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Abstract

Every few years, a new management change panacea or fad is developed which is believed to enhance business performance.   Business process reengineering has been described as one of these ‘fads’ but while the advantages and disadvantages of business process reengineering have been widely published, the links with other change interventions in performance development when implementing improvements have not been extensively explored.     The purpose of the research therefore was to evaluate business process reengineering to implement process improvement using HM Prison Swansea as a case study.  


This was a case study research approach undertaken in a single organisation over a period of six months using qualitative methods incorporating multiple sources of data from in-depth interviews, non-participant observation and documentary evidence.  


A number of lessons have been learned from the research at HM Prison Swansea.  Firstly, BPR is not an interventionist strategy without problem and requires a structured approach.  The ‘seven step model’ as suggested by Hayes (2007) and Hammer and Champy (1993) provided a useful, simple and structured approach for implementing BPR in HM Prison Swansea and for the analysis of the results.   However, a new conceptual framework was developed for future reengineering initiatives to structure the change management and process improvement functions to focus on communication and learning issues which evidence identified as important for successful implementation of BPR.  Secondly, this research concluded that radical change had been implemented in the establishment previously; however, this business process reengineering initiative implemented incremental rather than radical changes.  Furthermore, the ‘clean sheet’ approach suggested in the literature was not used as this would have disregarded any of the current processes and the performance gaps would not have been identified. 

The research also highlighted that organisations do not always have the appropriate skills to use complicated tools and techniques for successful implementation.  There are no hard and fast rules to applying BPR and no set of tools for implementing BPR but the research suggests that BPR is an umbrella concept for improvement, which is implemented with other process improvement interventions such as benchmarking, total quality management and organisational development. 

Therefore, this case study demonstrates clearly to organisations and change practitioners that it is uncommon for business process reengineering to drive cultural change and performance improvement as a stand-alone performance improvement initiative but should be used to review the existing process within an organisational development intervention strategy to implement change.

Chapter 1:
Introduction

1.1 Introduction

This chapter will define the topic of implementing a Business Process Reengineering (BPR) programme within HM Prison Swansea.  The rationale for the study will then be explained and the aims and objectives clarified.

There are currently 141 prisons in England & Wales. Wales has four prisons all located in the south and all housing male offenders.  Three are public sector establishments and one is a contracted-out prison.

HM Prison Swansea (HMP Swansea) is implementing change in administrative processes within the establishment by means of a business process reengineering programme to improve organisational performance and develop greater service efficiency and effectiveness within the establishment.  This project has wide ranging implications for HMP Swansea as it represents a fundamental change to current work practices.  HMP Prison Swansea approached Swansea Metropolitan University with the purpose of investigating the administration processes and this project has been completed as part of an MBA dissertation.  

This pilot study was conducted of the Performance Development Unit (PDU) to gauge best practice for implementing the larger reengineering programme of the Offender Management Unit and to undertake a change readiness audit to identify any key concerns that may need to be addressed.  This consisted of one-to-one interviews with the staff of the unit and also involved background research of the Establishment’s documents and benchmarking with other establishments.

The HMP Swansea Establishment Delivery Plan for 2007-2008 highlighted that a ‘comprehensive programme of business change will be effectively co-ordinated’ to ensure that the priorities identified would be achieved.  The Performance Development Unit (PDU) was therefore initiated in 2006 to collect and analyse data and the Business Change Department was created within the PDU to monitor and develop change opportunities.    It was proposed for this department to drive forward the new change programme to enhance organisational effectiveness and to monitor and develop change opportunities. The main function therefore is to monitor and facilitate improved processes for the establishment. The establishment also identified 10 priority areas for change through the Performance Improvement Strategy.

1.2 Rationale

Every few years, a new management change panacea or fad is developed which is believed to enhance business performance.   Business process reengineering (BPR) has been described as one of these ‘fads’ but while the advantages and disadvantages of business process reengineering have been widely published, the links with other change interventions in performance development when implementing improvements have not been extensively investigated.     The purpose of the research therefore was to evaluate business process reengineering to implement process improvement using HM Prison Swansea as a case study.  
1.3
Aims and Objectives

The aim of this research study was to evaluate BPR using HM Prison Swansea as a case study.  HM Prison Swansea was seeking to undertake BPR, which the senior management perceive, would improve the administration processes.   An analysis of current administrative procedures would then identify any areas for improvement. From this analysis recommendations for improving administration processes would be made and a framework developed for BPR to be implemented in other parts of the organisation.

The key objectives were therefore to:

1. Critically review the literature on BPR as a change intervention for   performance improvement and to benchmark BPR implementation in organisations in the UK.

2. To evaluate the potential application of using BPR as a change intervention for performance improvement.

3. To investigate the current administrative processes with HMP Swansea. 

4. To draw conclusions and make recommendations on how HM Prison Swansea may improve administration processes. 

1.4 Limitations

The main limitations of this research are related to the broadness of the topic under investigation, generalising of issues and time constraints.

1.5 Dissertation Structure
The structure of this dissertation is as follows:

Chapter One explains the background of why this research was completed and to give the aims and objectives of this research.  

Chapter Two is a critical review of BPR literature and other change interventions to fulfil objectives one and two of this research. Initially, these interventions were investigated to identify the characteristics of each intervention in the first part of the chapter.  Following this a benchmarking analysis was completed of UK organisations that have used BPR for process improvement to identify any tools and techniques as a benchmark for best practice for using the BPR approach and to complement the theoretical literature.  Finally, BPR is evaluated as a change intervention for performance improvement.

Chapter Three provides an explanation of the methodological approach to achieve the aims and objectives of this research.

Chapter Four is the case study of HMP Swansea and is formulated around objective three of this research.  This chapter therefore investigates the current processes with HMP Swansea and in particular the pilot study of the Performance Development Unit.  A conceptual reengineering framework is used to structure the analysis in this chapter. 

Chapter five draws conclusions of the potential application of using BPR as a change intervention to improve business processes and to provide recommendations on how HMP Swansea may improve administration processes. This evaluation will be achieved by synthesizing and drawing conclusions from the theoretical evidence produced in chapter two and from the findings from the results of the case study in chapter four and by suggesting a revised conceptual framework for future BPR projects.  The final section gives conclusions on the research process, a reflective appraisal of the study and recommendations for future research.

Chapter 2:  Literature Review 

2.1
Introduction

This chapter will define the dissertation research through the evaluation of research papers, case studies and academic journals and also through current theories, models and paradigms and will also review the history of business process reengineering and its relationship to existing management approaches and strategies for introducing change in organisational performance. This in-depth review of literature is essential to understand the theory of process improvement and to provide an insight into using BPR to implement process improvement for HMP Swansea.  The case studies reported in this literature review are examined to identify any best practice when using a reengineering approach to implement changes in performance improvement.  

In a world where change is constant there is a need for tools and techniques to help organisations become more effective and a need for mechanisms that can make apparently complicated things simpler.  All performance within an organisation, no matter how well it is managed, is capable of improvement. Competitive pressures on organisations have encouraged them to look at all improvement possibilities.  Every few years, a new management change panacea or fad is developed which is believed to enhance business performance but it would be outside the scope of this dissertation to examine them all in great detail so for the purpose of this research the emphasis will be to analyse the most popular and well-documented change interventions in performance improvement which have been Organisational Development (OD), total quality management (TQM), benchmarking and business process reengineering (BPR) to identify the characteristics of each intervention.    According to Burnes (2004) it has become accepted that the magnitude, speed and unpredictability and impact of change are greater than ever before and that most commentators appear to the share Hammer and Champy’s following view that “…change has become both pervasive and persistent.  It is a normality”.   (Hammer and Champy, 1993, p.23).  
Because of the necessity for change within organisations, it is necessary to develop approaches to achieve desired outcomes. However, in order to utilise these approaches it is essential to develop an understanding of their characteristics, including their limitations.  The following sections will firstly define and explore both the advantages and disadvantages of the change intervention theories of OD, TQM, benchmarking and BPR in chronological order and secondly a benchmarking review of case studies of how UK organisations have completed process improvement projects using BPR to establish the validity and any best practice for implementing change using BPR as a technique.  A comparative analysis of the theories will then be undertaken and conclusions drawn to evaluate BPR.

2.2
Objective One:  Critically Review literature on BPR as a change intervention for performance improvement and to benchmark BPR implementation in organisations in the UK.
2.2.1
Organisational Development

Buchanan and Huczynski (2004) suggest that Organisational development (OD) dates back to the 1960s.  OD is a generic term embracing a wide range of intervention strategies, which are aimed at the development of individuals, groups and the organisation of a total system (Mullins, 1999).  OD attempts to improve the overall effectiveness and performance of an organisation and is an applied behavioural science approach to planned change within an organisation.   This has been criticised because of its emphasis in incremental change and its inability to incorporate radical, transformational change.  However, in comparison Burnes (2004) suggests that OD has tried to move away from its roots in group-based and planned change and currently takes a more organisation and system-wide perspective on change.  Mullins (1999) also suggests that OD is a pluralistic approach and also takes into account employees attitudes and moral, which will influence performance.  Mullins further indicates that OD places more of an emphasis on the development of an organisation rather than the actual processes of the organisation and is concerned with the diagnosis of organisational health and performance.   Furthermore, Buchanan and Huczynski  (2004 p.590) suggest that any tool, technique or approach for changing attitudes, behaviour and performance can be regarded and used as an OD intervention.

Planned change is a term first used by Kurt Lewin to distinguish between change that was planned by an organisation opposed to other types of change that are implement by accident or on impulse.  (Burnes, 2004 p.267).  OD emphasises the importance of managing change through people.  There are three main schools on how to manage change through people:  the individual school, the open systems school and the group dynamics school.  Kurt Lewin  (1947) describes the process of organisational change as one consisting of three stages of behaviour modification: unfreezing the current organisational equilibrium to reduce forces which maintain behaviour in its current form; movement – changing and development of attitudes to new position, and refreezing to stabilise change in the new equilibrium through supporting mechanisms such as policies etc.  French and Bell (1995) suggest that as organisations are reinvented with tasks being reengineered that OD has to adapt and broaden its focus beyond individual and group behaviour.  OD therefore does not involve a change in product but involves managing change through the minds of managers.  

It is important to note that not all change that occurs within organisations is planned. Many of the changes that occur are emergent, that is, they are unplanned, minor changes that occur during the natural course of doing business. 

Lewin’s Force Field analysis theory remains popular as a change management tool and conceptualises organisational change as a process shaped by the interactions of driving forces for change with restraining forces impending change.   Lewin suggests that systems are held in balance by equal and opposing forces and to the balance to be altered i.e. for organisational change to occur there must be either a strengthening of driving forces such as competitive pressures or a weakening of restraining forces such as organisational culture.  

Therefore, OD is a practitioner-driven intervention-oriented approach to effecting organisational change through individual change.  The two main approaches used in OD to implement planned change are the planning model and the action research model.  A summary of theses two approaches and other main OD interventions as suggested Buchanan and Huczynski  (2004) are given in Table 2.1.  By contrast to OD, Grieves (2000) suggests that the programmed approaches of TQM and BPR tend to lack both analytical depth as well as the approaches of action research.  Smircich (1983 p. 346) further suggests that practitioners of OD are concerned with enhancing the adaptive mechanisms within organisations and allow for questioning of the values and norms under which people operate.  The belief is that organisations that have internal cultures supportive of their strategies are more likely to be successful.  This helps for the culture of the organisation to be more receptive to change.  Buchanan and Huczynski (2004 p.596) also argue that OD is therefore a package of approaches for improving organisational effectiveness and is more of a process rather than a step-by-step procedure.  

Table 2.1:  Interventions used in OD

	Diagnosis
	OD interventions begin with diagnosis to identify the level at which problems arise i.e. individual, group, intergroup or organisational.



	Force Field Analysis
	Force Field Analysis is used to assess factors driving and resisting change and how these factors can be managed.



	OD planning model
	This model is used to work through seven logical steps i.e. scouting, entry, diagnosis, planning, action, stabilisation and termination



	OD action research model
	This model works through an iterative series of steps involving data collection and joint problem solving to generate new knowledge.  This model is likely to include eight stages i.e. problem identification; preliminary diagnosis; data gathering from the client group; data feedback to the client group; joint evaluation of data; joint action planning; action or implementation of proposals for change and repeat the cycle.



	OD intervention methods
	Sensitivity training, structure change, process consultation, survey feedback, role negotiation, team building.



	Grid OD
	This is a comprehensive method to improve strategic planning, interpersonal and interdepartmental communications and organisational effectiveness through a six phase model of change and is based on a leadership style which can take three to five years to complete to overcome planning and communications barriers to organisational effectiveness.


Source:  Buchanan and Huczynski (2004, pp. 581-594)

It is important to note that the main differences between the planning and action research models described in table 2.1 are that action research emphasizes the cyclical nature of organisation development and change whereas the planning model presumes a one-off intervention. 

Burnes (2004) proposes that OD has evolved and adopted an Open Systems (organismic) perspective, which allows it to look at organisations in their totality and has also moved to an organisation learning approach.  

Grieves (2000) and Buchanan and Huczynski (2004) suggest that the concepts of OD have influenced other change management methodologies and remain influential in change management programmes and that there is a demand for change agents with OD skills.  The role of the OD practitioner is to guide and teach key organisation members how to solve future problems.  OD consultants typically do not give solutions to problems; they serve as facilitators and helpers, not expert advisers to enable the organisation to solve its own problems (French & Bell, 1995).   Buchanan and Huczynski (2004) argue that an OD practitioner asks: 

“can an organization be effective without mutual trust and confidence, honesty, open communications, sensitivity to the feelings and emotions of other, shared goals, and a commitment to addressing and resolving conflict?”

2.2.1.1 Criticisms of OD

The main criticisms of OD is that it can take a long time to deliver unquantifiable benefits and that OD is a “cunning management control mechanism” as it dupes employees into the “... belief that their interests are aligned with the those of the management and organisation thus submerging power inequalities and genuine conflicts of interest.”  (Buchanan and Huczynski, 2004 p.601).  There is also an emphasis in incremental change and its inability to incorporate radical, transformational change.  (Burnes, 2004).  

2.2.2
Total Quality Management (TQM) 

TQM was one of the earliest of management ‘fads’.  Slack et al (2004) suggest that TQM emerged from the work of Walter Shewhart in the 1920s who introduced to organisations the idea that the quality of their products was a function of the process by which they were manufactured and that by observing simple statistics organisations could gauge whether a process was producing goods within acceptable quality limits.  The TQM literature concurs that TQM was further developed by ‘quality gurus’ such as Feigenbaum, Deming, Juran, Ishikawa, Taguchi and Crobsy to improve the processes within an organisation by emphasising on organisation-wide continuous improvement by focussing on implementing incremental change with minimal variation in existing processes.   These gurus developed their concepts primarily based on their experience in industry.  (Slack et al, 2004).

TQM is sometimes referred to in literature as an example of Japanese management methods and techniques and places customers at the forefront of quality decision making with customer’s needs and expectations being considered first in measuring achieved quality. TQM has an organisation-wide perspective, which places considerable emphasis on the role and responsibilities of every member of staff within an organisation to influence quality and therefore often encourages the idea of empowering individuals to improve their own part of the process.  TQM overcomes many of the problems associated with quality circles because it involves restructuring the workforce into autonomous teams that are responsible for work methods and processes.  (Field and Swift, 1996).  TQM also highlights the balance between different types of quality on cost and is sometimes called ‘right first time’ and places a heavy emphasis on the idea of problem solving.  

 Currie (1999) suggests that TQM further encourages senior management to develop a strategic vision of quality and focuses upon the prevention of problems rather than their detection and resolution once they have arisen and therefore it is about predicting potential problem areas by a process that is described as ‘continuous improvement’. 

