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Background: Financial institutions in South Africa are implementing business process
re-engineering (BPR) on a regular basis because of the fast-changing industry. However,
the success of these projects is low because of the lack of clearly defined roles, an
unclear definition of what BPR is, the inability to link BPR projects to organisation
strategies and the lack of documentation to guide BPR activities. Accordingly, there is a
need to define a framework to guide the implementation of BPR projects.

Objectives: The researchers embarked on this study in order to define a framework to
ensure improvement of BPR in financial institutions. The framework should assist in
providing guidelines when conducting BPR activities and will enable plans for BPR projects
in terms of knowing which skills and roles to source for these projects.

Method: A conceptual BPR framework was developed and BPR experts from financial
institutions were then engaged to determine whether the framework would work.
The engagements included understanding the challenges faced and how they could
be combated, understanding the roles involved and determining if organisations
had BPR frameworks in place. This subsequently led to a final framework being
consolidated.

Results: This study presents the recommended BPR framework that can be used by financial
institutions to achieve success in their projects. The framework incorporates project
management and change management processes and ensures alignment of BPR activities
with the project phases. It also ensures that the activities are clearly stipulated and the roles
performing the activities are clearly defined. It considers time management, planning aspects
and effective communication within BPR projects.

Conclusion: The proposed framework can be used by financial institutions to manage their
re-engineering projects. This framework overcomes most of the known challenges and
combines two disciplines, that is, project management and business process re-engineering.

Keywords: business process re-engineering (BPR); challenges; roles; success factors; BRP
framework; qualitative study; interviews.

Introduction

Hammer and Champy (1993:53) defined business process re-engineering (BPR) as a ‘fundamental
rethinking and radical redesign of business processes to achieve dramatic improvements in
critical measures of performance, such as cost, quality, service and speed’. BPR initiatives are
conducted by organisations in order to understand their current business processes and to define
how those processes can be optimised. This is necessary as new processes, organisational
structures or systems arise (Evans, Mason-Jones & Towill 1999).

Organisations therefore undertake BPR projects to optimise the performance of current or new
processes with the ultimate goal of improving productivity and performance of the organisation.

BPR initiatives fail because organisations lack standard approaches to guide people when
performing BPR initiatives (Darmani & Hanafizadeh 2013; For Choi & Chan 1997). The lack of
standardisation makes it difficult for BPR experts to document and analyse business processes
(Indulska et al. 2009). Lack of standards leads to difficulties in understanding the information and
sharing it, amongst other things, within the organisation (Kostoff 1999).
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Vakola and Rezgui (2000) emphasised that the success of
BPR depends on the approaches that are applied. The
approaches selected are critical as they are used to provide
control and to guide and manage the changes being
implemented (Markus & Jacobson 2010). Furthermore,
approaches are used to ensure that there is a certain way of
conducting BPR  projects throughout organisations
(Kettinger, James & Guha 1997). The desired approach is
where BPR expectations are clearly stated, the role of
each team member is clearly articulated and the
communication structures are addressed and agreed upon
(Santana et al. 2011).

Financial institutions are not excluded from these challenges
and also need to focus on appropriate approaches.

The reason for this is that financial institutions are in a
continuous process flux as they upgrade or implement
new systems. However, financial institutions experience a
gap when it comes to defining appropriate methodologies
for BPR initiatives (Bucher & Winter 2009). Therefore,
there is a need to define clear methods and governance
mechanisms that will assist in ensuring that process
modelling becomes a less complex task for financial
institutions and that the BPR project success rate is
improved (Chakraborty & Leyer 2013).

Currently, there are no BPR methodologies or governance
documents to which financial institutions can refer when
conducting BPR initiatives. As a result, the success of BPR
initiatives is compromised (Chakraborty & Leyer 2013).
The failure rate of BPR projects conducted in financial
institutions indicates that the concept of BPR is not yet clear
to employees. Therefore, there is a need for clearly defined
methods and structures to ensure the success of BPR
initiatives (Kader & Dwolatzky 2016). This is also applicable
to financial institutions.

Given this introduction, the following questions were posed:

e What are the roles and responsibilities associated with
BPR initiatives?

e What are the constraints or challenges faced when
conducting BPR initiatives?

¢  What enables success in BPR initiatives?

e What are the components that should be included in a
BPR framework to ensure success?

This article consists of six sections. Section ‘Introduction’
presents the background. Section ‘Literature review’ covers
the literature review, which depicts what BPR is, as well as
challenges currently experienced. It also depicts the
framework that is defined from the literature review. Section
‘Researchmethodology’ deals with the research methodology,
research design, tools used to collect the data and analysis
method. Section ‘Results and analysis’ presents findings and
section “‘Discussions’ links the results from the research to the
literature review. Lastly, Section ‘Conclusion” presents
conclusions drawn from the study.
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The next section focuses on the literature reviewed for the
purpose of this study.

