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ABSTRACT

In the Business Process Reengineering, the debated issues regarding the BPR implementation that is often
highlighted is either using a Rapid Re Methodology that was proposed by Manganelli and Klein and Clean
Sheet of Paper as advocated by Hammer and Champy. This paper looks into the similarities and differences
in the two methods. Clean sheet of paper is a single visionary and rapid re methodology is a team activity.
Rapid Re Methodology combines the clean sheet method to proper implementation of BPR effort.

RAPID RE METHODOLOGY

Rapid is defined as “moving, acting or occurring with great speed; fast’ (American Heritage Dictionary of
the Engineering Language 2000. In addition, rapid is also defined as very swift or quick; moving with
celerity; fast as a rapid motion (Webster’s Unabridged Dictionary 1998. A methodology is a systematic or
clearly defined way of accomplishing an end (which can be applied to science or art). It is also a system of
order in thought or action (Manganelli and Klein (1993, pp 23).

A good methodology is just that — a guide — in developing complete and consistent answers, where
questions are pertinent to the issue, rather than a rigid set of rules that must be followed exactly and in an
inflexible order. A method task tailored to Business Process Reengineering refers to a systematic approach
to conducting a business process-reengineering project. A good methodology in Business Process
Reengineering provides a road map for reengineering which enables an organization to select the most
appropriate destination and finding the best route.

Manganelli and Klein (1993) describe business process reengineering methodology as rapid reengineering
or Rapid Re because it is designed to produce substantive results rapidly, usually between six months to
one year. This methodology helps to realize those benefits that can be achieved in those time frames and
then to set the stage for further improvement.

A Rapid Re method does not have a preconception of what business breakthrough are but provides a
process to help the analyst find the radical change that will make the competitive difference. Rapid Re
describes the change implementation plan or develops a set of considerations that will drive the subsequent
plan and providing ample opportunity to think rather than to accept the obvious.

Rapid Re can help to answer the questions:
What needs to happen?
Why must it happen?

How will it occur?

What will it take?

When should it happen?
What results are expected?

Qv Sich D b s

Rapid Re does not assume any particular organization for the reengineering project team and is designe to
be used with any or all of the engineering tools. In Rapid Re, the reengineering team is prompted to
understand, think, and question such things as: i) corporate and process strategies, ii) customer expectations
and perceptions, iii) value-added aspects of core processes, iv) potential for radical change, v)
shortcomings of current processes and the potential for radical change, vi) vision of what can be if
customer expectations are met and shortcomings eliminated, vii) opportunities for process combination and
integration, viii) the contributing role of support processes, ix)use (leveraging) of technology to enable
radical change, x) organizational restructuring and process management, xi) positioning and empowering
the human resource, and xii) sub-visions and implementation alternatives. Rapid Re does not provide
answers to any of these topics but rather a means or manner of thinking about it.
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Rapid Re is a five stage, fifty-four-step methodology that enables organizations to achieve swilft,
substantive results by making radical changes in strategic value-added business processes. The five stages
are Preparation, Identification, Vision, Solution, and Transformation. Each of the five stages addresses a
logical part of the reengineering process and produces results that are used by subsequent stages. Included
in the methodology is a set of integrated management techniques that are used to develop and analyze the
information needed to identify opportunities and reengineer core business processes. The stages and
methodology are subdivided as in Figure 1.

CLEAN SHEET OF PAPER

Clean Sheet of Paper as advocated by Hammer and Champy (1993) means disregarding all existing
structures and procedures, ignores the historical nature of work processes and inventing completely new
ways of accomplishing work. They define reengineering as about beginning again with a clean sheet of
paper. It is about rejecting the conventional wisdom and received assumptions of the past.

Obeng and Crainer (1994) states that a common image associated with reengineering is that it takes a blank
piece of paper and starts again. In reality, the process has to be more pragmatic and flexible. There are no
blank pieces of paper, but involves revolution. The all-or-nothing approach distinguishes between business
process reengineering and business process re-design. While the former is the clean slate, revolutionary
approach, the latter is regarded as an incremental adjustment more in keeping with the quality management
concept of continuous evolutionary change (ibid).

Heriyanto (2004) states that process reengineering requires innovation. Process redesign requires beginning
with a clean sheet of paper. He claims that the creative nature of innovation makes it non-algorithmic and
non-routine (ibid), while Khoong (1999) argues that a clean sheet approach would imply that there is no
navigational guidance to challenge the evolving business, and in effect, the systems requirements posed.
Not only we have heuristics, past experiences and folk memory, we already can distill a set of principles
that can be used to guide through organizational change and systems development.

