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A NEED FOR CHANGE 
Business Process Reengineering is a key component of the Federal government's rightsizing policy that is guiding the restructuring and reorganization of many Federal agencies, including the Department of Defense (DoD). Let's begin with some background on how the DoD integrated BPR into its strategy of restructuring itself to meet its ever-changing global mission.


An Example -- Department of Defense
The Business Process Reengineering Program (BPRP), initially called Functional Process Improvement (FPI), was established in January 1992 by the Corporate Information Management (CIM) Information Technology Policy Board to assist functional areas in making fundamental improvements in their business processes, in order to achieve cost savings mandated by Defense Management Review Decisions (DMRD). 

The DMRDs required the Department of Defense to achieve $71.1 Billion in savings during the period of 1990 through 1997 without compromising DoD's mission capability, readiness and security. In essence, the DoD needed to manage this drawdown by cutting overhead without losing mission effectiveness. This is sometimes called improving the tooth­to­tail ratio. 

The Department of Defense was required to implement a series of Defense Management Review

Decisions (DMRDs), which were designed to improve the overall effectiveness of the Department by streamlining business processes and centralizing the management of technology. 

Corporate Information Management is one of the programs resulting from the Defense Management Report. The Corporate Information Management (CIM) Initiative mandates that improving business processes is DoD's primary objective. Information technology is secondary but directly supportive of this primary objective.

DoD's Corporate Information Management (CIM) initiative was, and is, the largest information management program ever conceived by any U.S. public or private sector organization. The Initiative calls for major reengineering and restructuring of business methods and administrative processes throughout the DoD. 

CIM requires a commitment from all DoD managers to identify and implement fundamental improvements in their functional areas of responsibility.


The National Performance Review
Today, another over-arching initiative has moved into the forefront with its emphasis on making the Federal government work better and cost less... It's called the National Performance Review (NPR). Under the guise of the NPR, Federal agencies will begin the process of "reinventing" themselves. A major part of this "reinvention" is expected to come from reengineering of business processes. Over fifty percent of the projected cost savings of $108 Billion through 1997, will come from reengineering.

So, you can see, whether its CIM or Reinventing Government, the concept of fundamentally changing the way we do business is still very much on the minds of Federal managers. Those managers know that as long as the taxpayers of this country see a government that is operating less effective than it should be, fundamental change will continue to be a hot topic of discussion.


BUSINESS PROCESS REENGINEERING (BPR) -- A TOOL FOR CHANGE

You've probably heard a lot about business process reengineering recently, through business journals and trade publications, newly published books, or in training workshops. It seems BPR is the latest and hottest management trend to hit the business and governmental communities. But is it more than just a passing fad? Is reengineering just the latest buzzword, that comes with it a new assortment of consultants ready to slay the "bureaucracy" in the name of efficiency. Or, is reengineering a culmination of many years of management evolution, bringing a new emphasis on creativity, going where no one has gone before. 

Business Process Reengineering (BPR) Definition....
Depending on who you talk to, there can be many different definitions of reengineering. However, before we can discover what reengineering really is, let's take a look at what it is not.....

There are many misconceptions as to the essence of reengineering. Many times organizations go through a major reorganization and call it reengineering. Others reduce their staffs by half and call it reengineering. Still others will simply take an efficiency program they have in place and rename it reengineering. 

Reengineering is not "reorganizing".  Reengineering looks at what work is required to be done, not how the organization is structured. Organization structures are defined only after the processes necessary to produce products and services for the organization's customers are designed. The organization structure is then designed so it best supports that process. 

Reengineering is not "downsizing".  Downsizing focuses on the reduction of people to achieve short term cost reductions. Reengineering, on the other hand, focuses on rethinking work from the ground up, eliminating work that is not necessary and finding better, more effective ways of doing work that is. 

Reengineering is not simply about making an organization more efficient. You can have the most efficient organization in the world, but unless is effectively serves its customers, in essence, accomplishes its mission, it is still of no value. Reengineering is about creating value for the customer. Value may be defined by the customer as lower cost, higher quality, or increased response time.

Corporate Information Management (CIM)
From the Department of Defense's Corporate Information Management (CIM) initiative, the DoD has defined business process reengineering in terms of functional process improvement. DoD guidance defines functional process improvement as:

"the application of a structured methodology to define a function's "as-is" and "to-be" environments, current and future mission needs and end user requirements; its objectives and strategy for achieving those objectives, and a program of incremental and evolutionary improvements to processes, data, and supporting Aids that are implemented through functional, technical, and economic analysis and decision making." 

One major thrust behind the DoD's business process reengineering philosophy is "we must fix the process before we try to automate it". This means simply that an organization should redesign its business processes before applying automated information technology. Many organizations within DoD have spent millions of dollars on information technology, automating existing processes, without determining whether or not those processes were even necessary. This philosophy advocates that only after business processes have been streamlined can and should automation be applied. If done correctly, this would produce an increase in performance, not only through the streamlining of the process, but also, an additional increase through the use of properly applied information technology.

"This includes structuring of functional management processes by OSD Principle Staff Assistants to produce and control the use of data and information in functional activities ... In the past, information resources management in DoD tended to concentrate primarily on automated information systems and their associated technology. Through the Defense Information Management (IM) program, the Department will emphasize the primacy of functional requirements in the supporting role of information technology." (DoD Management Guidance, 15 January 1993.)