Literature review

BPR is an approach that is used to evaluate organisational
core processes (Luca 2014). The BPR approach includes
the introduction of new business processes and assists
organisations in determining the types of skills and people
required to create multidimensional jobs (Luca 2014;
Mendling, Reijers & Cardoso 2007). BPR ensures that
organisations remain effective and competitive even when
economic changes are being introduced into the market
(Seethamraju & Marjanovic 2009). It enables organisations to
shift from focusing on a silo approach to introducing new
processes, to an integrated approach that considers how the
new processes are going to affect other departments (Climent,
Mula & Hernandez Jorge 2009). This enables organisations to
reduce costs and time taken to perform activities, and it
ensures that time is diverted to satisfying customers (Vikas &
Bharti 2018).

The implementation of BPR depends highly on the human
element (Luca 2014; Vakola & Rezgui 2000).

However, there are challenges related to employees and
managers resisting BPR initiatives because of a fear of
losing their jobs and not understanding the BPR concept
(Madushela & Pretorius 2017). Therefore, BPR implementers
need to ensure that employees understand why the changes
are being made in order for them to not resist BPR initiatives
(Vakola & Rezgui 2000). Financial institutions therefore
ought to clearly define BPR strategies to ensure that there are
no challenges related to employees resisting change that is
brought about through BPR initiatives (Vakola & Rezgui
2000). The strategies could potentially assist with providing
clear definitions of what BPR is all about and clear steps of
how it should be conducted.

The term ‘business process’ refers to the activities that are
performed in an organisation to serve customers. Lindsay,
Downs and Lunn (2003) describe a business process as a
step-by-step grouping of activities, which follow a certain
sequence in order to produce a certain product or service.
According to Lindsay et al. (2003), business processes need
to be improved regularly for them to be effective. This
enables organisations to find better ways of improving
their operations in order to become more efficient when
delivering goods and services to customers.

The documentation of business processes enables an
organisation to have a clear view of its processes and
bottlenecks in order to introduce improvements such as the
automation or elimination of unnecessary activities. This in
turn leads to the improvement of its operations and
differentiates the organisation from other organisations.

Clear business processes within an organisation assist in
reducing costs, time and effort when performing
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organisational activities. Small improvements to one
activity can lead to an overall improvement of the entire
process and, in turn, can make the organisation much
more efficient and better than its competitors.

Hammer and Champy (1993:53) defined BPR as a ‘fundamental
rethinking and radical redesign of business processes to
achieve dramatic improvements in critical measures of
performance, such as cost, quality, service and speed’. It is
about identifying opportunities for redesigning processes
whilst considering the impact that the redesign may have on
the costs, quality and flexibility of a business process.

The anticipated measurable outcomes of BPR initiatives
include reduced cost, improved quality and increased
production (Swartz 2018). BPR is conducted at a strategic
level of an organisation and focuses on eliminating
processes that do not add value (Swartz 2018). It is
conducted by applying certain methodologies, tools and
techniques to recommend solutions to problems. The
assessment of the mission of an organisation and the
organisation’s planned goals are considered whilst taking
into account customer needs. This includes consideration of
the current and future state of the organisation (Novikov
et al. 2016).

BPR can only be conducted once an organisation has
established its core competencies and the types of people
needed to fulfil the organisation’s mandate (Swartz 2018).
Organisations need to understand their current business
processes and how those processes can be improved. The
improvements are carried out by introducing new processes,
organisational structures or systems.

Methodologies in BPR are critical as they are used to provide
control, guidance and management (Markus & Jacobson
2010). Furthermore, they are used to ensure that there is a
certain way of conducting BPR projects throughout
organisations (Kettinger et al. 1997). This is where BPR
expectations are clearly stated, the role of each team member
is clearly articulated and the communication structures are
addressed and agreed upon (Santana et al. 2011).

There are multiple methodologies in BPR (Attaran 2004). The
most used approaches include the Davenport methodology
and the Hammer and Champy methodology (Madushela &
Pretorius 2017). To select the best-suited BPR approach,
organisations must consider their objectives, their abilities
and their competition.

Ringim, Razalli and Hasnan (2011) stated that the success
of BPR in financial institutions is something that has not
been investigated thoroughly. Madushela and Pretorius
(2017) indicated that the success rate of BPR initiatives is
estimated to be at 30%. They further state that the 70%
failure rate is linked to the human element that is sometimes
neglected when conducting BPR initiatives (Madushela &
Pretorius 2017).
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According to Kader and Dwolatzky (2016), South African
financial institutions have not been succeeding with BPR
initiatives because of the methodologies they have adopted.
Hammer and Champy (quoted by Swartz [2018:39]) stated
that ‘an estimated 50 to 70% of BPR projects fail to achieve
dramatic results’. This includes projects in financial
institutions. The failure is caused by organisations resisting
change (Swartz 2018).

