changes which affect not only
organisational structures but also operating mechanisms, management
style, the characteristics of personnel and the culture. The structural
elements of the organisation are not perceived as limits and current work

methods, criteria and rules are all questioned:

* One characteristic which must be common to reengineered processes is
that tasks are enlarged and enriched. There must be a transformation
from “tortuous” processes, made up of a set of separate and simple
tasks, to more °“linear’ processes made up of complex tasks.
Responsibility and authority must be distributed along horizontal lines
which match the flow of activity. Middle management’s control and
functions lose their meaning in a context where the main aim is to give
responsibility to individuals, through designing organisational positions
which unite operating and decision-making functions;

e Focusing on processes means that both performance measurement and
control systems must be redesigned so as both to promote and to ensure
that the systemic objectives are attained and, also, in order to overcome
the tendency to seek partial optimisation at the level of the division,
function or organisational position.

e Changes in the organisational structure and in control systems require
both different attitudes and different competencies. In his radical and
provocative way, Hammer stated that traditional firms expect their
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employees to obey the rules, while firms that have re-engineered their

processes require people who are able to make the rules for themselves.

The role of a manager, 100, is altered in an organisation-where decision-

making power has been redistributed downwards: the classical figure of

the controller is substituted by that of the trainer. The fundamental ideas

about the content and the process of organisational change which

underlie BPR, which have been taken up and repeated in many of the

books and articles that have developed Hammer and Champy’s ideas

(e.g. Hunt, 1996; Johansson et al., 1993; Manganelli and Klein, 1994;

Morris and Brandon, 1993), can be summed up as follows:

(1) The organisation is a collection of processes which can be

reengineered “scientifically” and systematically.

(2) The nature of change Iis revolutionary and consists of:

* the passage from functional units to process teams;

e a2 move from simple tasks to multidimensional work;

* changes in power relations towards worker empowerment and change

from a “bureaucratic” culture to one based on customer satisfaction;

e changes in managerial behaviour from supervisors to trainers;

(3) Planning for this change is top-down: reengineering must be directed,
supported and led by the firm’s top managers; furthermore, the pace of

change cannot but be discontinuous, given the radical nature of the

improvement objectives the firm is seeking to achieve.

2.3.2.3 The Relationship of IT and BPR - Driver, or Enabler?

IT is pivotal to BPR(Hammer, 1990: Hammer and Champy, 1993); it is
perceived as a brilliant, energetic, capable ally on the pioneering journey
from aspiration to creation (Fritz, 1994). IT’s innovative and ubiquitous
nature renders it an obvious mechanism for breaking the mould and for
supporting new forms of relationships and ways of working (MacArthur et
al, 1994, Coulson-Thomas, 1994a). BPR unleashes many of the potential
benefits of IT (Teng et al, 1994; Martinsons, 1995) and represents a shift
from |T's predominant focus on efficiency enhancements (automation) to
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that of a fundamental enabler in creating and maintaining flexible
networks (Venkatraman, 1994). Accordingly Venkatraman (1991)
proposes that the basics of BPR should be reassessed in light of the new

capabilities offered by IT.

Bhatt (2001) found data that supports the hypothesis that network
infrastructure affects the dimensions of BPR (process improvement

thrust, and customer focus), but data integration was not found to be

significantly affecting the relationship between network infrastructure and
BPR dimensions.

The literature reflects significant debate concerning the relative
contributions of IT, between IT as a “driver” and IT as an important
support mechanism, “enabler’ (Sillince and Harindranath, 1998).
Hammer (1990) argues that BPR should be IT driven. Accordingly, his
initial definition of reengineering specifically emphasised the centrality of
IT: “use the power of modern information technology to radically redesign
our business processes....” (Hammer, 1990). A similar emphasis was

also noted in Venkatraman’s (1991), publication entitled, “IT induced

Business Reconfiguration”. However, others argue there is a case for
framing BPR in a wider “systems view” (Beer, 1975); for contemplating
process redesign (Earl, 1992; Rai and Paper, 1994), for considering
human issues and corporate culture (Baskerville and Smithson, 1995;

