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Introduction 

Business Process Reengineering (BPR) is a methodology for significant improvement to a business process, or for radical change in, or complete replacement of, such a process. 

BPR has significant impacts across organizational boundaries and generally has impacts or effects on external suppliers and customers as well as organizational structures.  

This guide provides a high-level summary of the key concepts of BPR, key success factors of a BPR effort, when BPR should be considered and finally impediments to BPR.  These points should be kept in mind throughout the life cycle of your project especially during the requirements definition and design phases of implementation.

This guidebook does not attempt to address how to perform business process re-engineering, business process modeling, or other techniques.  The organization and/or system integrator will be applying specific methodologies and associated tools to the project to accomplish these tasks.
Key Concepts of BPR

The following are concepts to consider when planning and executing a BPR effort.

· Minimize ‘as-is’ business process analysis

· Streamline business operations and leverage the capabilities of the software meaning let the process inherent in the software package drive the ‘To-be’ process

· Minimize the number of custom development objects

· Hone in on the ‘real’ business requirements and challenge processes that merely accommodate ‘the way it has always been done’

· Reduce cost of doing business by eliminating:

· Obsolete and inefficient processes

· Obsolete regulations and controls

· Lengthy review and approval cycles

· Ensure business processes are integrated across all impacted functional areas

BPR Guiding Principals
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Key Success Factors
The following are key success factors required for a successful business process reengineering effort:

· Executive Leadership

· Alignment with Strategic Objectives

· Business Case for Change

· Proven BPR Methodology

· Effective Change Management

· Process Ownership

· Re-engineering Team Composition

Executive Leadership 

Change, resulting from the BPR effort, cannot be accomplished without the commitment and involvement of the organization’s leadership.  As transition from an ‘old way’ of doing business to a ‘new way’ of doing business, leadership becomes the glue that will hold the organization together.  One of the most important tasks of a leader is creating the climate that is conducive to the change being undertaken.

Alignment with Strategic Objectives  

You should be able to tie your reengineering project goals back to key business objectives and the overall strategic direction for the organization. This linkage should show the thread from the top down, so each person can easily connect the overall business direction with your reengineering effort. You should be able to demonstrate this alignment from the perspective of financial performance, customer service, employee value, and the vision for the organization. 

Compelling Business Case for Change  

The business case is the centerpiece that defines your project, and should be a living document that the reengineering team uses to demonstrate success. Financial pay back and real customer impact from major change initiatives are difficult to measure and more difficult to obtain; without a rigorous business case both are unlikely.
Proven BPR Methodology 

A clearly defined and proven (shown to have been successful on other projects similar to yours) BPR methodology is essential to the success of the BPR effort. The team members must understand reengineering; they should know how to go about it, what is expected of them and what the desired outcomes/deliverables are.   The approach must not only meet the needs of your project but must be understandable and executable by the BPR team.

Ten Steps to BPR
The following represents ten key steps to a BPR methodology:


Effective Change Management  

One of the most difficult obstacles to successful project implementation is resistance from those whom implementers believe will benefit the most. Most projects underestimate the cultural impact of major process and structural change, and as a result do not achieve the full potential of their change effort. 
Change is not an event, despite our many attempts to call folks together and have a meeting to make change happen. Change management is the discipline of managing change as a process, with due consideration that we are people, not programmable machines. It is about leadership with open, honest and frequent communication. 
Process Ownership 

Level engagement and accountability must be clearly defined and distinguished between internal process owners and external consulting. The ownership of the ‘to-be’ process definition must ultimately rest with the process owner, whether it be manufacturing, customer service, logistics, sales, etc. 
Reengineering Team Composition  

The reengineering team composition should include:
· A team lead who understands re-engineering and it’s impacts on the organization
· Process subject matter experts from the organization
· Cross-functional resources from impacted areas 
· Systems integrator resources with expert knowledge of the processes inherent in the software
When to Consider BPR

Business process re-engineering activities occur primarily within the requirements definition and design phases of an ERP implementation effort.    However, BPR should be given consideration starting in the Initiation Phase and carry through the entire life cycle of the project.  This ‘thread’ is depicted in the diagram below.

Business Process Re-engineering Thread

Initiation

One of the key reasons for implementing a COTS ERP is to run your business in a more efficient, effective and flexible manner.  Therefore your ‘to-be’ business processes will have to be efficient, effective and flexible.  To this end BPR must be part of the overall vision/strategy for undertaking an ERP project and should be stated as such in the business case.  Subsequently, your acquisition strategy must include finding a solution and a systems integrator who have the requisite skills and methodology to meet this vision.

Acquisition

The solicitation of systems integration services must specifically include a request for information about the vendor’s BPR methodology including, approach, tools & templates, deliverables and roles & responsibilities.  The task of executing the BPR methodology then becomes part of the requirements and design contract task order.  The results of the BPR effort, # of development objects required and costs to develop the objects, become fixed in subsequent task orders.

Implementation

BPR is executed during the requirements and design phases of implementation.  Also, it is at the beginning of design when the RICE repository must be utilized to leverage work already done.

Sustainment & Continuous Improvement

Process improvement is not at one time exercise.  Responding to customers needs, improved interaction with vendors and making processes more efficient and effective should be an on-going process.  Even though a process has been radically redesigned does not mean it does not have to be validated and continuously improved.

Impediments to BPR

The goal of an ERP project is to implement ‘software-defined’ best practices and fit the organization’s processes to those practices.  However there will be ‘claimed’ and real reasons why BPR is not possible resulting in the need for custom developed objects to be added to the software package.  Before authorizing any development objects ask the following types of questions:

· Is this a ‘true’ requirement or can it be accommodated through other means?

· Is this a ‘true’ requirement or is it ‘the way it has always been done’?

· Is the requirement the result of a policy, regulation or law?  If so, has the waiver process been exhausted?

· Can the requirement or the ‘essence’ of the requirements be met through configuration or variants?

If custom objects are ultimately required and approved your development team must utilize the RICE repository and processes defined in the EI toolkit, prior to any detailed design or development commences.  This will enable the development team to determine if a similar object has already been created by another program and is available for reuse as-is or as a baseline for a new object.  Using the existing RICE objects or data will assist in reducing redundant development, time and costs required to complete development.
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