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The authors have been researching the theory and practice of BPR (business process reengineering) since early nineties. In the paper, their own definition of the steps toward a successful BPR is briefed and applied as a background of the author's benchmarking of management concepts of ISO 9000, TQM, BPR, and 20 Keys. These are the most influential management concepts in Slovenian organisations, as a case of the countries that are now new members of European Union. BPR was found supported most of all. The presented management concepts are compared on the basis of clearly defined criteria, such as targets, initiative, IT role, customer role, degree of BPR, role of implementation and management, HRM, and rate of project implementation. Results may allow for a wider application of BPR concept offered here anew in different countries as business environments in a similar stage of economic development.

1. INTRODUCTION
The period we live in differs significantly from that of 10 or even 20 years ago. Today, companies are searching for responses to their customers’ increasingly demanding wishes. The competition in the world market has grown and Slovenian companies can no longer hide from it in any way. Not only is the competition great today, it is also diverse. In their search for market niches, competitors have changed the characteristics of almost all markets. Currently, specific partial markets determine their own measures of competitiveness. In some markets competition is based on prices, in others the measure is choice, quality or post-sales services, etc.

The better companies force the worse companies out because the lowest price, the best quality or the best service offered by any of the companies soon become the standard for all the competitors. Obstacles to trading are being diminished; meaning that no Slovenian company is safe from foreign competition any longer. In contemporary markets, it is thus sufficient for a single company to elevate the competitive level for all the companies around the world. If a company is no longer in the position to rival with the best competitors, it is bound to be forced off the market soon.

In the business world of today, change has become a rule. The business environment is changing faster than ever before. Globalisation, development of technology, demographic changes, shortening life-cycle of products, companies and entire industries are the factors which are causing and further fuelling such an environment. A characteristic of today’s business environment is that there is no more permanency and predictability of markets, demand, product life cycle, development of technology and the nature of competition, etc. (Ursic, Nikl, 2004).

Constant innovation regarding the organisational system is one of the most important elements in ensuring the continuing existence and development of a company because it has great influence on the company’s competitiveness, efficiency, success and social responsibility.

To withstand global competition, an efficient organisation is needed from which all that is unnecessary and does not contribute to the final goal of operations should be eliminated. The final goal is essentially a product or service of good quality, at low cost, and with prompt and timely supply. This means that companies should only perform those activities that are essential to achieve the final goals or are significant to the final value of the product or service. It is the customer who determines the final value of the product or service nowadays. Hence, the customer has become much more demanding due to increased competition in the market and a wider range of choice. This paper presents some basic conclusions of our field and desk research work which has been done in the last years. 

2. COMPARING REENGINEERING WITH OTHER 
INFLUENTIAL MANAGEMENT CONCEPTS
An overall evaluation of successfulness has not yet been made for most of the widely adopted management methods in the Slovenian economy, where strategic management, benchmarking, TQM, BPR, ISO 9000 and the 20 Keys Method are prevalent (Pivka, Ursic, 1999; Pivka, Ursic, 2001). The reason for this is that the methods have just been introduced and companies keep them to themselves, and they are particularly reluctant to pass on information on competitive advantages for the possibility of it being disclosed to competitive companies (Cater, 2003).
Many Slovenian companies poorly understand and master the procedures, approaches, tools and methods that can enable greater competitiveness (Ursic, 1996). The reason is two-fold, at least: (1) Slovenian companies have poor knowledge of other methods, as well as have unsystematically introduced the ISO 9000 standards of quality, and (2) companies have little capital to invest into the development of business management, with emphasis on the constant provision of a creative working environment. Thus, in the short-term, one cannot expect the Slovenian managers to start developing their own methods of e.g. reengineering. Though one can expect them to improve their knowledge and enhance the quality of business change management, thus instigating international comparisons of the business operations of Slovenian companies. 
By comparing individual methods on the basis of our findings and practical experience, we can deduce that the ISO standards facilitate only the standardisation of business processes and can be understood as a string of regulations, which in itself is not significant enough to augment the competitiveness of business, although it could be more of a guide to systemic thinking, decision making, and working, hence to success (Pivka, Mulej, 2004). ISO standards 9000 can be understood as a basis of the pyramid of a holistic quality management; their edition of 2000 requires their users to do so much more than they seem to be willing to do. To gain competitive advantage in terms of quality and business management enhancement, one needs to select other methods, enabling the realisation of the key potentials in the business operation (Kobayashi, 1995). 
Thus, we have compared BPR, TQM and the 20 Keys Method. Particularly, these methods are nowadays most widely adopted in the process of Slovenian economy renewal, although about 40 methods are found in practice (Mulej, 2004). According to our work, from the comparison of individual methods, some of their basic aspects have been given so as to draw conclusions on the competitiveness of their applicability in business. 
Table 1. A comparison of management concepts

	
	ISO 9000
	TQM
	BPR
	20 KEYS

	1. MANAGEMENT
	Defines guidelines and provides support, yet is not actively involved in its implementation.  
	Provides convincing support to the system introduction
	Defined guidelines and shows support, yet is not actively involved in its implementation, though it is actively involved in execution. 
	☺Active involvement in introduction and execution. 

