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Abstract

Non-profit organizations such as public sector organizations have some specifics, which make
renovation projects significantly different. It is clear that radical changes in the execution of busi-
ness processes and in the organizational structures are not suitable for the public sector because
they are not possible for many, also political, reasons. A business process change in public sector
mostly means unification of business processes, automation of some activities and elimination of
some unnecessary ones. Organizational changes are achievable only to a certain limit. Therefore
classic business process renovation methodologies have to be adapted. The proposed methodol-
ogy that is presented in the paper has been successfully applied in a process change project at one
of the Slovene Ministries, which is presented as a case study. Activities, techniques, and tools are
proposed for each of the six traditional business process change project’s stages. Problems and
topics to which special attention has to be paid are also discussed.

Keywords: business process management, methodology, business process maturity, public sec-
tor, business process modeling, business process change, case study

Introduction

The need for business process improvement in public sector has been recognized many times. In
1990, during the period of many business process reengineering (BPR) projects, e.g. US govern-
ment organizations went through the reform initiative named National Performance Review
(Thompson, 2000), the main intention of which was organizational change. Several process
change methods, that combine radical methods of BPR with a more progressive method of con-
tinuous process improvement, emerged (Hammer, 2004). Lately, they are particularly important
when organizations are introducing ERP systems (Al-Mashari & Zairi, 1999; Davenport, 1998),
e-business (Bosilj-Vuksic, Indihar Stemberger, Jaklic, & Kovacic, 2002), or SCM systems
(Trkman, Indihar Stemberger, & Jaklic,

2002).
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some unnecessary ones. Organizational changes are achievable only to a certain limit. Therefore
classic methodologies for process change projects have to be adapted to projects in the public sec-
tor. The purpose of the paper is to present the methodology for business process change that has
been proven successfully in some governmental organizations, since it considers their specifics.
Its effectiveness is analyzed using business process maturity levels. The methodology has been
developed and successfully applied by the authors and other members of the Business Informatics
Institute (BII).

The paper is structured as follows: the following section presents some theoretical foundations of
business process change methodologies, while section three begins by describing the specifics of
business process change projects in the public sector and proposes a methodology suitable for the
public sector. The proposed methodology has been successfully applied in a process change pro-
ject at one of the Slovene ministries, which is also presented as a case study illustrating the appli-
cation of the methodology. Final remarks and some further research directions are given in the
last section.

Business Process Change

Business process change (BPC) is a strategy-driven organizational initiative to improve and
(re)design business processes to achieve competitive advantage in performance through changes
in the relationships among management, information, technology, organizational structure, and
people (McCormack & Johnson, 2001). It integrates radical change methods of business process
reengineering (Hammer & Champy, 1993) and a more progressive methods of continuous process
improvement with adequate information technology (IT) and e-business infra-structure strategies.
The main difference of both groups of methods is between improvement, which essentially relies
on a problem-solving approach, and reengineering, which relies on reconceptualizing how a busi-
ness process should work. Most process change projects fall between these extremes (Harmon,
2003).

Business Process Maturity

To analyze an organization’s understanding of its processes i.e. to measure its current position in
becoming business process oriented, to compare (benchmark) to other organizations, to analyze
changes to the process understanding, and consequently a BPC project’s success, the Business
Process Orientation (BPO) maturity model developed by McCormack and Johnson (2001) can be
very useful. The BPO maturity model was designed as a reference model of the evolutionary
stages that organizations go through to become business process oriented.

A BPO maturity model identifies five levels or steps that describe how an organization typically
evolves from the functionally strong organization with barely visible processes stage to the inte-
grated processes inside the organization and with its vendors and suppliers. The initial four-stage
model described in McCormack and Johnson (2001) is extended in Lockamy and McCormack
(2004) with the fifth stage related to the supply chain management. The following maturity stages
are defined:

e Level 1 —Initial: Processes are unstructured and ill defined. Processes, activities and or-
ganizational structures are not based on horizontal processes, process performance is un-
predictable. Processes costs are high, customers satisfaction is low, functional coopera-
tion is also low.