Top management support and leadership are crucial factors for successful TQM implementation (Slack et al, 2004).  The other influential factors for successful implementation are the existence of quality strategy, steering group to guide the initiative, group based improvements, adequate recognition and awards scheme emphasis on appropriate training.  TQM involves the top-down communication and deployment of objectives, and the bottom-up implementation of continuous improvement activities.  

2.2.2.1
Criticisms of TQM

Slack et al (2004) suggest that even if TQM programmes are successfully implemented they are not guaranteed to continue to bring long-term improvement as they may lose their impetus over time and that this phenomenon has been described as quality disillusionment.  According to Iles and Sutherland (2001) there is a gap in knowledge about the effects of TQM interventions and the means by which those effects are generated.  

2.2.3
Benchmarking

Benchmarking is an approach that companies can use to compare their operations with those of other companies or with other parts of its own company.  Benchmarking originated in 1979 when the Xerox Corporation used the term competitive benchmarking to compare the features, assemblies and components of its products with those of its competitors. (Slack et al, 2004).  Benchmarking is still not well defined, and Sarkis (2001) suggests that over 42 definitions have been identified in research. However, Sarkis (2001, p.92) suggests that from a managerial perspective benchmarking may be defined as ‘continuous, systematic process for evaluating the products, services, and work processes of organizations, that are recognized as representing best practices for the purpose of organization improvement’.

 There are many different types of benchmarking including the following types summarised in Table 2.2

Table 2.2:  Types of Benchmarking 

	Internal benchmarking
	Comparison between operations or parts of operations which with the same organisation.



	External benchmarking
	Comparison between an operation and other operations which are part of a different organisation.



	Non-competitive benchmarking
	Benchmarking against external competitor which do not compete directly in the same markets.



	Competitive benchmarking
	Comparison directly between competitors in same markets.



	Performance benchmarking
	Comparison between the levels of achieved performance in different operations.



	Practice benchmarking
	Comparison between an organisation’s operations practices or ways of doing things and those adopted by another operation.  The objective is usually to see whether anything can be learned from the practices adopted by other organisations and then transferred to the organisation’s own operational practices.




Source:  Slack et al (2004) and Yuan and Ou-Yang (2004)

Yuan and Ou-Yuang (2004) suggest that there are three phases in benchmarking that are planning, design and deployment.  During the planning phase, targeted business processes for benchmarking are identified and examined. At the same time, relevant data about benchmarked companies and processes should be gathered through on-site interviews as the basis of the process analysis. Sarkis (2001) further suggests that a multidimensional approach for gathering data will help in triangulation of the data and thus further the validity its use.  The design phase is the understanding the underlying process difference and distinguishing any superior processes.  Finally, in the deployment phase the improved business processes and the supporting plans are communicated, implemented and monitored.   

Clarke and Manton (1997) suggest that benchmarking techniques have evolved over time from single-function, cost-focused competitive benchmarking, through cross-functional to cross-sectoral, value oriented and that benchmarking has been used to radically improve processes with astounding results.

2.2.3.1
Criticisms of Benchmarking

It has been suggested by Slack et al (2004) that the whole concept of benchmarking is flawed as organisations that are in search of ‘best practice’ are limiting themselves to currently accepted methods of operating and thus preventing an organisation from making a fundamental and radical improvement which contrasts to the radical improvement redesign BPR.  

In addition, Sarkis (2001) suggests that the lack of management commitment, focussing on metrics rather than processes and lack of follow-up to the benchmarking process leads to failure.

Hinton et al (2000) researched into benchmarking in the 1990s and surveyed over 500 companies and the most common problems identified were that organisations were unable to find suitable organisations to benchmark against.  Other difficulties include resource constraints and staff resistance. Resource constraints included time, finance and expertise, although time was by far the greatest factor. 

2.2.4
Business Process Reengineering

Business Process Reengineering (also known as BPR, Business Process Re-design or Organisational Redesign) was established as an approach to performance improvement in 1980s where organisations wanted to create dramatic improvement in performance through reconfiguring business processes and activities.  (Hammer, 1990).  The importance of this process-oriented approach to business success is well documented (Hammer, 2002; Zairi, 1996).  BPR was very popular in the early 1990s with large private sector organisations striving to improve performance, productivity and profit.  It was used as a means of introducing radical improvements to business processes with the help of Information Technology (IT) and is important to note that IT acts as key change enabler of BPR (Hammer and Champy, 1993; Gunasekaran and Kobu, 2002; Yuan and Ou-Yuang, 2004).  New developments in IT, such as image processing and expert systems can be used to reduce the number of non-value added activities.

Initially BPR was widely seen as being synonymous with redundancy and downsizing and many companies used BPR to justify cost cutting (Johnson and Scholes, 2001).
There are many definitions of BPR but for the purposes of this research the following definition is drawn on:

The definition of business reengineering according to Hammer and Champy (1993 p.32) is “the fundamental rethinking and radical redesign of business processes to achieve dramatic improvements in critical contemporary measures and performance, such as cost, quality, service and speed.”   The definition contains four key words:  fundamental, radical, dramatic and processes.  By “process, we simply mean a set of activities that, taken together, produce a result of value to a customer” (Hammer and Champy, 1993, p.3).  Hammer and Champy also argue that process reengineering must involve rapid and wholesale transformation rather than incremental change.

However, Hammer and Stanton (1995, p.313) stress that whilst reengineering must be implemented at “breakneck speed” that full implementation across all processes of an organisation can take many years.   Knights and McCabe (1998) also argue that a “phased” rather than “grand plan” approach toward reengineering is more realistic in practice given the constraints of context and the pressures facing businesses and demands placed on their resources.  

2.2.4.1
BPR Characteristics and Assumptions

BPR is about making a company more customer-focused and process-based, instead of the traditional procedure-focused and function-based.  Reengineering is “starting over” not “tinkering” or making incremental changes that leaves basic structures intact.  It means, “If I were re-creating this company today, given what I know and given current technology, what would it look like?”  (Hammer and Champy, 1993).  

BPR has been accepted in industry as a strategic initiative for managing change and the efforts for directing the change in structure, people, management and system and therefore BPR needs to be planned and implemented as part of wider change management strategy.  An organisation may have a number of reasons for deciding to reengineer its processes and operations. These reasons may vary widely from organisation to organisation.  BPR has been considered as a multidimensional problem solving approach with an emphasis on significant improvement in the organisational performance in parameters such as quality, cost, delivery, service etc to gain competitive advantage.  Therefore, they ultimately become the objectives of the reengineering project for any organisation. Objectives such as cost reduction, technological improvement, innovation, increased competitive advantage, process development and empowering are among many objectives of reengineering. Herath and Gupta (2006) suggest that the distinctive objective of reengineering is customer satisfaction and to satisfy customers while achieving organisational objectives, an organisation should clearly understand and define the specific objectives of its reengineering effort.  
Hayes (2007) suggests that BPR involves changing attention from fragmented functional-based thinking towards cross-functional processes that create value for the organisation.  Reengineering is also about rethinking work from the ground up in order to eliminate unnecessary work and to find better ways of completing necessary work and is about how work is done and not how an organisation is structured and that design of work must not be based on hierarchical management and specialisation of labour but on end-to-end process that creates value for the customer.  (Hammer and Stanton, 1995).  Mohanty and Deshmukh (2001) and Robson and Ullah (1996) also argue that BPR has been used by many companies for the pursuit of organisational efficiency through using advantages in technology and not just computer technology but by using technologies in labour saving by streamlining systems and procedures and Robson and Ullah (1996) also suggest the technology is used in managing change and people to enable people to be more radical in the way they run organisations. 

It has been suggested that BPR focuses on improving business processes through implementing changes radically and rapidly, however, McNulty (2003) argues in his paper that the prospects for redesign appear to be incremental and not transformational because of old and new practices on the ground and Williams et al (2003) also argue that changes are implemented to a bounded time frame which may be over a long time frame.  

 Braganza and Myers (1997) suggest that when an organisation undertakes a BPR initiative the organisation must take into account the influence such an initiative can have on individuals, structure and systems.  Therefore as BPR affects people’s roles, responsibilities, skills, reward structures some may have to leave the organisation or others may have to join. Reengineering makes one individual responsible for the complete business process allowing the individual more empowerment in their work (Gunasekaran and Kobu 2002).   However, Jarrar and Aspinwall (1999) in their review of 79 case studies from re-engineering literature suggest that people resisted job changes and there was resistance from middle managers due to the ‘dis-empowerment’ effect.  Their research also highlighted the importance of a pre-re-engineering cultural audit to tailor the human side of change management to achieve a smooth transformation and that the majority of cases reported that the most critical success factor in re-engineering and the most difficult to achieve was changing the corporate culture.  (Jarrar and Aspinwall, 1999).

Bratton et al (2007); Braganza and Myers (1997) suggest that a reengineered organisation has a horizontal structure process emphasis and that management structures are delayered and decision making is pushed down to front line to meet the contemporary demands for quality, flexibility, low cost and entrepreneurial autonomy with a number of common characteristics.   BPR methodology is therefore an action plan that flows from the vision and that the environment must be supportive of change.  (Paper and Chang, 2005).  Reengineered organisations have a number of fundamental differences from traditional bureaucratic organisations as summarised in Table 2.3.  

A survey of delegates attending a symposium at Cranfield by Braganza and Myers (1997) concluded that the Chief Executives had the highest level of BPR awareness followed by the IT managers which supports the views of Hammer and Champy (1993) that strong leadership and IT acts as a key enabler and can mean the difference between the success and failure of a reengineering project.  The majority of survey respondents also undertook BPR simultaneously with other change management initiatives such as a strategy review or TQM.  Half of the respondents indicated that they had employed external consultants to assist with reengineering primarily for skills transfer but these consultants were rarely used for implementation of reengineering.  The survey indicated that organisations took ownership of the implementation of reengineering.

Table 2.3:  Characteristics of a reengineered organisation

	Characteristic
	Traditional Bureaucratic Model
	Reengineered Model

	Market
	Domestic
	Global

	Competitive Advantage
	Cost
	Speed and Quality

	Resources
	Capital
	Information

	Quality
	What is affordable
	No compromise

	Focal point
	Profit
	Customer

	Organisation Structure
	Hierarchical
	Flattened

	Control
	Centralized
	Decentralized

	Leadership
	Autocratic
	Shared

	Employee Involvement
	Homogeneous
	Culturally diverse

	Organization of Work
	Specialised and Individual
	Flexible and in teams

	Communications
	Vertical
	Horizontal

	Managerial Roles
	Supervision
	Coaches

	Promotion Criteria
	Performance
	Ability

	Nature of Work
	Simple Tasks
	Multidimensional work

	Focus of Performance Measurement
	Activities (Inputs)
	Results (Outputs)


Source:   Adapted from Hammer and Champy (1993); Currie (1999) and Bratton et al (2007).

2.2.4.2
BPR Tools, Techniques and Seven Key Activities

It is not clear which tools and techniques are specifically used in reengineering business processes as different authors and practitioners suggest various different tools and techniques.  Zairi (1996) suggests that different authors often refer to the use of many different tools in re-engineering efforts such as process visualisation; operational research/method study; information technology; change management; benchmarking; industrial engineering; process and customer focus.  Slack et al, 2004 also suggest that BPR is a blend of a number of ideas which have been current in operations management for some with Just In Time, process flow charting, critical examination in method study, operations network management and customer-focused operations all contributing to the BPR concept. 

Moosbruker and Loftin (1998) hypothesize that the model for success in BPR must include the principles and practices of organisational development and change management and they suggest that as almost no individual is skilled in all three disciplines a collaboration amongst practitioners is necessary.  Mohanty and Deshmukh (2001) also suggest that a BPR project that they analysed evolved out of an OD intervention initiative and that BPR is accepted in industry as a strategic initiative for managing change.  

Hammer and Champy (1993) and Hayes (2007) identify seven key activities when implementing a BPR project, which are given in table 2.4.  Reengineering, therefore, is often classified as a mechanized view of organisations and it is this mechanistic approach that leads to the stepwise methodologies for reengineering implementation.  However, McAdam (2002) suggests that the methods for implementing BPR are essentially positivistic and are applied in a cause and effect manner in large organisations.

Table 2.4:   BPR Seven Key Activities 
	1.
Process mapping


	This is the start point for any process reengineering project to map the processes that contribute to the organisation fulfilling its purpose.  Process mapping is a series of actions that lead to an outcome.  Process maps show how work flows through an organisation.



	2.
Identify processes for 
reengineering


	It would normally be impossible to radically transform the whole organisation simultaneously so Hammer and Champy (1993) suggest three criteria for choosing which processes to reengineer and the order in which they be completed i.e. dysfunction (which processes are in the deepest trouble); importance (which process have the greatest impact on the organisation’s customers) and feasibility (which of the processes are most susceptible to successful redesign).  



	3.
Understanding the selected 
process 


	According to Hammer and Champy (1993) it is necessary to understand the process but there is no need to undertake any detailed analysis otherwise too much attention is paid to current process and not in challenging embedded assumptions.  There are several ways to map to map the process e.g. to hold a mapping workshop for all the stakeholders or for all members of the reengineering team to physically walk through the process and record what happens at each stage.  



	4.
Defining key performance 
objectives


	Key performing objectives are based on what the reengineering team and stakeholders believe that are the outcomes of the process i.e. what the customer requires from the process.  These objectives provide a basis to indicate whether the changes have been successful.  Benchmarking is sometimes used to define objectives

	5.
Designing new processes


	Redesign demands imagination and creative thinking and often involves people sharing ideas on how a process might be changed



	6.
Testing


	This is an important part of reengineering to test the ideas to see whether they will work in practice.  This may take several revisions before final implementation. 



	7.
Implementation


	If the tests are successful the redesigned process can be implemented and rolled out to other parts of the organisation.




Source:  (Hammer and Champy, 1993 and Hayes, 2007)

2.2.4.3
Criticisms of BPR

There have been many studies that criticise BPR.  Hayes (2007) cites a study of 497 companies in the US and 1,245 companies in Europe and while 60 per cent of US firms and 75 per cent of European firms had engaged in at least one reengineering project but only 15 per cent reported positive outcomes.   Furthermore, Braganza and Myers (1997); Holland and Kumar (1995) and Jarrar and Aspinwall (1999) suggest that between 60 and 80 per cent of reengineering initiatives are unsuccessful.  
Iles and Sutherland, 2001 suggest that a major problem is the dominance of ‘gurus’ who may prescribe courses for action without any basis in evidence.  Buchanan and Huczynski (2004) also claim that the BPR approach was discredited within five years from being brought to management attention because it was not novel, not radical and not effective.

Hammer and Stanton (2005); Slack et al (2004) and Johnson and Scholes (2001) suggest that BPR is merely an excuse for getting rid of staff and companies who wish to downsize use BPR as an excuse.   A combination of radical design together with downsizing can mean that the essential core of experience is lost from the operation which may leave it vulnerable to market turbulence if no-one has the knowledge to cope with unexpected changes.  Slack et al (2004, p.661) also suggest that BPR only looks at work activities rather than at the people who perform the work and therefore people become “cogs in a machine” which corroborates with the case study completed by Knights and McCabe (1998) that highlighted that staff indicated that they perceived that they had lost their sense of identity with the new way of working.  

Terziovski et al (2003) surveyed strategic business units within the Australian Financial Services Sector that had implemented BPR and concluded that organisations that implemented BPR as a ‘quick fix’ did not achieve significant performance outcomes.  Burke (2004) also concurs that reengineering does improve an organization but it takes a lot of thought, effort and coordination sustained over a long period of time. 

Zbaracki (1998) also suggests that very few organizations appear interested in evaluating and learning from their efforts and that managers often decide themselves on the success of their initiatives whereas decisions made on data are more likely to be valid and support organizational effectiveness.

