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《改造企业》


《改造企业》于1993年在美国出版之后，销售立即冲破250万本，在《纽约时报》畅销排行榜上停留超过1年，并且被翻译成17种语言。不仅使“企业流程再造”（Business Process Reengineering；BPR）成为当时管理学界的新显学，更引起业界一阵企业再造的狂潮。

本书认为，亚当·斯密的“专业分工论”已经不足以面对变动快速的时代，因此提出了新的思考方向，也就是BPR。然而最为人诟病的是，却是本书并没有教导读者如何进行BPR。此外，由于BPR的重点是以翻新、再造作业流程为重点，影响通常仅止于组织内部，对于提升企业整体竞争力，仍有一定程度的局限。

虽然有许多跨国企业成功应用了BPR理论，但在实务上，BPR的应用并非无往不利，甚至有人认为企业应用失败的比例将近75%那么高。为补《改造企业》一书的不足，钱裴在1994出版了《改造管理》（Reengineering Management
 ）一书，强调沟通、质量与高阶主管的决心才是再造工程最重要的成功因素。而汉默则在1995、1996年分别出版了《改造企业Ⅱ》（The Reengineering Revolution
 ）以及《超越改造》（Beyond Reengineering
 ）两本书，除了为应用失败提出说明、也加上了进行企业流程再造工程的方法，并且再次强调“流程”才是整个再造工程的重点。

一般讨论BPR的文献，大多偏重大企业所进行的再造工程，对于规模多属中小企业的台湾来说，实际做法则应该偏重于“跨组织的企业再造”（X-Engineering）。由于中小企业相当依赖外部资源，所以必须跨越组织之间的界线，将组织本身的流程与外部的交易伙伴共同进行整合，并且把股东、经理人、员工、顾客、供货商等都纳入流程再造的设计，而不是只利用企业再造来获得内部组织的弹性，才能够找出适合台湾进行企业再造的方法。



5分钟摘要





英文



企业再造，意味必须舍弃企业过去经营中所有的假设及传统，改而发展出一个以流程为中心的新组织，创造三级跳的经营绩效。

企业要再造成功，就必须要有新观点、新方法。拿出一张白纸，写下目前已知的顾客特质与偏好，就能开发出一个新组织，拥有最适的作业流程来满足顾客。企业再造指的是一套作业流程，用来建制最理想的新组织形态，取代现有组织形态。

企业再造是一次机会，可以开发出一套商业机制运作的规则，让公司未来依这套规则运作，而不必被迫遵循他人强加的规则。从这个角度来看，企业再造是要协助企业掌握并维系真正的竞争优势。


“在整个流程再造计划中，我们只保留了一项简单的规定：凡能为顾客创造价值的流程，就强化这个流程的功能；不能为顾客创造价值的流程，就把这段流程剔除。”

——约翰·马丁，塔克贝尔执行长

“企业再造并不是要修补现状。企业再造讲的是要全部重来，从头开始。”

——迈可·汉默&詹姆斯·钱裴





Main Idea





中文



Reengineering means to disregard all the assumptions and traditions of the way business has always been done, and instead develop a new, process-centered business organization that achieves a quantum leap forward in performance.

To achieve reengineering success, a fresh perspective and approach is required. A clean sheet of paper is taken and, given what is currently known about customers and their preferences, a new organization is developed which will optimize the process of creating satisfied customers. Reengineering is the process by which the organization that exists today is retired and the optimal version of the new organization is constructed.

Reengineering is the opportunity to develop the rules by which business in the future will be conducted rather than being forced to operate by the rules imposed by someone else. As such, reengineering underpins every attempt to seize and maintain a true competitive advantage.


"Throughout the total reengineering effort, we maintained just one simple rule-enhance those things that bring value to the customer and eliminate those that don't."

—John Martin, CEO, Taco Bell

"Business reengineering isn't about fixing anything. Business reengineering means starting all over, starting from scratch."

—Michael Hammer&James Champy





第1部　企业再造的概念　
英文



主要观念

企业再造的定义是：彻底重新思考及设计企业流程，以求大幅改善成本、质量、服务及速度等各项主要绩效指标的表现。

实务上，企业再造意味从一张白纸出发，重新打造更好的企业体质。

[image: no135_9c]


支持概念

要在今日的全球经济经营成功，企业的组织结构和作业流程必须具备以下特质：


	快速

	一贯供应高质量产品或服务

	有弹性

	成本低



在企业管理进化方式的引导之下，传统企业是不太可能达到以上这些要求的。企业管理的进化可以略分为以下4个阶段：

■阶段1——1776年

亚当·斯密出版《国富论》。斯密在书中主张专业分工的作业方式，能够增加工人的生产力。斯密提出的论点是，把包含多项作业步骤的工作，分割成可以重复操作的简单作业，便能达到最佳的生产效率。

■阶段2——19世纪20年代

为了避免单线行进的火车相撞，铁路公司推出科层组织结构，包括正式的作业程序、集权式管理，以及为所有意外事故制定的处理规范。这种科层组织是迄今仍在使用的指挥控制系统的前身，有赖工作者和监督者两种角色，维系组织能够按部就班运转的模式。

■阶段3——20世纪初期

亨利·福特发明装配线作业模式，工人在整个复杂的流程中只执行一个小小的步骤，由装备线把工作输送到工人面前，工人不必四处移转作业。而阿佛列德·史隆则为通用汽车公司创造了小型的分权管理团队，让规模庞大且错综复杂的生产作业能够有效管理。