	2. 
STRATEGY
	Strategy recorded
	Reflects and supports target attainment and quality values for short-and long-term periods.  
	Reflects and supports target attainment, though no direct connection exists. 
	Reflects and supports target attainment and quality values for short-term and long-term periods.



	3. 
EMPLOYEE  POTENTIAL MANAGEMENT
	Oriented on the system; employees help in drawing up documents and ensure their implementation. 
	Development and engagement of the entire work force for improvement within the organisation; employees are involved in improvement activities. 
	Processes are mostly refashioned / reengineered by external specialists; employees are trained to manage changes. 
	☺Development and engagement of all employees for improvement within the organisation; employees are the crucial factor for improvements. 


	4. MANAGEMENT OF RESOURCES
	Oriented on the system; employees help in drawing up documents and ensure their implementation. 
	Key resources of an organisation (finance, IT, material and new technologies) are coordinated with the quality targets and organisation values.  
	Oriented on business process reengineering / remodelling
	Key resources of an organisation (finance, IT, material and new technologies) are coordinated with the quality targets and organisation values. 


	
	ISO 9000
	TQM
	BPR
	20 KEYS


	5.
PROCESSES
	Records
	Critical processes administering, demands for management, improvement, documentation and   estimation of processes.  
	☺ Critical processes administering, demands for remodelling or improvement of existing processes. 
	Overview of all processes in a company and change of the existing combination of processes, emphasis on shortening the circulation time. 

	6. 
CUSTOMER SATISFACTION
	Built system for collecting information to determine customer satisfaction. 
	☺Actual evaluation and determining of customer satisfaction. 
	Determining of customer satisfaction – indirect connection.
	Indirect connection. 

	7. 
EMPLOYEE SATISFACTION
	Has not been dealt with.
	Organisation will be successful only if it motivates its employees. 


	Organisation will be successful only if it adequately motivates its employees.
	Organisation will be successful only if it adequately motivates its employees.

	8.

IMPACT ON SOCIETY
	Has not been dealt with.
	☺Organisation’s activities influence the wider community and society (ecology, donations…) 
	Has not been dealt with.
	Has not been dealt with.

	9. 
BUSINESS RESULTS
	Keeping and obtaining new customers 
	☻Gradual improvement of quality, customer satisfaction, increases in competitiveness, enhancing market share and profitability of sales.  
	☻Rapid, dramatic improvements of quality, quantitative evaluation as follows: lower costs, greater customer satisfaction, greater efficiency due to new processes. 
	Quantitative evaluation as follows: better quality, increase of productivity, reduced stocks.  


On the basis of our experience in consulting, we have developed our own set of criteria for the comparison of different approaches to managing constant improvement of the quality of business operations. This set has, so far, enabled the efficient selection of a management concept on the basis of an analysis of the current situation of an organisation and its development strategy. The criteria of our set are as follows: method targets, initiatives or motives for change, role of the information technology (IT), role of the customer, degree of business process remodelling, and rate of change implementation. According to our criteria, the TQM and BPR are the management concepts that stand out as requisitely integral concepts of business operation reengineering. TQM is founded largely on a normative theoretical basis. It treats changes in an organisation as changes in human behaviour. 

Table 2: A comparison of management concepts on the basis of our criteria

	
	ISO 9000
	TQM
	BPR
	20 KEYS

	TARGETS
	Defining the prior conditions, requisite for congruence of products or service with demands for quality. 
	☻Improvement of products, services, quality in longer period of time, customer satisfaction. 
	Improvement of business process performance with same targets as TQM, though short-term.
	Improvement of entire organisation performance, to become the best in the world. 

	INITIATIVE
	Customer demand
	Poor quality of products, services, management or to become better. 
	Poor quality of products, services, management and poor performance of processes or to become better. 
	Poor quality of products, services, management.

	IT ROLE
	Help with system regulation. 
	Has no decisive role, helps with analysis.
	Important role
	Important role

	CUSTOMER ROLE
	Demands standard
	☺Customer satisfaction is the objective. 
	☺ Customer satisfaction is the objective.
	Indirect connection

	DEGREE OF BUSINESS PROCESS REMODELLING
	Only a record of the current situation. 
	Ameliorates and improves existing processes. 
	☺Radical remodelling of business processes. 
	Change in combination of the existing processes. 