Holland and Kumar (1995, p.85) further suggest that executive leadership may mean the difference between success and failure in reengineering as they are in a position to get past any significant obstacles and to provide a vision of the future.   Hammer and Champy (1993 p.107) also suggest “most reengineering failures stem from breakdowns in leadership.  

From reading the various criticisms and difficulties in implementing BPR it asks the question “why use BPR?”  However, Attaran and Wood (1999) site Verespej in an article in ‘Industry Week’ in 1995 that in 80 percent of BPR cases, the results had “met or exceeded” their expectations.  Companies that have successfully implemented reengineering have reported general benefits of higher productivity, greater cost efficiency in delivering goods or services, reduced business cycles, and overall improved profits.

2.2.4.4
Benchmarking Analysis of BPR Research Case Studies of Organisations in the UK 

To understand BPR it is necessary to learn from organisational experience and from other organisations’ feedback on mistakes, results and approach to reengineering.  This section will analyse case studies of UK organisations that have used BPR for process improvement to identify any tools and techniques as a benchmark for best practice for using the BPR approach and to complement the theoretical literature.  Appendix one summarises each of the chosen case studies and in total eight case studies were analysed ranging from manufacturing to service, private to public and business to non-profit organisations.  This section firstly identifies the main reasons for implementing BPR; followed by a discussion on BPR tools, techniques and frameworks used in the case studies; then the advantages and disadvantages are indentified and discussed before conclusions are finally drawn.

The Main Reasons Identified for Implementing BPR
Table 2.5 indicates that an analysis of the case studies agrees with the theoretical evidence in the section above that the main triggers for initiating a BPR project are:  for financial reasons; to improve IT or implement new technology to improve processes; to increase competitiveness and to reduce or streamline processes. 

Table 2.5: 
The Main Reasons for Initiating a BPR Project from UK Case 

Studies
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Case Study Number Key:

1 MacIntosh, (2003)


5
Harrington et al (2001)
2 Zairi (1996)


6
Tennant and Wu (2005)
3 Knights and McCabe (1998)
7
Gunasekaran et al (2000)
4 McNulty and Ferlie (2004)
8
McAdam (2002)
BPR Tools, Techniques and Frameworks
Four of the case studies indicated that training and communication was important for successful implementation of BPR projects.  Process mapping was commonly used to analyse the process and McAdam (2002) also suggested in his research identified that the application of “Business Excellence Models” was used for BPR.  The research completed by MacIntosh (2003) also found that private sector companies used proprietary generic process models such as “IDEFO” diagrams whereas public sector organisations adapted “data flow diagrams” to their organisation requirements.
McAdam (2002) further suggests that reengineering is often classified as a mechanised view of organisations and this mechanistic approach leads to stepwise methodologies such as Hammer & Champy’s (1993) seven key activities methodology as discussed in the previous section.  However, McAdam (2002 p.36) argues that these mechanistic approaches are too simplistic to understand the organisational change issues involved in reengineering and suggests that the model described by Grint (1995) for reengineering was a more balanced approach for analysing organisations’ approaches to reengineering.  This model indicates that reengineering should be develop in four principle quadrants and represents different ways of understanding the world, taking decisions about it, executing those decisions and finally legitimizing them.  

Tennant and Wu (2005) also recommend that to be successful BPR should focus on achieving the empowerment of people and the application of appropriate technology and therefore suggest a five phase model for a BPR programme as shown in Table 2.6.  A further framework was identified by Gunasekaran et al (2000) in their case study research and suggest that reengineering an entire organisation in one go would be more risky that reengineering each process one at a time.  This framework consists of eight steps as shown in Figure 2.1.

Table 2.6:   Five Phases of a BPR Programme

	Phase
	Description

	Strategic Analysis
	Identifying a vision or mission which will support the development of a business strategy.



	Business Analysis
	Rethinking the existing operation process within the context of the business strategy.



	Business process analysis
	Identifying what an organisation does to fulfil its strategic and operational goals.



	Business process design
	Concentrating on how to achieve the strategies defined in the business process analysis phases.



	Business process implementation
	The deployment of resources to meet both the strategies defined from the business process analysis phase and the detailed requirements generated during the design phase.




Source:  Tennant and Wu (2005)

Figure 2.1:   A Network Diagram to show how to Reengineer a Process

[image: image1.emf]
Source:  Gunasekaran et al (2000 p.274)

McNulty and Ferlie (2004) also agreed with Gunasekaran (2000) that it was important to use a pilot before implementing a full change programme.  MacIntosh (2003) also concluded that the research results highlighted that public organisations used in-house teams when implementing BPR as they had restricted resources whereas private organisation appointed external consultants as well as establishing in-house teams and that both public and private sectors used project management software as a key IT enabler to co-ordinate BPR projects.  Further models identified by MacIntosh (2003) were the use of the “CIM OSA” framework and “Porter’s Value Chain” model.  The case study research completed by Zairi (1996) also concluded that organisations that have implemented TQM have greater use of strategic and process management techniques and benchmarking which helps them to implement BPR.   

Advantages and Disadvantages of BPR

Both research case studies completed by Knights and McCabe (1998) and McAdam (2002) suggested that improvements after BPR were seen in the use of multi-skilled teams and the research completed by McAdam (2002) also indicated that radical business improvements results were achieved.
The case studies stress that failure of BPR projects or the main resistance when implementing BPR projects stem from ‘people issues’.  (Tennant and Wu, 2005).  This is also further substantiated by Harrington et al (2001) and Tennant and Wu (2006) in their case studies research that company culture and commitment was also mentioned as a barrier to successful implementation.  Knights and McCabe (1998) also highlighted that staff indicated that awareness of losing jobs, maintaining one’s sense of identity and the way changes are imposed should be taken into consideration when implementing a BPR programme.  A further difficulty encountered by organisations is that there was a lack of understanding of how to implement BPR and lack of management enthusiasm.  (Tennant and Wu, 2005).  Knights and McCabe (1998) indicated in their case study “neither ‘leadership’ nor ‘communication’ can eradicate the tensions apparent in the transition one set of working arrangements to another.” (1998, p.790).  
It is also important to note that as previously mentioned one of the main triggers for BPR was IT technology and it was also a criticism that there was too much focus on IT and that IT infrastructures were often unable to support BPR.  (Tennant and Wu, 2005).   

The case study completed by Zairi (1996) also concluded that timescales are often exceeded and the level of improvement was perceived as less than expected. The findings of the research completed by McAdam (2002) revealed that the small to medium organisations (SMEs) that applied a stepwise approach experienced a range of difficulties which led them to a less formal approach.

Conclusion

The case studies agree with the theoretical evidence presented in the section above by Mohanty and Deshmukh (2001) and Robson and Ullah (1996) that the main triggers for initiating a BPR project are:  for financial reasons; to improve IT or implement new technology to improve processes;  to increase competitiveness and to reduce or streamline processes.

The case studies completed by McAdam (2000); MacIntosh (2003) and McNulty and Ferlie (2004) concluded that change is incremental and not always radical.  Process mapping was commonly used to analyse processes however these were sometimes adapted to suit the requirements of the organisations.  The authors of the case studies suggested various frameworks to implement BPR however the research indicated that the step-wise methodologies were used by organisations.  However, Tennant and Wu (2005); Gunasekaran et al (2000) and McAdam (2002) suggested various different models because the step-wise, mechanistic approaches are too simplistic to understand the organisational change issues involved in reengineering.  
Communication and training were highlighted in the case studies as important for successful implementation of BPR and Tennant and Wu (2005) specify that organisational structures, empowerment, training IT systems should be considered together and it is not possible to modify just one element without considering its influence on others.  Tennant and Wu (2005) further suggest that before implementing BPR organisations should develop better communication channels; develop appropriate reward systems to encourage people involvement and improve co-ordination of people and technologies which suggests that BPR should not be implemented as a one-off change intervention but as part of long-term OD intervention strategy.   

McNulty and Ferlie (2004, p.1403) concluded in their research of a hospital that the intended strategy for BPR was radical and revolutionary in method however the emergent strategy of reengineering proved to be more evolutionary than revolutionary and that change was more convergent than transformational in its impact on the processes.

In conclusion, each case study indicated that a company has its own unique situation and that no two companies were identical and that these different situations require different tools, and the tools used may also depend on personal judgement and ideas.  Therefore all elements such as organisational structure, training, IT systems, training and empowerment of staff influence each other and should be considered together.  The linear seven-step model as shown in table 2.4 was professed as being too simplistic in relation to organisation change issues.

2.3
Objective Two:  To evaluate the potential application of using BPR as a change intervention for performance improvement.
This section aims to evaluate the potential application of using BPR as a change intervention by completing a comparative analysis of the OD, TQM, benchmarking and BPR process improvement interventions.  

This chapter has indicated that the basic similarities which are shared by OD, TQM, benchmarking and BPR is that they are all concerned with planned change and aim to increase organisation efficiency through process improvement.  Both Hammer and Champy (1993) and Davenport (1993) discuss the relationship between BPR and TQM and each acknowledges that there are major similarities which are notably in their recognition of the importance of processes and that both start with the needs of the process customer and work backwards from these. But they each also argue that there are fundamental differences, the principal one being that TQM is based on the Japanese philosophy of kaizen or continuous improvement, whereas BPR seeks radical change. 

The four approaches are all organisation-wide approaches.  Hammer and Champy (1993) suggests that reengineering and TQM are neither identical nor in conflict and that they are complementary.  Both focus on customers and processes however Hammer and Champy (1993) suggest that reengineering is transformational and gets a company where it needs to be fast whereas TQM is incremental and moves a company in the same direction but more slowly.  Reengineering in is an intensive, top-down, vision-driven effort that requires non-stop senior management participation and support whereas TQM, once built into a company’s culture, can be worked day to day with little attention from management and OD is a long term process that may involve several cycles of change.  BPR often begins from management vision which may not be employee friendly whereas OD and TQM are implemented top-down but are also concerned with the needs of people within the organisation and improve organisation efficiency through the better use of people which is therefore implemented bottom-up.  All methods require training to implement their activities and need the cooperation of all employees to be successful.

According to Robson and Ullah (1996), Attaran and Wood (1999) BPR should not replace TQM as once a process has been reengineered (which is a project) it will then need continuous improvement techniques (which is a process) to be applied to avoid decline.  Companies that start off with a TQM initiative before BPR tend to achieve better results than those which have not, maybe because they have a clearer analysis on the company (Zairi, 1997 and Gunasekaran et al, 2000).   Sarkis (2001) also suggests that benchmarking is a TQM and BPR, continuous improvement technique.

Valentine and Knights (1998) suggest that it is uncommon for BPR to drive cultural change and performance improvement as a stand-alone quality initiative and that in practice, BPR is emerging as a new umbrella concept under which a number of quality initiatives fall. Their research also concludes that it seems plausible to suggest that the operational differences between benchmarking, TQM and BPR are a lot less significant than the radical BPR literature claims.  This is in contrast to Robson and Ullah (1996) who suggest that BPR must be seen as a new technique to help organisations confront their problems rather that something that replaces the ‘umbrella’ concept.

According to Hipkin and De Cock (2000) claims and counter-claims persist as to the effectiveness of BPR and TQM and what has gone right and wrong in their implementation.  Impressive reports of vast cost reductions and quality improvements are countered by scepticism and refutation. The same comments could be made about most other management innovations and change programmes.  Hipkin and DeCock (2000, p.281) also suggest as both TQM and BPR encompass both mechanistic and organic processes, managers are “enticed by fashionable yet somewhat indeterminate concepts, under whose guise almost any management intervention can be implemented” which they suggest means the concepts of BPR and TQM are ill-defined and ambiguous enabling consultants to benefit from the popularity of the programmes but not the individual within an organisation who makes it happen.   

BPR also differs from OD and TQM as it involves creating new systems and structures rather than fixing ones already in place.  

Therefore, Table 2.6 considers some of the above points in a comparative analysis of the key business drivers for OD, TQM and BPR approaches.

Table 2.7: 
Comparative Analysis of Key Business Drivers for OD, TQM, 

Benchmarking and BPR Approaches

	Business Driver
	OD
	TQM
	Benchmarking
	BPR

	Aim
	Increase organisation efficiency and problem solving ability
	Meet or improve customers expectations concerning products and services
	To evaluate processes to identify best practices
	Redefine existing work methods and processes to improve efficiency

	Level of Change
	Planned
	Planned
	Planned
	Planned

	Starting Point
	Problem such as a

communication or

culture breakdown.


	Quality Assessment
	Quality management
	Blank Sheet of Paper

	Frequency of Change
	Incremental
	Continuous Improvement
	Continuous Improvement
	Radical

	Time Scale
	Long
	Medium
	Short
	Short

	Participation
	Top-down
	Top-down/bottom-up
	Top-down
	Top-down

	Typical Scope
	Company wide
	Company wide
	Company wide – cross functional 
	Company wide - cross functional

	Primary Enabler
	HRM
	Customer Driven
	HRM
	Customer Driven

	Type of Change
	Cultural
	Cultural
	Cultural
	Cultural / Cost Reduction

	Change Agent
	External
	Internal / External
	Internal
	External


Source:  Adapted from Currie 1999.

Each process improvement intervention has been criticised in this literature review and the main criticisms highlighted in this research indicated that OD takes too long time to deliver unquantifiable benefits and is a management control mechanism; TQM does not bring long term improvements; benchmarking has problems identifying suitable organisations to benchmark against and BPR does not take into account ‘people issues’.  

In conclusion, there are conceptual differences and similarities between OD, TQM, benchmarking and BPR approaches.  Each approach may be used to improve organisational efficiencies and is contingent upon the perceived problem or desired outcome.  It is therefore important to keep in mind that each approach offers different potential benefits.  

2.4
Conclusion

This chapter has examined the theoretical evidence of OD, benchmarking, TQM and BPR and the manner in which UK organisations have implemented change within their organisations using the BPR approach.  By comparing and contrasting these approaches, it is found that considerable overlap exists in their scope, style, content, aims and objectives. 

Each case study indicated that a company has its own unique situation and that no two companies were identical and that these different situations require different tools, and the tools used may also depend on personal judgement and ideas. Francis and MacIntosh (1997) suggest that almost by definition radical improvement requires creativity and breakthrough thinking and that these skills are hard to develop through training programmes.   

Based on the analysis of the case studies, together with the analysis of appropriate theoretical literature, it may be concluded that there are no hard and fast rules to applying BPR and also no set of tools for implementing BPR but that BPR is used as an umbrella concept for improvement which is implemented with other process improvements interventions, such benchmarking and TQM which are integrated into one OD model as recommended by Selladurai (2002).  

