


Chapter 1

How can we demystify business process
management?

Brief history of business process management

The road to Business Process Management (BPM) has been a difficult one
that has gained from the successes and failures of various other attempts at
achieving process-based organizational efficiency.

Perhaps it is worthwhile taking a few moments to understand a very brief
recent history of management’s focus on business processes.

In the 1980s there was a considerable focus on Total Quality Management
(TQM). This was followed in the early 1990s by Business Process Reengi-
neering (BPR) as promoted by Hammer and Champy (1990). BPR had a
chequered history, with some excellent successes as well as failures.

Following BPR in the mid- and late 1990s, Enterprise Resource Planning
(ERP) systems gained organizational focus and became the next big thing.
These were supposed to deliver improved ways for organizations to operate,
and were sold by many vendors as the ‘solution to all your problems’. The ERP
systems certainly did not solve an organization’s process issues, nor make the
processes as efficient and effective as they could have been. Towards the end
of the 1990s and in the early 2000s, many Customer Relation Management
(CRM) systems were rolled out with extensive focus on the customer view and
customer experience. While this provided focus on the front office, it did
not improve the back-office processes. More recently, Six Sigma has started to
come into its own.

According to Hammer (1993), ‘Coming up with the ideas is the easy
part, but getting things done is the tough part. The place where these
reforms die is � � � down in the trenches’ and who ‘owns’ the trenches? You
and I and all the other people. Change imposed on the ‘trench people’
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Table 1.1 (Continued)

Chapters 14, 15 and 17). While these new improved processescould
(if appropriate) contain suggestions for automation, significant process
improvements can be achieved without the use of technology.People
become carried away with the ‘bells and whistles’ and look at what the
technology could do for the organization, rather than what it needsto do for
the organization.

3 There is a robust methodology to support BPM. There are
methodologies for parts of BPM, and few fully developed methodologies
for the implementation of a complete BPM solution.Be careful: a
methodology or framework can be a millstone as much as a saviour, it is how
you use it that matters.

4 BPM is simple (and, in fact, often oversimplified). BPM is anything but
simple. There are many components and elements to a BPM
implementation, and one of the purposes of this book is to explain this in
more detail.You do not need to solve all the organizations process problems in
one go with BPM. Start small, with one project. As the organization matures,
BPM can be expanded.

5 External people are needed to implement BPM. This very much depends
upon the maturity of the organization and the skill levels and experience
within an organization.Certainly external consultants can assist either in a
coaching or in a consulting role if the organizational maturity and/or skill levels
are not sufficient. An experienced external BPM project manager can provide
significant project focus that, sometimes, internal project managers are unable to
bring to a project.

BPM is not a simple concept nor is it simple to implement – it is extremely
complex and difficult.

While the introduction of technology can be a useful contributor for many
organizations, BPM does not always need technology to be successful. It is far
more important to get your processes right beforeyou consider the implemen-
tation of technology.

The iceberg syndrome

Icebergs typically only show about 10 percent of their mass above the water.
BPM is often like an iceberg; people and organizations only see what is above
the water. The interesting observation is that what appears above the surface
depends upon the viewer’s perception. For example, a vendor sees technol-
ogy above the surface; a process analyst sees the processes; human resources
sees change management; IT sees the technology implementation; business
management sees short-term gains (quick wins), cost reductions and simple
measures of improvement; and the project manager sees short-term comple-
tion of project tasks and the deliverables of the project.

People often see the ‘perception’ component as the completion of
‘pretty pictures’ or process models, whereas ‘reality’ is addressed in the
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What is the role of management in the transformation? While it may seem
obvious that managers need to managethe operation of the organization and
process factory, this is in fact not what most managers do in their current
positions. In our experience, with rare exceptions, today’s managers spend
most of their time reacting to critical situations and treating the symptoms
and not the causes – commonly referred to as ‘crisis management’.

This is not to be critical of managers. In general, they are well-meaning and
hard-working individuals who generally do a great job with the tools they have
to work with. There needs to be a considerable effort in any BPM project to
work with the management and determine what information managers require
to manage the business. You need to ensure that there is a deep and thorough
understanding of how the business operates; what reports are required, and
how to provide information in a timely manner, to enable managers to move
from reactive to proactive management and then to predictive management.
It is this journey of management maturity that provides the organization with
a long-term continuous and sustainable increase in productivity.

Change management and performance measurement

The people change-management components of projects need to address
the organizational culture and modify it towards a new set of management
behaviors that will translate into the behaviors of the people they manage.

To support the drive to implement cultural change, management incentives
need to be aligned with the management information available, the process
goals and organizational strategy. Incentives and targets via performance mea-
surement need to be well known and realistic. They must also allow the best
performers to overachieve, and the rewards need to be worthwhile. This does
not always translate as money incentives; human resource departments can be
very creative in providing other non-monetary options. The challenge is how
to measure this change in an effective and acceptable way.

Conclusion
Many people are still confused about what constitutes BPM, which is not sur-
prising when the BPM community itself has not yet agreed on a common
definition and approach. BPM is all about the efficient and effective manage-
ment of business processes – people are at the center of business processes,
so make them part of the solution. As Stephen Schwarts, from IBM, stated so
well: ‘We had improvement programs, but the real difference came when we
decided it was no longer a program, it was a business strategy’. We believe this
is one of the keys to a successful BPM implementation. Without trivializing
the work involved in the implementation, the project is the easy part. It is the
institutionalization of process improvement as a fundamental management
practice that is the key, and this cannot be effectively achieved without the
ability to manageyour processes proactively and predictively.