e Level 2 — Defined: Basic processes are defined and documented, but activities and or-
ganization basically remain traditional. Processes costs remain high, customer satisfac-
tion has improved, but is still low.
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e Level 3 — Linked: This level represents a breakthrough. Cooperation between company
departments, vendors and customers is established. Broad process jobs and structures are
put in place. Customer satisfaction begins to show considerable improvement.

e Level 4 — Integrated: The organization, its vendors and suppliers take cooperation to the
process level. Organizational structures are based on processes, process performance
measures and management systems are applied. As a consequence, processes and supply
chain management costs are dramatically reduced.

o Level 5 — Extended: Competition is based on supply chains. Collaboration between com-
panies is on the highest level, multi-firm supply chain management teams with common
processes, goals, and broad authority take shape.

In McCormack and Johnson’s (2001) research the relationship between business process maturity
and performance is examined. They proved that BPO can contribute to the overall performance of
an organization, however processes documentation alone is not enough; it is a foundation for or-
ganizing jobs and establishment of measures. Process measurement and process jobs have been
shown to have strong relation-ships to business performance.

However, improvement and integration of business processes is not smooth. On the contrary, it is
difficult because integrated business processes usually initially develop as “chained pairs” of ac-
tivities and are later broadened to multi-stage or fully integrated chains. The activities, processes,
risks, and costs are often differentially de-fined by each activity. Therefore usage of formal and
fitting methodology is necessary for BPC projects.

Methodologies of Business Process Change

A methodology can be defined as a collection of problem-solving methods governed by a set of
principles and a common philosophy for solving target problems (Kettinger, Teng, & Guha,
1997). Many methodologies for BPC are known; some are described in Harmon (2003), Kettinger
et al. (1997) and Tenner and DeToro (1997).

In Kettinger et al. (1997), a composite Stage-Activity (S-A) framework for BPC methodologies,
techniques and tools was derived. The framework is based on the description of 25 BPC method-
ologies practiced by the leading process change consulting firms. The methodologies in BPC pro-
jects are tailored to clients’ unique needs. A framework consists of six stages that are subdivided
into major activities. The six stages can be categorized as to containing the following activities:

1. Envision — This stage typically involves the establishment of management commit-
ment and vision, a review of business strategy and IT opportunities, and identifica-
tion and selection of key business processes.

2. Initiate — This stage encompasses setting of project goals, project planning and orga-
nizing a project team.

3. Diagnose — In this stage the existing processes are documented and analyzed. The
processes are decomposed to sub-processes and modeled with different techniques.
The models of the existing processes (AS-IS models) are developed with process
modeling tools. Many of these tools also allow for some type of quantitative analysis
in the sense of activity-based costing or simulation analysis depending on the sophis-
tication of the underlying modeling technique. The processes are analyzed by qualita-
tive methods as well, because many inefficiencies and drawbacks can be observed
from the model alone.

4, Redesign — In this stage a new process design is developed. This is accomplished by
evaluating different alternative processes (TO-BE models) through brainstorming and
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creativity techniques and also by conducting simulation and other types of quantita-
tive analysis that is also supported by modeling tools. The new design should meet
strategic objectives. This stage also encompasses proposing changes in organizational
structures and culture, management, human resources and information technology. IT
employment for the automation of redesigned processes is planned.

5. Reconstruct — This stage has to ensure migration to new processes and requires
much change management. During this stage IT platforms and systems are imple-
mented and users go through training.

6. Evaluate — The last stage of the BPC methodology includes evaluation of process
performance to determine whether the project met its goals. Often it involves link-age
to a firm’s TQM programs and business process management.

In Kettinger et al. (1997) it had been shown that any of the existing BPC methodologies can be
matched with the framework and the same holds for the BII (Business Informatics Institute)
methodology for public sector that is described in the next chapter. The authors also suggest cus-
tomization of the framework based on unique project characteristics, like the project radicalness.
The customization according to specifics of the public sector is also discussed in the next section.

