                                                   Chapter 13

                                               Reengineering

Overview



_________________________________________________________________

Introduction
This chapter defines and explains the steps of reengineering.



___________________________________________________________

Learning Objectives
Without references participants will:

· Briefly define reengineering

· Briefly explain the relationship of reengineering to organizational and job design

· Correctly list all 5 stages in Managanelli’s reengineering model


With references participants will correctly identify at least 7 steps in reengineering.

___________________________________________________________

Importance of Reengineering
Reengineering is important because it is one of the major approaches to organizational transformation that drives organizational and job design.  

Another approach is continuous improvement (KAIZEN) which is associated with Total Quality Management (TQM).

___________________________________________________________



In this Chapter  This chapter includes the topics listed below.

                                   Topic
       See Page

Definition and Concepts
13-2

Manganelli’s Reengineering Model
13-3

Steps in Reengineering
13-4



_________________________________________________________________

Reference
For more information read The Reengineering Handbook:  A step-by-step guide to business transformation by Raymond Manganelli and Mark Klein (New York:  AMACOM, 1994).

___________________________________________________________

Definition and Concepts



_________________________________________________________________

Introduction
This map defines reengineering and related concepts.



____________________________________________________________

Definitions
Key terms and their definitions are presented below.

          Term
                              Definition

Reengineering
The innovative reorganizing of business processes to improve performance dramatically; throwing away the existing system and starting over.

TQM
Total Quality Management is a broad initiative founded on the continuous improvement of product and service systems.  Once an organization is reengineered, it must still be continuously improved.

Automation
The utilization of technology in business processes.  Automation is usually part of reengineering and TQM.

Downsizing
Making an organization smaller.  In reengineering, manpower changes do not occur until after the new processes are in place.  Reengineering may not require downsizing.

Rightsizing
Creating the correct structure for an organization’s mission and resources.  Rightsizing is implicit in any intelligent organizational design strategy.



_________________________________________________________________

Tip
Reengineering focuses on two characteristics—making strategic decisions and assuring that all organizational processes add value.



_________________________________________________________________

Manganelli’s Reengineering Model



_________________________________________________________________

Introduction
This map explains the stages in reengineering described by Manganelli.



____________________________________________________________

Stages

The five reengineering stages described by Manganelli are listed below.

  Stage
                                 Description

       1
Preparation.  This stage enables an organization to begin the reengineering process.   It includes four steps:

1. Recognizing the need for reengineering

2. Developing executive consensus

3. Training the reengineering team

4. Planning the change

       2
Identification.  This stage develops an understanding of the functions and processes being reengineered so that a macro-level organizational map can be developed.  The map shows how the customer receives value from the organization.  This stage asks critical questions about major business processes, customer interface, supplier interface, value-added work, etc.  At the end of this stage the design team prioritizes the candidate business processes for reengineering.

       3
Vision.  This stage builds on stage 2 and results in a description of the reengineering vision—how the organization’s process will look after it is redesigned.  The vision is articulated first at the macro-level and then deployed to lower levels within the first process being reengineered.

       4
Solution.  Now the design team develops alternatives for achieving the vision.  Both technical and social solutions must be considered.  Key stakeholders must be involved in this stage.

       5
Transformation.  The reengineering solutions developed in stage 4 are implemented and refined in stage 5.  Continuous improvement begins.



____________________________________________________________

Steps in Reengineering



____________________________________________________________

Introduction
This map briefly describe the steps in Manganelli’s  re-engineering model.



____________________________________________________________

Stage 1

The steps in Stage 1, Preparation, are listed below.

   Step
                                      Action

       1
Recognize need.  Sponsors and champions at an appropriate decision level  must decide to reengineer.  Without management support the initiative is doomed. According to Manganelli, executives go through four stages:  awareness, curiosity, interest, and belief.  Consensus can be achieved in step 2 when most truly believe in reengineering and the project being proposed .

       2
Develop executive consensus.  Help the client or sponsor get other officials involved.  Manganelli recommends a workshop approach to this step.

       3
Train the team.  Get outside help, if needed.  Training builds the competence and capability of sponsors, champions, and change agents.  Manganelli’s text includes an outline for a 3-day reengineering workshop.

       4
Plan the change.  Develop an overall project outline with milestones.  Be clear about the end of the project.  Reengineering usually fails when it is drawn out too far.  If necessary, narrow the scope of the project so that it can be completed within 6-18 months.



____________________________________________________________









      Continued on the next page

Steps in Reengineering (continued)



______________________________________________

Stage 2

The steps in Stage 2, Identification, are listed below.

   Step
                                          Action

       1
Model customers.  This begins the development of a customer-process model.  Distinguish among buyers, requestors, users, or managers of products and services.