	RATE OF IMPLEMENTA-
-TION
	Fast
	Gradual
	☺Fast
	Gradual


 Legend: ☺Advantages of a particular approach; ☻Marked differences

Yet, the theoretical background of BPR is mostly structural, creatively endeavouring for changes in business processes, thus improving the competitiveness of business. Therefore, we are confident that exchanging practical experience in reengineering can spare the majority of us constant learning by the most expensive method of “trial and (not always necessary) error”. Therefore, both methods could be complementary in practice, though, as a rule, they are used separately due to the complexity of their nature and execution.    
In practice, BPR is often understood as a general term for substantial, revolutionary improvement of business operations (Hammer, Champy, 1993). Lately, there have been cases when companies have not used the BPR term for the BPR concept, but under the influence of the generally adopted TQM idea, they have been intensively satisfying the market needs and constantly adapting all business processes to this purpose (Oakland, 1995). It is true, though, and demonstrated by the above tables, that the characteristics of the BPR, TQM and the 20 Keys Method are quite similar. Management of Slovenian companies thus often leaves the naming of the applied method to the consultants, who on behalf of the owner estimate which name will succeed already at the beginning in motivating the key members of staff that play a leading role in the process of reengineering (Ursic, Nikl, 2004).

A comparison between TQM and the Method of 20 Keys is also interesting. Kobayashi even vigorously insists that TQM is the basic element of the 20 Keys Method (Kobayashi, 1995). The basic difference between the concepts is the customer approach. TQM is oriented mostly towards the organisation’s business environment and favours the customer, while the 20 Keys Method is oriented mostly towards the internal environment and especially the aspects of its operation. Thus, these two concepts are complementary and can hardly be treated separately in an integrated project in business practice. The microclimate is, of course, reciprocal with the macroclimate factors since both of them are supposed to produce a synergetic effect of reengineering.

The advantages of each concept have also been examined when deciding on a concept for developing business processes in the Slovenian economy. We have primarily taken into account the criteria that emphasise the role of management in development and thus significantly influence the attained result and the ability to maintain the introduced approach (Coulson-Thomas, 1994; Prigogine, Stengers, 1984; Senge, 1990; Tang, Bauer, 1995, Ursic et al., 2001; Ursic, Nikl, 2004). The criteria are as follows:

· Management: the management is actively involved in the introduction and execution of the 20 Keys Method to the full extent since it must actively participate in the introduction of the method throughout the entire period. With TQM, the management sets the target and strategy, and is then completely responsible for motivating the employees adequately. With BPR, management defines the guidelines and offers support to the project, but is not actively involved in its execution.

· Management of the employees’ potentials: In the 20 Keys Method, all employees become the key factor of the reengineering process due to a minutely devised programme of training. In TQM and BPR, the employees are involved in the improvement processes as necessary and even on the basis of interest.

· Role of the information technology: in the 20 Keys Method and BPR, the approach tends towards the automation of production and other business processes by introducing new technologies or a computerised system of business operations, while the TQM does not place emphasis on a computer-supported system of business operations.

· Rate of the project implementation: since the BPR is introduced by means of external specialists, the rate of change effectuation is the most intensive among all the discussed methods.

On the basis of the presented approach to the comparison of potential concepts, the BPR has been selected. This concept enables most solutions to the problems of the organisation to be reengineered. We were confident that a complete business process reengineering, following the BPR criteria, has at the very start posed the right question to the management: Are we producing the right products the right way? While searching for the answer to this crucial question, we have undertaken to formulate the BPR essence in the specific Slovenian organisations according to our theoretical and practical experiences.

3. THE STEPS TOWARDS SUCCESSFUL REENGINEERING IN SLOVENIAN COMPANIES IN PRACTICE
Reengineering does not only mean change, it means dramatic change. It brings about changes in organisational structures, management systems, employee responsibilities, reward systems, motivation systems, the knowledge and skills required of the employees, etc. Of course, an important role is also played by the use of information technology. It could be said that reengineering has influence in virtually all aspects of business in a contemporary company and changes them comprehensively. The result of such a cognitive leap can be success worthy of envy or it could end up as a complete fiasco.

Therefore, reengineering should be approached with great care while considering the experience of companies that have already gone through with it. Of course, there are differences between reengineering processes as a consequence of the differences between companies (size, industry, etc). Although there are differences, successfully concluded reengineering in other companies can help identify the key activities needed to lead to the success of reengineering.

Motivational speeches and support for change on the part of the managing staff are not enough to ensure the completion and the success of reengineering. Companies need a comprehensive plan, which, in addition to understanding the concept of reengineering itself, includes the methodology, the educational programs for the implementation of changes, the execution and time plan of the take-over of the renewed business processes, as well as a contingency plan to overcome the most frequent obstacles and management of the challenges posed during the execution of reengineering. 