Bll Methodology for the Public Sector

In the past most of the business process change projects have been undertaken in profit-oriented
organizations, therefore most methodologies for business process change projects have been
proved for this type of organizations. Although a decade old, we found the observation by Cats-
Baril, W. and Thompson, R. (1995) still actual, namely that the concept of redesigning processes
goes against the common culture in many public sector organizations, but on the other side tax-
payers are increasingly comparing public sector to private sector, demanding better customer ser-
vice. But do non-profit organizations such as public sector organizations have some specifics,
which make renovation projects significantly different?

Although the differences between business and government are blurring (Hendrick, 1994), sev-
eral differences that are crucial to be considered in BPC projects are ascertained in literature.
Governmental organizations have a unique culture and face many challenges due to their social
obligations and higher legislative and public accountability (Kumar, Maheshwari, & Kumar,
2002). Hendrick (1994) asserts that the objectives of government are less clear, clients and stake-
holders are more diverse and numerous, and concepts such as quality are more complex.

In the literature review of e-government challenges and success strategies report (Gil-Garcia &
Pardo, 2005), among organizational and managerial challenges, concerning the lack of alignment
between organizational goals and the IT project, the existence of multiple, sometimes conflicting,
goals, and concerning the individual interests and associated behaviors that cause resistance to
change and internal conflicts. Government agencies and programs also often act as independent
and autonomous units without taking into account what other public organizations are doing.

Cats-Baril, W. and Thompson, R. (1995) observed the following specifics of the government
among others: more constrains imposed by red tape, greater level of interdependence across or-
ganizational boundaries, higher level of extra-organizational linkages, greater interdependence
across organizational boundaries, the turnover of top level administrators, the need to convince
employees to change the existing organizational processes is greater, the difficulty to implement
change is increased, and management tends to have less authority than its private sector counter-
parts.

This is in accordance with the Thompson’s research (Thompson, 2000) on the National Perform-
ance Review (NPR) success, the main objectives of which were: downsizing, reducing adminis-
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trative costs, reforming administrative systems, decentralization of authority within agencies, em-
powerment of front-line workers, cultural change, quality of services improvement, and effi-
ciency of agency work practices improvement. The research shows that some of the demands of
the NPR, such as the decentralization of authority and cultural change, are difficult to enforce.
According to Thompson the Social Security Administration agency is too big and dynamic for
radical changes. Although the business process reengineering plan envisioned dramatic improve-
ments in service and efficiency, the project ended up with less radical, incremental changes.

There are four major characteristics that should be considered in business process change (BPC)
planning (Kettinger et al., 1997): (1) project radicalness, (2) process structuredness, (3) customer
focus, and (4) the potential for IT enablement. By analyzing a typical BPC project in the public
sector according to the above mentioned criteria, the following characteristics can be observed:

1. Although it would be possible to radically change some (or most) of the processes in
the public sector, readiness for such radical changes is currently low in many public
sector institutions. The organizational structures are often rigid, project resources are
scarce, the ingenuous senior management commitment is usually difficult to achieve,
several processes are predominantly intra-functional, culture supports status quo etc.
All these characteristics support the belief that radical changes impose high risks.

2. Processes are mostly well structured; some of them are even governed by laws (e.g.
administrative processes). However, many of them are partially semi-structured or
not structured and they vary greatly in comparison with business, for example some
professional activities, judgments.

3. Customer focus is more emphasized in the public sector as it had been in the past.
Customer friendliness and simplification of procedures is the imperative of the gov-
ernment and administration. Very often this is the main motive for business process
change in the public sector. However, in most cases the goal is not to attract new cus-
tomers and keep the current ones. Customers are very often obligated to use these
services, €.g. when someone wants to found a sports society it has to be registered by
the state.

BPC projects in the public sectors have some common characteristics with projects in the private
sector; however, it is necessary to customize the S-A framework for the public sector BPC pro-
jects due to the above observations and specifics. Since the radicalness of the projects in public
sector is low, the emphasis should be on documenting the existing and analyzing processes as
proposed by Kettinger et al. (1997).

The proposed methodology with the techniques and tools used is presented in the remaining part
of this section. Also, the case of a BPC project at the Slovene Ministry of Education, Science, and
Sport (Ministry), where the methodology has been used, is presented and the experience dis-
cussed.

Table 1 shows activities, techniques, and tools of the proposed methodology categorized by
stages of a typical BPC project as proposed and validated by Kettinger et al. (1997) and discussed
in the previous section.