Willcocks and Smith, 1995; Stoddard et al, 1996; Zaidfard, 1998), for

handling the power dynamics (Willcocks and Smith, 1995) and for taking
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a broader view of both IT and business activity, and the relationship
between them (Davenport and Short, 1990). The IT driven and IT

supported (also referred to as enabled or competency driven) approaches

differ considerably not only in the resources emphasised but also in their
very nature (Booth and Philip, 1996). The IT driven approach is generally
formal and adopts a rigid stance, with competition viewed as occurring on
one particular front or issue (Booth and Philip, 1996). In contrast, the IT
supported approach is represented by the development and use of skills,
resources and advantages unique to and individual organisation, thus
creating the possibility for a more varied and flexible approach to
competition and radical change (Booth and Philip, 1996). The literature
fails however to deal with the issues of effectively documenting th'e
relationships between business processes and the corresponding
prescribed IT functionality which will support them. Wells (2000)
examined the impact of using internet technology for the purposes of
assisting in the implementation phases of BPR projects. Wells found that
the use of internet technology increased the chances of a successful

BPR implementation.

The literature also reflects a reassessment of the emphasis of IT as a
driver. in Hammers subsequent publication with Champy (1993), the
reference to IT Is omitted from the definition of BPR. Similarly,
Venkatraman (1994) replaced the word “induced” with “enabled”. This de-
emphasis, although subtle, is significant (Armistead and Rowlands,
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1996). Subsequent writings led to a clearer message that BPR and IT are
not synonymous (Warren, 1993; Klein, 1994). The consensus is that, IT is
certainly an important factor in BPR (Baskerville and Smithson, 1995;
Coghlan, 1998; Fiedler et al, 1995; Talwar, 1994), but IT alone cannot
transform a human organisation (Baskerville and Smithson, 1995;
Willcocks and Smith, 1995). Although an awareness of the enormous
capabilities of IT should influence process redesign (Child et al, 1994;
Maclntosh and Francis, 1997), IT should be viewed as just one critical
resource, which must be integrated and used in combination with other
resources (Clemons, 1991; Land, 1994). There Is also an awareness that
BPR does not have to involve IT (Fin Tech, 1992a; Maclntosh and Carrie,
1995). The business argument for BPR and the conceptual redesign of
processes should be addressed before considering the potential of IT
(Fin Tech 1992a; Child et al, 1994). The central argument for the IT
supported approach is that, IT in itself does not give rise to sustained
competitive advantage; advantage and value are derived from the
process capabilities IT supports (Armistead and Rowlands, 1996), and
the manner in which IT Is used to do work better and differently
(Altinkemer et al, 1998). Consequently, it is important that the IT strategy
is significantly aligned with corporate strategy (Fiedler et al, 1995; Both
and Philip, 1996; Coghlan, 1998). The primary lesson learned is, rather
than drive corporate strategy, IT should be used to support the business
argument for BPR. Kettinger and Teng’s (1998) survey of consuitancy
firms’ methods confirm, “unlike earlier reengineering efforts, the methods
surveyed are becoming less IT driven”.

Armistead and Rowlands, (1996) contend that to view IT as only an
“enabler of new process architectures is to perhaps miss the potential
implications which the process paradigm has for managing information”.

Indeed it is the availability of the technological means, previously

unavailable which has provided the platform upon which BPR activities
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are based. The Butler Cox Foundation defines BPR as “...a way of
transforming the business, which frees it from the restrictions of the
traditional approach by cutting across functional divisions. Information
systems ...are the fundamental ingredient of redesigned business
processes”. Fundamental perhaps, however the relationship between the
complexity of business process activity and the corresponding data flows
is not addressed in terms of an appropriate method for specification and

organisation design.

2.3.2.4 The BPR Revolution

The idea that reengineering offers an opportunity to radically transform

the whole firm makes it very attractive and, as research has shown (e.g.

Zairi and Sinclair, 1995), many projects have been carried out in the

name of BPR. However, it is difficult to explain such success only in

terms of the intrinsic qualities of the BPR vision of organisational
innovation. BPR clearly seems to be a re-invention and a re-assembly of
elements that had already been present, for some time, in management
thinking; indeed it is not difficult to demonstrate the historical origins

(Grint, 1994) of the “recipes” suggested by the supporters of

reengineering. Some of this inheritance can be illustrated regarding

points (1) and (2) in the preceding section:

(1) The organisation is a collection of processes which can be
“scientifically” and systematically re-engineered. The importance of
focusing managerial attention on inter-functional processes is a
fundamental and distinguishing characteristic of TQM which sees the
organisation as “a set of horizontal processes that begin with the
supplier and end with the customer’ (Spencer, 1994). Moreover, it
should be recalled that, during the 1970s, IBM developed the business
system planning methodology (IBM, 1975), which was based on the
idea that a firm could be considered to be a set of processes which are
interlinked with the various functional units.