Experience shows that most of the failures of reengineering were related to the confusion brought about by the reengineering itself and the way it was undertaken. Organisations are well aware of the need for change, but they do not know which areas of business should be changed and in what way. Reengineering has thus evolved into a concept of management, which is based on trial and error, i.e. on practical experience.

As more and more companies opt for reengineering, the knowledge on it expands. This way, slowly, factors that are most significant for its success or failure have become visible. 

Based on our business research (Covert 1997) and the experience in Slovenian entrepreneurship, we can safely affirm that all successful reengineering projects start with successful communication within organisations. The tasks of a successful reengineering project can be joined into seven groups or steps.

3.1. The beginning of organisational change

Activities:

· Evaluation of the current status in the organisation, 

· Explanation of the needs for changing the current status, 

· Description of the status desired, 

· Creation of a communication campaign for change.

Companies have to set a new mission, vision and global strategy today. The crisis in a company and its non-competitiveness must present a challenge for deep changes within the company.

The most important change is the change of the managers and their view on the business world. The fundamental shift in their way of thinking is the precondition for shifts in the organisation and management techniques with which we can undertake the changes in the company.
The first step entails an in-depth study of the existing operation of the company. Organisations often take on reengineering without studying the existing processes and their results well. Before deciding for reengineering, companies should first ask if the dramatic changes it would bring are necessary at all. Often just marginal improvements, which can be achieved with different and less risky measures (such as implementation of gradual improvements, TQM, etc.), will suffice.

Organisations should obtain answers to the following questions: How do they currently perform activities? What changes can surface? What are the new circumstances in their environment?

This is followed by identification of the processes, which do or could potentially cause irreparable damage to the organisation and its capacity to survive. Causes for concern within the company must be found. These may be the fluctuating and changing demands of the market, comeptitors’ progress, etc. Regardless of the reasons, the company should ascertain whether it is in a position to fulfil the demands of the market of which it is a part. If the answer is no, the consequence is the reduction of working positions, closing down parts of operations or even the entire company.

In the end, the company should decide on the adequate direction that it wants to follow. The company should define the vision of its operations in the future and clearly determine its goals, which will serve as a guide to all employees. Employees should be drawn by it, as they are the “agents of change”.

The company should find answers to questions such as: Where are we today? What is it that we want to achieve? Where do we want to be in a few years? How do we go about making the changes happen? Who will follow through with the plan of changes? Who will lead the changes? How much or how many and which sources do we need? Etc.

Employees usually understand changes as problems rather than opportunities offered to them. People, who are convinced that the way they did things yesterday is the best way to do the work ahead of them tomorrow, most often block reengineering endeavours. That is why efficient communication among all levels within the company must be set up and constantly maintained. Only thus can a company assure that all employees strive for the same goals. Without a general understanding of the changes happening in the organisation by all employees, the company cannot reengineer successfully. Confusion and uncertainty felt by the employees can frequently annul all endeavours of reengineering.

Change must be planned. It should be meticulously analysed and adequate solutions for its implementation should be found. In doing this, we should not limit information. Open communication is key to the understanding of change and the acceptance of it. Employees must actively participate in the process of planning the future. They must become the bearers of change.

Reengineering is most effective when all employees understand the need for change and they demolish the old way of doing business and build a new one together. Everyone should understand where the organisation is today, why change is needed and what the organisation should look like to be capable of surviving in the future. People who contribute to the implementation of change also accept it more easily.

3.2. Forming the organisation of the reengineering process

Activities:

· Establishing the organisational structure for the conduct of reengineering, 

· Definition of roles for the conduct of reengineering, 

· The selection of personnel to lead the conduct of reengineering.

An infrastructure that will support the conduct of reengineering should be constructed. Although this phase only consists of three activities, it has an exceptionally great influence on the success of reengineering. Who are the people who are in charge of the conduct of reengineering? What will their competencies and tasks be? Who will they answer to? These are the questions that need to be answered when the personnel, assigned to leading the reengineering, gather together. Their duties involve communication, motivation, convincing, education, demolition and creation, new construction and implementation of the new organisation.

The reengineering team must consist of people who are capable of creating new processes and people who are capable of successfully implementing and integrating them in the operation of the company. A separate team should be designated to each process since no team can redesign more than one process.

The team should be small; usually it is made up of five to 10 members. The members should be experts in different fields and their expertise must be acknowledged by all other members as well as by all the employees. Only in this way will the employees accept the newly designed processes.

The team must include ”insiders” who are currently working by the process and are aware of its advantages and flaws, as well as members from outside the company who provide an impartial view of the existing process and encourage creativity towards the redesign.