Envision

Sincere commitment of the top management is considered to be the most important achievement
of this stage and the critical success factor of the project. As ascertained by Thompson (2000) the
sustained, demonstrated commitment of its top leadership to initiate and insist on the use of re-
sults-oriented management practices is necessary. In the public sector this could be one of the
major problems due to the fact that this commitment is more of a formal nature, a consequence of
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public opinion pressure and not the truthful awareness of a need for a change. As business proc-
ess changes in the public sector are very often strongly constrained and related to the changes of
laws, by-laws, regulations, commitment of top management should include a will to make the
necessary changes in the regulations which fall under their competence and sometimes also to
propose changes of laws and by-laws.

Table 1. Methodology: Stages, activities, techniques, and tools
of BII methodology for the public sector

Stage Activities Techniques Tools

Defining goals, purpose, and scope of

Envision the project
Establishing management commitment
Project planning Gantt chart Project management
Organizing the project team Brainstorming tools
Organizing middle management work- Critical success factors

Initiate shops method

Informing employees
Identifying key business processes
Identifying limitations and constraints
Organizing workgroups Structured interviews Business process mod-
Documenting processes BPMN or similar process eling and simulation
Business processes modeling modeling technique tools

Diagnose Confirming models Proge§s documentatipn form
Verifying models Activity documentation form
Analyzing the modeled business proc- Discrete event simulation
esses, organizational structures and
information system
Identifying groups of processes of the BPMN or similar process Business process mod-
same type modeling technique eling and simulation
Proposing processes improvement and Process change proposals tools
unification form

R q Proposing organizational changes Current and renewed proc-

edesign . .
Modeling renewed processes esses mapping tables
AS-IS and TO-BE processes mapping Organizational chart
Proposing IT projects
Verifying and changing proposals
Determining processes owners
Implementing change IS modeling techniques Project management
Reconstruct | Planning and implementing IT projects tools
CASE tools

Implementing process monitoring sys- Business process man-

Evaluate
tem and process management agement tools

In the case of the Ministry the goal of the project was to do away with inefficiencies in business
processes, to change the organizational structure, and to introduce suitable IT employment that
will support redesigned business processes. The main purpose was to make the processes as cus-
tomer friendly (not cumbersome, short etc.) as possible. This has also been the main objective in
redesigning the processes. As the key to delivering quality services is decreasing variability
(Hendrick, 1994), unification and standardization of processes were strongly emphasized. The
awareness of the necessity to change the processes has been achieved, also because of the lucky
coincidence: at the time when the project started, the Slovene government also started the so-
called anti-bureaucratic program.
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Initiate

In this stage the project is initiated, which includes project planning (time, finance, outcomes),
organization of the project team, and identification of the key business processes, which will be
analyzed and redesigned.

In some organizations key business processes are already identified and listed but in others they
are identified in a series of meetings using discussion and brainstorming techniques. Usually there
are 5 to 10 key business processes (Harmon, 2003) that can be decomposed into several sub-
processes.

Top management commitment for process changes at this stage should be transformed in a way
that the employees of all levels understand the goals of the project. Resistance to changes should
be diminished and full participation of employees in the project ensured. As the public sector or-
ganizations are usually more rigid than profit organizations, we propose that related activities
should be even more emphasized in a public sector BPC project. We propose that several work-
shops for middle management should be organized and all employees be informed about the pro-
ject, its goals, and the expected outcomes.

As noted earlier, one of the obstacles for a radical business process is the limitations of the cur-
rent regulations, constraints of the common organizational rules and procedures at the govern-
mental level etc. The project team has to be familiar with these limitations and constraints and
moreover with the realistic possibilities to change these regulations, rules, procedures.

In the case of the Ministry the project group consisted of members from the Ministry and consult-
ants from the Business Informatics Institute (BII). A workshop for the ministry project group was
conducted, in which the participants were acquainted with project goals and the methodology
used. The workshop identified the key processes, which fall into the following five groups, as
well: (1) Strategic planning, (2) Working program preparation, (3) Preparation of laws and provi-
sions, (4) Financial processes, and (5) Administrative processes.

