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Report on the impact of business process re-engineering.


Abstract
“Business Process Re-engineering is the act of recreating a core business process with the goal of improving product output, quality, or reducing costs” (Sonia Pearson, 2020).  BPR can be viewed as an important tool within an organisation. Some of the pros include eliminating unnecessary activities with a reduction in organisational complexity, coordination of several functions and building a strategic view of operational procedures by inquiring about how processes can be improved and how things can be done. However, its implementation can be problematic. One of the disadvantages to BPR is that it is not a one size fits all solution. This means it does not suit every business need and can be heavily dependant on factors like size of organisation and resources available. Depending on where the application of BPR is aimed, the efficiency of one organisational department can be improved at the expense of the overall process. The question to be considered is:
· What is the impact of business Process Re-engineering within a specialised British Army Logistics field unit? 
The aim of this report is to understand the key function of the organisation, apply Business Process Reengineering and determine its predicted success. The expected outcome, considering both the strengths and weaknesses of the use of BPR, should show BPR enhances productivity with a reduction in process complexity and reduces wasted man hours in a specialised British Army logistics field unit. 

1.	Introduction
1.1.	This report will analyse the impact of business process re-engineering within a specialised British Army logistics field unit.  Select units within the logistical sector provide an enabling capacity, deploying large amounts of materiel with continued reliance upon civilian contracts. This begs the question, could this historic reliance have led to financial impact becoming a key issue, affecting the design of operating processes. The report will explore the way in which processes, and working practices are conducted. The results will show if commercial contract constraints are adversely affecting the end goal delivery method.  

2.	Internal Dynamics
2.1.	Agile Literacy (2020) highlights the effect of team dynamics by linking its importance with the ability to deliver a successful product. Company reputation and culture is also heavily reliant on the operational ability of the team. The organisational layout for the unit comprises of the Regimental Headquarters (RHQ) element, one non-deployable squadron and two deployable squadrons. Its primary function is to provide worldwide port task groups whilst maintaining the day to day running of the UK’s military port at Marchwood. 
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The diagram above depicts the layout of the organisation.  The working rhythm of the unit sees its personnel split over two locations. All personnel essential for the delivery of the port services work within the port. The rest of the unit is situated within the camp, located across the road from the port. 
2.3	Within the organisation each department has a role to play. RHQ have oversight and control of all their personnel and delegate tasks to the sub-unit commanders to action. Below RHQ sit three sub unit Headquarters. 53 HQ and Enabling Squadron administer and command all the sections that provide an enabling capability to the port. Under 53 Sqn’s command falls Port Movement Control Centre (PMCC), Vehicle Specialist (VSS) and the Quay Foreman. PMCC provide all movement and planning assistance to military port operations. VSS provide drivers for all military vehicles transiting through the port and the Quay Foreman provides the subject matter expert for loading the vessels. 
2.4	51 and 52 Port Squadrons provide the materiel handling specialists and the port operators that secure the cargo onto the vessels. They operate on a rotational basis; one squadron tasked with supplying personnel to the port at Marchwood and the other supplying personnel to worldwide port task-groups and exercises. Regular report meetings are conducted by RHQ with the sub-unit HQ’s to keep track of events and any issues. The civilian organisation holds regular port working meetings but information regarding the regiment’s working tempo is not freely shared. 
2.5.	The performance output has shown to be positive with a rise of import & export activity displayed over the last 6-month period. The performance of the military port organisation has however become increasingly difficult to maintain with the port now owned by a civilian maritime logistics company. This has placed restrictions on the military element who, before possessed the ability to self-govern, now no longer have carte blanche to operate when and where they see fit.


3. 	Importance of Change
3.1.	With pressure from competitors and budget holders the need to streamline business processes has shown to be a key part of future proofing each individual organisation. Evidence has proved the need for implementation, “Many organizations gained benefits from BPR projects. For instance, the CIGNA Corporation successfully completed a number of BPR projects and realized savings of $100 million by improving its customer service and reducing operating expenses (Ozcelik Yasin, 2010).

3.2.	Very rarely does change come without any flaws or partial push back from employees yet to understand the reasoning for implementation. This is the reason the implementation needs to be managed correctly and effectively, to ensure the correct action is being taken as part of a staged process. This process of change needs to be agreed at management level and any ‘roadblock’ issues ironed out prior to going ‘live’. As the new process starts to roll out, the employees that have any direct involvement will need to be trained and educated so full understanding and ‘buy in’ is achieved early on. As the re-engineered process starts to take hold, close monitoring will be required to understand impact and determine the likelihood of a successful outcome. 

3.3.	A process that raises flags and earns its place as the number one for a re-engineer is the communication and operational platform of all the organisations in the chain. The current process sees a hyperbole disconnect between the RHQ (Overarching Management of all military personnel) the receiving authority (Port element of the specialised unit) and the port owners (Civilian Maritime logistics company). The issue stems from the different operating platforms each organisation is using. This has shown to be problematic with organisations unable to see or understand what the others are currently working on. Weekly meetings are arranged to try and counteract this, but this only alleviates a small amount of confusion. This has led to a wastage of man hours, spent trying to inform and plan, taking into account all the organisations’ requirements for future port operations. The plan for organisational change would see the 3 organisations connected via the same operating platform.  A platform that allows for all planning information, future commitments and live data about equipment locations and movements on the port. This would have the potential to streamline the handling and movement process. The changeover would need to start at management level with all 3 interlinked before slowly starting to introduce each critical component of the process to the new platform. Once up and running, operational effectiveness could be monitored and tweaks to the process made if necessary. 