Process mapping was commonly used to analyse processes however these were sometimes adapted to suit the requirements of the organisations.  Various frameworks for implementing BPR have been identified (Hayes, 2007;   Hammer and Champy, 1993; Tennant and Wu, 2005; McAdam, 2002; Gunasekaran et al, 2000) however the research indicated that the step-wise methodologies were used by organisations but the authors of the case studies suggested various different models because the step-wise, mechanistic approaches are too simplistic to understand the organisational change issues involved in reengineering.
The case studies reveal that various tools and techniques were utilised with many from the TQM approach, benchmarking and that human resource management (HRM) and management and leadership issues should be addressed for successful implementation.  The case studies also suggest that successful implementation of BPR is reliant on dedicated BPR / change teams. The case studies also suggest that organisations use process mapping to understand the ongoing process rather than a clean sheet approach as recommended by Hammer and Champy (1990).  
From the analysis it is believed that BPR is not a management “fad” but will be dominant in change management for some time and that BPR formalises the change process.  There is an emphasis on IT systems being implemented or updated in BPR improvement projects, which may be suggested originated because the original ‘gurus’ came from an IT background.  Also, the new capabilities offered by IT such as the Internet and E-Commerce etc. would help to restructure organisations and enable new entrants in many markets to operate in more efficient ways and established organisations need a mechanism to react to new levels of expected performance and to compete effectively and that functionally-based hierarchical organisation model is less relevant in many organisations in current competitive environment.  
The theories suggest that BPR offers organisations fast substantial gains and high impact results in organisational performance by starting from scratch in redesigning its core business process.  This may be true of the concept of radical change envisaged by Hammer and Champy (1993) within the private sector.  However, McNulty (2003); McAdam (2000); MacIntosh (2003) and McNulty and Ferlie (2004) concluded that change is incremental and not always radical after BPR.   Furthermore, Hammer and Champy (2003) in their more recent publication have also changed from their initial stance on ‘radicalism’ and suggest that greater emphasis should be placed on process and managerial roles, styles and systems. The research revealed that because of this incremental change this change was perceived as a reason for high rates of failure for BPR projects because there is an expectation of radical change despite the fact that the BPR may be implemented by using TQM type tools which in effect only allow incremental improvements. As a result the projects are deemed to have failed because they only produced incremental, not radical, improvements.   However, it is interesting to note that there was no clear definition of how drastic a ‘radical’ improvement is in terms of improvement over incremental improvement.
From studying the above theoretical literature and case studies, organisations often fail to achieve reengineering objectives because they underestimate the impact the change on the whole of the organisations. Reengineering is not downsizing, automation, restructuring, or more of the same but it is revising organisational processes and changing the way work is carried out which requires creative thinking. 

To make reengineering successful, top management must change their way of thinking and ensure that employees play an equally important role in the success of reengineering which is more of an emphasis on OD rather than BPR, however as Mullins (1999) suggests that OD is development of an organisation then BPR could fit into the OD strategy of an organisation.  Getting people to buy into reengineering is an important challenge for the management. Employee fears about job displacement and coping with resistance to reengineering changes need to be alleviated as reengineering could change almost everyone’s job. Without an effective approach to dealing with culture, attitudes, resistance to change and skill base the implementation is certain to fail.  (Attaran and Wood, 1999; Jarrar and Aspinwall, 1999; Driscoll and Morris, 2001; Gunasekaran and Kobu, 2002).  

The research has suggested that BPR is completed quickly and to a short timescale, however, it is important to note that in their case study Knights and McCabe (1998) suggest a very short timescale as being 12 – 18 months whereas, Al-Mashari et al (2001) suggest that BPR is a long term programme of change.  

Another point to consider is that change in public sector organisations, and particularly in those populated by influential professional groups, is overwhelmed by complexity of a different order from that in more hierarchical organisations. Success is likely to depend as much on the quality of implementation, on the sensitivity to different points of view and on the degree of support from influential organisation members as on the soundness of the principles of the change approach adopted (Iles and Sutherland 2001).  Hammer and Champy (2003) also agreed that reengineering in the public sector faced the difficulty of measuring performance and also in breaking down barriers between different government and public agencies.

Chapter 3 
Research Methodology

3.1
Introduction

This chapter will outline the research methods appropriate to this study and explain how selected methods were employed.    Research is described by Collis and Hussey (2003) and Janckowicz (2000) as a ‘systematic and methodical process of enquiry and investigation which increases knowledge’.  

The literature review examined the theoretical evidence of various change concepts on process improvement and how UK organisations have implemented change using the BPR approach.  One of the conclusions of the literature review was that there were no hard and fast rules to applying BPR and to implement BPR successfully the ‘people’ of the organisation must be taken into consideration.  Therefore, BPR is an iterative process and involves a great deal of planning, preparation, communication, sensitivity, employee involvement and feedback.  Edmondson and McManus (2007) also argue that for high quality field research a methodological ‘fit’ is achieved through an iterative learning process that centrally involves feedback and modification during the research.  This chapter will provide an explanation of the methodological approach to achieve the aims and objectives of this research.  The aim of this research study is to investigate and evaluate BPR using HMP Swansea as a case study.   The data was collected to identify process problems and to complete a pre-reengineering audit to evaluate the employees’ perceptions of the organisation’s culture.  The results will be analysed and conclusions from the results will lead to recommendations for process improvements and how to implement change management within the establishment.

3.2 Data Collection Methods

Research methods can be classified in various ways; however, one of the most common distinctions is between qualitative and quantitative methods.  

Research suggests the polarization between qualitative and quantitative research paradigms has led to a great divide between researchers.  Qualitative and Quantitative methods are linked with philosophical perspectives i.e. positivists and interpretivists (Bryman, 2006; Onwuegbuzie and Leech, 2005).    Quantitative data was originally developed in the social sciences to enable researchers to study social phenomena using ‘hard’ positive analysis by statistical methods and qualitative data for ‘soft’ analysis conducted by a researcher.  Collis and Hussey (2003, p.15) suggest that deductive research is where a theory is developed and then tested by empirical observation whereas inductive research is where a theory is developed from the observation of empirical reality.  

Onwuegbuzie and Leech, (2005) further suggest that the pragmatic researchers should select methods for addressing the underlying research question which may be by using qualitative, quantitative or both methods.  Jancowicz (2000) argues that ‘it is the nature and content what is said – its meaning – rather than the number of people who are saying it, or the frequency with which it is said, which matters’.  Qualitative data research places importance on the opinions, comments and attitudes of the sample group and even though these comments can be analysed statistically essentially the opinion and comment is sought.  Therefore, a qualitative research method was used for this research.  Gomm (2004 p.217) suggests that the term ethnographic data is a general-purpose term for any qualitative data and that ethnographic research is used for studies combining observation with qualitative interviews.  The ethnographic data for this research was collected from four main sources: interview data; documentary and archival data; notes taken from informal conversations; and observational data gathered at meetings.  This use of triangulation of data is an important check on validity.
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3.3
Case Study Approach

The case study approach was applicable in this study as it develops an in-depth analysis of a single case.  Yin (2003) suggests that qualitative analysis of a single case is justified by the wish to understand a process in its real context and allow the exploration of real-life events in business and management which concurs with the purpose of this study which is to investigate the potential of reengineering in a real-life situation.

Secondly, the qualitative research method based on case studies is recommended when focusing on contemporary events in their real-time context, and the case study’s strength of dealing with a variety of evidence, such as documents, interviews and observations where limits between the phenomena studied and the contexts are not evident (Yin, 2003).  Therefore a case study will be hard to replicate in a different time.  The study of change requires a direct, in-depth contact with the ‘actors’ involved, in order to better understand the underlying mechanisms of change which is appropriate to this research.  

Furthermore, Collis and Hussey (2003) argue that a case study approach implies a single unit of analysis such as a company or process and Bell (1993, p.8) suggests that it “allows the researcher to concentrate on a specific instance or situation and to identify, or attempt to identify, the various interactive processes at work” which fits this research on one establishment - HMP Swansea.  The aim of this research is not to build on the BPR theory from the purely qualitative data collected as required in a grounded theory study (Corbin and Strauss, 2008; Creswell, 1998) but to evaluate BPR using HMP Swansea as a case study.  However, Collis and Hussey (2003 p.53) suggest that a case study is generally an example of phenomenological methodology which is concerned with understanding human behaviour and is the opposite of a positivist methodology which seeks facts and causes of phenomena through systematic procedure and measurement with little regard to the perceptions of the individual (Collis and Hussey, 2003 p.52).  

It is also important to note that Collis and Hussey (2003) suggest that the weaknesses with using this approach is that it can be very time consuming and it is difficult to set boundaries on the study as it may be difficult to understand current events without knowledge of what went on before and what may follow.

A Case study approach to research uses multiple methods for collecting data which may be both quantitative and qualitative Yin (2003) suggests that the qualitative research method based on case studies is recommended when focusing on contemporary events in their real-time context, and the case study’s strength of dealing with a variety of evidence, that is documents, interviews and observations where limits between the phenomena studied and the contexts are not evident (Yin, 2003).    

3.3.1
Interviews

Yin (2003) indicates that the interview is one of the most important sources of case study information.  Collis and Hussey (2003) further describe the survey interview as a method of collecting data in order to find out what participants do, think or feel and  

Yin (2003) also agrees that interviews are guided conversations rather than structured queries.  The use of interviews in a case study approach provides the rich data necessary for a study of organisation change.
There are various classifications of interviews but most would appear to fall broadly within the same range of:

· structured, semi structured, group and focused (Collis and Hussey, 2003);

· open ended, focused (in which a participant is interviewed for a short period of time e.g. one hour) and formal (Yin, 2003).

Most authors agree that the more structured or formalised the interview, the more measurable, but restricted, the results. The more informal or unstructured the interview, the greater the range of information elicited, although this can be difficult to compare. A semi-structured interview allows for responses to core questions to be obtained whilst also allowing for spontaneity.  Whilst this is more controlled than unstructured interviewing, the results are not as measurable as those in structured interviews.

Ungan, (2006) also suggests that interviewing can be used for collecting flowchart data and is adequate for uncomplicated processes with few participants.  Therefore, for the purpose of this study, interviews were used to ascertain information on current administration procedures and processes.  Given the complexity of gathering information on current processes, an open-ended format seemed most appropriate. However to gauge how participants’ feelings regarding change a semi-structured interview would allow exploration of sensitive change issues whilst at the same time allowing relevant individual information to come forward and to provide more in-depth answers.  McNulty and Ferlie (2004) suggest that interviews in BPR should consist of interviewing a range of different stakeholders in addition to senior managers.  The interviews were not tape recorded, as it was not important to record every detail of the conversation for this type of research but to gain a broad picture of the processes and staff perceptions and views of working in HMP Swansea. The following interview structures were used:

· The initial open-ended exploratory and in-depth interviews and discussions were conducted during November and December 2007 with a senior manager to gain evidence to understand the culture and structure of HMP Prison and to consolidate the aims of the research.  These interviews were kept open to collect interesting perspectives around which further data collection could focus.  Written and mental notes were immediately typed following the interviews to allow analysis and to familiarise the researcher with the data as suggested by Easterby-Smith et al (1991).

· Semi-structured interviews were conducted with all available staff within Performance Development Unit.  These one-to-one interviews were completed on 7th February 2008 and scheduled to allow up to one-hour person in an office at the establishment to ensure confidentiality as suggested by Yin (2003).   (See Appendix two for a copy of blank form). These interviews were used as a pilot before completing research on the Offender Management Unit.   

The interviews were structured as follows:

Questions one to three were designed to identify day-to-day roles and responsibilities and to allow respondents to identify any perceived delays in processes.  This section would then allow further research into the processes undertaken.

Questions four to six were designed to understand training and skills of respondents, perceptions of the recent changes in the establishment and for respondents to suggest any improvements to processes.

Question seven of these semi-structured interviews was styled quantitatively using a Likert scale to give a range of five choices.  Clear instructions were given on how to respond to this section.  This section of the questionnaire was designed following the initial interviews with senior management.  The questions were structured to allow analysis of employees’ perceptions of organisation culture and change, communication, training and skills, the establishment’s goals, leadership and performance.  The analysis of these questions would allow for further research and examination to be undertaken and could also be used as a benchmarking indicator if a similar survey was completed in the future.  From the differences in accounts in the interviews it confirmed the importance of interviewing a range of different stakeholders, which in this case study was the different grades of staff within the establishment.
· Further meetings were held during the research period from December 2007 to April 2008 with the BPR team to verify findings of interview results and analysis.

3.3.2
Observation

Collis and Hussey (2003) suggest that there are two ways in which observation can be accomplished – non-participant and participant where non-participant observation would observe and record what people do in terms of their actions and behaviour without the researcher being involved and participant observation where a researcher collects data and is fully involved with the participants.  A disadvantage of this method of research is if the observer fails to observe all actions due to distractions the accurate observation of participants is key to the success of this method to determine the validity of its findings.

Observation is useful in this type of research if for example, in interviews participants may be asked about how they carry out work on a daily basis. Simple as it may seem, some may find it difficult to interpret their daily tasks in words. In such situations, the observation technique may be used, where it is possible to see how they actually work or respond to given situations or to corroborate the findings of interviews.  McNulty and Ferlie (2004 p.1397) also suggest that in process analysis it is important to balance what people say they do (espoused behaviour) against what they actually do (observed behaviour).  This method was also used as follows:

· Non-participant observation - to walk through all the departments to gain background knowledge of the physical structure of departments, processes and culture as part of a pre-engineering cultural audit as suggest by Jarrar and Aspinwall (1999).

· Observation of a training session with a different public sector organisation department to gain an insight of change management team training in change management tools and in particular within a BPR scenario.

3.3.3
Documentary evidence

Yin (2003) acknowledges that documentary evidence is a feature of most case study projects and can consist of letters, memoranda, agendas, minutes, administrative documents, reports, newspaper clippings etc.  Yin argues that documents are useful but not always accurate and may not be lacking in bias.  However, Yin suggests that documentary evidence is important to corroborate evidence from other sources.  

McNulty and Ferlie (2004) also suggest that processual research should be sensitive to the passage of time so should be longitudinal rather than cross-sectional in nature and that history can play an important part as antecedent conditions may determine the fate of implementing change.   Archival data was gathered on the history of HMPS and the transition of the Ministry of Justice.   Document analysis was undertaken of job descriptions, civil service grading criteria and key performance targets to collaborate the interviews.  Benchmarking of how other prison establishments also completed similar administrative processes was undertaken to demonstrate good and bad practice.  Other secondary data that was utilised in this research will be Prison Service strategic documents, management and administration structures and process documentation.  

3.4 Ethics

Creswell (1998, p.132) suggests that a qualitative researcher faces many ethical issues during data collection in the field and in analysis and dissemination of qualitative reports.  The researcher should therefore protect the anonymity of the informant and present a composite picture rather than individual picture.  Therefore, for this research no individual name will be published.  The participants will also be informed of the purpose of the study to avoid deception.

The research must be truthful and transparent as suggested by Gomm (2004), therefore it important in making the research available for scrutiny by others.  This will be achieved by regular meetings with the dissertation supervisor and also by providing regular feedback to HMP Swansea senior management.

3.5 Limitations

The following three main risks were identified for completing the case study research:

· Poor survey / research data

Therefore to control any incomplete or biased data received for analysis it is proposed to use the triangulation methodology for data to add to the reliability and validity of the conclusions by using a combination of interviews, observations and documentation.  

· Poor time management
This was identified as the researcher is working full-time for a different organisation and will have to complete this research as well as having to complete normal work commitments and employer contractual issues.  Therefore, to manage this risk regular monitoring of the project and updates will be produced and discussed with the project supervisor and Senior Prison Managers to ensure the project outcomes are achieved within the agreed timescales.

· Lack of Resources 
Resources such as strategic documentation should be made available by the establishment to facilitate analysis. The prison therefore has appointed a person to act as point of contact to staff, arranging appointments and to obtain any requested documentation. 

3.6 Validity and Reliability

Cresswell (1998) suggests that the quality of research may be evaluated by using triangulation of information and to employ multiple procedures.  Triangulation in research refers to the combination of two or more theories, data sources, methods, or investigators in one study of a single phenomenon to converge on a single construct. (Yin, 2003 and Collis and Hussey, 2003)  Collis and Hussey (2003) suggest that triangulation overcomes potential bias of a single method approach.
Gomm (2004) suggests that the objective of reliability is consistency of approach.  Therefore all interviews were held one-to-one privately to obtain an accurate picture of procedures and interviewees’ perceptions towards change.   Reliability may also be shown if the same procedures were described and carried out by the first investigator the same case study the second investigator should arrive at the same findings and conclusions.   Interviews and documentation were cross-referenced to corroborate all data collected.