The identification of the key processes was a three-phase process. Firstly, it was necessary for the
project team members from the Ministry to fully understand the business process concept. Sec-
ondly, the list of all processes was prepared, and the last step was the selection of the processes to
be renovated. The brainstorming technique was used in the second and the third step. Several cri-
teria have to be used for the selection of processes. For example a process for which the renova-
tion benefits are promising but has a very low frequency (e.g. once a year) was not considered for
a change. A very useful technique at this point is identification of critical success factors (CSF) of
the project. The identified critical success factors were:

e A well-defined goal of the project;
e Realistic expectations and proposals of changes;

e Management commitment should not be of a formal nature, just a consequence of public
opinion pressure;

e Willingness to change or to initiate changes of the current laws, by-laws, and other regu-
lations;

e Dissemination of project goals and understanding the necessity for a change;
e Changed state of mind to the “process way of thinking”;
o Right identification and selection of the key processes;

e Selection of the appropriate tools.
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It can be derived from the above listed CSF that most of them are directly related to human factor
implying a necessity for an efficient change management in all project phases.

Diagnose

The activities at this stage can be divided into two groups or phases. Firstly, the processes are
modeled, and secondly they are analyzed. As radicalness of BPC projects in the public sector is
usually low and the current processes will be improved, documentation and analysis of the exist-
ing processes are important and should be detailed.

Business process modeling

Models of business processes play an important role in different phases of business process
(re)design regardless of the methodology used (Desel & Ervin, 2000). The choice of a modeling
technique and a tool for a particular project should be based on matching the virtues and limita-
tions of various techniques with the objectives of the project.

Process simulation can be carried out for a detailed analysis of the AS-IS processes. Simulation
has been applied many times in government for different purposes. As simulation requires plenty
of resources and is a demanding task to be carried out, it should be carefully considered, which
processes are candidates for such in-depth quantitative analysis. For example, it is not worth car-
rying out simulation for the processes of which the activity duration cannot be estimated precisely
enough, or for the processes implemented only once a year. See (Popovic & Jaklic, 2004) for a
more detailed discussion on this topic.

Before the documentation activity of processes is conducted, workgroups are organized for dif-
ferent organizational units or areas. These workgroups consist of process actors, process model-
ers, and middle management. Since the understanding of the process concept is usually low at this
stage, all actors are not yet known, so the workgroups can be expanded later. It is our experience
that, despite workshops in earlier stages, actors and middle management usually fully understand
the concept of processes, which flow through different organizational units, only when the proc-
ess models are developed and presented.

Workgroups document the processes by means of structured interviews with activity actors. For
documentation purposes two different forms are developed: the process documentation form and
the activity documentation form. In this way all (sub)processes and activities are documented in
the same manner. The process documentation form consists of the following elements:
(sub)process name, (sub)process number, process’ trigger(s) — events, inputs, detailed description,
outputs, additional comments, proposals for improvements, evaluation (cycle time, frequency,
splits and decision points frequencies for each output etc.). And the activity documentation form
consists of: organizational unit, process name, activity number, activity name, actors and other
required resources, inputs, detailed description, outputs, evaluation (average/min/max time, num-
ber of available resources, costs), additional comments and proposals for improvements, attach-
ments. The documentation also includes organizational structure documentation and IS support
documentation (description and additional comments).

Processes are usually modeled in several iterations. Designed models are presented to workgroup
members, who change them according to their observations. The models have to be verified by
consultants. It is essential for each process model and process description to be confirmed at the
end of the modeling phase by a responsible person (usually a middle manager) to avoid possible
misunderstandings in the future stages of the project.

For business process modeling we suggest using a technique that supports development of mod-
els, which are very clear and easily understood by non-specialists. Business Process Modeling
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Notation (BPMN) is becoming the de-facto standard technique for business process modeling and
is supposed to be easy to use and understand, but also to provide the ability to model complex
business processes.