4.	Information System 
4.1.	All successful organisations rely on information systems to communicate and plan. An integral part of that system is the use of Information Technology (IT). To re-engineer any process, IT will need to be utilised or modernised to obtain a successful outcome. In-depth research has been carried out over the years on this topic. Madhumita Panda (2013) has stated that “reengineering without IT support is nearly impossible. The evolution of IT provides multiple options for process execution that were not possible erstwhile, which opened the possibility of reengineering in first phase”. 
4.2.	The new re-engineered process for the organisation would see IT play a vital role. The new system would include a universal platform that all organisations in the chain would have access to as far as their needs justify. This would give oversight and become an information gathering tool for the RHQ element. For the other elements, port working team and civilian maritime logistics company, the platform would provide an editable, live log of port operations. The system would allow for all planning data to be uploaded, all future commitments and planned loads would be visible months ahead to allow appropriate resources to be allocated. The system would be scoped with a tracking function across the whole process. All arriving equipment is to be uploaded, including the individual relevant shipping data for the consignment. This function would ensure the clarity of the ground working picture and provide instant, accurate planning and control figures at decision making levels. 

5.	Performance Appraisal
5.1.	Performance management and appraisal plays a crucial part in today’s modern business society. The mantra of ‘People are our greatest asset’ (Choppin,1996) is often used to support the notion that an organisation’s individuals are vital to the success of the operation. Proactive management is a fundamental part of success, with individual gain the driving force behind individual’s performance. A universal feature of performance appraisal is teamwork. Organisations have to manage this with care, placing emphasis on a clear and fair appraisal system to retain and enhance the operational effectiveness of the organisation. Mis-management, leading to unfair or inadequate distribution of organisational rewards could see a detrimental effect on performance behaviour with poor effort and dis-engagement as a result.  Performance appraisal as an organisation can be categorised as financial and non-financial. Financial appraisal focuses on the factual figures the organisation deals with, cash in, cash out, time taken to turn monetary outlays into income profit. Non-Financial appraisal tracks all the factors that greatly affect the financial stability of the organisation. Some of these factors include; Management structure, customer satisfaction, growth potential and employee satisfaction and retention rate. 
5.2.	The management of non-financial performance indicators within the specialised logistics field unit originates with senior management (RHQ). It is then disseminated through empowerment to those with the correct organisational status.  Put into practice, it sees personnel entrusted with the ability to make on the spot decisions that can change behaviours or elements of working processes. Holding the ability to affect change allows for any negative undercurrent that arises from the working populous to be flagged as a potential issue and dealt with before operational effectiveness is jeopardised. Customer satisfaction with the services provided at the port is constantly monitored by those who deal with the external organisations on a daily basis. Issues with timings/ service allocation are the main problems encountered. Regular discussions are held at sub-management level to ascertain if this is a process failing or contractual issue. Figures that show the amount of materiel and equipment processed through the port on any given week, give the sub-unit management a regular indication to the effectiveness of operations. The data will allow for a clear indication to be gained of the processing ability in relation to manpower available. The management at the port sees a set structure in place to monitor each specialist skill set. This structure is overseen at sub-unit level, who hold the ability to make minor alterations if required to maintain a positive operational tempo.

Conclusion
To conclude, Business Process Re-engineering would allow for this organisation to streamline an outdated process into a modern, beneficial working system. Application of the discussed business process re-engineering approach has the potential to save wasted man hours and allow for a smoother, more efficient logistic chain. However, this is not the only area that will need addressing to ensure success; even with the implementation of the new process, the detachment between RHQ and the port owners still possesses the ability to hamper operational success. A better connected, multi-organisation port, with a newly re-engineered logistical process would be a step in the right direction towards modern working practices, capable of delivering a consistent and effective operation. 


	
	Assessment Criteria Table
	

	Learning Outcome - The learner will:
	Assessment Criterion - The learner can:
	Demonstrated in Paragraph(s)

	1.1
	Understand the internal dynamics of organisations and the factors that determine them
	1.1.1
	Develop appropriate organisational control structures
	 2.1/2.2/2.3/2.4/2.5


	
	
	1.1.2
	Critically analyse the performance of an organisation
	

	1.3
	Understand the importance of change and why it takes place
	1.3.1
	Develop a plan to implement an organisational change
	 3.1/3.2/3.3 


4.1/4.2

	
	
	1.3.2
	Demonstrate how to manage a process of change within an organisation
	

	1.4
	Understand the information needed to meet corporate objectives
	1.4.1
	Develop an appropriate information system for an organisation
	

	4.5
	Understand the concepts of financial and non-financial performance appraisal
	4.5.3
	Demonstrate how to manage non-financial performance indicators to ensure outcomes are achieved
	5.1/5.2
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