Kader and Dwolatzky (2016) postulated that the four major
banks in South Africa use Lean and Six Sigma approaches
to conduct process re-engineering. The Six Sigma approach
focuses on ensuring that a strategic process reaches a
particular performance level. Lean is derived from Six
Sigma. It is used to address process incompetence and
usability whilst focusing on eliminating wasteful activities
in a process. Lean and Six Sigma approaches can be used
together in one intersecting approach called Lean Six
Sigma.

In order to implement Six Sigma, every employee needs to be
certified in either green or black belt (Antony 2004). This is,
however, a problem because there is no standardisation of
how the certifications are weighed by examination bodies;
therefore, obtaining these belts does not mean that employees
are equally knowledgeable and skilled (Antony 2004). Six
Sigma is biased as it assumes that BPR takes place because of
defects in a process, whereas re-engineering initiatives can
take place in an attempt to reduce risks, costs and time taken to
perform a process. Therefore, the conclusion is that the
methodologies that financial institutions have used have not
yielded successful BPR projects. This then means that the topic
could be explored to seek a methodology that would be
suitable for financial institutions.

The BPR experts include the roles depicted in Table 1 (Long 2012).

The skills required for BPR include process modelling,
facilitation skills, systems thinking, process analysis and
design, change management, project management and
performance management. These skills are required in BPR
initiatives to ensure their success. In other words, when
financial institutions hire BPR resources, they have to look
for people with these skills.

Half of the BPR projects implemented in the early stages fail
or do not achieve the intended goals (Kumar & Bhatia 2012;
Madushela & Pretorius 2017). Some of the reasons why BPR
projects fail are as follows:

® Definitions: Even though most organisations have
started embarking on the BPR journey, there are no clear
definitions of BPR or the concept of BPR. The concept is
interpreted differently by BPR workers and key
stakeholders (Vom Brocke et al. 2014). Specialists do not
know what BPR should be used for because some are of
the view that it should be used for radical changes and
some are of the view that it can also be used for incremental
changes (Van der Aalst, La Rosa & Santoro 2016). These
uncertainties regarding the BPR definition make it
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TABLE 1: Business process re-engineering experts’ roles and responsibilities.
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Role Responsibility

Process champion

Process owner

Process manager

Business process management office
(BPMO)

Process champions are senior managers who initiate and support a project within their areas of responsibility. They drive the BPR

initiative, ensure its success and manage the tasks within the process. This role consists of these tasks:

role includes:
defining the business case for the process

e o 0 0 o

leading the development of business processes

coordinating with process owners to provide smooth hand-offs

acting as a subject matter expert and providing information advice on process content
guiding and facilitating the development of the process to ensure its success
managing conflicts relating to the processes

integrating the process into the line organisation

ensuring that proper key performance indicators are set
monitoring and supporting process development

ensuring value chain and process compliance to set standards

Process owners are regarded as the business experts of the process. They take ownership of the process to establish accountability. Their

Process Managers evaluate and improve current business processes. They ensure the efficiency of operational business operations, and

initiate and implement changes or improvements to business processes as required. Their role includes:

e organising tools and techniques to be used for BPR
e assisting in providing training throughout the organisation

facilitating the integration between business units

ensuring change control on processes

The BPMO is the centre of excellence with regard to process design, development and integration. Its role includes:
developing, owning and maintaining the modelling standards and methodology

ensuring value chain integration and issue resolution at project level
programme management within the BPR and system implementation project

creating reach for best practice

.
o
o
e ensuring that the business implements these changes consistently
o
o
.

difficult for organisations to measure the success of their
BPR initiatives (Mmereki & Moruisi 2013).

Lack of monitoring: Projects fail when the timelines and
progress are not closely monitored (Mmereki & Moruisi
2013). BPR requires that re-engineered processes and
systems be monitored continuously and improved after
implementation, otherwise their value deteriorates.
Resistance to change: According to Mmereki and Moruisi
(2013), the success of BPR initiatives is driven by top
managers. Some challenges are, therefore, experienced
when the managers who are supposed to encourage BPR
initiatives resist and refuse to conduct BPR activities
(Mmereki & Moruisi 2013). It also becomes a problem
when BPR workers resist new methods of conducting
BPR and they end up being unproductive at work. The
resistance is caused by workers who are afraid that re-
engineering will make them redundant in the company
(Madushela & Pretorius 2017). Employees also feel that
assisting in rolling out BPR activities creates more work
for them as they must still do their daily job (Darmani &
Hanafizadeh 2013; Mmereki & Moruisi 2013).
Methodology: Organisations sometimes embark on the
journey of BPR without a clear understanding of what
needs to be changed. Therefore, the initiatives are
performed on a trial-and-error basis and result in failure.
Organisations are struggling with finding methodologies
that they can use.