(2) The nature of the change is revolutionary and consists of:
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e The passage from functional units to the process teams. From a
theoretical point of view, the process team represents the application of
the classical organisation strategy of reducing uncenrtainty through the
creation of self-contained tasks: “The next method for reducing the
amount of information processed is to change from functional task
design to one in which each group has all the resources it needs to
perform its task” (Galbraith, 1977, p. 51). There is no lack of examples of
this type of organisational “experimentation”. Referring to the technical
core of the firm, Grint (1994) cites the famous semi-autonomous groups
in the Volvo plant at Kalmar; however, there are other more recent
examples too, such as the Unita Tecnologiche Elementari (Elementary
Technological Units) in Fiat (Bonazzi, 1993) or the Unité Elementaire du
Travail in Renault or the Grupo de Trabajo in Seat. When studying the
organisation of an Advertising Agency, Lawrence and Lorsch (quoted in
Mintzberg, 1979, p. 127) offer an example of reengineering carried out in
terms of “grouping by market” which is closely related to the process
teams concept. “formation of the total creative department completely
tears down the walls between ant, copy, and television people. The new
department will be broken into five groups. Each group will be
responsible for ant, television, and copy in their accounts”.
e A move from simple tasks to multidimensional work. This does not

suggest that multi-skiling iIs an innovation provoked by the BPR

phenomenon. The benefits of multi-skilling have been promoted for
decades; however the philosophy of multi-skilling task completion does
inherently complement the ethos of process optimisation.

e (Changes in power relations towards workers’ empowerment and a
change from a bureaucratic culture to one based on customer
satisfaction. With regard to the problems inherent in behaviour that
adheres too closely to formal rules and, also, the need for
decentralisation, autonomy and empowerment, it should be

remembered that as early as 1926, Mary Parker Follett was already
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saying that “the tendency today is to decentralise” and was hoping for
the spread of the concept of horizontal authority, that is, of authority

based on competence and experience and not on any formal position

in the hierarchy (quoted in Eccles et al., 1992, p. 5).

e Changes in managerial behaviour: from supervisors to coaches.
Starting from some reflections by Elton Mayo, a whole school of
organisational thought has developed around the theme of
relationships between bosses and employees. For some time now
(particularly, after McGregor had formulated his Theory-X and Theory-
Y) consultants and trainers have been trying to convince managers
that employees should not be forced, controlled, directed or
threatened, but rather should be stimulated, listened to and involved —
the paradigm “control-order-prescription” compared to the alternative
paradigm “acknowledge-create-empower’ (Evered and Selman, 1989)
— even though the assumption that there is one best way in the style of
leadership has been in dispute since 1969 when the theory of the life-
cycle of leadership was put forward by Hersey and Blanchard (1969).
The clear lack of real novelty in BPR solutions has, however, been a
constant feature of the various “guru theories” which have emerged
and been developed since the early 1980s and whose popularity is
fundamentally linked to some recurring themes such as (Huczynski,
1993):

e A simplistic representation of the world of work, based on the use of
“magic words”, on the hypothesis that human nature is infinitely
malleable and on the assumption that the capabilities of
managers/leaders are almost infinite.

e The attempt to satisfy the need of managers to maintain their self-

confidence and to ensure that others will respect them by emphasising
the importance of leadership in an organisation where there is no
conflict of interests or, even more so, where it is considered to be
irrational.
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e The diffusion of solutions that presume to offer greater control over

the work environment, which can be universally applied and which
offer rapid and radical pay-ofts.

With regard to this particular research project, the relation between BPR
and the question of the universal nature of the solutions, the unitary
perspective with which the organisation is interpreted and the malleability
of human performance are of particular interest.