Internal members of the team are currently performing various functions in connection with the process. They know it very well; therefore, they find it easier to identify the mistakes and sources of problems. On the other hand, their close link to the process makes it harder for them to think about it in an innovative way. Insider members cannot redesign a process. Their individual views are often too narrow and limited to just one part of the process. It would be too much to expect of them to overcome the obstacles in their mindsets on their own and then be able to imagine new entirely different ways of operating. Most likely, they would look for answers to the question: “How can we do things better than we are doing them now?” Answers to this question do not bring about fundamental changes. They will inevitably remain within the framework of the existing process. 

Outside consultants, on the other hand, are more impartial and are able to present new views upon the process. Many times these outside members do not originate from the company itself. This is highly recommendable in cases where the company and its people have no previous experience with reorganisation and reconstruction. Outside members are not afraid to pose questions that might undermine the existing assumptions of the process. Since they are not directly linked to the process, they also accept the risk related to change more easily. 

An important characteristic of outside team members is their ability to learn quickly because they will have to acquire knowledge of the process they are about to redesign in a very short period of time. They should also have a lot of imagination. They should be able to imagine a certain concept and then bring it into reality.

The team should also include experts on technology, who will be the last to give an assessment of the possibilities to exploit technology available in a new, innovative way. They will present a picture of the flow of the process outside the framework of the existing flow.

Outsiders as well as technology experts are important for new ideas which will help overcome the existing limitations of ways of thinking and encourage ways of thinking beyond existing frames of mind.

The team should also include future owners of the process, i.e. those who will be in charge of the new process. This should ensure successful execution of the process once it is implemented.

There is no official team leader; however, it is advisable to determine some sort of leader whose role is to coordinate activities. The leader sets the sequence of meetings, performs the administrative work, consolidates conflicts, etc.

In the end, we are faced with a question again: “How much time should individual team members devote to the work with the team?” Working sporadically is not enough. Each team member must devote at least half of his or her time to the work of the team. The best thing to do is for the team members to devote their entire time to the work of the team. This facilitates the work of the team, while also this way the company management clearly shows that the effort is real and that they really do want to achieve the set goals.

For insider members of the team, this means that they must be relieved of current duties and leave the original organisation. The members of the team must break the old links and represent the common interests of the company.

To reinforce this approach, internal members should not expect to return to their old working positions after the end of reengineering. Instead, they should expect to become part of a new organisation, which will follow new processes, which are designed by the members themselves. No stimulation is stronger than the opportunity for a person to live with the results of his or her own work (Hammer, Champy 1995).

Members of the team should remain together at least until the first “test drive” is finished. This usually means at least one year. It is advisable, however, to remain together until the reengineering is completed.
3.3. Identifying the opportunities for reengineering

Activities:

· Identification of key processes, 

· Identification of potential possibilities for change, 

· Evaluation of results achieved by the company, 

· Choice of processes for reengineering, 

· Determining priorities among the chosen processes, 

· Evaluation of existing business strategies, 

· Consultation with buyers/customers and finding out their wishes, 

· Determining the actual needs of buyers/customers, 

· Designing the goals of the new process, 

· Establishing the key characteristics of the process, 

· Identification of potential obstacles to implementation.

It is the processes that are the subject of reengineering and not the organisations. Companies are not reorganising their sales and production departments; rather, they are renewing the work the people in these departments are doing (Hammer, Champy 1995).

In this phase, we need to distance ourselves from the classic vertical definition of organisation and start searching for business opportunities in improving the processes. Of course, we are dealing with the key processes in the company. This phase is not time-consuming, but it is very difficult because it entails a shift in the way of thinking and comprehending the company. One of the goals of this phase is the outline of particular processes, which will determine the areas of the projects of reengineering. 

To view the company from the perspective of the buyers/customers is one of the ways in which key processes of the company can be determined. Key processes are usually the ones that change “inputs” into “outputs”, which hold value in the eyes of the buyer.

In this phase, we should think about potential leverage leading to dramatic changes in the processes within the organisation. These leverages can be divided into three categories: the use of information, the use of information technology and the human factor. 

What new and easily accessible information is available to the company? Which new technologies that change the mode of interaction of the company with the buyers have recently been implemented or are about to be? Which new ways of working, motivation mechanisms, etc. have proven to be efficient in competitor companies? In most cases, modification in one of the three areas brings about change in the remaining two.

When the key processes are identified, we need to decide which ones need to be renovated. No company can renew all its key processes at once. The most objective way is to compare the results of the key processes with the results achieved by our competitors and other companies in other industries. Even if the company is achieving better results than the competitors, there might be companies in other industries that are more efficient in similar tasks (product development, customer satisfaction, etc). If, for example, the company requires six moths to fulfil an order while the competitors require just two weeks, there is certainly cause for recreating the process.

We cannot improve business processes if we do not know what they are like and what is wrong with them. We can remove what is wrong with them only once we have identified them and evaluated them. The measurements used in evaluation should be in accordance with the strategic goals of the reengineering. To determine which processes are to be redesigned, four measurements are usually used:

· Dysfunction (Which processes are the most inefficient?), 

· Importance (Which processes are the most important for the buyers?), 

· Feasibility (Which processes are the most susceptible to change implementation?), 

· Strategic importance of each process.

