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Process Design and Redesign

1. Business Process Performance Indicators:

· Time – Service Time, Queue Time, Wait Time, Cycle Time also called Response Time, Throughput Time

· Cost – Fixed cost and Variable cost
· Quality – External and Internal Quality
· Flexibility – ability to react to changes such as 

· ability of resources to execute different tasks

· ability of the process as a whole to handle various cases and changing workload

· ability of management to change the structure of the process and/or allocation of resources

· the organization’s ability to change the structure and responsiveness of the business process to meet the wishes of the market and business partners. 

Also important are: 

· run time flexibility - handling changes and variations when executing specific business process vs.

· build time flexibility - the possibility to change business process structure.

2. Redesigning Processes Using Best Practices:

· Task Best Practices – which focuses on optimizing single tasks within a business process
· Task Elimination (ELIM) – to eliminate unnecessary tasks from the business process; task is unnecessary when it adds no value from the client perspective; increases speed and cost of handling a case. The drawback may be that quality of service deteriorates

· Task Composition (COMPOS) – to combine smaller tasks into larger composite tasks (that should reduce the setup time for the whole business process) and to divide larger tasks into workable smaller tasks (making tasks too large may result in a) decreased run time flexibility and b) lower quality as tasks may become unworkable.

· Task Automation (AUTO) – consider automating tasks (tasks can be executed faster, with less cost, and with a better result). The disadvantage may be a cost of developing of the automated system. Automated system is often less flexible than a human resource. Instead of full automation an automated support of the resource executing the task can also be considered.

· Routing Best Practices – which try to improve upon the routing structure of a business process
· Re-sequencing (RESEQ) – changing the order of tasks to better reflect causal dependencies between tasks and to improve performance of the business process

· Knockout (KO) – means termination of the business process; to order knockouts in an increasing order of efforts and in decreasing order of termination probability

· Control Relocation (RELOC) – means moving controls toward the client; this may eliminate errors in the business process and improve client satisfaction.

· Parallelism (PAR) – can certain tasks be executed in parallel; this leads to reduction of lead time and to increase of costs because additional resources (human or equipment) may be required to execute tasks in parallel. Management of parallel activities may also be more complex.

· Triage (TRI) – general task is divided or classified into several alternative or similar tasks. Such re-classification of cases may allow better alignment of available resources and actual cases with positive results from cost and time perspective.

· Allocation Best Practices – which involve particular allocation of resources within the business process:
· Case Manager (MAN) – make one person responsible to handle each case – case manager; he/she is not the only person responsible for the case to be processed. Case manager provides a single point of contact for a client. This may positively influence quality of the product if single person is responsible for this product. This solution may be costly because each case manager has capacity.
· Case Assignment (ASSIGN) – the same workers should perform as many steps as possible in a case. The up side of this approach is quality of service performed by workers familiar with the case; the down side is limited flexibility of resource allocation.
· Customer Teams (TEAM) – a variation of case assignment best practice in which a team of workers from different department will take care of the complete handling of specific sorts of cases. 

· Flexible Assignment (FLEX) – resources are assigned to tasks to assure maximum flexibility for the near future. If two resources are available to execute a specific task then assign more specialized resource to this task. This will allow a more general resource to be still available to any incoming task. This will reduce the overall queue time because it is less probable that tasks will wait for a specialized resource. Also, more tasks will be executed by specialized resources that may result in better quality of products. However, workload may be unbalanced, resulting in less job satisfaction.
· Resource Centralization (CENTER) – geographically dispersed resources are treated as being fully centralized. This best practice works well when resources are strongly dependent on technology; for PAIS it is less important where resources are located and more important are qualifications of these resources. This leads to higher flexibility of resources and that leads to a better utilization of resources and better lead time.
· Split Responsibilities (SPLIT) – this best practice is to avoid assignment of task responsibilities to people from different functional units. This based practice is based on the idea that tasks for which different departments are assign will lead to neglect and conflict. This best practice may have negative impact on the lead time because number of resources within one department is smaller than for more departments.

· Resource Best Practices – which focus on types and number of resources
· Numerical Involvement (NUM) – to minimize the number of departments, groups, persons involved in a business process. This reduces necessary coordination efforts and less shared responsibilities. It may also prohibit expertise building (a quality issue) and acquiring a routine (cost issue). 

· Extra Resources (XRES) – increase amount of resources in a certain resource class if capacity is not sufficient; this will reduce the queue time, may improve management policy, and costs more.
· Specialist-Generalist (SPEC) – to consider making resources more specialized or more generalized; a specialist builds a routine more quickly and may have more profound knowledge than a generalist; he/she works quicker and delivers higher quality. Availability of generalist adds more flexibility to the business process and may improve utilization of resources. This best practice may influence cost.
· Empower (EMP) – this best practice leads to reduction of the middle management through empowering workers who actually make most of the decision; this will reduce cost and may lower lead time. However, quality of decisions may be lower and errors may not be detected. If bad decisions and errors require rework this may increase costs of handling a case. 

· Best Practices for External Parties – which try to improve upon the collaboration and communication with the client and third parties
· Integration (INTG) –this best practice considers integration with a business process of the client or supplier; it exploits the supply chain concept

· Outsourcing (OUT) – the whole process or part of it may be outsourced to another party that is more efficient in performing the same work; typically this practice reduces cost. However, quality may decrease and coordination efforts may increase. Also business process may be more complex.

· Interfacing (INTF) – this best practice considers standarization of interfaces with clients and partners; a standardized interface will diminish probability of mistakes, incomplete applications, un-intelligible communications.

· Contact Reduction (REDUC) – this best practice attempts to reduce number of contacts with clients and third parties; time of communication is reduced and probability of introducing errors is reduced too. This practice may negatively impact quality of the final product.

· Buffering (BUF) – this practice collects information needed in the business process from stable and systematic sources; the information is systematically being cached and it is used when needed. This results in ready availability of needed information. It may also lead to information overflow (i.e. not needed information will be submitted) and to significant technology costs.  

· Trusted Party (TRUST) – this best practice uses information and related analysis of this information from trusted parties instead of determining information oneself. For instance establishing creditworthiness of a client is a standard procedure performed by specializing companies. This practice is different from both outsourcing and buffering.

· Integral Business Process Best Practices – which apply to the business process as a whole.

· Case Types (TYP) – The case type best practice is to determine whether tasks are related to the same type of case and, if necessary, distinguish new business processes and product types. Faster processing times and lower costs are expected. This practice is similar to the triage concept. The main interpretation of the triage concept can be seen asa translation of the case type best practice on a task level. 
· Technology (TECH) – this best practice introduces new technology into the business process with intention to improve quality and to reduce costs in a long run. In a short run it may incur significant investment and training costs.
· Exception (EXCEP) – this practice classifies all business cases into standard one and into exceptional cases. Isolating exceptions may improve performance because specialized cases will be treated separately by specialized workers.
· Case-based Work (CASEB) – this practice attempts to remove batch processing and periodic activities from a business process. Service industry processes are essentially case based. However, on occasions it can happen the following two types of activities: a) the piling up of work in batches, b) periodic activities, depending on computer systems that are only available for processing at specific times. Getting rid of these constraints may significantly speed up the handling of cases.
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