The clean-sheet approach has considerable appeals, which i) offers an unrestricted opportunity for
creativity, ii) allegedly promotes new thoughts, iii) there seems to be a complete lack of corporate baggage,
and iv) produces a vision of the future unimpeded by the way things happen now.

The clean-sheet approach is undeniably attractive, but its flaws are fatal. It represents an absence of
constraints, a divorce from the outmoded thoughts of the past. Ideas are not developed in a vacuum.
Thinking (or creativity) needs a frame of reference. We need to know what is being done, or has been done,
in order to understand the way in which current practice fails.

Mozart, it is said, wrote his musical compositions only once, and on a clean sheet of paper, without any

subsequent changes. Michangelo, contended that he was able to visualize a completed statue within the
uncut block of marble (Manganelli and Klein (1993, pp 21)

COMPARISON BETWEEN RAPID RE METHODOLOGY
AND A CLEAN SHEET OF PAPER
The clean sheet is more properly matched to a single visionary. Rapid Re Methodology on the other hand,

is a team activity. The clean sheet, by its very lack of discipline and process, is effectively uncontrolled and
will lack ongoing validation of resuits, the opportunity for course corrections when needed.
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Figure 1 : Stages and Methodologies of Rapid Reengineering
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The limitations to clean sheet are severe that i) it is suitable only for small organizations and single
processes, ii) it is nearly impossible to use as a team technique, iii) it is difficult to reproduce as it lacks
process and discipline, iv) there is no checkpoint to ensure that original goals are being followed, v) there is
insufficient detail for the required business case, and vi) there is no basis for a credible transition and

implementation plan.

Rapid Re Methodology ensures 1) a process that will guide in selecting the best path from its road map, ii)
the development of the necessary information to proceed, iii) the provision of ample opportunity to think
rather than to accept the obvious, and iv) the integration and use of a number of important techniques to
develop and analyze the key information that allows identifying opportunities for the radical change of
value-added business processes.

Examples of Rapid Re Methodology.

There are many examples of this methodology. Some of the examples are illustrated below.

Business Process Reengineering in a department: IBM Credit
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The entire process from a request for financing to a quote letter consumed six days on average and
sometimes two weeks. A new sophisticated computer system to support the deal structures is developed and
the new turnaround becomes four hours.

Figure 2.1 : The Process Before Reengineering at IBM Credit

Receiving Checking Calculating Compiling Signing
» Request > Creditability P! Fees »| Contract [ | Contract [ »
= W~ W L B
A A A L%
Information desk

Figure 2.2 : The Process After Reengineering at IBM

(Applied IT tools : databases of financial advisor firms,
word processor and spreadsheet software)

Elaboration of and decision on credit

contracts by one person, with constant >

computer support and occasional assistance
of a creditworthiness expert

Business Process Reengineering in a Process: Ford

In the early 1980’s Ford applied reengineering to the process of procurement. The process reduced to 125
people involved in the vendor payment instead of 500 people.

Figure 3.1 : The Process Before Reengineering at Ford

Comparing Identical
order, invoice

delivery notes

Paying to
supplier

Order Delivery Arrival of
invoice

Not identical
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Figure 3.2 : The Process After Reengineering at Ford

(Applied IT tools: integrated logistics system, EDI.)

Identical

Comparing
Ctley > Delivery order and Paying to
delivered items supplier

i

Not identical

Business Process Reengineering of a Product : Kodak

In 1987, Kodak’s archrival, Fuji, announced a new 35mm, single-use camera. Kodak had no competitive
offering and its traditional product design take seventy weeks to produce a camera. To slash its time-to-
market, Kodak reengineered its product development process through the innovative use of a technology
called CAD/CAM to design at computer workstations. This technology permits manufacturing engineers
to begin their tooling design just ten weeks into the development process, as soon as the product designers
have given the first prototype. The time taken from concept to production took thirty-eight weeks. Kodak
has reduced its tooling and manufacturing costs for the single-use camera by 25 percent using concurrent
engineering.