       2
Define and measure performance.  The organization needs to monitor performance at critical points in the product or service flow.  Measurement must be useful, not just convenient.  Don’t just measure processing time if customer is sensitive to quality!

      3
Define entities.  Identify the stages that various products, forms, records, or services go through during production or delivery.

      4
Model processes.  Map a rough outline of customer-process interface.   This shows overall what the organization must do.

      5
Identify activities.  Elaborate on the activities needed to change major entities.  These are the value-adding activities.  For example, what must happen to a verbal or written customer request before the desired product or service is delivered?

      6
Extend process model.  Put together all of the pieces from the previous steps.  Get additional employees and supervisors involved in mapping their respective processes, customers, entities, etc.

      7
Map organization.  Translate the lists, flow charts, and other information you have accumulated into a 1 or 2-page macro-level map.  Develop additional maps for subordinate levels as needed.

      8
Map resources.  Sketch the current manpower and resources or costs devoted to steps or sub-processes.  This provides a baseline measure of how ell the organization is doing.  If it is too difficult to calculate current costs, estimate as much as possible and go to the next step.

      9
Prioritize processes.  Rank the processes in the macro-level map so that the executive steering committee can determine which major processes will be reengineered first.



____________________________________________________________

                                                                                                       Continued on the next page

Steps in Reengineering (continued)



______________________________________________

Stage 3

The steps in Stage 3, Vision, are listed below.

    Step
                                    Action

       1
Understand Process Structure.  Elaborate on the lists and maps prepared during Stage 2.  Define process activities, steps, inputs, outputs, and stimuli.

       2
Understand Process Flow.  Describe subprocesses or alternative steps.  For example, there may be one process for routine actions and another process for urgent (emergency) actions.

       3
Identify Value-Adding Activities.  This is the most critical step.  Which steps actually create customer value?

       4
Benchmark Performance.  Seek out best practices from other industries, agencies, installations, and organizations.

       5
Determine Performance Drivers.  Identify the inhibitors or barriers, which if overcome, would improve performance.   Also identify the factors which would facilitate value-adding activities.

       6
Estimate Opportunity.  Examine the degree of change needed to improve organizational performance and how difficult it will be to achieve those changes.

       7
Envision the Ideal (External).  Describe how the process would work if external performance measures were optimized.  Consider the customer and supplier points of view.

       8
Envision the Ideal (Internal).  Describe how the process would work if internal performance measures were optimized.

       9
Integrate Visions.  Reconcile differences between internal and external visions.

      10
Define subVisions.  Consider the practical requirements of achieving the target vision.  Identify intermediate subdivisions which are realistic. 



____________________________________________________________

                                                                                                       Continued on the next page

Steps in Reengineering (continued)



______________________________________________

Stage 4A
The steps in Stage 4A, Technical Solution are listed below.

   Step
                                       Action

      1
Model Entity Relationships.  Show how inputs or customer requests are converted into products and services.

      2
Reexamine Process Linkages.  Change process steps and relationships to convert current system to a more ideal one.

      3
Instrument and Informate.  Determine how to measure performance and distribute information at key points in the process.  Eliminate useless measurement and reporting.

      4
Consolidate Interfaces and Information.  Eliminate interference and redundancy.  Integrate communication among internal and external customers and suppliers.

      5
Redefine Alternatives.  If process is fragmented into subprocesses, consider whether to continue, consolidate, or refine.

      6
Relocate and Retime Controls.  Eliminate non-value-adding work by using the minimum amount of measurement, reporting, and control.  Perhaps change process control points.

      7
Modularize.  Group related process steps which can be deployed independently as a process module.  Separate parallel and serial process modules.

      8
Specify Deployment.  Determine patterns of departmentation or method of deploying independent modules.

      9
Apply Technology.  Use tools to speed processing or to simplify process steps.

     10
Plan Implementation.  Prepare a rough draft of a plan for implementing the technical solution.



____________________________________________________________

                                                                                                       Continued on the next page

Steps in Reengineering (continued)



______________________________________________

Stage 4B
The steps in Stage 4B, Social Design Solution, are listed below.

   Step
                                        Action

      1
Empower Customer Contact Personnel.  Rethink job duties to increase value-added work and delegations of authority.

      2
Identify Job Characteristics Clusters.  Continue with step 1 by analyzing clusters of KSAs (competencies) needed in new jobs.

      3
Define Jobs/Teams.  Make departmentation and job design decisions.  If a team-based organization is anticipated, see Chapter 9 for guidance.  Departmentation is explained in Chapter 5.

      4
Define Skills and Staffing Needs.  Expand on steps 2 and 3 to create position descriptions, training plans, job announcements, etc.  At this step it must be decided whether individual positions will be specialized or multi-functional.