2.3.2.5 The universal nature of solutions

BPR contains what is really a “traditional” message. Accepting that hyper-
competition, globalisation and increased sophistication of markets,
technological innovations etc. impose requirements on the way in which
firms are organised and managed to the extent that the “Fordist
paradigm” of mass production, Taylor's principles regarding work
organisation, the era of specialisation (Zeleny et al.,, 1990), the metaphor
of the machine as a model for organisation design are all in crisis, then
the crisis of traditional organisational models can be overcome by
designing organisational systems that are characterised by the following
(Manzolini et al., 1994, p. 12):

e dynamic efficiency, the result of focusing on specific competencies and
on the chain of activities;

¢ lightness, the result of simplification and rationalisation of structures;

e co-operation, that is involvement, participation, group work, relationship
orientation;

e autonomy, or rather entrepreneurship, decentralised decision making,
self-organisation, individual freedom.

The alternative to the Fordist-Taylorist paradigm regarding the
organisation of work is an organisation based on processes, one which is
leaner and more flexible, where people are given more responsibility and
are involved and autonomous.
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2.3.2.6 The unitary perspective

The unitary perspective used to view an organisation assumes that both
managers and workers have the same basic interests. From this
perspective organisational change is a technical fact and is seen in an
apolitical context. Indeed, only from this perspective can the revolutions
which ensue, following the adoption of a BPR project, be automatically
deemed to be “empowering” and enthusiastically embraced by people
simply because they have been put forward by a skilful communicator or
leader: empowerment is an inevitable consequence of reengineering
processes (Hammer and Champy, 1993, p. 71) only in a world where
power and autonomy appear as “entities” which the reengineers can
attribute to individuals and not where they are the fruit of complex
processes of negotiation and of “strategic games” played out between
various actors, that is, between free subjects each one with his/her own
rationality (Crozier and Friedberg, 1977). Only the unitary perspective
seems able to resolve the contradiction between a reengineering process
that reinforces both the status of the hierarchy (Wilimott, 1995) (with the
charismatic leader who guides and supports the initiative, the steering
committee of top managers, the “process owner’, the “reengineering
czar’), and the result of the process which should be that of producing a
less hierarchical organisation, based on empowerment of the personnel.
The “personnel” in this context are those identified as being absolutely
required in the post transformation environment.

2.3.2.7 The malleability of human performance

The idea that human performance may be pliable suggests that it is
possible that it can be easily manipulated by the persuasive power and
abilities of any manager. Accordingly, organisational interventions within
BPR would seem to be simply an exercise in combining and eliminating
activities wherein the people involved are conceived of as being “passive”
actors, that Is, elements that are, certainly, more intelligent than the cogs
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in the machine-organisation of Taylorist tradition but are nevertheless
willing and able, to be adapted and inserted into the newly engineered
processes. The central hypothesis here is that structural changes are by
themselves able to produce suitable changes in the behaviour of human
resources. These considerations could lead to the conclusion that the
BPR revolution must be taken and interpreted for what it is - a product
that is theoretically underdeveloped. As Costa and Nacamulli (1996) said,
the main characteristic of the gurus who have, for some time now, been
part of the business community, is that of creating “recipes for managerial
excellence” and of preaching of distant mythical places where the
formulae they propose will generate marvellous results. The BPR journey
is one that leads towards a world where all organisational dilemmas
vanish, where there iIs no longer a problem of balance between

differentiation and integration and where any conflicts of interest have

been eliminated.

2.3.2.8 BPR: Process Focus

The notion of a cross-functional, process orientated organisation is at the
heart of BPR (Barua and Ravindram, 1996; Butler Cox Foundation, 1991;
Hammer and Champy, 1993; Venkatraman, 1991). BPR requires taking a
holistic and objective view of the core processes required to accomplish
specific business aims, without the constraint of existing processes,
structures and practices. It reintegrates tasks into processes, and
eliminates those which fail to add value, thus replacing “artificial
separations with natural togethermmess” (Grey and Mitev, 1995;
Martinsons, 1995). Further, it disintegrates traditional value chain
boundaries of an organisation (Rockart and Short), 1989). IT is used
innovatively to seamlessly integrate value-adding activities (Martinsons
and Revenaugh, 1997), and to hook in with suppliers and customers
(Sayer, 1998; Grey and Mitev, 1995) through extensive communication
networks, accessible databases and enhanced human interface work
stations (Coghlan, 1998). An implicit outcome of the core process focus is

75



DBA Project
Department of Management Science

the outsourcing of non-core activities, for which the organisation neither
has a critical strategic need nor special capabilities (Quinn and Hilmer,
1994) to suppliers dedicated to achieving world class stand<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>