In the case of the Ministry the processes were modeled by interviewing the actors and middle
management. iGrafx Process tool, which supports the Enhanced Process Maps (EPM) modeling
technique, was used for business process modeling. The EPM technique was selected, as at the
time of the project planning the BPMN technique was not as well recognized as currently. Yet, it
has all the required properties, such as simplicity and expressiveness, sufficient for the BPC type
of projects and is very similar to BPMN.

This phase of the project was utterly resource consuming and lasted for almost six months. Mod-
els had to be changed several times based on the comments of the workgroup members and veri-
fication made by the consulting team. A number of ambiguities were discovered and removed in
the modeling activity and the actors were acquainted with the “process way of thinking”. It was
difficult to evaluate the duration for some activities, to empirically determine the percentages for
the output distribution in decision points etc. During verification several inconsistencies in the
models have been discovered, e.g. when the activity durations are multiplied by the process fre-
quency the result is much higher than the number of working hours of the available resources.

Analysis of key business processes on the basis of their models

In this activity a qualitative and a quantitative analysis of the current (AS-IS) processes is con-
ducted. It very often appears that the same processes are implemented in a different way for dif-
ferent areas (in different organizational units). According to our experience organizational units
are usually not aware of these differences, so the BPC project is a good opportunity to acquaint
them with this problem and unify the processes of the same type. The unification can lead to the
improvement of customer orientation.

For example, the Administrative Processes group at the Ministry includes some of the most fre-
quently executed processes and are therefore very interesting for a detailed examination and
analysis in the BPC and IS project, as significant improvements in efficiency can be expected. At
the initiation stage of the project more than 30 processes were identified in this group, however,
some of them were of the same type, but for different areas (e.g. elementary schools, high
schools, universities) and therefore their substantial activities were executed in different depart-
ments.

The analysis results can be presented at different levels. In case of a group of similar processes
there are findings for the group as a whole, and then for each process. Apart from the findings of
the analysis some data from the models and process documentation, which might be of interest in
the redesign phase, are presented in the analysis report.

At this point at the Ministry several processes were analyzed using simulation as well. Processes
for such detailed analysis were selected by using the criteria such as: frequency of process execu-
tion, quantity of consumed resource, level of observed problems, etc.

Redesign

Process redesign based on the findings of the analysis calls for the application of creative thinking
techniques (such as brainstorming). Firstly, groups of similar processes that can be defined as one
TO-BE process are identified and then new, renovated processes designed.

As mapping between AS-IS and TO-BE processes is not 1:1, proposed new processes are rela-
beled. We use letters to label TO-BE processes. Usually one TO-BE process corresponds to sev-
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eral unified AS-IS processes. Two tables which present mapping between the current and the re-
newed processes (and vice versa) are built (see Tables 2 and 3).

Table 2. Mapping of the existing to the renovated processes
(A segment of the entire catalogue)

Organizational = . Renovated
. process | Existing process name
unit label process label
m
&
=
CZ> 5.1 Application acceptance 5.X
<
=
% , 5.6 Administrative processes in the higher education sector 5
Eu‘ = E E 5.6.1 Appeal against a decision of a hall of residence 5.E
L < <
% 8 i E 562 Entry in the records of higher education institutions and pri- SA
nR o vate university teachers ’
j5a)
E 5.8 Administrative processes in the sports department 5
%—1 5.8.1 Entry in the records of private sports affaire officer 5.A
= 5.8.2 Entry in the records of professional sportsmen/women 5.A
oé 5.8.3 Entry in the records of sports facilities 5.A
& 584 Entry in the records of societies of public interest in the field 5A
A o of sport ’
E 585 Promot?on of .the employees in the field of sport to a higher 5A
o T professional title )
% 5.8.6 Qualification examinations 5.D

As evident from the two tables, the existing-to-the-renovated-processes mapping is not just about
re-labeling, regrouping and unification. The main achievement of different classification (and
consequently different labeling) is completely changed view on business processes. Before the
change the processes had been grouped by departments (e.g. higher education department proc-
esses, sports department processes etc.). After the changes employees started to understand that
process view is horizontal (process flows through several departments), that processes are cross-
departmental. This was one of the main breakthroughs in the employees understanding of busi-
ness processes.