      5
Specify Management Structure.  Add the minimum amount of management needed to support the line positions already designed.

      6
Redraw Organizational Boundaries.  Build progressively larger organizational structures needed to do the work.  (Pool findings from other design teams working on related processes.)

      7
Specify Job Changes.  Communicate to the workforce how the work and individual jobs will change.

      8
Design Career Paths.  Explain how merit promotion and job progression will work in the new organization.

      9
Define Transitional Organization.  Describe interim organizational structures  and how they will evolve into the target structures.

     10
Design Change Management Program.  Implement remaining steps of the 10-step accelerating change program (See Chapter 12).

     11
Design Incentives.  Make changes to performance management systems (appraisals, rewards, recognition, merit pay, etc.)

     12
Plan Implementation.  Prepare a rough draft of how the social solution can be implemented.  Plan integration of the technical and social design solutions.



____________________________________________________________

                                                                                                      Continued on the next page

Steps in Reengineering (continued)



______________________________________________

Stage 5

The steps in Stage 5, Transformation, are listed below.

   Step
                                        Action

      1
Compete Business System Design.  Select any off-the-shelf tools, technologies, or other components needed to complete reengineered processes and systems. (Interim systems may be acquired until target systems are fully designed.  For example, in Army’s HR regionalization, FPIs were used until the Modern System was created.)

      2
Perform Technical Design.  Design the business systems needed to run the reengineered processes.  Take care of any loose ends.

      3
Develop Test and Rollout Plans.  Determine how the reengineered processes will be tested and deployed.

      4
Evaluate Personnel.   Assess readiness for change implementation, match personnel t new jobs, etc.  Avoid reduction in force (RIF) if other placement and promotion procedures can be used.  Consider details, for example.

      5
Construct System.  Based on tests and modifications, refine the design for the reengineered processes that will be deployed.

      6
Train Staff.  Train employees and managers on new duties, technologies, reporting relationships, team concepts, etc.  Training should be just-in-time, reinforcing, adult-oriented, sequential, and competency-based.

      7
Pilot New Process.  Deploy the reengineered processes on a small scale, if possible.

      8
Refine and Transition.  Refine and expand the reengineering deployment.

      9
Continuous Improvement.  Utilize TQM concepts to continuously monitor and improve the reengineered process.  Then move on to the next reengineering project for the organization.



____________________________________________________________

RIVER CITY CLAIMS BRANCH
(An A-76 “Contracting Out” Study)

Situation:  The "senior classifier" is moving toward the completion of a cost-comparison study in the River City Claims Branch.  A complete analysis of all pertinent records, classification interviews, and workload analyses have been completed in collaboration with the Manpower Office. The results are shown on the following pages.  These results will be used to develop the government’s bid in the hopes that the mission will be retained in-house.  So what is needed is a “Most Efficient Organization” or MEO.

Your work group has been called together to assist the "senior classifier" in identifying as many organizational and job design improvements as possible based on the information provided.

Your work group should review the attached materials and the work already carried out by the "senior classifier" and come up with:

1. Candidate organizational vision statements.

2. Specific organizational problems that can be addressed through organizational and job design.

3. Work processes and structures that could be improved.

4. Organizational and job design alternatives.  Draft an outline of your alternative structure

and be prepared to explain it.

5. Ideas for managing the change and getting buy-in by key stakeholders.  Remember, if

The government loses the A-76 bid, the entire branch workforce will be RIF’d when

the contractor takes over (except for a small oversight staff).

Select a spokesperson to report your findings.  It is understood that your group will not be able to accomplish an in-depth analysis in the time allotted, just your best.  A class discussion will follow.  Think “social solution”, not just “technical solution”.  Position management is a balancing act, and efficiency (leanness) must be balanced with effectiveness (mission accomplishment) long-term.

RIVER CITY CLAIMS BRANCH
A. Current Mission.  The River City Claims Branch processes all of the agency’s claims from employees and dependents who are relocated or who in the course of their duties must use personal property to accomplish the agency mission.  Thus, claims involve travel reimbursement, transportation, storage, damage to household goods, and miscellaneous reimbursement for lost, stolen, or depleted property.

B. Current Structure:  55 positions, including administrative support.  Current average grade:  6.45.  Current supervisory-employee ratio:  1:3.2.
     CLAIMS BRANCH

 1 CHIEF               GS-11

 1 ASST. CHIEF   GS-10

 1 Secretary            GS-05

 1 Office Aut. Clk. GS-04

  CLAIMS SECTION A
  CLAIMS SECTION B
 REVIEW & AUTH SECT.