With reengineering, the processes should be at world level in terms of costs, cycle duration and customer satisfaction.

Managers should ask the following questions when searching for opportunities in reengineering:

· How does a particular process influence the strategic direction of the company?

· How does a particular process influence the satisfaction of the buyers?

· Is the process itself obsolete?

· What is the company efficiency in this process compared to the competitors?

When the priorities are known, it is possible to set the order of the reengineering of particular processes. The company must assess the existing business strategy, which is the origin of the business directions and the existing processes within the company. This is the foundation for the creation of new business directions and new goals for the particular processes.

When setting these, the company must take the buyers’ wishes into consideration. Buyers are a useful source of information. The company should consult its buyers. The company should also follow the actual usage of its products (the way the customers use the products of the company). 

The goals of the processes are then set on the basis of the buyers’ wishes and on the basis of comparison (benchmarking) with competitor companies or with “best companies” from other industries (companies which use similar processes in other industries). We need a new concept of the processes and a new measurement of success. We also need to determine the characteristics of the process and its critical factors as well as potential obstacles to the implementation of new processes.

3.4. Understanding the existing processes

Activities:

· Understanding the existing steps in the processes,

· Building the model of the existing processes,

· Understanding the existing usage of technology, 

· Understanding the existing usage of information, 

· Understanding the existing organisational structure, 

· Comparing the existing processes with the newly set goals.

Before the company can start reengineering the processes, it must first answer the question “Why are we following the existing processes in the way we are?”. We need to find the causes and assumptions upon which the existing workflow is built so that we can later analyse them and find out whether they are true at all. If in the previous phase we set the goals, we now need to determine to what extent we can reach those goals with the existing processes. This way, we ascertain how far we are from where we want to be.

The weaknesses of the existing processes should be divided into four groups:

· Functional/organisational weaknesses, 

· Data-related weaknesses, 

· Weaknesses in information technology, 

· Weaknesses pertaining to the structure of processes. 

In this phase, we need to search for and find answers to the questions such as: What do the processes look like (How does the company work?)? How can we improve their efficiency? Are they adequate for the achievement of the strategic goals? Where are the bottlenecks and the room for improvement? Which parts of the organisational structure are critical? Why (with what purpose) do we perform particular functions?

An important task in this phase is also the construction of the model of existing processes. It helps us understand the existing processes better as well as plan for the transfer to new processes. It helps with planning and overcoming the psychological resistance with the employees when changing to a new organisational structure. It is useful with outlining the informational demands and with the transfer to the use of new technology. 

Such a model must include information on the “inputs” to the processes (duration of particular tasks, the information needed to perform the tasks, resources involved, etc.) and “outputs” of the processes outgoing information, sources of delay, costs, etc.). 

In the best-case scenario, reengineering will result in removing 60-80% of the procedural phases which do not have any value added. We should focus most on the phases that are the most time-consuming. 

We should determine the extent of each process. To assess the responsibility of a particular department for its part of the process is important when searching for reasons for the high number of activities with no value added.

We need to ask ourselves who is the “owner” of the process and who is the one who will ensure an undisturbed flow of the process. Usually, processes do not have owners prior to reengineering; rather, each department cares for and develops its own part of the process. This is often incompatible with the solutions in other departments. This is exactly what reengineering should solve. 

Understanding the need for information and its use in existing processes is also quite important. Do the employees have access to the information they need to perform their work? Is there a doubling of efforts in the company due to the creation of information in different parts of the company, and which could be transferred throughout the company beyond organisational boundaries? How many intermediaries are there until the completion of the entire process? Are they productive or do they actually obstruct the execution of particular tasks? How effective are individual phases of the process? How does the current process exploit technology and where are the obstacles to more effective exploitation? 

In the end, we need to assess the existing costs and the real value of technology and the information system currently in use.

The goal is to understand “what” and “why” in a process, rather than “how” because during redesign, the team members are less interested in how the process works and more in what the new one will have to provide. Once they know what the process provides and why, they can start redesigning it (Hammer, Champy 1995).

3.5. Reengineering the processes

Activities:

· Ensuring variety of team members,

· Testing the existing assumptions and suppositions,

· Brainstorming with the use of reengineering principles, 

· Assessment of the influence of new technologies, 

· Evaluation of the influence of changed processes on other aspects of the organisation, 

· Using the value for the buyer as the key measurement with reengineering. 

This is the step where reengineering actually begins. The shift from the strategic and analytical phase is made – towards the actual phase of redesign.