Lack of planning and communication: BPR projects fail
because of a lack of proper planning and communication
of key project steps. Project managers do not communicate
the BPR implementation plan to the re-engineering team,
who needs to be involved in the implementation.
Consequently, the re-engineering team implements tasks
that are not part of the scope (Mmereki & Moruisi 2013).
Selection of inadequate tools: Modelling tools have a direct
impact on the failure or success of a project as they enable
standardisation across organisations. Some organisations

Source: Long, K.A., 2012, ‘Process roles — Who are the process owners?’, Business Rules Journal 13(9), viewed 13 May 2020, from http://www.brcommunity.com/a2012/b668.html.
BPR, business process re-engineering.

face difficulties with regard to the selection of the right tools
when conducting BPR activities and this can result in project
failure (Aguilar-Savén 2004). The selection of inadequate
tools compromises the quality of projects as the organisations
then do not achieve the set objectives.

Lack of experience: The lack of experience of those who
are supposed to conduct BPR, such as process analysts
and process champions, can lead to their delivering work
that is not up to standard and, in turn, failure may be
experienced (Seethamraju & Marjanovic 2009).

Slow review/approval process: The review and approval
process that the management team must undertake in each
stage of BPR can affect the BPR project if not done correctly
and on time (Darmani & Hanafizadeh 2013). Therefore,
management commitment is vital for a BPR project to
succeed. The process workers also have to ensure that
leaders are involved earlier in the project in order to get
buy-in from those who are supposed to approve certain
milestones (Seethamraju & Marjanovic 2009).

Change management focus: BPR projects fail because of
lack of proper change management focusing on people
and cultural issues. In addition, the change management
team does not properly manage the fears of the staff to
avoid resistance to change in order for the staff to embrace
the BPR efforts. One of the major tools used for change
management is constant communication to empower
staff, keep them informed and create a sense of ownership
in them (Swartz 2018).

Several factors that can be used to counter the challenges that
are experienced in BPR initiatives are as follows:
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Defining project expectations: To reduce failure of BPR
projects, the aims and objectives expected to be produced
by the BPR projects should be stated clearly and reviewed
and amended constantly as and when required (Santana
et al. 2011). These expectations from the BPR initiative
must also be communicated to each team member at the
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start of the project to eliminate misunderstandings in the
middle of a BPR project (Amoroso 1998).

* Proper gap analysis: Gap analysis and benchmark studies
need to be conducted thoroughly in order to clearly state
what the organisation is lacking and then compare it with
what is available in order to recommend areas of
improvement in current processes.

e Change management: Organisations should define
change management strategies. Their leaders should be
responsible for ensuring that the employees are updated
on the changes that will be introduced; this should be
done early in the project (Van der Aalst et al. 2016).
According to Madushela and Pretorius (2017), BPR
initiatives would be successful if change strategies were
introduced by organisations, as the stakeholders would
be open to change and not resist it.

* Good communication: A communication plan needs to
be introduced at the beginning of the project in order to
keep those involved in the BPR project updated. This
plan is also implemented in order to constantly review
the people’s opinion regarding the change that will be
introduced (Darmani & Hanafizadeh 2013).

® Clear documentation: Documentation should be implicit
and interpreted in the same manner by everyone (Van
der Aalst et al. 2016). This can be done by adopting
suitable tools that are easy to use and easily understood.

e Thorough training: Conversely, all the key users should
be thoroughly trained to ensure effective use of these
tools and obtain maximum benefits from them (Foerster,
Engels & Schattkowsky 2005).

* Leadership commitment: The commitment from top
leaders of organisations must be obtained for them to
provide support to the team and to ensure that governance
is followed, and approvals are not delayed (Amoroso 1998).

Research methodology

Research is a process of attempting to obtain a better
understanding of what causes a specific problem or to
determine why things are happening the way they are.
Qualitative research is a popular research method used when
the researcher requires data from a natural setting (Yin 2014).
It is about understanding a social phenomenon and looking at
relations within a system. Qualitative research concentrates
on three main extents, which are individuals, societies and
cultures. A qualitative approach was followed to validate the
conceptual BPR framework and to understand how BPR
activities are currently conducted. The reason for the
qualitative approach was that the researcher’s primary
objective was to understand perceptions, frustrations and
successes experienced regarding BPR.