Figure 4.1 : The Process Before Reengineering at Kodak

Original Design Design Design Construction
product idea —> phase 1 > phase 2 > phase 3 design i

Figure 4.2 : The Process After Reengineering at Kodak:

(Applied IT tool: CAD workstations in groupware environment)

Original v Parallel C .
rigina : Design opschtlon
product idea > Phases > design »
CONCLUSION

Rapid Re Methodology hopes to combine the clean sheet approach that provides unrestrictive creativity and
innovation that can lead to breakthrough; and the methods that provide implicit and explicit approaches to
proper implementation of BPR efforts. Caudle (1995) cited that government reengineering happens in a
tumultuous political environment where a totally “clean sheet” approach often is not viable.
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Appendix 1

Purposs

Qutmomes

Tasks

1.
PREPARATION

Mobliize, organize, and

2.
IDENTIFICATION

Dewvelop and understand

3.
VISIOM
Develop a prozess ision

4a. SOLUTION:
TECH. DESIGHN
Produce a procass

4bh. SOLUTION:

SOCIAL DESIGN
Specily tha social

Blueprint for Rapid Reengineering (e stages, fifty-four tasks)

£

N

TRANSFORMATION
Realzea the process

ansrgze the paopke who a customer-oriented capable of achieving design capabis of dmensions of the new wislon by ImMplementing
will parform procses model of the breakthrough achieving the process pracess [penformead Ihe process design
resnginesarng business performance wision {technical design) conRcUITEnty with 4a) producad In stags 4
«Mandats for change = Definitions of = identify curant process { | -Descriptions of = Descriptions of tha = Aol versian of the new
- Organization struchira SAnmcn, JRE— elements: org., systems,§ | technology, standards, organtzation, stamng, process produced.
ag S o * and measurss of into. Now, and axrent procediures, sysEms & Jobs, caresr paths, and A T er Saa———,
perfomanca & SUCCass process probs. & (ssues cantrols employed by incantives ermployed by p
resrginearing team the of the new process
=ldentiNcation of vale- -Comparalive measures the new procsss TG praes produced.
«Game plan v of current performance e =Designs for the
stiding sclivilles Freiiminary pians for
= Improsement systemns & procadures Interaciion of 43 & 4b. = Confinual changes
~Process Map of the opporuniestojcives z - Pretminary plans for managed throughout the
organization, resources P development; HW, SW e ry plans . g
e s nequamy: « Definiton of what & services procurement; | | Ecrutiment, education, production wersion's He.
i changes are required taciibes enhancemant, training, recrganization,
- Sajection af tha = Stalementof the new lest, conversion, and and redepioyment ar
processes o reengineer | | nioeess “wision’ deplyment parsonne.
1.1 Recognize the Ne=ad 2.1 Modsal Customers 3.1 Understand Process | |4a.1 Moo= Entity 4b.1 Empower Customer| |5.1 Compkele Bushess
1.2 Dewalop Exacutive 2.2 Define & Massure Structure Relationships Contact Personnel Syskem Design
Consansus Perormanca 3.2 Understand Process | {4a.2 Reexamine 4b.2 g:s“g?s""b 5.2 Perform Technlcal
1.3 Train the 2.3 Daln= Entitles - ::DW ) P :Jm Utnlﬂges 4b.3 Define Jobs/Teams Tn
! en La- .3 Instrument an
Reangineerng Team || , o0 oorasses Mdl?g b om0 l e an.4 ?E,?S:;é 5.3 mﬁT:nssl&
1.4 Plan tha Change ng
2.5 loenitly Activties 3.4 Benchrmark 4a.4 Consoiidate 4p.5 Spacity Mgmt, 5.4 Evaluate & Select
26 Extend Procsss Parformanocs Imerfaces & Info. Structune Personnel
Moos 3.5 Determine 4a.5 Radefine 4b.B Redraw Om.
Performance Drivers Allematives Boundaries BiP EPINCHIRG Syini)
2.7 Map Crganization 4b.7 Specity Job 5.6 Train Stan
A 36 Estimate Opporfunity | |4a.6 Relocats & Retime -7 Specdiy .
P 3.7 EnVisian the Idegl Contrals Changes 5.7 Fiot New Process
ortize Processes = 4b.8 Design Carsar
FRE (Externat) 4a.7 Modulanze Pairs 5.8 Refine & Transition
34 Envision the ldeal 4a.8 Spacity Deployment] | 4.9 Define Transttiond | s.8 contiruous
{Intemal) 4a.8 Apply Technalogy Qrganization Improvement
32 Integrate Vislons A2.10 Fan 4b.10 Design Change
: nMgmt. Program

3.10 Deln= Sub\Visions

Impementation

4b.11 Design Incentives
4b.12 Fan Implemantan

Maethodology from ~The Hieengineering Handboaok™

Raymond L.