Table 3. Mapping of the renovated to existing the processes
(A segment of the entire catalogue)

Renovated
process Renovated administrative process name Existing process labels
label
Maintenance of records of societies, private officers, | 5.2.1,5.5.1,5.6.2,5.7.1,5.8.1,5.8.2,
5A professional and top-level sportsmen/women, legal | 5.8.3,5.8.4,5.8.5,5.9.2,5.9.5,5.10.4,
' personalities, and sports facilities. Satisfying the condi- 5.10.6
tions for financing of a private kindergarten.
5B Consqnt t.o the establishment of education, science, or 59.3
sport institution act
5.C Nostrification of foreign diplomas 5.10.1
5D Qualification examinations in the fields of education 5.8.6,5.10.5
) and sport
5.E Second level processes 5.2.2, 5351"91,352é56,451i 326 1,59.1,
5.X Application acceptance 5.1
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Proposals of new processes are described by using standardized forms. Like for the findings of
the current processes analysis, proposals for changes are presented in two levels: for each process
group and then for each individual process. At the process level proposals are mostly related to
unification and IS. Proposals were made on the basis of the analysis of the process maps, descrip-
tions, simulation, regulations etc. The standardized form for proposals consists of the following
elements:

e (Sub)Process name. Example: Maintenance of records of societies, private officers, pro-
fessional and top-level sportsmen/women, legal personalities, and sports facilities. Satis-
fying the conditions for financing of a private kindergarten

e (Sub)Process label. Example: 5.A

e Corresponding processes labels. Example: 5.8.4,5.9.5,5.6.2,5.7.1,5.8.1, 5.10.6, 5.8.5,
5.8.2,5.6.2,5.104,5.5.1,59.2,5.8.3,5.2.1

e Process owner. An organizational unit, which is the process owner. As the same process
can be performed in different organizational units for different types of applications (e.g.
Educational department and Sports department) it may have several process owners.
However one process manager (e.g. Ministry Secretariat) is appointed, who has the re-
sponsibility to coordinate process changes, IS support activities etc.

e Process model. Renovated process model. The enhanced process maps (EPM) technique
is used.

o Event(s). One or several events, by which the process execution is fired. Example: Sub-
mission of an application.

e Input. Input in the renovated process. Example: An application with the attached re-
quired documentation.

e Description. Verbal description of the renovated process.

e Qutput. The output (result) of the renovated process. Example: An archived decision
statement and a record entry.

¢ Changes by activities. Detailed descriptions of changes for each activity of the existing
processes compared to the renovated process.

e Other findings and proposals. Discovered weaknesses of the existing processes and
suggestions related to the process as a whole, process group, or interactions between the
processes.

e Resources. Required human resources for each activity of the renovated process. Pro-
posed changes of regulations are anticipated.

o Findings, relevant to IS support. Descriptions of the necessary IS support activities and
proposed future development of IS support. Unification of similar processes is one of the
main driving forces for changes in this field. Example: Unification of records databases
and applications, document systems improvement, digital signature introduction etc.

Due to limitations and constraints all proposals have to be discussed with the management.
Therefore several COULD models (Harmon, 2003) are usually proposed. However, when all the
viewpoints are reconciled and final proposals verified, then SHOULD models, which are to be
implemented, are built and process owners appointed. This includes reorganization proposal and
IS projects proposals.
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In the case of the Ministry the main guidance in the redesign stage was the goal to simplify the
processes and provide better services for customers (institutions, citizens etc.). Secondary goals
are shorter cycle times, unburdening of employees, and lower costs.

There were several cases of the same process carried out differently in different areas. For in-
stance the process “Promotion of the Employees to a Higher Professional Title” had been exe-
cuted in a different way in the sports department (labeled as 5.10.6) and in the educational de-
partment (5.8.5). The renovated process labeled 5.C is only one for both departments. Of course
the substantial activity Professional Consideration (5.C.13) is specific in both departments and
requires different professionals with specific knowledge. The new process also has one process
owner who has among other business process management responsibilities also the responsibility
to harmonize all the necessary future changes in the process in both departments. The fact that
from the point of view of process flows several processes were unified makes the whole adminis-
trative function of the Ministry less complex in the eyes of the customers and also IS projects are
simplified.