The tasks of the redesign of the business processes are as follows:

· A well-organised and understandable definition of business processes, 

· Simplification, rationalisation and standardisation of business processes, 

· Synchronisation and unification of functions, 

· Unambiguous definition of authority and responsibilities, 

· Optimisation of the extent of centralisation and organisational structures, 

· Integration with business partners. 

While in the previous phase we developed an understanding of the way existing processes function, in this phase we need to examine the assumptions underlining these processes. Often these assumptions are obsolete. Moreover, often actual customer needs have not been taken into consideration, although they might have changed considerably since the time the processes were designed.

At this point, the reengineering team should create new ideas for particular processes by way of brainstorming. Hammer and Champy’s principles of reengineering can be of significant assistance here (see Hammer and Champy 1995). Throughout the creation of new solutions, they must take into account the possibilities offered by new technology and its impact on the process itself. Likewise, new information and new usage of existing information should be exploited as well as possible. 

A newly implemented process might allow the organisation to collect data that had been lost before and thus bring new knowledge into the process; this is likely to improve the decision-making within the company. Centralised databases will eliminate unnecessary duplication of information; information will not be lost and will be accessible to a wider circle of users. As a consequence, the communication among employees of the company will improve as well. 

Reengineering of processes is most likely to also require reassessment of the organisational model and the management of the company. The traditional hierarchical structure will need to change; it will need to become flatter, with fewer hierarchical levels. In addition, the measurement of success and reward systems for employees will have to be redefined. 

Changing processes will provoke changes in the values and principles of the company. New processes will simply be incompatible with the existing organisation, which does not have a process-oriented organisational structure. 

3.6. Designing the new business system

Activities:

· Definition of the new work flow, 

· Modelling the steps of the process, 

· Modelling the new informational requirements, 

· Documenting the new organisational structure, 

· Description of the new technological specifications, 

· Documenting the new managerial system, 

· Description of the new values and culture of the company. 

In this phase, a precise plan should be outlined. This plan will be the basis for the construction of the processes designed in the previous phase. All details of the new business system must be defined and we need to ensure that it is actualised as planned. Such a plan must also include all the details necessary for the implementation of the new system. 

The company should design the new workflow and define all the necessary information to support it. They need to compare the previous state of the processes with the new designs and visibly show the differences between them. Database and informational models show where the new processes use common databases, which are accessible to a wider array of users. 

The blueprint of the new business system should include a model of the reformed organisational structure. New procedural flows, members of process teams, owners of the processes, case managers and process support should be shown in place of the traditional organisational scheme. The blueprint should specify the parts of the organisation that are connected with the process personnel (communication, cooperation). 

The blueprint should also include a detailed technological specification that supports the new processes. Although the technical configuration of the equipment is likely to change during the process of implementation, a basic description of the technology involved should be given. This is the only way that the envisaged applications can be improved further.

A description of the new managerial system and the system of values and convictions supporting the reformed business system is also important. The company needs a new strategy and new goals of the business system, new reward systems to motivate the employees for the achievement of the goals set. Reengineering is most likely to entail the construction of an entirely new company culture. 

3.7 Performing the transformation

Activities:

· Developing the strategy of the transfer to the new organisation of the company, 

· Creation of the plan of activities of the transfer to the new organisation, 

· Definition of standards of progress during the implementation, 

· Implementation in the repetitive way, 

· Implementation of new organisational structures, 

· Assessment of the existing knowledge and skills possessed by the employees, 

· Identification of new duties and skills needed by the employees, 

· Reallocation of the employees, 

· Training of the employees, 

· Educating the personnel about the new process, 

· Training the personnel in the usage of new technology, 

· Training the management to offer support to the employees, 

· Decision on the way in which the new technology should be implemented, 

· Transfer to the new technology, 

· Implementation of the mechanisms for continuous improvement of the new processes. 

This is the phase in which all the efforts of the previous phases come together in the actual construction of the new business system. 

The first step in the actualisation of the transformation is the production of the action plan of the shift into the new organisation of the company. This is a plan for the change from the current state to the desired state. The strategy includes the fastest route to the desired state, a detailed gradual approach and a pilot project, i.e. the creation of an entirely new business unit. 

Assessment of the integration of the new process with other processes in the organisation is very important. If we took on the reengineering of a single process, we must ensure that it is compatible with all existing processes. When reengineering larger processes, each of the processes must be compatible with the existing ones, as well as all the other newly designed processes we might implement after it. The implementation of a process should be flexible enough to facilitate later modifications. 

The newly designed processes are most likely to entail a new organisation with a different organisational structure, a different organisational culture and different knowledge and skills mastered by the employees.

The reallocation and training of the employees require numerous activities. First, the existing knowledge and skills of the employees need to be assessed. The personality characteristics of the employees should be considered as well, as they will facilitate the allocation of the employees to the various teams. Creating a list of all the skills and knowledge the new processes require of the employees follows next. The list of existing skills should be compared to the list of skills required and we should ascertain the gaps. Are the existing skills and knowledge enough? What are the fields with the most gaps?