Validity is the extent to which it provides the correct answer.  (Collis and Hussey, 2003 and Yin, 2003).   Gomm (2004 p. 153) suggests that validity is always relative to the intentions and assumptions of the researcher and that the respondent may refuse to answer a question; interpret a question incorrectly; acquiescence bias whereby the respondents will give an answer which the respondent thinks the interviewer wants; co-operation bias when the respondent will give an answer even if they do not the right answer; gives an answer to present a favourable impression (social desirability bias).  Yin (2003) and Bocij et al (1999 p.365) suggest that researchers should use multiple sources of evidence to ensure construct validity.  Therefore, this research uses multiple sources of evidence including observation, interview and documents to validate the data collected.  The validity will also be tested against the theories.

3.7 Data Analysis

Yin (2003) indicates the three principles of data collection for ethnographic studies are to use multiple sources of evidence, create a database and to maintain a chain of evidence.  Therefore multiple sources were used as indicated in diagram 3.1 and a database was created using Microsoft Access database software to increase reliability and to maintain a chain of evidence.  

The analysis of the case study is structured using the linear framework of seven key activities reengineering model as discussed in Chapter 2 and shown in table 2.4 with the key activities acting as headings to structure the results allowing evaluation of BPR and the model.   Quotations such as “if we don’t replace leaving staff we would not be adding value” taken from interviews and diary notes were used to support and provide evidence for the analysis.

Collis and Hussey (2003) suggest that a case study is generally an example of phenomenological methodology and therefore informal qualitative data analysis techniques were used.  The qualitative data was analysed using a using a Matrix display for the PDU interviews.   This analysis identified process problems and gaps in the current processes being completed by staff.  Question seven of these semi-structured interviews was styled quantitatively using a Likert scale to give a range of five choices.  The analysis of these questions would allow for further research and examination to be undertaken and could also be used as a benchmarking indicator if a similar survey was completed in the future.  The results are given in Chapter four. 

A benchmarking investigation of two other prison establishments was completed by analysing organisation structures and job descriptions again using a matrix display.  

A convergence of evidence, as shown in diagram 3.1, was used to analyse data and to check reliability and validity of results as indicated by Yin (2003 p.100).

Figure 3.1:  Convergence of Evidence







The final phase of analysis involved presenting the findings that resulted from the initial analysis to the BPR team to ensure that the results that had emerged from the analysis were a reliable representation for validity purposes.  Feedback at various stages of this research from interviews and observations was critical for re-evaluating process and organisation understanding as part of the iterative learning process as suggested by Edmondson and McManus (2007).   The modified results from this iterative process and recommendations of the BPR project were then conveyed to the senior manager in a report and a conceptual framework suggested for future BPR initiatives. 

A journal was kept of all meetings, interviews and correspondence and is given in Appendix Three.  A list of the official documents, records etc that were recorded and analysed is given in Appendix Four.

There are no rigid guidelines to how to undertake research however the above approaches were the preferred selection for this research.

Chapter 4:  HM Prisons Swansea Case Study Results and Analysis

4.1 Introduction
The aim of this research was to evaluate Business Process Reengineering (BPR) using HM Prison Swansea (HMP Swansea) as a case study.  HMP Swansea was seeking to undertake BPR, which the senior management perceive, would improve the administration processes.   Therefore, an analysis of current administrative procedures was completed using a BPR approach to identify any areas for improvement. From these results recommendations for improving administration processes would be made and also to recommend how BPR should be implemented in other parts of the organisation.  The results of the BPR process and results would then be compared with the accepted practice in management theory.  

This chapter is structured by providing the results of objective two of this research which is an investigation into current processes within HMP Swansea.    Chapter two concluded that various frameworks for implementing BPR have been identified (Hayes, 2007; Hammer and Champy, 1993; Tennant and Wu, 2005; McAdam, 2002; Gunasekaran et al, 2000) however the research indicated that the step-wise methodologies were used by organisations.  The analysis of this research and chapter is therefore structured using the seven key headings of the Reengineering Model as suggested by Hammer and Champy (1993) and Hayes (2007) as discussed in Chapter two.  Therefore the analysis is structured using the following seven key headings:

1. Process Mapping

2. Identify Processes for Reengineering

3. Understanding the Selected Process

4. Defining Key Performance Objectives

5. Designing New Processes

6. Testing

7. Implementation

4.2.
Objective Three:  To Investigate the Current Administrative Processes within HMP Swansea  

4.2.1
Key Activity Stage One:  Process Mapping

Chapter 2 Section 2.4 concluded that it was important to understand an organisation’s culture, attitudes, resistance to change and skill base otherwise reengineering is certain to fail.  Therefore this section will analyse the culture and staff attitudes to change and to act as the starting point in the model as suggested by Hammer and Champy (1993) and Hayes (2007) to map the processes that contribute to an organisation fulfilling its purpose and to act as a pre-reengineering cultural audit as suggested by Jarrar and Aspinwall (1999).

From interviews with a senior manager and from reviewing strategic documentation it was identified that there was a radical change in 2006 within the establishment with the appointment of a new Governor and Deputy Governor, which led to a review of changes in the Senior Management Team and structure.  A Corporate Management Board was also introduced (Establishment Business Plan, 2007).  (See Appendix Five for a diagram of the organisation structure).  The bureaucratic culture of the establishment is characterised by a strong senior management team and top-down decision making.  The hierarchy of control and decision-making is indicated in the management structure with management roles clearly defined as career progression.  The Governor and Senior Management Team have control over the direction of the strategic priorities for the establishment.  The establishment is used to change and innovation with frequent changes being introduced within the establishment.  The Gershon efficiency programme, which began in 2005/2006, was based on a specific set of initiatives, for example, procurement.  (Ministry of Justice, 2008).  This has been expanded with the overall aim of improving value primarily in ‘business as usual’ activities through moving resources to high value activities; improving workforce activities and effectiveness and managing business and financial plans.  The Ministry of Justice is committed to delivering over £1 billion of value for money savings in 2010-11.  (Ministry of Justice, 2008). 

The interviews also identified that recently, the Procurement and Personnel Services Departments within HMP Swansea were radically changed by transferring services from the establishment to a centralised office in Newport as part of the Gershon Efficiency Programme.  However, HMP Swansea still has a small Finance Office, as the central procurement service was not perceived at being efficient as suggested by the statement “… it is necessary to have some staff in the establishment completing procurement duties as there are a lot of errors with orders and invoices processed in Newport”.    This would suggest that the previous radical change had failed.  The staff that were no longer employed in these departments were then transferred to different roles within the establishment.   The administration staff are Civil Servants and promotion is usually by successful completion of promotion boards.  There was a recent board for administration staff promotion to fill permanent posts but management want to ensure they move people according to their competencies which would lend itself to a reengineered type model as shown in Table 2.3 in chapter two.  Senior management perceive that there is a “change culture” within the establishment.

The senior management recognised that the establishment required an external change consultant to assist with undertaking BPR programmes and recently a business process re-engineering was completed for the establishment by the Efficiency Control Group (ECG) by training managers in process mapping and to re-profile the uniformed grades.  This training agrees with step one of the reengineering model suggested by Gunasekaran et al (2000) in their case study discussed in Chapter two to teach employees about BPR before beginning reengineering.  

This training was further developed by an observation by the BPR facilitator of a BPR training workshop with a different public section organisation to identify best practice for implementing BPR. The observation indicated that this was more of an OD approach to BPR with an emphasis on the importance of the BPR team members working together as a team to find solutions to problems which was illustrated by the comment “we have discussed this and as a team decided …”.  However, this organisation was not employing an external consultant to facilitate process improvement as required in an OD intervention.  The use of ‘cause and effect’ diagrams helped the attendees to work through a process problem until a solution was identified with one solution identified for the problem of space and desk shortage for all staff in a centralised office was “… desks to be provided for administration staff as they work in the office on a daily basis and social workers to ‘hot desk’ as they are often out on call…”.
Therefore the senior management identified that it would be beneficial to use an external consultant to reengineer processes objectively which agrees with the employment of external consultants for reengineering as shown in Table 2.6 in chapter two but disagrees with the case study completed by MacIntosh (2003) where the research concluded that public organisations used in-house teams to implement BPR.  

The reengineering of the administrative process for HMP Swansea would be driven “top-down” by senior management to “improve performance” and a BPR project team would be created to include a member of the senior management team, one other person from the establishment who was also a union representative and the external consultant.  This step was identified as step two in figure 2.2 as suggested by Gunasekaran et al (2000) to reengineer a process. 

In order to implement change it is necessary to understand the culture of the establishment and to understand which techniques will produce successful implementation of any changes in processes.   Therefore, initially, an informal observational approach was undertaken with a walk around the establishment to understand the physical structure of the establishment and to be introduced to the staff as the person “to examine the administration processes and to look at grading of staff”.  The results of this approach indicated that due to the recent centralisation of procurement and HRM processes there were empty rooms and desks, there was a main administration block and temporary office buildings located a separate part of the prison housing further administration staff and probation officers.  The initial perception from this observation was of low staff morale as indicated by a member of the administration staff that it was “…about time that the administration grades were looked at …”  Tennant and Wu (2005) and Knights and McCabe (1998) also indicated that ‘people issues’ was a main resistance to successful implementation BPR and an analysis of the Likert scale type questions and interview data revealed that junior graded staff felt that staff morale in the establishment was low which contrasted to views of staff in higher grades and that staff in lower grades had lower job satisfaction than staff in higher grades.  

A further difficulty identified by Tennant and Wu (2005) for implementing BPR was a lack of management enthusiasm therefore it was important for this case study to understand management views on reengineering processes.  One manager identified that “managers would all be in lower left quartile of Myers-Briggs Type Indicator and are very good at on-the-spot problem solving” and “there is no overlap in processes with other parts of prison”.   Research indicates that BPR was originally concerned with downsizing and this was identified by a manager who suggested that “if we don’t replace leaving staff we would not be adding value” in relation to the idea that staff who have left the establishment may not be replaced by senior management.  Therefore this evidence suggests that the manager was unenthusiastic about reengineering the processes in the department and may not drive the BPR programme forward.

Chapter Two, Section 2.3 also concluded that companies that start off with a TQM initiative before BPR tend to achieve better results than those which have not, maybe because they have a clearer analysis on the company (Zairi, 1996 and Gunasekaran et al, 2000).  Therefore it was important for this research to understand how performance is measured in HMP Swansea.  The results from documentation indicated that prison performance is measured quarterly by HM Prison Service Planning Group using a weighted scorecard.  It ranks all the 141 prisons against Key Performance Targets (KPTs) and other measures covering six main areas:  reducing re-offending, decency, race and diversity, organisational effectiveness, security and maintaining order and control.  HMP Swansea has been performing within the lower quartiles but performance is improving.  One of the main Priorities of the 2006-07 HM Prison Service Business Plan was to improve performance and to be alert to new ways of working which will be a driver for change within HMPS.

“Winning and Maintaining Business – To face whatever challenges lie ahead, the Prison Service must be well organised, be alert to new opportunities, including new IT and other new ways of working and, at the same time, develop the expertise to be successful in any performance tests to win any market tests of establishments, groups of establishments or functions.  Commissioners will have the goal of driving up provider performance and the Service needs to work diligently and skilfully to manage and improve performance.  Even the best prisons can improve” 

HM Prison Service (2006, p.9).

HMP Swansea currently has 48 key performance targets (KPTs) to be achieved. (See Appendix Six for full list of key performance targets).   These KPTs are establishment wide and continually change and are monitored on a daily, weekly and monthly basis.  This data was then validated with the replies received from interviews, which indicated that senior management, and all six PDU staff interviewed agreed that the “establishment had a good track record for meeting targets”.  Therefore, the staff within the HMP Swansea are used to meeting targets organisation wide which concurs with Chapter Two, Section 2.21 that TQM places considerable emphasis on the role and responsibilities of every member of staff within an organisation to influence quality and therefore often encourages the idea of empowering individuals to improve their own part of the process  

4.2.2 Key Activity Stage Two:  Identify Processes for Reengineering

Senior management within HMP Swansea originally identified that the administrative processes within the Offender Management Unit should be reengineered, as it was suggested that “the administration is not effective in all areas and that there may be duplication of administration processes” which would agree with the case study completed by Harrington et al (2001) that the reason for initiating a BPR project was to reduce duplication in processes.  The organisation pressure for reengineering was initiated by senior management which also agrees with the evidence provided by the case study completed by McNulty and Ferlie (2004).  This unit is a large department with staff from external services, probation offices, and probation support offices as well as administration staff.  Chapter 3, Section 3.6 indicated that various methods would be used to validate this research therefore, an initial observational walk through the establishment identified that the administration staff were in different offices in different locations of the site.  In the main management block were the managers, finance, general administration, prisoner visits administration and Performance Development and the Change Management unit.  The Probation administration was in a separate block on site with the Probation work being contracted in from other external departments.  

However, the focus for reengineering was changed to the Performance Development and Business Change Unit to act a pilot and if this was successfully completed the processes in the Offender Management Unit would be reengineered which concurs with the case study completed by Gunasekaran (2000).  This decision by senior management indicated that step one of the seven key activities model as suggested by Hayes (2007) (Chapter Two, Section 2.2.3.3) was not used as the starting point for reengineering as senior management had already identified the administrative process duplication problems which would concur with step two of the model.  Therefore the next section will analyse the administration processes within the Performance Development / Business Change Unit (PDU).  The Senior Manager required the reengineering of processes to be completed quickly and more specifically by the end of March 2008, which concurs, with the ethos of BPR as concluded in Chapter two.

4.2.3 Key Activity Three:  Understanding the Selected Process

It is important to note that this is not a detailed analysis as suggested by Hammer and Champy (1993) and Hayes (2007) in Section 2.2.3.3 ‘Step Three’ but is an analysis to allow the understanding of selected processes but not in challenging embedded assumptions.  The main administration process of the unit is “to monitor and facilitate improved process for the establishment which is achieved by monitoring, analysing and auditing process improvement programmes and monitoring and interrogation of key performance targets” (KPTs).  

The PDU was initiated in 2006 to collect and analyse data to meet key performance targets and the Business Change Department was created to monitor and develop change opportunities.    It was proposed to drive forward the new change programme to enhance organisational effectiveness and the Business Change department was created to monitor and develop change opportunities. The main function of the unit is “to monitor and facilitate improved process for the establishment.” The establishment also identified ten priority areas for change through the Performance Improvement Strategy.  (HMP Swansea Establishment Delivery Plan for 2007-2008).  

This department was structured as shown in the organisation chart in figure 4.1.    The staff are graded adhering to civil service grading criteria.  The roles and responsibilities of the Head of Unit is the day-to-day management of the department.   The grading criterion for the Executive Officer (EO) specifies that this grade is the “first level in the administration group at which management and supervision constitute a significant part of the work”.    The EO in the PDU was a supervisor for one Admin Officer (AO), three Admin Assistants (AAs) and also three cleaners and responsibilities include developing staff roles and to interrogate data received for key performance indicators (KPTs).   The AO Performance’s main function is to collect data for the KPTs including Regime and PSIMON data and prisoners’ complaints.  The AO for Business Change co-ordinates business change transition and Performance Improvement Plan administration.  Both of these AO posts are the main clerical grade and undertake functions such as processing information.   The three AAs perform general clerical duties including answering the switchboard, mail duties for the establishment and issuing PIN numbers for telephones for prisoners which is in line with the grading criteria.  