The literature review was used to develop a BPR framework.
The framework was validated and scrutinised through the
empirical component, which consisted of conducting face-to-
face interviews with BPR experts. These experts indicated
whether the conceptual framework was suitable for their
day-to-day BPR needs, based on real experiences. The BPR
experts from financial institutions were identified as people
who were able to provide valuable input to the process of
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defining a BPR framework as they were able to share their
current experiences and what worked or what did not.

Semi-structured interviews were identified as the
appropriate data tool to be used. Questions were prepared
to assist the researcher during the interviews with specific
objectives in mind. A framework as seen in Figure 1 was
adopted for this research (ed. Flick 2013).

The framework assisted in identifying similar responses
and variances from the interviews conducted. It also
assisted in drawing a conclusion on a BPR framework
suitable for financial institutions (Flick 2013).

Ethical consideration

Ethical approval to conduct the study was obtained from
the University of Johannesburg, College of Business and
Economics (reference no. 2019SCiiS06). Participation
in this study was voluntary and confidential, and
participants were allowed to withdraw from the interview
at any stage without any consequences. The questionnaire
did not request any personal information from the
respondents and no information was reported on an
individual basis.

Results and analysis

This section presents the findings and key outcomes obtained
from the interviews with regard to building a BPR framework
for financial institutions to determine whether it can be used
by BPR experts as a guide when undertaking BPR initiatives.

Data
obtained from
interviews

Step 6: Methodology/
approach proposition
The researcher will
design the methodology
that can be used by
financial institutions.

Step 1: Transcription
The researcher will type
information obtained from
questions or the recorded
information in order to be

immersed in the data

Step 5: Interpretation
Data relevent to the study
will be interpreted and
findings or conclusions
will be generated from
the information received
Step 4: Mapping
Data will be summarised
and only the relevant
aspects of the data
will be considered

Step 2: Familiarisation
The researcher will read
the data obtained in order
to be familiar with the
content

Step 3: Indexing
The researcher will apply
a label or code which will <

be used to identify what is
learnt from each sentence

Source: Adapted from Flick, U. (ed.), 2013, The SAGE handbook of qualitative data analysis,
SAGE, London.

FIGURE 1: Qualitative data analysis process.
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TABLE 2: Interviewee details.

Name Role Interviewee Duration
identifier (minutes)
Interviewee 1 Business Process Re-engineer Int_1 16
Interviewee 2 Functional Consultant Int_2 20
Interviewee 3 IT Applications Portfolio Manager Int_3 14.44
Interviewee 4 Business Process Re-engineer Int_4 12.51
Interviewee 5 Business Process Specialist Int_5 12.21
Interviewee 6 Business Process Specialist Int_6 18.33
Interviewee 7 Business Process Specialist Int_7 10
Interviewee 8 Business Process Specialist Int_8 16
Interviewee 9 Business Analyst Int_9 20
Interviewee 10  Enterprise Architect Int_10 45
Interviewee 11 Transformation Support Analyst Int_11 26
Total - - 210.49
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[ Reluctance to change

¥ .
O Is associated with
RS 1
& [Poor change management

S

Lack of understanding BPR initiatives not
of BPR definitions linked to strategy

T
Is associated with

Lack of BPR framework

[ Lack of communication

Challenges
in BPR

Confusing business
process improvement with
system improvement

Incorrect disclosure of
current business process

[Lack of clearly defined roles|

The changes to the conceptual framework as suggested by
the interviewees are highlighted. Lastly, the recommended
framework, which considers the changes recommended by
the interviewees is presented.

The breakdown of the interviewees, the code to identify
each interviewee and the time it took to converse with each
interviewee are given in Table 2.

Roles and responsibilities

The first section of the interview dealt with the roles that the
interviewees held in the respective financial institutions. This
section is linked with the first research question. The results
show that four interviewees occupied the role of business
process specialist, two occupied the role of business process
engineer and the other five occupied the roles of business
analyst, transformation support analyst, functional
consultant, IT applications portfolio manager and enterprise
architect, respectively. This implies that the roles of people
can differ from the duties they perform. It therefore indicates
the importance of understanding what each role entails.

The key responsibilities in the roles performed by interviewees
were identified to determine whether interviewees performed
work related to BPR. Process analysis and process optimisation
emerged as the main aspects that interviewees performed in
their respective roles. Process optimisation is closely associated
with process analysis, as it seems to be performed to improve
a particular process that is not performing as required, and
this is done after process analysis:
‘It involves analysing company’s workflows, identifying
processes that are inefficient and finding ways to improve them
with the goal of improving quality, reducing costs and improving
productivity’. (Int_1, Gender undisclosed, BPR)
‘Tam focusing more on optimising business processes by analysing
the current processes recommended by the departments that we
have and basically recommending better ways of changing those
processes to make them more efficient and effective through
process optimisation’. (Int_4, Gender undisclosed, BPR)

When comparing the roles that the interviewees were given
in the organisations and the duties they performed, it can be
concluded that title alone means nothing and all that matters

http://www.sajim.co.za . Open Access

BPR, Business process re-engineering.