On the basis of these answers, we should draw up an employee-training plan, which also includes topics about the new process as well as training for the use of the new technology. Equally, if not more, important is the training of the management to support the employees. Management also needs to acquire new skills and knowledge to successfully manage within the new processes.
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Figure 1. Seven steps towards reengineering success

Training should provide an individual with the means to understand the requirements he or she is facing and evaluate them properly. It is imperative that an individual understands his or her role in the system and feels the need for further progress and change.

New informational technology can be implemented in two ways. The first way is a controlled approach, where separate segments of the new system are introduced gradually. This is a less risky way, but it may result in problems with the integration of the old and new systems. The second way entails a parallel evolution of the new system and it then replaces the old one at once. This way is slightly more risky because the new system seldom functions without errors. However, on the other hand, this way is more compatible with the nature of the “all or nothing” reengineering. 

The need for information generally diminishes in new processes. Much of the unnecessary duplication of information is eliminated. On the other hand, the existing information is often incorrect or is not adequate for the new process. Thus, we need to construct a new informational system that will furnish processes with the relevant new information.

4. CONCLUSION
In Slovenia, the use of the modern, implicitly systemic management concepts, like BPR, represents an active component in renovating the Slovenian society as a whole. Mainly, it concerns changing the way of thinking about the manners of (business) life and the assessment of its quality from the aspect of the ever-present need for introducing reasonable novelties to assure competitiveness. Our analytical examination of the Slovenian companies’ transition in the area discussed shows that there is a recognisably specific situation in the Slovenian economy. Therefore, in Slovenia, it is practically impossible to speak about the use of »pure« management concepts in their original form. Good organisations actively develop management concepts themselves, corresponding to their development level. Others are still getting acquainted with them or are only partly introducing them, in any case, not completely and less efficiently than the competitors. As a rule, in the business practice, the contents of management concepts are interlacing in the way that is stimulated by the level of the individual organisational culture. 
Taking into account the fact that there are considerable differences among the Slovenian organisations regarding the development levels of understanding and the use of management concepts, which is shown by our analysis, the carrying into effect of individual concepts under different commercial names can be better understood. Though equally named, in the business practice, these concepts often contain large differences in the content and application. Therefore, the understanding of management concept transformation in Slovenia is, first of all, the sequence of understanding and considering the integrated development level of the Slovenian economy in general and individual manager teams in the organisation separately.

In the future, Slovenian companies will have to adjust as quickly as possible to the ever-tougher conditions of market competition, which are dictated by the competitive pressures in all areas of business and globalisation.

The essence of future business success lies in innovation. Whether to innovate is no longer the key issue; it is whether we will do it fast enough, often enough and efficiently enough. The companies thus face the challenge of using the knowledge and skills of their employees. 

Slovenian companies must exploit the breaking power of technology and its capability to break the rules on which the traditional hierarchical organisational structure is built. Companies must search for new ways of working in a creative and innovative way. The design of these processes should be based on direct connections among the people who perform complex, diverse duties and who are willing to take responsibility for their work. Every company should set itself the primary goal to create strategically important processes without intermediaries from the suppliers to the buyers.

Quality and employee satisfaction will play the most important role in successful management of the future. The role and position of an individual in the organisation should be such to allow them to be creative while growing in terms of personality and expertise, continuously developing. Highly skilled and motivated management and employees, who are prepared to learn throughout their whole lives, who have a high sense of loyalty to the company and are prepared to take risks, are the best guarantee there is for a successful business which will continue to win new business opportunities.
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KORACI  PREMA  USPJEŠNOM  REINŽINJERINGU U SLOVENSKIM PODUZEĆIMA

Sažetak

Autori su istraživali teoriju i praksu BPR-a (business process reengineeringa) od ranih devedesetih. U ovom članku iznose vlastitu definicija koraka prema uspješnom BPR-u, koja se primjenjuje kao čimbenik benchmarkinga management koncepata ISO 9000,TQM, BPR i metode 20 ključeva. Ovo su najutjecajniji koncepti managementa u slovenskim poduzećima, što se iznosi kao slučaj zemlje - nove članice Europske unije. BPR je bio najviše podržan od svih predstavljenih metoda. Analizirani koncepti managementa uspoređeni su temeljem jasno definiranih kriterija, kao što su ciljevi, inicijativa, uloga informacijske tehnologije, uloga potrošača, stupanj BPR-a, uloga implementacije i managementa, upravljanja ljudskim potencijalima i stupanj implementacije projekta. Rezultati ukazuju na mogućnost šire primjene BPR-a u različitim zemljama čija su poslovna okruženja u sličnoj fazi ekonomskog razvoja.
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