Figure 4.1:  
Business Change and Performance Development Unit Organisation Chart
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As previously discussed, in order to implement change it is necessary to understand the culture of the establishment and to understand which techniques will produce successful implementation of any changes in processes.   Initially, an informal observational approach was undertaken with a walk around the establishment.  This identified even though this was a small department (seven staff) they were in three different offices.  The case study completed by Tennant and Wu (2005) suggested that before implementing BPR organisations should develop better communication channels to encourage people involvement and improve co-ordination of people and technologies.  The documentation highlighted that there were concerns with communication in the establishment and that a new communication strategy should be drafted which was also validated with interview data that indicated that there was a strong belief that “senior management support and communicate changes effectively” but only one person agreed that ‘there are good channels of communication within HMP Swansea’.  
The interviews were structured to identify the time taken to complete the administration processes as suggested by Ungan (2006).  However, precise information was difficult to obtain from some staff in the beginning through interviewing.  Therefore, the interviewees were asked to study their job descriptions to ascertain when a process was completed, for example, daily, weekly, monthly or annually.  The results suggested that some staff might not be working to full capacity in their normal day-to-day routines because this was a new unit.  Further investigation from interviewing senior managers confirmed that there was concern that “… some staff may not be working to full capacity because of the nature of some processes being completed on a monthly or annual basis and a more systematic approach to processes is required.”  The job descriptions were useful in the analysis but they were not always up to date.  However, the job descriptions did highlight that some tasks were not undertaken by designated staff or had been reassigned to different members of staff, which may indicate that some staff may not be working to full capacity, such as:  

· System developments AO co-ordination not undertaken by allocated staff member.

· Allocated staff member of Audit section provided no cover if Manager was absent. 

· Race Relations Action Plans taken over by Head of Unit from the specified person in the job description

· A different person to the one specified in the job description drafted PDU Communication strategy.

· The Performance Improvement Plan monitoring taken over by a different person to the one specified. 

The results of the mapping exercise were analysed for redundant processes; excessive paperwork; manual operations that could be automated; incidents of multiple check and authorisations; delays or bottlenecks and non-value adding activities.  The mapping identified process problems in the following areas:  

· Risk Register

The risk register is completed on a weekly basis.  Delays were identified in this process because too many people are involved in the process causing delays in receiving and processing data.
· Regime Monitoring process
Duplication of data was identified because data is entered on one spreadsheet by different staff which in turn is transferred by another member of staff to another spreadsheet.  There are also often delays in receiving the spreadsheets from staff completing the data which is corroborated by the statement “I am always chasing to staff to complete the data”.
· Prisoner Complaints process

One member of staff from PDU collects prisoner complaints from prison wings on a daily basis because as replies to prisoners are to be processed within 3 days for regime complaints and 10 days for staff members, confidential and other establishment complaints.  There is a delay because of distance travelled by one member of staff walking to different buildings within the establishment to collect the complaints.

·  Key Performance Targets (PSIMON) process

There is duplication and delays within this process.  The unnecessary delay is the issue of forms to staff for completion and waiting for the forms to be returned.  The duplication is establishment staff entering data onto the form, which is then input onto a spreadsheet, by staff in PDU.

· Discharge to Court process

The main problems identified with this process were that there were delays because of distance travelled from one building to another and data collected on forms not always available because if not collected regularly the forms may have been destroyed.  The information is then collected from the LIDS software information system and entered onto the form.  
· Change management process
The problem in this department was identified by management because “the process outcomes are not being achieved” and also there was a perception “that changes are ‘pulled’ before implementation” and that staff “do not understand change terminology”.
Therefore, to summarise the main problems identified in the administration processes were duplication and delay in processes because of the incompatible IT system, and outcomes of the management of change programmes not being achieve nor monitored and project management timescales for all KPT processes.  The cultural issues identified were low staff morale and low motivation in junior grades, skills and training gaps.

4.2.4 Key Activity Stage Four:  Defining Key Performance Objectives

Chapter 2 Section 2.4 also concluded that benchmarking played a key role in BPR as benchmarking involves the comparison of organisational activities and/or performance with those of other organisations (or other units within the organisation) in order to identify best practice performance and/or processes and to develop a basis for setting performance standards.  (Zairi, 1996 and Gunasekaran and Kobu, 2002). 

All public sector prisons are benchmarked with ratings reviewed quarterly.  There are three strands to the benchmarking improvement programme and is based upon:

· Cost performance and output data from the Weighted Scorecard showing performance against key performance targets;

· Compliance with Prison Service Standards.

To further encourage desirable changes by defining key performance objectives as suggested in Step 4 of the BPR seven key activities table 2.4 in Chapter 2, the existing processes knowledge was supplemented by a strategic benchmark of similar processes in HMP Dorchester and HMP/YOI Hindley.  This type of benchmarking is typical of reengineering exercises and was used to identify the number of personnel involved in similar processes in other prisons and to identify any value added activities that could be implemented in HMP Swansea.  However, the information was based on job descriptions provided by the establishments which did not provide enough information for a detailed benchmarking analysis, therefore a visit to these establishments would have proven useful but unfortunately there was not enough time to visit within the timescale allowed for this research.  The main differences highlighted were that HMP Dorchester did not have an EO post in their structure.  The EO’s responsibilities indicated in HMP Swansea were subsumed in the Head of Unit and AO posts in HMP Dorchester.  There was also only one AO post indicated in HMP Dorchester.  Neither HMP Dorchester nor HMP/YOI Hindley had a Business Change Co-ordinator in post similar to HMP Swansea.  Hindley and Dorchester’s AOs’ roles included AOs editing newsletters, updating organisational charts and publishing documents on Intranet or network.

As part of a BPR process alternative designs and their possible implementations should be explored to determine the most appropriate process structure and enabling technologies. Designing new processes is a task of constantly questioning the necessity of performing certain activities and how, if at all, they should be performed. BPR theory in Chapter two suggests that this should start with a "clean sheet" and design the process as it should be performed.  (Hammer and Champy, 1993). Therefore it is important to align processes with strategies and performance goals and if required to redefine the organisation structure and to look at roles and responsibilities to enable processes to work more efficiently.  

At this stage it is important to be creative and to think ‘out of the box’.  Therefore, the interviewees were asked to suggest any improvements in processes as indicated in step 5 of Table 2.4 in Chapter 2 to involve the stakeholders in sharing ideas on how a process may be changed.  It is important to note that not everyone suggested improvements.  However, the main improvements suggested were “that the current IT system required updating”; and that “IT training was required to improve current systems and to be more efficient in completing work” which concurs with problems identified in the processing mapping with duplication of processes because of incompatible IT programs.  Also, it was suggested that all staff within the establishment should receive “… training in change management implementation” and to “simplify change terminology.”  Another finding was that a “project management schedule of KPTs and audits should be implemented to allow a more systematic approach to the processes of the department.”  Further suggestions for process improvement were relating to more cultural issues as suggested by the comments: “recruitment procedures should be improved” and “more detailed job descriptions should be used as I have been told I am completing work that other people should be doing.” 

Therefore the key performing objectives identified in this stage of the research are to improve the IT systems to eliminate duplication of processes; to implement a project management system to monitor change management processes and the outcomes of the department and to review the staffing structure required for processes in relation to the benchmarking exercise with other establishments.  

The next three key activities for this BPR model form part of objective four of the aim of this research which is to provide recommendations to HMP Swansea to improve administration processes and therefore will be discussed in chapter five.

Chapter 5:  Conclusions and Recommendations

5.1 Introduction

The aim of this research study was to evaluate Business Process Reengineering (BPR) using HM Prison Swansea as a case study.  This evaluation will be achieved by synthesizing and drawing conclusions from the theoretical evidence produced in chapter two and from the findings from the results of the case study in chapter four.  From the conclusions drawn, recommendations will be made for improving administration processes and a conceptual framework will be recommended to implement future process improvements for HMP Swansea.

The layout of this chapter is therefore structured by demonstrating achievement of the aims and objectives of this study before making recommendations for HMP Swansea to improve processes.  The final section of this chapter will also provide a reflective appraisal of the study before concluding with recommendations for future research.

5.2
Objective One:  Critically review the literature on BPR as a change intervention for performance improvement and to benchmark BPR implementation in organisations in the UK.
Originally, one of the main reasons identified by Hammer and Champy (1993) in the literature review was organisations use BPR as a means of introducing radical improvements to business processes.  However, the case studies completed by McAdam (2000);  MacIntosh (2003) and McNulty and Ferlie (2004) concluded that BPR is implemented incrementally and not always radically.  Furthermore, Hammer and Champy (2003) in their more recent publication have also changed from their initial stance on ‘radicalism’.  HMP Swansea had undergone radical changes with the centralisation of HRM and Procurement processes.  However, the reengineering initiative for this case study was implemented incrementally rather than radically mainly because of the barriers of the IT infrastructure and the bureaucratic structure of the establishment.  Therefore the evidence confirms that BPR may be implemented both incrementally and radically.   The barrier of the bureaucratic structure also agrees with McNulty and Ferlie (2004) that it is difficult to break an established pattern in the public sector.

A main conclusion of this case study highlights the importance of communication and training before implementing BPR which agrees with Tennant and Wu (2005).  This implies that BPR should form part of an OD strategy which should be in place as indicated by Tennant and Wu (2005) and that before implementing BPR organisations should develop better communication channels; develop appropriate reward systems to encourage people involvement and improve co-ordination of people and technologies.   The HMP Swansea case study also agrees with the literature that before a reengineering project begins, BPR requires a team to be established and empowered with senior management commitment and authority for the reengineering to be successfully completed.  As supported by Iles and Sunderland (2001) the senior management should have the ability of being open to organisational change and to understand the possible outcome of the improvement effort and therefore is a major enabler for successful performance improvement.  Hammer and Champy (2003) in their more recent work also recommend that greater emphasis should be placed on process and managerial roles.  However, this research indicates that even with senior management’s support to implement a classic top-down reengineering change strategy resistance may be encountered from staff at all levels including management level which was identified in the results of this case study in HMP Swansea.  Therefore, the completion of a pre-reengineering cultural audit of HMP Swansea as suggested by Jarrar and Aspinwall (1999) was beneficial to identify the possible ‘people issues’ to successfully implement a BPR programme.
This case study also agrees with the theoretical evidence presented by Hammer (1990); Mohanty and Deshmukh (2001) and Robson and Ullah (1996) and the benchmarked case studies that the main triggers for initiating this BPR project were to streamline processes by eliminating duplication of processes and for financial reasons as the prison service has to identify savings of 4 per cent for each year end between 2008 and 2011 (Ford, 2007).  The results of the case study agree with the research, which indicated that IT was a key change enabler of BPR (Hammer and Champy, 1993; Gunasekaran and Kobu, 2002 and Yuan and Ou-Yuang, 2004).

The findings of this case study also illustrated that for successful implementation of BPR there is an association with the use of methodological tools.  An important stage of a BPR initiative is analysing current processes in a clear and unambiguous way, however, this can be a difficult task.  The case study also agreed with Ungan (2006) that detailed process maps in a graphical format are not necessary in a small-scale reengineering project.  However, for a larger reengineering project process mapping as methodological approach would be beneficial to simplify the process analysis which was identified in the results of this case study in HMP Swansea. The research has shown that the step-wise methodology originally applied to reengineering by Hammer and Champy (1993) and Hayes (2007) was still used by the organisations to implement BPR.  However, the case studies in chapter two suggested various different models because the step-wise, mechanistic approaches are too simplistic to understand the organisational change issues involved in reengineering.  

This linear conceptual framework was useful in structuring this research but it was adapted to allow analysis of the culture of the organisation, which has been indicated as a major reason for BPR failed projects by Slack et al (2004) and Knights and McCabe (1998).  Furthermore, this case study does highlight that even staff that have been trained in BPR tools and techniques such as process mapping have difficulty in applying the tools in ‘real-life’ situations which could suggest that a simplistic model is used by organisations because it is hard to train people in BPR.  This statement agrees with MacIntosh (1997) who argued radical improvement requires creativity and breakthrough thinking and that these skills are hard to develop through training programmes.   The focus of the five phase model suggested by Tennant and Wu (2005) was empowerment of people and Gunasekaran et al (2000) emphasised the importance of training people before and during BPR which would suggest an OD approach to implementing BPR.  Hammer and Champy (1993) and Currie (1999) suggested that BPR should use a ‘clean sheet’ approach however if this radical approach was used this would have disregarded the current processes and the performance gaps would not have been identified.  The research also agrees that BPR flow from the strategic vision of an organisation as suggested by Paper and Chang (2005).

As supported by Bocij et al (1999) this case study may be described as more of a business process improvement (BPI) initiative rather than BPR as it was incremental and improved only key business processes.  Therefore, this case and research also agrees with Valentine and Knights (1998) that it is uncommon for BPR to drive cultural change and performance improvement as a stand-alone quality initiative and that in practice, BPR is emerging as a new umbrella concept under which a number of quality and performance initiatives fall.

In conclusion, each case study indicated that a company has its own unique situation and that no two companies were identical and that these different situations require different tools, and the tools used may also depend on personal judgement and ideas.  Therefore all elements such as organisational structure, training, IT systems, training and empowerment of staff influence each other and should be considered together.

5.3
Objective Two:  To evaluate the potential application of using BPR as a change intervention for performance improvement.

Initially, this research identified that the most popular and well-documented change interventions in performance improvement have been OD, TQM, benchmarking and BPR.  These interventions were investigated further to identify the characteristics of each intervention.  

Several factors have also been identified as being important for implementing BPR as part of a change intervention.  These factors include that an organisation has a quality culture, effective change management, teamwork, project management, IT system and adequate financial resources.  Poor project management due to a lack of project planning and an inferior IT infrastructure were major reasons why the PDU was having difficulties in achieving its aims. 

The objectives for reengineering should be aligned within an OD business strategy to provide a definitive path for reengineering and ensure that employees play an equally important role in the success of reengineering.  The senior management of HMP Swansea drove this reengineering initiative forward and had identified the objectives for the project.  However, for a larger reengineering initiative a more cross functional team would have proven beneficial as indicated in the observation of the BPR workshop for a different public sector department.  

Each process improvement intervention has been criticised in this literature review and the main criticisms highlighted in this research indicated that OD takes too long to deliver unquantifiable benefits and is a management control mechanism; TQM does not bring long term improvements; benchmarking has problems identifying suitable organisations to benchmark against and BPR does not take into account ‘people issues’.  (Buchanan and Huczynski, 2004; Slack et al, 2004 and Knights and McCabe, 1998)  Therefore, it could be construed that the perfect intervention for success would be short in duration; deliver quantifiable benefits by a facilitator with knowledge of best practice and quality issues but also involves and empowers the stakeholders of an organisation.  This would agree with Grieves (2000) and Selladurai (2002) who argue that TQM and BPR are both organisational development models and that both models could be integrated into one organisational development model to encompass profitability, productivity and performance and focus on elements such as quality, people, customers, adaptability, productivity and performance.  However the programme of change should be short in duration with a definite completion point.  

The research demonstrated that benchmarking and TQM are popular interventions for process improvements and both were already in place in HMP Swansea.  Both TQM and benchmarking are useful prerequisites before beginning a reengineering effort.  The results of the case study also indicated that benchmarking was a useful tool to use during the project providing a case for change through benchmarking the practices of other prisons to identify objectives and vision for a new strategy for change, which concurs with the studies completed by Zairi (1996) and Gunasekaran and Kobu (2002) in chapter two.   Therefore, this research concludes that benchmarking, TQM and BPR could be integrated into one OD model which would encompass profitability, productivity and performance and also focus on elements such as quality, people, customers, adaptability, productivity and performance as suggested by Selladurai (2002).

In conclusion, the case study agreed with the conclusions from Chapter 2, Section 2.4 that there considerable overlap exists in their scope, style, content, aims and objectives between OD, TQM, benchmarking and BPR but as suggested by Jarrar and Aspinwall (1999) that no matter how good an organisation is there are always ways to improve and therefore the main theme for successful organisations is change, change and change again.  Whether this change is implemented incrementally or radically the change must fall within the main organisation’s strategy for change and BPR should be used to review the existing process within an organisational development approach to implement change.  Continuous learning and feedback are important factors to successfully implement a BPR initiative within a change management programme.