Corporate Reengineering
The most common definition used in the private sector comes from the book entitled, Reengineering the Corporation, a Manifesto for Business Revolution, by MIT professors Michael Hammer and James Champy. Hammer and Champy defined business process reengineering as:

The fundamental rethinking and radical redesign of business processes to bring about dramatic improvements in critical, contemporary measures of performance, such as cost, quality, service, and speed. (Reengineering the Corporation, Hammer and Champy, 1993)

The major emphasis of this approach is the fact that an organization can realize dramatic improvements in performance through radical redesign of its processes. This is in contrast to the notion of streamlining processes in order to achieve a measured level of performance.

Another aspect to the Hammer/Champy definition is the notion of breakthroughs. This approach to reengineering assumes the existing process is not sound and therefore needs to be replaced. A properly reengineered process will provide quantum leaps in performance, achieving breakthroughs in providing value to the customer. 

Even though these definitions focus on different strategies of implementing change, the common element is that the change occurs across the whole process.


THE BUSINESS PROCESS REENGINEERING (BPR) VISION 

Business Process Reengineering (BPR) is based on a vision of the future that is increasingly shared by enterprises around the world. It is evolving into the sum total of everything we've learned about management in the industrial age recast into an information age framework. 

Shared Information 

Information is a corporate asset. Some would say that, next to people, it is the most important asset an enterprise has. Like all important assets, information must be well managed if it is to provide a return on the investment made to acquire it.

As the Information Age takes hold, the principles of data management are clear. Data is entered into the corporate data base once, and only once; it is maintained at the point of entry. Corporate data is to be made available where and when it is needed, and in the format and context in which it is needed, along with appropriate security.

Mission Support
All information resources in the Federal government need to have a mission focus. There is no other reason for capturing and maintaining data except that it supports the defined mission of that agency. Business processes will be redesigned in such a way that those activities which support mission will be strengthened; those activities that do not add value will be eliminated. 

Functional Leadership 
All Federal agency heads must participate in and take responsibility for the management of his/her agency's processes. The Department of Defense has gone so far as to declare that all DoD components are responsible for supporting and participating in business process reengineering efforts led by OSD Principal Staff Assistants (PSAs). They are also responsible for conducting continuous process improvement in areas not yet being addressed at the OSD level. Without leadership from the PSAs and other leaders throughout DoD, process improvement efforts will not succeed.

Reduced Costs
Activities that increase the cost of doing business but provide no benefits to the customer are to be reduced or eliminated. Federal managers must search out and eliminate such non­value added activities and costs so that scarce funding resources can be applied to those activities that provide a higher return on investment. 

Reusable Technology
The emphasis has shifted from custom developed, unique information management systems to the use of off­the­shelf technology and software to support standard business processes. Systems that must be custom developed will employ engineering­like development methods and strong life­cycle project management controls.

Single Interface
Federal agencies should have to master only one system interface for accessing their agency's information resources. Increasingly, this interface will be visual, point­and­click, and voice sensitive. The paradigm is that of the heads­up display in a fighter plane. 

Just­in­Time
Information, training and support will be delivered electronically to the work site at the precise time it is needed, whether that work site is an office or a vehicle.

This vision shares many features with the transformation that is occurring in the private sector in this country and around the industrial world. The hierarchial, compartmental corporation organized by function, product, or territory is giving way to the horizontally structured enterprise organized around business processes. 


OBJECTIVES OF BUSINESS PROCESS REENGINEERING (BPR)

Let's focus on five key objectives of Business Process Reengineering. Achieving these objectives will help us realize the vision of the future, which will ensure that we meet OUR agency's mission requirements.

Whether it's under the guise of the National Performance Review or the DoD's Defense Management Report (DMR) a call is going out to all agencies to centralize policy, standardize and simplify procedures, and decentralize implementation and execution. Let's see how we're going to do it.


Cost of Doing Business
In today's downsizing environment, cost reductions are of ever-increasing importance. So, one of the objectives of BPR is to reduce the cost of doing business by getting organizations involved in eliminating their:

! Obsolete and inefficient processes

! Obsolete regulations and controls

! Unnecessary management overhead

! Lengthy review and approval cycles

Unit­cost Management
Across the Federal government, agencies are being tasked to determine the cost of producing its products and services. Once these costs are known, Federal managers can use BPR principles to lower the cost of production while at the same time improving quality and customer service.

Fee­for­Service 
If our products and services have value, then our customers, should be willing and able to pay for them. Our goal is to apply more business-like practices to the management of our agencies. By determining customer requirements and then meeting those customer requirements competitively we will begin to provide more value to our customers at a lower cost. In short, Federal managers are going to become more like business managers. Increasingly, your customers, who may be captive now, are going to have other options to get what they need to perform their job, just as you will have other options than to use your present captive suppliers. 

Continuous Process Improvement
Process improvement is not a one­time exercise. Process Managers all over the world are learning that responding to customer needs, searching for quality materials and making processes more efficient and effective by the wise use of available resources is a continuous process. Just because you have radically redesigned a major business process, doesn't mean that you can sit back and not continue to improve the process. BPR coupled with a program of continuous improvements will put the organization in a very positive position when it comes time for budget justification. 

Leadership
Federal managers are accountable for results and are therefore empowered to act with much discretion with respect to business process reengineering. Leadership is critical to the success of any BPR effort! 
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