 1 CHIEF              GS-8

 1 ASST CHIEF   GS-7

 1 Secretary          GS-4
 1 CHIEF              GS-8

 1 ASST CHIEF   GS-7 

 1 Secretary          GS-4
 1 CHIEF              GS-9

 1 ASST CHIEF   GS-8

 9 REV. AUTH    GS-7

 1 Secretary          GS-4

      UNIT 1
       UNIT 1


 1 CHIEF                GS-7

 7 EXAMINERS    GS-6
 1 CHIEF                GS-7

 5 EXAMINERS    GS-6 
Section Total:  12

      UNIT 2
       UNIT 2


 1 CHIEF                GS-7

 7 EXAMINERS    GS-6
 1 CHIEF                GS-7

 5 EXAMINERS    GS-6



       UNIT 3 


Section Total: 19
 1 CHIEF                GS-7

 4 EXAMINERS    GS-6

Section Total:  20
Branch Total:  55

C.  Workload Analysis:


1.  Total work available by grade as determined by "senior classifier" and the manpower analyst from the statement of work (upon which both the government and potential contractors will bid).




Review and Authorization Section


80% reviewing and authorizing claims (GS-7).



20% maintaining regulations and files of pending/


   
         processed cases (GS-2).



10 Work years of adjudication and authorization work.





Claims Sections


30% examining difficult claims (GS-6).



30% examining less difficult claims (GS-5).



20% developing claims cases (GS-4).



10% examining claims applications for


                    completeness (GS-3).



10% maintaining regulations and files (GS-2).

                        30 Work years of claims development and examination work.


2.  The claims examining function involves:


a.  Examining claims applications and supporting documents for the presence of all required information, completeness, etc., and returning claim to applicants if incomplete.  (GS-3).


b.  Determining what documentary evidence is needed from sources other than applicant, and securing this evidence (claims development).  (GS-4).


c.  Examining the claim to determine eligibility, entitlement, and amount to be authorized, and taking adjudicator action.  (GS-5 and GS-6).

d. Authorizing the claim that involves signatory authority to approve disbursement of funds based upon a review of the claims file and adjudication action.  (GS-7).

3.  At the request of the Regional Director, a manpower study was just completed in the Claims Branch.  This study showed that, rather than being understaffed, the Branch exceeds its required strength by six spaces when compared to actual work counts.  This is primarily due to the number of overhead positions.  The manpower study recognized 40 work years of mission work and 9 work-years of supervisory and administrative overhead for a total of 49 spaces.  The Branch currently has 55 established positions of which 6 are vacant (with a 7th vacancy in 2 weeks).

D.  Classification Interviews: The most significant findings concerning interviews performed by the "senior classifier" are as follows:


1.  While all supervisory positions appear weak, the "senior classifier" found only two classification problems among supervisors.  The GS-7 Asst. Chief (Section B) is actually supervising Unit 3 with no impact on grade; only the job description is inaccurate.  However, the incumbent Chief (Unit 3) has also been misassigned and is currently performing 100% of the time at the GS-6, nonsupervisory level.  (Unit 3 is a special shift that works 12-0830 PM Monday through Friday.)


2.  All of the GS-6 Examiners found to be performing GS-6 level work for at least a portion of the time.  The "senior classifier" is concerned with the fact that most of the GS-6 Examiners are performing grade controlling work only about 20%-25% of the time.  This finding has implications for development of the MEO for the government bid. 

E.  Other Factors:


1.  Vacancies:  Currently, four GS-6 level positions are vacant (15% of the GS-6 workforce) and two GS-7 supervisory positions are in the process of being filled (Section A, Unit 1 chief and Section B, Unit 2 chief).  The recruitment of qualified persons at the GS-6 level has been a long-standing problem, several months usually go by before someone can be found.  Also, the GS-318-4 employees seldom stay long.  The Secretary in the Review and Authorization Section is scheduled to leave in 2 weeks.  The secretary complained that there was no opportunity for advancement in the Branch.


2.  Training: The training of new employees is a lengthy process and is having an adverse impact on production.


3.  Backlogs:  Claims are backlogged in both claims sections.  However, there appears to be an uneven pattern of backlogs--some units have no backlog while other units have a large backlog.  Workloads are not being assigned in any planned, organized manner.  Overtime has been authorized for the past year to try to overcome backlogs, but they still exist.  A number of employees are unhappy with the overtime situations--some feel they are not getting enough, others feel they are getting too much.


4.  Morale:  Employee morale has shown recent signs of going down.   Sick leave use is up.  Complaints and grievances have been increasing steadily.  Moreover, rumors about contracting-out the branch have started circulating even though the A-76 team is sworn to secrecy (emloyees are fearful that the government will lose the bid).
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