5.4 Objective Three:  To investigate the current administrative processes with HMP Swansea. 

This case study has shown that the establishment can benefit from implementing BPR.  Reengineering has identified duplication and delays in processes and there is also capacity for restructuring the department.  The findings of this case study supports the literature that before a reengineering project begins BPR requires a team to be established and empowered with senior management commitment and authority for the reengineering to be successfully completed.  As supported by Iles and Sunderland (2001) the senior management should have the ability of being open to organisational change and to understand the possible outcome of the improvement effort and therefore is a major enabler for successful performance improvement.  The support of the senior management enabled the reengineering to be completed top-down and it identified that the barriers for successful implementation as being ‘people issues’ including resistance at management level which agrees with the recent work of Hammer and Champy (2003) who recommend that greater emphasis should be placed on process and managerial roles.  Gunasekaran et al (2000) conclude in their research that change for the sake of change will not lead to clear benefits and this corresponds with the case study when senior management and management levels perceived that there was a ‘change culture’ in the establishment however the results indicated that there was low staff morale and a request to simplify ‘change terminology’ for change programmes.  However, a key enabler here would be to be to implement a learning programme before any future change programmes.

A number of lessons have been learned from the research at HMP Swansea.  Firstly, that BPR is not an interventionist strategy without problem and requires a structured approach.  The ‘seven step model’ as suggested by Hayes (2007) and Hammer and Champy (1993) provided a useful, simple and structured approach for implementing BPR – this approach may then be expanded for more complicated reengineering projects.  

The radical change identified was for a new IT structure because of incompatibility of current systems but this could not be committed to by management because of the new system being developed centrally for all prison establishments.  Therefore, whilst a radical change may be identified by the team as a necessary objective, it is very difficult for management to commit themselves to a high-risk project, especially one that fundamentally alters the whole structure.   Even though the establishment had undergone radical change in recent years, which involved ‘downsizing’ because procurement and personnel services had been centralised, there was not a dramatic reduction in staff levels.  Staff have moved laterally to other parts of the establishment.  This radical change was not perceived as being successful and a smaller procurement team was still in place in the establishment. The main objective of the reengineering exercise in this case study was not to radically reduce staff but to identify duplication of processes and to streamline processes by identifying any under-capacity of these processes thereby enabling the staff to work more systematically however, the establishment must also makes savings of four per cent per year.  Therefore, BPR may implement change both radically and incrementally which agrees with MacIntosh (2003) and more recently with the research completed by McNulty and Ferlie (2004). 

The question arises as to whether, given these constraints, was it worth initiating a pilot BPR project in the establishment.   However, the answer must be yes as firstly, a thorough understanding of the current process, which is a key deliverable from the methodology used in this study, can help identify certain basic problems, some of which can be rectified without radical change.   The establishment had, as previously discussed, undertaken various reengineering, time and method type studies and even with this extensive knowledge felt they could not undertake such a project without an external consultant.  This process led to identifying problems and solutions that had been previously missed by management.  This pilot project is still ongoing as the recommendations have yet to be implemented fully however it is important to note that Knights and McCabe suggest that a short timescale is 12-18 months therefore, it may be assumed that the process to date has been completed in a short timescale.  Senior Management were happy with the results of the pilot, which clarified roles and responsibilities of staff and identified streamlined procedures and reduced duplication and effort.  Senior management have indicated that they will continue with implementing recommendations within the PDU and will be completing a reengineering process of the Offender Management Unit.  

5.5
Recommendations
Objective Four:  To suggest recommendations on how HM Prison Swansea may

improve administration processes.
5.5.1
Key Activity Stage Five:  Designing New Processes
This section is key activity five of the Seven Key Activities framework used for this research and involves creative thinking and involves people sharing how a process may be changed.  This was achieved by a BPR team meeting to consolidate the analysis of the mapping.  This section will therefore suggest recommendation on how to improve the administration processes.  The key performance objectives identified in key activity four was to improve IT systems to eliminate duplication of process; to implement a system to monitor change management processes and other process outcomes and to review the staffing structure.   Therefore the recommendations will ensure that these objectives are achieved.

To encourage team working and sharing of skills and knowledge it is suggested that the staff of the unit work together in one location rather than the current office layout where staff were located in different offices.  However, as staff of this unit also provide general administrative duties for the whole establishment, such as manning the switchboard it is noted that the staff performing this role will be required to work in a separate office but ideally this should be close to the rest of the department.  This should help to manage staff and identify any gaps in training, skills requirements, work quality and capacity and for these employees to feel part of the administration process.   There is also a perception within the establishment of poor teamwork between administration staff and officers, therefore, it is also important to encourage team working and cooperation amongst departments.

A consequence of BPR is to move away from traditional hierarchical structure to a delayered form and empowerment of individuals.  Therefore, the results of this pilot BPR identified a general need to flatten managerial and functional hierarchies and to align the process away from a bureaucratic structure to a more customer-focused one.  Therefore, it would be beneficial to analyse the processes internally across the whole of the establishment and also externally with other stakeholders before suggesting staff are surplus to this department.

The results indicate that there is a technological barrier with poor integration of IT.  The main recommendation for process improvement is therefore to radically improve and integrate the current software systems such as Risk Register, PSIMON, Regime and Discharge to Court processes that were identified in chapter four into a new centralised database management information system enabling all appropriate staff to have access to the databases and allowing data to be entered directly onto the system at source and not by one person collating the information.  As the majority of the processes in this unit involve computers it is important for staff to possess at least a basic level of IT skills.  It is also important to reiterate that staff identified a need for IT training to update skills in their interviews.

The results of the mapping process indicated that the ‘Risk Register’ process meets the current job grading criteria of an AO grade but is currently completed by a higher graded member of staff.  Therefore in the short term, until the new IT system is implemented, this process may be completed by an AO grade.  Staff involved in providing data for the Regime and PSIMON process should receive training to input the data in a correct and timely manner to enhance their understanding of the importance of the processes and also a further investigation is required to identify any problems that they may be having with the process and therefore involving them in the process.

Feedback received from the BPR team regarding the Prisoner Complaints process has identified that prisoner officers are unable to process the complaints the complaint may involve an officer and also prisoners are not permitted to use networked computers for security reasons, therefore the administration of this process cannot change.

The Change Management Unit staff have visited the City and County of Swansea local government office’s change management team to enhance knowledge on how to implement change management and the problems of implementing change. The analysis determined this as an important value added activity for developing and implementing change management initiatives.  Value added steps are those that are considered to be essential to a process and this will enable the establishment to deliver the ‘Performance Improvement Plan’ strategy.  This unit is very important to implement and improve processes within the prison especially since the Personnel department has been centralised.  To ensure that results and outcomes are achieved a more systematic approach to this process should be implemented.  The main objectives should be redefined and a simple project management type system developed outlining a generic framework of steps to be followed when implementing change programmes and also to identify problems with processes.  This process is an iterative process and therefore regular reviews should be held which identify any further problems.  Once the new process has been implemented it should be measured against the old process to determine overall success or failure of the reengineered effort.  One of the perceptions identified when implementing change is that new processes take a long time to implement or are ‘pulled’ once implemented.  The establishment has undergone radical changes in the last few years and staff are used to change but it would be useful for staff to receive further training and to simplify terminology when introducing new processes.   

A project management schedule should be implemented to ensure efficient monitoring of each process and this will also identify any gaps that need to be further analysed.

Employee fears about job displacement and coping with resistance to reengineering changes need to be alleviated as reengineering could change almost everyone’s job. Therefore employees at all levels require new skills.  Therefore, the training department should work closely with the PDU to identify training needs when implementing change and to ensure successful implementation of Performance Improvement Plan.  Without an effective approach to dealing with employees involved in the reengineering effort, the implementation is certain to fail.  (Attaran and Wood, 1999).  

The department is focussed on staff undertaking work at different levels of responsibility in line with civil service grading criteria and with different staff working in different offices the department does not perform in a multi-functional role.  Staff within PDU are working to complete individual tasks and not working together to allow a more innovative or creative approach to improve processes.  KPTs and performance improvement plans are implemented top-down within the establishment.  The results also indicated that staff were not encouraged at this level to be creative.   The HMP Swansea Establishment Delivery Plan for 2007-2008 also importantly indicated that a project team would implement a People Plan to ensure all staff are involved in the day to day business of the prison, communication is simple and effective; people are empowered to make decisions and encouraged to reached their own potential and that there is clear, focused support to lead and encourage innovation which is important in a reengineering programme.    It is therefore significant to emphasize the importance of the PDU because the establishment’s Personnel Services have been centralised the PDU is fundamental for understanding how the prison is performing and what changes should be implemented to improve performance and for successful implementation of any change.  Therefore, this department should be more proactive in its function and could be fundamental for monitoring and improving communication between departments. The PDU should survey staff within the establishment to identify a preferred route for communication regarding procedures and day-to-day events.  The PDU should also survey staff to understand attitudes and perceptions to changes, job roles, skills that may be used as a benchmark for future use and as a pre-reengineering cultural audit before implementing further BPR initiatives.  There should be a greater concentration of effort on improving the learning process which suggests an OD intervention is required together with the BPR intervention.

The PDU should also ensure job descriptions, staff skills and competencies and organisational structures are updated regularly to benefit the whole establishment. 

Future BPR initiatives should follow the conceptual framework given in table 5.1 to structure the change management and process improvement around communication and learning which has been identified as important for successful implementation of BPR.  This conceptual framework is based on the evidence provided from literature, the benchmarked case studies and from lessons learned in this case studies.  The first part of the framework should begin with the vision as suggested by Paper and Chang (2005).  The next stage identifies a facilitator as suggested in OD interventions to serve as facilitators and helpers, not expert advisers to enable the organisation to solve its own problems (French & Bell, 1995).  The facilitator should complete a pre-reengineering cultural audit as suggest by Jarrar and Aspinwall (1999).  The cross-functional team should be created to identify processes for reengineering together with the appropriate tools for analysis.  The next stages include communicating progress to the whole organisation as this may involve revision of the outcomes.  Creativity is an important part of the redesign process as suggested by Hammer and Champy, 1993; Francis and MacIntosh, 1997 and Hayes, 2007.   This framework is not a step-wise or linear model as suggested by Hammer and Champy (1993) but an iterative model as suggested in the action research OD model to generate new knowledge.

Figure 5.1:  Conceptual Framework for implementation of BPR

	Strategic Analysis (OD strategy) – Create Vision  - Senior Management Team

Communicate Vision to whole organisation – open and honestly



	Identify Facilitator 

Important to have knowledge and experience to achieve vision



	Facilitator to complete Pre-Reengineering Culture Audit

Important and complicated step to identify any resistance at an early stage



	Create a cross-functional team 

Train team and implement project management schedule

Communicate to whole organisation



	Identify processes to fulfil vision 

Communicate to whole organisation 



	Identify appropriate tools and analyse processes



	Feedback to whole organisation 

This may change results 



	BPR team to be creative and redesign processes

Train team, processes to achieve vision



	Feedback to senior management

Review



	Feedback to all organisation



	Review, train staff and test system



	Implement – feedback – review 

Communicate end of process to whole organisation




5.5.2 Key Activity Stages Six and Seven: Testing and Implementation

The section above recommended that HMP Swansea should implement new integrated database management software IT system.  HMPS has commissioned an IT specialist company to create a new system, this CNOMIS database will be implemented within all the establishments but is currently delayed and no-one actually knows when the system will be going ‘live’ but this should be by 2009/2010.  This new database will be implemented to all establishments UK wide.  The system is still at the testing stage.  Therefore, in the short term the current software programs should be updated

To embark on the next stage of BPR which is to reengineer OMU administrative processes, senior management will need to reach a common understanding of change with staff to overcome the cultural barrier of staff attitudes to continuous change programmes.  To drive BPR and any changes forward senior management should make resources available for an external facilitator to work with the change team, which should also include staff from the OMU to create a cross-functional BPR team.  

5.6 Reflective Appraisal on Research Process

The case study approach for this research as advocated by Yin (2002) provided content validity through data triangulation through analysing qualitative evidence from interviews, observation and documentation.  However, as previously discussed in chapter two no two organisations are the same therefore this research may not be representative if research was completed in other organisations.

On reflection for the redesigning part of the process it may have been more beneficial to have held a focus group type workshop for everyone to have input into improving processes as at this stage it is important to be creative and to think ‘out of the box’.

For future research it would be beneficial to use a structured questionnaire to allow analysis of employees’ perceptions of organisation culture and change, communication, training and skills, the establishment’s goals, leadership and performance and briefly for current processes.  The analysis of these questions would allow for further research and examination to be undertaken and could also be used as a benchmarking indicator if a similar survey was completed by the organisation in the future.
5.7 Recommendations for Future Research

.
In any research exercise there is always insufficient time to investigate the many issues and dimensions that should be investigated.  New insights evolved during the research which should be further investigated including the use of ‘Business Excellence Models’ as identified by McAdam (2002) being used as well as step methodologies in BPR projects.

This research highlighted the importance of senior management when implementing a BPR project and Hammer and Champy (2003) currently recommend that greater emphasis should be placed on process and managerial roles.  However, this research did not investigate the roles of managers or what skills are required for managers to implement BPR successfully.  This future research would be useful to comprehend if there is a link with management skills and the perceived high amount of failed BPR projects or whether if BPR was implemented within an OD intervention the outcome would be successful, as suggested in section 2.2.1 of this research that OD does not involve a change in product but involves managing change through the minds of managers.  
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APPENDICES

Appendix One:    Summary of Case Studies of Organisations within the UK that have implemented change using a BPR approach

	Case Study One:   (MacIntosh, 1993)

MacIntosh (1993) analysed three business process re-engineering (BPR) projects in the UK, one conducted in the private sector and two conducted in the UK's higher education sector to compare public and private sector applications of BPR.   The private sector BPR project target was to reduce average turn-time in its process.  Benchmarking revealed that private sector company’s turn-time performance was on a par with that of its competitors.

An in-house team of managers was given extensive training to deliver the BPR project and a brand-name consultancy organisation appointed.  After BPR the new processes implemented involved significant changes to organisation structure with some departments merging and others were separate out.  The first higher education established used BPR to reengineer the management of student records with the objectives of the project to ensure that the whole organisation used centralised electronic records.  A project team drawn from both horizontal and vertical cross-sections of the organisation and a formal project management system together with a project board was established to oversee the work of the project team.  Data flow diagrams were developed and an “ideal-world” set of new business process developed.  The second higher education establishment also formed a formal project management team and used their own flow-charting techniques to map processes.  The public and private sector projects built detailed models of the existing processes. All three project teams employed some form of structured technique but none employed a “clean sheet” approach.  The projects teams spent a considerable amount of time understanding their existing business processes.  However, only the private sector project involved the use of generic models as for both the public sector projects, it was felt that generic models developed in the private sector were either inappropriate or unhelpful.  Research also showed evidence that both radical and incremental change were used.  The research concluded that BPR projects in the public sector can face greater restrictions in terms of providing resources for improvements, even in circumstances where there is evidence that an investment would be justified.



	Case Study Two (Zairi, 1996)

Zairi surveyed 65 organisations in four industrial sectors (health care, public, service and manufacturing), in order to ascertain the level of understanding, usage and also the degree of effectiveness of the BPR concept in all the sectors concerned; and check the degree of compatibility and synergy between BPR and other concepts such as total quality management (TQM).   The results showed that 40 per cent of organisations in the survey had undertaken re-engineering efforts on both intradepartmental processes and core business processes, while 31 per cent had re-engineered interdepartmental processes. In comparison, only 14 per cent suggested that their organisation had attempted to re-engineer inter organisational processes.  The actual level of improvement across all factors in organisations was less than the level expected. Similarly, the actual timescale of re-engineering projects always exceeded the expected timescale. This suggests that organizations attempting re-engineering are either overestimating projected improvements and underestimating the timescale of projects at their inception (perhaps owing to inexperience in BPR), or are facing problems during BPR projects.