Manamnedll & Mirk AL Kbsn, published 1993, Xates by Scott Yerigan February 11, 2600
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Appendix 2

Purposs

Questions

1.
PREPARATION
Mobiize, arganize, and

energize the people wha wil
perform reengnesring

Questions for Rapid Reengineering

s

IDENTIFICATION

D=velop & undemstand a
customerorienisd
pracess model of the
business

Davelop a process vision
capable of achisving
breamkthrough pefommance

Froducs a process design
capable of achiewing the
process vision (technical

design)

4b. SOLUTION:

SOCIAL DESIGN
Specify the social
dimersions of the new
process (parformad
concexranfy wals 4a)

5.
TRANSFORMATION
Realize th= process vision

I? implementing the process
e=ign produced in stage 4

3 'Whal ar= =enior
exacitives objectives and]
expadaticns? What s
their level of cormmiment
o this project?

2 'What shoul the goals for
thiz project b=7 How
aggressive can we meke
them without sacrficing
reslism?

23 'Who shauld be on the
tram? Wbt mix of
skils'capabiities should
be representsd on the
team?

11 'What skill‘capakbilities
ars not avaiable to team
members? How canthay
be deweloped or
acquired?

23 'What speciic
reengine=ring skills will
tram members need ©
lsam?

23 What wil we= need o
communicate 1o

employses to eam their
=support and inust?

3 ¥t are cur mejor
business processes?

2 How do thes=
proceszes interfacs
wih cusiomer and
supplier processes 7

3 ¥itet are our sirstegic
processes?

O ¥ihich processes
should we reengineer
within ninety days,
within cne year,
subsequently?

Athocoiogy frodmn - The Reenginesting Handhook™ -

03 Wheat ans the primesy mub-

processes and steps of our
selscled proo=ss?

[ How do resources, info., and

waork flaw through esxch
selscied procsss?

D ¥y dowe dothings this

wary 7 'Whal assumptions ane
we making aboat our cumrert
wark flaw and policies?

[ Ares {hers hetter ways 1o

achieve cur goals and s=rve
austomer needs that s=em
impossible today ?

O How might we redefine

boundares betwesn our
procosses cusiomens!

suppliers?

2 ittt are the key strengths!

wsaknesses of =ach selected
process?

3 Haw da ather companiess do

the=e processe=?

2 Wyhart measures should we

use when benchmarcking our
p=rformance agairst best-in-
clas=s companie=?

L1 Whest is causing the gap

between aur padormancs
and that of besi prasctice
companies? Yhat can we
leewn from these companies?

3 Yahert aare the speciic

improvement gosls for aur
ey processess’?

2 Wbt is our vision? How can

wWe communicals ouwr vision

for change o all employes=?

Rvmaond L. Mangonetll & Mork M. Kisin, publishesd | 94, Notes by Scott Yerigan Feboumry 21, 2602

1 Yihest technicad rescorces
and technologies wil we
nead in the re=ngineerad
proo=s=s?

1 Haow can thess resounces
and technolagies bamt be
acouinsd?

2 Haw willthe technical ard
social elements (=.q., the
human intefface of the
system) interact?

21 Whet tachnical and
human resouross wil we
rmed 1o re=ngineer? What
activites will mach
reengnneciey f=am
member be resporsibles
for? What prianties and
dependencies mdst?

Wbt immed et
opparhurities exst? Yibet
canwea ishin

rinety danys? Cine y=ar?
Beyord on= ymar?

- ¥dhet human resources
will we nessd in the
reenginesrsd process?

01 What targets arvd

measures shoukd we
esiablish?
2 How will nsibilities

chang=? What taining
programs= will be needad?

Q Witois ikely to resist
chang=s called for? How
can they b motivabad 1o
aconpt thess chong==?
Wihat other ohstacies
euist?

- ¥rhet will aur new
organization ook like?

21 'When shoudd we begin o
monitor progressT How

do we= know if we'r= an
the right track?

3 Whet mechanism should
we develop for sohing
unanticipated problems?

0 How do we =nsura tha
transition period goes
smoothly?

3 How can we continue to
build momertum for
ongaing change?

3 Whet technique shauld
we ume fo ressign thes
organization?

Cell Ecotr Yari
T15-24 35904
for aamacanca with
Higinme e Process
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