FIGURE 2: Business process re-engineering challenges.

are the duties. All interviewees performed BPR somehow,
even though this would not be obvious at face value. In
considering some of these roles, it is not obvious that they are
related to BPR but the activities they performed are indeed
related to BPR:

‘I am a Functional Consultant for the implementation of SAP
Ariba’. (Int_2, Gender undisclosed, FC)

‘My role is transformation support analyst’. (Int_11, Gender
undisclosed, TSA)

Challenges and constraints

The second section of the interviewee guide is associated
with the second research questions focusing on the
constraint and challenges. Interviewees were asked to share
the challenges they faced when carrying out BPR activities.
This was done in order to determine if there were any
challenges other than the ones identified in the literature
review. The lack of change management, the reluctance to
change, failure to understand BPR, a lack of BPR
methodology, a lack of communication, BPR initiatives not
linked to strategy and duplication of efforts were identified
as major challenges faced by the interviewees who worked
in financial institutions:

‘Due to my project role, being that of a contracted functional
consultant, most of the challenges arose from internal conflicts
with individuals from the business on the amendments proposed
to their day-to-day activities and processes. Most of these
individuals were resistant to the proposed changes from the
project’. (Int_2, Gender undisclosed, FC)

‘There is also a gap in a change management’. (Int_5, Gender
undisclosed, BPS)

‘In some cases, the system changes or upgrades changed other
functions in the operations which are completely different from the
initial intent. The main purpose of the upgrade would be met but
other functions would be changed without us noticing’. (Int_11,
Gender undisclosed, TSA)

‘BPR initiatives are not linked to organisational strategy’. (Int_1,
Gender undisclosed, BPR)

‘Business process analyst proposals are not always in line with
the various changes in other projects in the organisation’. (Int_2,
Gender undisclosed, FC)
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Figure 2 depicts the challenges that were identified through
the interviews and how the challenges are connected to each
other within the theme of challenges.

Even though interviewees did not mention the lack of
planning and monitoring as a challenge, they mentioned
proper planning as a success factor. This proves that the
interviewees had encountered some level of improper
planning when conducting BPR initiatives.

Furthermore, the literature review did not explicitly reveal
the problem of BPR projects not linking with strategy as a
challenge. However, it was suggested that the project
expectations and deliverables should be defined upfront,
which is something that could be performed to close the
linkage gap. Therefore, this challenge could be added as a
new challenge in the literature.

Success factors

The success factors raised by the interviewees include
time management, proper planning, proper change
management, proper communication and ensuring that
BPR initiatives are initiated from the top, which means
involving top management. The success factors are
depicted in Figure 3.

The remaining success factors such as business needs
analysis, a top-down approach, the ability to measure
engineered processes and the definition of the methodology
are associated with BPR as these are activities that BPR
workers would need to focus on when working on BPR
initiatives. However, these success factors are not explicitly
mentioned in the literature review and are therefore added to
the conceptual framework.

M 1. Time management (4)
[ 2. Effective stakeholder management (3)
[T 3. Proper planning (2)
4. Apply PM methodologies (2)
Ms. Change management (2)

M 6. Business needs analysis (2)

M 7. Ability to measure the process (2)

3

FIGURE 3: Business process re-engineering success factors.
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‘I think as BPR we have kind of mastered the time management
skills and we just make sure that we deliver projects within the set
timelines and specified times’. (Int_4, Gender undisclosed, BPR)

‘Effective stakeholder engagements addressing the detailed
proposed process changes ...." (Int_2, Gender undisclosed, FC)
‘A BPR project is not that different from a normal project as you
also have to be strict in ensuring that you adhere to the set
methodologies’. (Int_9, Gender undisclosed, BA)

Interviewees were asked if they had defined BPR
frameworks in order to determine if they used certain
documents to guide them when conducting BPR initiatives.
Three interviewees indicated that they had defined
frameworks, whereas eight interviewees did not.

Int_4 indicated that their BPR framework was not completed.
Therefore, they used the Business Analysis Body of
Knowledge (BABOK) system to conduct BPR. However,
BABOK should not be considered as it focuses more on the
business analysis aspect and not necessarily on BPR
(International Institute of Business Analysis 2009). Int_3
indicated that the framework was defined but not in use
because of resistance from users.

Therefore, Int_3 reiterated the importance of change
management in a BPR project.

It was also noted that only three of the eight interviewees
who had indicated that they did not have a framework
mentioned the lack of a framework as a challenge. This
means that some organisations still perform BPR initiatives
on a trial-and-error basis, resulting in project failure.

