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The purpose of this article is to provide real-life lessons from the experiences of project teams recently or currently involved in business process reengineering projects. (BPR).

Results of a extensive survey conducted within 53 countries, 327 organizations from more than 14 different industry segments will be presented to you.

They will be provided without explanations but you will see that results are clear enough for one to understand.

Contained in this article are:

· What is being reengineered and why.

· What approach is working.

· Critical “must do” and “must not do”.

What process is being reengineered and why ?

Customer service is the most frequently reengineered process and Information services(computers) comes next.

Why are those processes they targeted ?

Competitive pressure, poor customer satisfaction and poor quality of products and services are the principal business drivers.

What are the most critical project activities ?

Projects teams involved in BPR overwhelmingly indicated that the planning stage where scope and roles were set was the most important phase in the project. Planning and designing phases form the cornerstone and set milestones for the project.


How did teams spend their time ?

Nearly two thirds(2/3) of a typical project was spent planning, designing and gaining approval with only one third spent on development and implementation of the solution.

The average project last 13.8 months.

What would teams do differently ?

The top activity that project teams would do differently was more effective change management.
It was also cited increased training in the areas of BPR, change management, technology and management principles as the number one activity they would do differently with their next project.

Why are certain teams successful ?

The top-three factors are:

1. Team members demonstrate a dedication to the project.

2. The team has strong commitment and support from top management.

3. The team shares a clear vision of he objectives and goals and has a common focus and understanding of project success.

Did using change management really make a difference ?

Excellent or very good change management programs directly correlated with teams that met or exceeded their overall project objectives.


The top-three change management activities were:

1. Constant and diverse communication.

2. Training of employees on the new process and systems to be used.

3. Planning the transition and constantly re-evaluating short-term goals and targets.

Communication was again the most important change management activity listed by participants. Participants cited the use of multiple communication methods as the key to ensuring successful communication. Emails and websites were successful in reaching the wide audience, but as the topic was driven deeper in the organization, there was no substitute for face-to-face discussions.

What can top management do to encourage project success ?

The biggest mistake made by senior management or executive sponsors was a failure to show sufficient visible involvement in the project.

“…not staying involved enough after the initial phase, assuming that everyone in the organization understood their vision and strategy.”


What were the biggest obstacles ?

Teams cited a number of obstacles during implementation. Resistance to change within the organization was cited several times more often than any other obstacle. Resistance came in many forms, including organizational inertia, corporate culture, front-line resistance and management resistance.

The most commonly cited contributors to implementation success were:

· Buy-in from upper management, including an executive sponsor.

· A clear understanding of the business issues and the BPR solution.

· Employee support and buy-in for the proposed solution.

How long before projects show results ?

70% of projects showed improvements within 6 months of project implementation and only 12% took over a year before improvements were realized.

Conclusion

These results clearly demonstrate that the main challenge in any BPR is not what we can easily plan and organize such as the objectives, the strategy and the action plan, but the “soft” side of the project, the human aspects involved in the process. 

Not managing them will jeopardize any project
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