The survey also identified that the most important techniques in BPR were considered to be training employees, the communication of objectives, and performance measurement. Available IT expertise, project timeframes, and organization structure and culture were found to be quite frequently mentioned as inhibitors in BPR, although they were more often classed as facilitators.  The survey also showed that the most important factors (leadership, customer focus, training, team make-up and communication of objectives) were all reported to facilitate BPR much more often than inhibit it.  The expected benefits in terms of performance improvements generally exceeded the actual benefits of BPR. The greatest benefits were expected in terms of improved financial performance, quality, customer satisfaction, process and organizational flexibility, and increased competitiveness. 

Zaire (1996) concluded that organizations which have adopted TQM show greater use of strategic and process management techniques, benchmarking and self-assessment, which places them in an ideal position to make use of re-engineering techniques.



	Case Study Three (Knights and McCabe, 1998)

Knights and McCabe (1998) conducted over a six-month period a case study and examined the context, implementation and operation of a BPR programme within UK High Street bank  - Probank -from the late 1980s to mid 1990s.  Knights and McCabe (1998) highlight in their findings that for phase one of reengineering advancements in IT enabled the bank to centralise and restructure its operations which resulted in substantial staff reduction through voluntary redundancy.  Staff resentment was highly disruptive of management’s strategic goals and that management were not ‘infallible and branch staff ere able to cause problems through deploying their “tacit” skills … in a disruptive manner thereby increasing customer complaints.’(p793).  Branch management resistance came from the threat of employment security, loss of prestige and the change in the nature of job from “administrator” to “salesperson” and branch staff resented the loss of jobs but also their loss of face to face contact with customers, loss of sense of security and career opportunities.  Armchair banking was then introduced where phone calls were centralised to the back office and not to individual banks and was achieved in 12-15 months and took away customer choice.  There were customer complaints due to lack of training given to back office staff and examples of customers complaining that this centralised dealing of banking communication could not be dealt with as well as local banks with some welsh customers speaking in welsh to offices in Liverpool to reiterate the point.  Multi-skilled teams were then introduced to deal with the customer complaints   Team meetings were then introduced to improve internal communications.  The research also highlighted that team leaders would ‘massage’ the performance figures.  This study also showed that the structure was still hierarchical even after BPR.

	Case Study Four (McNulty and Ferlie, 2004)

McNulty and Ferlie (2004) studied a BPR programme within the NHS which during the 1990s championed by senior managers as a radical change methodology to meet demands upon the hospital in relation to volume, quality, efficiency and effectiveness of patient care.   McNulty and Ferlie (2004) concluded that whilst it was the intended strategy of reengineering to be radical and revolutionary in ambition and method the emergent strategy of reengineering proved to be more evolutionary than revolutionary (p1403) and did not secure radical transformation in its overall efficiency.  Change was more convergent than transformational in its impact on processes of organising and managing the hospital.  However, McNulty and Ferlie observed that the reengineering methodology was an important factor in securing change such as the reengineers using process mapping with the other stakeholders to analyse and understand the care process to develop a vision for change and also piloting allowed some changes to be introduces without people realising an important change had been implemented.  Some of the most successful projects were those undertaken in self contained areas and McNulty and Ferlie observed that reengineering methodology made an important contribution to change by for example using process mapping to allow stakeholders to analyse and understand the care process and develop a vision for change.  Triggers for BPR implementation were from organisation pressures from senior management and from results of a previous quality improvement initiative (project Sigma).



	Case Study Five (Harrington et al, 2001)

Harrington et al’s case study in Johnson and Scholes (2001) analysed the change programme at the Contributions Agency (CA) of the Department of Social Security in the UK.  The CA had implemented several change programmes and the aim was to integrate the changes through an approach based on BPR.  The CA began a programme of change with a Business Unit Analysis.  The CA sought to reassess operations; empower the workforce; remove duplication; error-proof processes; streamline and simplify processes increase the quality of service to the customer; gauge current and future performance measures and to use new technology to support the changes.  A new computing system was to be implemented.  Empowering staff was one of the CA’s key components in the reengineering strategy which would increase job satisfaction and develop staff to become multi-skilled case workers with end to end responsibility for all their activities and this would in turn lead to a flatter management structure and consequent savings.  Staff were surveyed to gather data to implement a new IT system however IT was not used as a tool for reengineering purposes.  The results of the case study showed that the culture of the CA had changed and most staff appeared happy to be moving away from the hierarchical management structure to one where they had more freedom and felt more empowered.  However there were a number of problems identified concerning control, empowerment and commitment which were identified because a BPR approach to change was used.  
This case study showed that BPR needs to be planned and executed as part of a wider change management strategy and the softer cultural and political issues need to be understood as well as the harder systems redesign issues of BPR.  



	Case Study Six (Tennant and Wu, 2005)

Tennant and Wu (2005) in a recent survey analysed responses from 63 UK companies to identify key factors for success of BPR applications in UK based companies.  This research identified that the main triggers for initiating a BPR project were competitive pressure, reduce costs, acquisitions and to manage change and that customer neither satisfaction nor increased market share were prime reasons.  The goals and objectives of BPR projects supported the triggers.  This research also highlighted that companies made a link between BPR and people issues.  This survey also identified that the majority of companies expected an implementation time of BPR projects with a time frame of less than two years which the authors suggested that BPR is applied as a tactical tool to address short-term business imperatives rather than to achieve to strategic objectives.  



	Case Study Seven: Gunasekaran et al (2000)

This is a case study of UK company which was taken over by an American company. It is a manufacturing company based in Hertfordshire with two other service centres in the UK, and many smaller sales offices world-wide.  It is a traditional company, with a hierarchical structure with many hand-overs, and consent signatures within processes. Their major product is electronic test equipment.  The company reengineered its recruitment and order fulfilment processes.

For the recruitment process which does not occur on a daily basis it was found that the recruitment process would be managed by each department as and when needed. The input to this process is the need for extra staff. The output is the hiring of extra staff. The most direct way to get from one to the other is to check that the budget stretches to employing another worker, discuss this need with others in the department, agree on the job description that goes out, and finally interview. This eliminated the unnecessary paper work, and extra people originally involved.   This transition was very simple to perform compared with the others since all that is required is for everyone to know the procedure and how to access the budget information.  Originally the process took on average at least one week to perform and after reengineering the same part was one day or less.

For the order fulfilment process the storage room was removed, keeping inventory to a minimum. The number of suppliers to the company was minimised.  Another issue was the building layout which was revised to use less room and savings on the leased buildings.  Workers are more multi-skilled and the work to be carried out will be limited to assembly, test, reworking and packaging. The stocktaking, ordering and stock-replenishing no longer needs attention. This cutting out of non-value-adding work is estimated to halve the shop floor’s activities, without affecting productivity. The new layout allows transportation to be more than halved.  The study showed that staff training is important for reengineering not only to facilitate the involvement of employees, but also to improve their skills in multi-skilling and team working. This would lead to increased job satisfaction and drastic improvement that makes BPR distinct from other improvement initiatives.  The case study also showed that the recruitment process yielded greater results, as the manufacturing process was reasonably efficient due to continuous improvement.

The case suggested that BPR is a straightforward concept and that he risk comes in the uncertainties: how the new processes will run together, how the employees will react, how they will handle adapting to their new roles. 

	Case Study Eight:  McAdam (2002)

McAdam completed a multiple case study of eight SMEs   and all had quasi-stable structures, processes and procedures however they were all in rapidly changing markets which required rapid and flexible business processes and organisational change.  

The main triggers for applying BPR ranged from realign and to address rapidly changing markets, new high growth markets, new customers, new products and services, shorter lead times, increased customer satisfaction and reduced costs.

Six out of the eight companies initially implemented BPR using a stepwise methodology and an analytical, cross-functional approach to the improvement of processes, however this was then adapted to a broader reengineering approach and by the end of the reengineering there were no rigid procedures in place. The majority of companies used an ‘in-house’ approach and used the Business Excellence Model.  This research also showed that that companies did not separate distinct initiatives but took a ‘holistic’ approach to address interrelated improvement targets.   Employees were involved at all levels and introduced to multi-skilling.  The companies’ understanding of reengineering embraced creativity, innovation, and knowledge as key to reengineering change.  They did not implement change incrementally.  There is an emphasis on action-based learning.

Radical business improvement results were obtained.

.


Appendix Two:  HMP Swansea Example Interview Structure 

The purpose of this interview is to find out further detail about the administration procedures undertaken on a day-to-day basis within the PDU.  The information will be used in reviewing the administration procedures and will also serve as research data for an MBA dissertation.  Your input is appreciated and extremely valuable and please be assured that your reply will be treated with utmost confidentiality.  
Business Change / PDU 

	Name:
	

	Grade:
	

	Job Title:
	

	Length of time in current role:
	


1. What do you consider to be the main objectives of the unit?  (This should indicate the basic reason(s) as to why the job exists.  It should not include a detailed list of how the activity is accomplished, but focus on the achievement of a key end result).
2. What do you consider are the main admin processes that you complete on a day-to-day basis and what is the amount of time allocated to the process?  (check against current job description).  

3.
Is what is expected of you realistic?  Are you happy with workload / responsibility?

4. What skills are required for your job?  Do you need any training?  Have you been offered training?

5. How do you feel about this BPR initiative and the changes that have been initiated at the present time?

6.
What improvements (if any) could be made within the department or for any particular process?  

7.
Please indicate your reaction the following statements:  (from Strongly Agree to Strongly Disagree).

SA  

Strongly Agree

A    

Agree

NA or D  
Not Agree or Disagree

D     

Disagree

SD 

 Strongly Disagree

	
	SA
	A
	NA or D
	D
	SD

	a. This establishment has a good track record of meeting targets.
	
	
	
	
	

	b.  Not all of my skills and abilities are put to efficient use
	
	
	
	
	

	c..  Staff motivation and morale is high
	
	
	
	
	

	d.  I would feel better if I had input into how work is structured
	
	
	
	
	

	e.  The changes in this establishment over the last 3 years have increased my job satisfaction
	
	
	
	
	

	f.  The goals of this establishment are less clear to me than they were.
	
	
	
	
	

	g.  My current job satisfaction is high.
	
	
	
	
	

	h.  There are good channels of communication within HMPS
	
	
	
	
	

	i.  Senior Management support and communicate changes effectively
	
	
	
	
	

	j.  My current job satisfaction is low.
	
	
	
	
	


Appendix Three:  BPR Project Journal of Meetings and Correspondence

	Date
	Event
	Description of Outcome

	23/10/2007
	Initial meeting with Senior Management 
	Discussion on how to implement BPR

Observational Walk of all administration department

Background of HMP Swansea

IT details

Civil Service grading details



	22/11/2007
	Shadowing BPR workshop for other Public Services Sector Department
	Identification of BPR Tools & Techniques – Best Practice

	30/11/2007
	Meeting with Senior Management & BPR team
	A pilot feasibility BPR study to be completed of PDU.  Observation walk of PDU completed.  BPR team instigated.

	6/12/2007
	Email Senior Management
	Feedback of meeting – awaiting confirmation in writing of pilot

	28/12/2007
	Email from Senior Management
	Confirmation from Senior Management regarding pilot of PDU

	9/1/2008
	Email BPR team
	Progress update

	14/1/2008
	Email BPR team
	Job Descriptions for PDU staff

	24/1/2008
	Email BPR Team
	Progress Update

	30/1/2008
	Email BPR Team
	Confirmation & Agenda for meeting

	31/1/2008
	Meeting BPR Team
	Progress Update Meeting

	1/2/2008
	Email
	HMP Dorchester Job Specifications

	6/2/2008
	Email BPR Team
	Timetable of Interviews for 7/2/08

	7/2/2008
	Interviews with staff at PDU
	Processes times and flows for analysis, pre-reengineering audit for analysis

	27/3/2008
	Email BPR Team
	Discussing department structure for proposed next BPR initiative of Offender Management Unit

	31/3/2008
	Email BPR Team
	Prison Service Orders, Standing orders for PDU

	7/4/2008
	Email BPR Team
	Arrange progress update

	11/4/2008
	Meeting BPR Team
	Feedback Session to confirm results and verify draft report

	16/4/2008
	Report to Senior Management
	Report to Senior Management


Appendix Four:  List of Strategic Documents and other Prison Service Documentation Analysed

The Civil and Public Services Association, Prison Services, Grading Criteria  

for:  Admin Assistant, Admin Officer, Typist, Typing Manager, Chief Typing Manager, Personal Secretary, Senior Persona Secretary, Executive Officer, Higher Executive Officer, Senior Executive Officer

HM Prison Swansea Establishment Delivery Plan 2007-2008

HMP Swansea Prison Standing Orders

HMP Swansea Key Performance Targets

HM Prison Service Annual Report and Accounts April 2006-March 2007

HM Prison Service Business Plan 2006-2007.

HM Prison Service Corporate Plan 2007-2008 to 2011-2012.

HM Prison Service Business Plan 2007-2008.

HM Prison Service, 2007, Prison Service Performance Rating, Quarter 2 2007-2008 

Prison Service Job Specifications for:

HMP Swansea, HMP Dorchester and HMYOI Hindley

Organisation Structures for Senior Management and PDU

HM Prison Service People Strategy Programme Job Evaluation System Factor Plan and Guidance

Process documentation

Staff Bulletins

Appendix Five:  HMP Swansea Management Structure


[image: image3]
Appendix Seven:  HMP Swansea Key Performance Targets (KPT)

	KPT
	TARGET

	SECURITY
	

	KPT Absconds Rate per 100,000 prisoner days
	No target

	KPT Escapes
	0

	KPT Mandatory Drug Testing
	10%

	KPT Security Audit
	80%

	MAINTAINING ORDER & CONTROL
	

	KPT Accidents
	6.8%

	KPT C & R Training
	80%

	KPT Contingency Exercises (All Exercises)
	6

	KPT Contingency Exercises (Hostage Exercises)
	1

	KPT Operational Capacity
	No Target

	KPT ROTL
	95%

	KPT Score 3 inmates
	No Target

	KPT Searches
	100%

	KPT Serious Assault Rate
	1%

	KPT Tornado Commitment
	21

	REDUCING REOFFENDING
	

	KPT Accommodation Settled
	71%

	KPT Accommodation – Housing Assessment
	90%

	KPT CARATs
	425

	KPT YPSMS
	0

	KPT Detoxification
	400

	KPT Drug Treatment Start progs 1 & 2
	180

	KPT Drug Treatment Completions Progs 1 & 2
	114

	KPT Living Skills
	32

	KPT SPTP Completions
	No target

	KPT OASys Completions
	90%

	KPT Resettlement – Employment
	25%

	KPT Resettlement – Education & Training
	4%

	KPT Work Related Skills
	No target

	KPT Voluntary Drug Testing
	110

	DECENCY
	

	KPT Overcrowding
	71%

	KT Purposeful Activity
	19

	KPT Request & Complaints
	95%

	KPT Self Harm Audit
	80%

	KPT Time Unlocked
	9 hours

	RACE & DIVERSITY
	

	KPT Race Equality
	3%

	KPT Race Equality (Prisoners)
	70

	KPT Race Equality (Staff)
	70

	ORGANISATIONAL EFFECTIVENESS
	

	KPT Classroom Attendance
	80

	KPT Correspondence
	95%

	KPT Discharge for Court
	90%

	KPT Energy Efficiency
	105

	KPT Water Consumption
	7,062

	KPT Planned preventative maintenance
	100%

	KPT SPDRs Opened
	95%

	KPT SPDRs Reviewed
	95%

	KPT SPDRs Completed
	95%

	KPT Standards Audit
	80%

	KPT Staff Sickness
	10.6 days

	KPT Staff Training
	6 days
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