One interviewee said they did not have a BPR-specific
framework. They used a project framework, which
contained BPR elements. This means that the BPR
frameworks can be customised to suit different projects.
However, even in those instances, the key aspects, such as
vision definition, may still need to be catered for in the
customised methodology.

Components of a recommended business
process re-engineering framework

Figure 4 depicts a conceptual framework that was compiled
after engagements with the interviewees. The conceptual
framework is a combination of project management phases,
BPR and results from the interviews (Swartz 2018). It
indicates that BPR activities are conducted once projects are
initiated (Carmo Caccia-Bava, Valerie & Guimaraes 2013). It
also shows that BPR activities do not take place in isolation,
but run in parallel with projects and in line with project
principles. The change management element will run across
all phases to ensure that changes are transitioned smoothly
throughout the BPR project (Madushela & Pretorius 2017;
Van der Aalst et al. 2016).

The recommended framework’s components were included
based on the following;:
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Challenges

Success Factors

® Resistance to change

® Lack of change management

® Lack of understanding of BPR terms

® Lack of BPR framework

® Lack of appreciation

e BPR initiatives not linked to strategy

e Confusion between process improvement and system
improvement

e System not yielding required results

@ Incorrect disclosure of business processes

e Change management

o Effective stakeholder management

o Definition of the methodology

e Top-down approach

o Ability to measure engineered processes
® Leadership commitment

Eliminated

Included

Recommended framework

Project management p!

BPR activities

Monitoring
Initiation Planning Execution and
Control
Change Management
. Understand
Develo Identify and Identi Re-engineer BPR
. P processes iy g Continuous
vision measure the IT the Implement .
and scope il existin bl [oCesses ti improvement
P re-engineered g enablers| | P aton
processes

Project management
activities

Project management
activities

Project management
activities

activities

Communication strategy
o [dentify key roles in the
project, both internally

® Agree on implementation
timelines with stakeholders
® Draw up project plan

e Define and manage risk

Project management

® Track timelines and issues

y L ® Track and manage
and externally ® Prepare benefit realisation
management plan i 7 i
® Justify why BPR plan :;7:12 stz g:f ’enEd n
initiative is conducted ® Draw up communication
(business case) plan
BPR activities BPR activities BPR activities BPR activities

using flow charts

® Define the objective of
the BPR initiative

and tools to use
to be put in place to

processes

® Draw up as-is processes
® Decide on methodology
® Define KPIs that will need

measure performance of

Process re-engineering

e Analyse current processes through
brainstorming sessions

® Evaluate impact of new technologies

® Visualise new processes

e Conduct benchmark studies to
determine how other companies
are implementing BPR

Process blueprint

® Design new processes

e Define new organisational
structures

® Visualise new processes

e Outline human and technological
needs

Implement new re-engineered
processes

® Evaluate newly
implemented processes
and structures in line
with defined KPIs

Project monitoring: scope, quality, budget, stakeholder satisfaction

[
B
.S O
5 3
Q
=g
=
=
o

® Analysis

® Modelling

® Project Management
@ Problem Solving

® Communication

® Business Knowledge

Skills

Execute the
framework

® Process Analyst

® Process Champion

® Process Owner

® Business Process Management Office (BPMO)
® Project Manager

e Change Manager

Roles

BPR, business process re-engineering.

FIGURE 4: Conceptual business process re-engineering framework.
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® The challenges were identified from the literature review
and confirmed by the interviewees. Eliminating or
reducing the challenges improves the success rate.

* Various success factors were identified from the literature
review. As is the case with the challenges, the interviewees
confirmed the success factors.

® The major part of the framework consists of the traditional
project lifecycle (Project Management Institute 2017),
change management (Hornstein 2015) and traditional BPR
activities (Attaran 2004; Madushela & Pretorius 2017). The
purposeofthisarticleisnottoinvestigate theappropriateness
of these components. Any BPR project that is in essence an
IT/IS project, should follow these best practices.

e The last component of the framework focuses on the
skills and roles. The various roles should be clearly
identified, and the necessary responsibilities should be
attributed to the roles. The incumbents of these roles
should also have the necessary and appropriate skills.

Discussion

The aim of this study was to design a conceptual framework
that could be used by financial institutions to combat the
challenges faced with regard to BPR projects. The challenges
that were identified from both the literature review and the
data collection process were considered and removed during
the definition of the framework.

