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Analyzing and Redesigning 
Processes

  This month we turn our BPTrends Spotlight on the various 
articles we have published that offer advice on analyzing and 
redesigning business processes to make them more efficient. 

Business process analysis and redesign has been around since 
the late Eighties. Probably the most important early business 
process analysis and redesign book was Geary Rummler and 
Alan Brache's Improving Performance which appeared in 1990. It 
was followed in the mid-Nineties by a whole range of books that 
offered advice and methodologies on business process modeling 
and process improvement and many of those books continue to 
be popular and relevant today. More recent books that offer 
systematic business process redesign advice include Roger 
Burlton's Business Process Management, and Paul Harmon's 
Business Process Change: A Manager's Guide to Implementing, 
Redesigning and Automating Processes. 

All of these books advocate what we refer to as 1st Generation 
BP Redesign. In a nutshell, they recommend that one begin by 
examining the organization to gain a clear understanding of the 
relationships among key processes and the opportunities for 
improving them. Then, they recommend zeroing in on specific 
processes and working with a group of business managers to 
create models of the processes. The recommended process 
models are invariably workflow diagrams that show activities, 
events and flows. Most, today, use swimlanes to show what 
departments or individuals are responsible for which activities. 
Depending on the methodology being used, one drills down into 
processes and subprocesses and eventually defines specific 
employee roles or software requirements. Six Sigma 
practitioners tend to use a lighter-weight version of 1st 
Generation BP Redesign and tend to focus on sub-processes and 
activities which they model with simple workflow diagrams. 

In either case, once one has a model of the existing business 
process (the "is" state) one looks for ways to improve the 
process. There are a variety of techniques, ranging from gap 
analysis to identifying activities that don't add value. In addition, 
there are approaches driven by the possibility of applying new 
technologies, as when one installs an enterprise application, a 
workflow system or a portal. 
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We have published a number of articles on BPTrends that 
describe or illustrate how one undertakes 1st Generation BP 
Redesign. Some of the more popular articles include the 
following: 

Carol Panza wrote a Technical Brief, An Air Travel Security 
Planning Map, on how one model's an organization. Later, Carol 
wrote a Case Study, Continuous Improvement at Telecordia's 
Help Desk Center, in which she described the actual process of 
redesign. 

Michael Anthony wrote a great White Paper, A Study of Strategic 
Change, Process Alignment, and Notation: FNGC Tap Process in 
which he showed how he analyzed and redesigned an energy 
extraction process for a client. This two part study offers a very 
detailed look at the analysis and redesign process. Part 1 | Part 2 

We also published a Proforma White Paper, Model Driven Six 
Sigma Using Provision, that describes how one uses a tool like 
ProVision to model a process in the course of a Six Sigma 
improvement effort. 

In April of 2003, we published a Newsletter, Analyzing Activities 
that focused on the analysis of a specific activity. 

In May of this year, we published a White Paper by Laury Verner, 
The Challenge of Process Discovery, in which he describes how 
one goes about discovering the nature of a process. 

At the same time we have been publishing articles on what we 
think of as the classical approach to business process modeling 
and redesign, we have also been publishing articles on what we 
refer to as 2nd generation business process modeling and 
design. 2nd generation practitioners rely on the use of a high 
level process Operations Reference model, template, or 
framework to accelerate process analysis, measurement and 
redesign. In essence, since most companies implement their high-
level processes in much the same basic manner, the use of an 
OR framework to quickly characterize what the company is 
currently doing provides significant efficiencies. This approach is 
much faster than the classic approach and practitioners using 
this approach can usually characterize a process in a few days, 
as opposed to the classic approach which generally requires 
weeks or months, Since the OR templates come with pre-
established process measures and benchmarks the developer can 
usually evaluate the processes and identify the processes that 
need attention at the same time that he or she is characterizing 
the high-level processes. 

Characterizing high-level frameworks doesn't mean one avoids 
drilling down and defining or customizing processes. What it does 
mean is that one can quickly characterize a large scale set of 
processes, determine which are efficient or inefficient and then 
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drill down into subprocesses that really need to be redesigned. 
The efficiencies of this approach are obvious to anyone familiar 
with the value of benchmarking and best practices. 

Obviously, the OR frameworks approach depends on the 
existence of useful frameworks. Thus, today, it works best in the 
case of companies seeking to analyze supply chains, or telecoms, 
since industry groups have developed very detailed frameworks 
in both of these areas. We've published several papers to 
introduce members and readers to the value of 2nd generation 
BP redesign, and to specific frameworks that are established and 
proven. The most popular are the BPTrends Newsletter we wrote 
in May 2003, Second Generation Business Process Methodologies 
and our White Paper, An Introduction to the Supply Chain 
Council's SCOR Methodology. Both provide good overviews of the 
2nd generation approach. 

In July of 2003 we also published a Book Review of Peter 
Bolstorff's book, Supply Chain Excellence, which provides a good 
introduction to the use of SCOR, a leading 2nd generation OR 
framework. 

Other popular articles on 2nd Generation approaches include: 

A White Paper by the TeleManagement Task Force titled NGOSS 
and MDA, that describes how the eTOM OR framework can be 
aligned with MDA. 

An article by Dan Swartwood, Using Lean, Six Sigma, and SCOR 
to Improve Competitiveness, discusses how Lean and Six Sigma 
are being used in conjunction with the SCOR OR framework. 

Finally, a Technical Brief by Celia Wolf, SCOR 6.0, that describes 
the Supply Chain Council's latest version of the SCOR framework. 

The first set of articles will remind readers of the basic skills 
required to analyze, model, and redesign processes, starting 
from scratch. The papers we've described as 2nd Generation BP 
papers suggest how we can improve our processes and become 
more efficient as we seek to model and redesign processes in the 
years ahead.

Til next time, 

Paul Harmon 
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