Together with process change several organizational changes were proposed. At this point we
faced rather strong limitations, as the upper part of the organizational structure is defined by gov-
ernmental regulations. Although the proper process organization is currently still not possible,
some major movements were made in this direction. The financial department for instance is the
owner of all the financial processes and has now cross-departmental jurisdiction. Determining
process owners, individuals responsible for process design and performance that are accountable
for sustaining the gain and identifying future improvement opportunities on the process is very
important for the successfulness of BPC project.

Reconstruct and Evaluate

The Ministry has started the reconstruction phase. It is quite limited in IS projects planning and
implementation, because it depends on the internal regulation for all governmental institutions in
Slovenia. However, the project has certainly brought about many benefits for them. One of the
main benefits is that the processes are now known and are performed in a much more uniform
way than before. To make the new way of work easier and to acquaint people with new renewed
business processes the models are published on the internal Ministry’s web pages. Is simplifies
change management and also provides an unambiguous way of process implementation.

Discussion and Conclusion

We have used the previously described (see Business Process Change section) BPO model to
roughly estimate the improvement of the business process maturity level at the Ministry as the
consequence of the BPC project. As it is proven that the BPO level is positively related to the
business performance (McCormack & Johnson, 2001) we used this analysis as the measure of the
project success.

Before this project the Ministry was clearly at the first level of the business process maturity
model. Processes were neither documented nor defined. Jobs were organized strictly upon the
traditional functions. Departments that should be the owners of the processes (e.g. financial de-
partment) had no influence on these processes (e.g. financial processes) performance in other de-
partments. Now the Ministry is moving from the first level to the second level with some ele-
ments of the third level. The processes are documented, known and performed in a much more
uniform way than before, models are published on the organizational internal web pages, process
managers are appointed. As quality services require continuous improvement of inputs and proc-
esses (Hendrick, 1994), a process management environment has to be developed. The process
managers have responsibility to harmonize all the necessary future changes in all departments, so
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changes to the processes must now go through a formal procedure. The financial department for
instance is the owner of all the financial processes and now has cross-departmental jurisdiction.
Therefore we can say that jobs include a process aspect.

A question that could arise is whether more radical changes could have been done. Considering
the characteristics of the public sector described in the section on BII Methodology, we believe
that such radical changes are not possible. Moreover, the authors of the BPO maturity model sug-
gest that it is not possible to skip levels. Each organization should grow and go through all these
levels.

Even though it is not a real breakthrough, this change at the Ministry is an important step. The
crucial achievement is that the way of thinking has been changed. Employees now understand the
concept of the business process and this is a good foundation to proceed with the process of
growing in the sense of BPO.

Based on our experience it is very important and sometimes difficult to correctly identify key
business processes and their sub-processes that are modeled. We suggest that special attention
should be paid to this activity of the BPC project. Some difficulties at later stages of the project at
the Ministry were caused by the fact that some of the processes were not identified during the
diagnose phase. We believe that the reason might be poor understanding of the business process
concept by the project team members from the Ministry. Although we were aware of the impor-
tance of full understanding of this concept, we suggest that even more attention should be paid to
this activity.

Although the public sector has many limitations (e.g. rigid structures and political reasons) we
believe that BPC is of importance also for this sector especially to successfully execute e-
government. The paper presented the methodology for BPC projects in the public sector. The
methodology is based on the general framework for BPC methodologies, techniques and tools
(Kettinger et al., 1997) and is customized for governmental institutions due to their specifics, e.g.
projects radicalness. It has been successfully employed in some process improvement projects,
e.g. in a BPC project at one of the Slovene ministries and this project has been used in the paper
as a case study, and is applicable to other governmental organizations.

We hope that more attention will be given to business process improvement in the public sector,
especially among practitioners. E-government initiatives or EPR projects are the areas where
BPC is extremely important.

Lately, business process management methods and systems that enable process modeling, analy-
sis, simulation and also their automation and performance measurement are emerging (Smith &
Fingar, 2003). Such systems will be applicable to governmental processes as well and will proba-
bly change process improvement methodologies. The adoption of the proposed methodology with
regard to business process management is left for our future work.
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