These challenges were resistance to change, lack of change
management, lack of understanding of the term ‘BPR’, lack of a
BPR framework, lack of appreciation, BPR initiatives not linked
to strategy, confusion between process improvement and
system improvement, systems not yielding the required results
and incorrect disclosure of business processes. The reluctance to
change and the lack of change management were identified by
multiple interviewees as major challenges. Because of these
challenges, there was a lack of buy-in from key stakeholders
and this resulted in commotion in BPR initiatives. Another
aspect that was identified as a challenge was the lack of
understanding of what BPR is. Consequently, the end-users did
not buy into BPR because of the lack of understanding of what
benefits the initiatives would hold for them. The BPR workers
sometimes embarked on the initiatives without proper
guidelines, which resulted in not delivering what they were
supposed to deliver. Another challenge that was mentioned
was that BPR projects were not initiated with a strategy in mind,
which resulted in a lack of allocation of budget and resources.

On the other hand, the factors that could ensure success in BPR
were considered and the framework was designed to include
these elements. These factors were change management,
effective stakeholder management, a definition of the
methodology, a top-down approach and an ability to measure
engineered processes. The change management element was
added to cut across all phases as it was envisioned that it would
be performed across all activities. The activities that had to do
with  stakeholder engagement included agreeing on
implementation timelines with stakeholders, drawing up
project plans, preparing benefit realisation plans and drawing
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up a communication plan. These activities are performed
during the planning phase by the project management team.
Time management is when the team ensures that their timelines
are stipulated and discussed with the relevant people. Proper
planning involves the entire organisation in planning BPR
initiatives, thus ensuring that the BPR team is aware of their role
in the initiative and that they know what is expected of them.

Conclusion

The study focused on developing a conceptual framework
that could be used to guide BPR projects within financial
institutions. The literature review suggested aspects that
needed to be included in a BPR framework to ensure the
success of BPR projects. These aspects included specifying
principles and deciding on the methodology to be followed
and the tools to be used when conducting BPR projects.

The authors then sought to understand the principles needed to
be considered when working on BPR projects. A conceptual
framework was developed and it included steps that need to be
performed by BPR teams and those that need to be performed
by project management to support the BPR initiatives.

The research shows that financial institutions have not
defined roles aligned with the roles recommended for BPR.
There are still roles such as transformation analysts and
enterprise architects conducting BPR. This leads to experts
doing things outside of their BPR role, which can lead to
duplication of effort and a lack of segregation of duties. This
situation has opened the eyes of the researcher in the sense
that he or she now realises that the role can be different from
the duties that are performed. Therefore, it is important not
to consider the role only but also what the different roles
entail. This lesson may be used in future research.

Financial institutions are still struggling with the
implementation of BPR projects because of their lack of
understanding of what BPR entails. It can be concluded that
this is because of the lack of defined methodologies and
clearly defined roles.

The interviewees felt very strongly about the introduction of
change management as it ensures the success of BPR projects.
The introduction of change management ensures that users
are introduced and taken through BPR projects from
inception to the end in order to prevent users from being
reluctant to change. This then means that even BPR experts
would need to be thoroughly workshopped on the framework
to ensure that they understand what is required and that they
are able to use it in future BPR projects.

The importance of project management in BPR has been
identified through the literature review and was later
affirmed by interviewees. The interviewees mentioned time
management, effective communication and proper planning
as key components. This confirms that project management
needs to be part of a BPR framework as BPR projects cannot
succeed without them.
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The interviewees indicated process analysis and process
optimisation as key skills in BPR. This means that BPR
experts must master these skills and must be taught how to
analyse and optimise processes. The framework therefore
needs to guide users on how to perform the skills to excel in
BPR. Moreover, organisations need to find people with these
skills when hiring BPR experts.

The interviewees also indicated that they needed a
framework to guide their activities as this would provide
the project management elements currently missing in their
projects. They confirmed that the framework would assist
with clear articulation of different activities performed
between project management and BPR.

The conceptual framework will assist BPR experts by
providing them with guidelines when conducting BPR
activities. These experts will then be able to identify the
project management phases of the BPR projects and link
those with BPR activities that need to be performed. It will
also enable project management resources to plan for BPR
projects in terms of knowing which skills to source for BPR
projects.

The challenges that are faced in BPR will be visible to BPR
experts and they will be able to prevent those from happening.
Furthermore, the experts, with the assistance of change
management and project management, will be able to
introduce the success factors to the projects.

Future research may include reviewing whether the defined
framework has worked as anticipated or whether it needs
to be amended. This may include identifying aspects that
do not work and those that work well. The thinking here is
that users may start identifying things that are not working
in the framework once they start implementing it. The
authors believe that the change management aspect needs
to be understood further as it is a discipline on its own.
Financial institutions need to provide ways of ensuring that
change management is conducted for all BPR initiatives.
Therefore, further research can include researching in
detail how change management may be incorporated in
BPR, including specifying the detailed activities of what
change managers do in a BPR project. Another potential
research project may be to conduct research on how to
enforce the framework and what to do if BPR experts do
not follow the framework.
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