■阶段4——1945-1960年

阶级式或金字塔式的组织结构广受欢迎，因为这种组织型式最能使企业产能配合大量消费性商品的需求。此时在组织中增加了功能性的中阶经理人负责控制及管理。

上述这些原则在各自的年代都是切合当时的需要，但在现今的环境中，必然会导致以下的问题：


	延误及错误

	过度僵化

	间接成本过高



现实情况是，企业若沿用这些老旧的管理方法，便无法进入今日新的竞争环境，因此必须彻头彻尾重新设计组织因应新的需要。企业再造于是应运而生。

企业再造最主要的假设性问题如下：

“如果我以目前拥有的知识及技术重新打造公司，结果会如何？”

这个问题的答案必然会涵盖以下4大要素：

1. 回归基本面

先厘清这几个基本问题：公司在提供什么产品或服务？为什么采用这种经营模式？现行实务操作上有哪些不成文的规定和假设？企业再造不管“现在怎么做”，只管“应该怎么做”。

2. 彻底重新设计

企业再造是要重新创造企业，不能只针对原来的作业方式做表面的改变，或是无关痛痒的调整。

3. 创造可观成效的可能性

企业再造会带来三级跳式的绩效，而不是渐进的改善。

4. 企业流程导向

企业再造是从企业流程开始推动，而不是从任务、工作内容、人员或结构再造下手。企业流程必须先有“投入”，然后产生对顾客有价值的“产出”。能产生附加价值的，才是有用的企业流程，光是产生一些内部的作业活动，算不上是有用的企业流程。

一般来说，有3种情况的公司会进行密集的企业再造计划：


	深陷竞争困境——面对这种情况的公司通常需要大幅改善运营模式，才有能力与同业竞争。

	拥有一批有远见的经理人——这批经理人可以预见公司即将遭遇的问题，而且想在再造公司所有竞争优势消逝之前开始进行企业再造。

	拥有一批有抱负又积极的经理人——这些经理人把企业再造视为一项工具，可以帮助公司拉大领先对手的差距。



企业再造概念：


	不应该和自动化混为一谈——因为如果努力的方向不对，就算把事情做得再有效率，对企业也不会有什么帮助。

	不是组织重整，也不是缩编——因为企业再造追求的是用更少投入达成更多产出，而不是缩减目前的规模。

	不等于将组织“扁平化”——因为公司面临的问题比组织是不是够扁平还要来得更深远，而且与流程有关，可不是表面上的组织性问题。

	可以把分散的流程整合起来——因而不需要层层官僚的组织形态。

	和全面质量管理或其他类似方案完全不同——因为全面质量管理是通过持续渐进的改善来提升现有作业流程，而企业再造则是将现有流程整个抛弃，代之以一个能创造三级跳改进绩效的突破性流程。



经过再造的企业流程会是什么样子，没有硬性的规范——因为每一套流程都是独一无二的。实务上，大部分经过再造的流程都会出现例如下列这类共通的特征：

■把几项工作合并成一项作业。

企业再造往往是采取与装配线作业完全相反的做法，反而不会造成一大堆人参与作业，却没有半个人能够实际负起责任的问题。许多企业再造计划把流程中的几个作业步骤结合起来，由一个团队直接负责满足顾客需求。这样可以减少不断换手作业而造成的失误、延迟和无效率。

■决策权落在员工身上，而不是经理人

企业流程经过再造之后，作决策的责任通常变成流程中不可分割的一部分，无法独立于流程之外。这么做有以下的好处：


	减少延误

	降低间接成本与固定成本

	更有效地响应顾客的需求

	员工获得授权创造价值



■合理、顺畅地执行流程各个步骤

许多工业时代的老式企业流程中，有不少不顺畅的线性作业设计，是流程控制机制的一部分。以这种方式安排任务，无可避免会减缓工作速度，拖慢效率。大多数经过再造的流程可以同时完成好几项作业，并且把这一连串活动用合理的方式组织起来。这么做有两种好处是：


	用较少人力完成更多工作

	降低报废以及重做的机率



■终结标准化作业——可以针对不同利基市场，让同一项产品经过微调后产生几个不同的版本。工业时代的典范是：通过大量生产达到经济规模。在现今的商业环境中，这样的生产效能还是可以达到，此外还可以做到针对特定市场的要求微调产品或服务。大多数再造过后的流程，都可以展现惊人的制造规划弹性与能力。这类制程的好处如下：


	通常会简化流程

	能创造更大的附加价值



■在最合理的位置执行作业

在工业时代，工厂的作业方式通常必须把各个制程中的产品——输送到每位技术人员所在的位置，因此必须花费大量成本追踪在制品的制程，以及零组件组装的作业情形。企业再造流程时，可以跨越划分组织的界线来调整这些功能执行的方式，以发挥更佳的效率。经过这样的调整必然会简化管理程序，减少业务运作的阻碍。

■减少或省略查核与控管的作业

流程再造之后，只有在合乎经济效益的情况下，再造才会设置查核及控管的机制。事实上，大多数再造后流程拥有的控管机制，都着眼于掌控整体作业顺利进行，而不是只求让个别制程检验过关。如此一来，所有问题都能防患于未然，早发现、早处理。

■把制程上必须换手作业与制程协调的情形降到最低

作业流程中不同作业阶段发生数据不相符时，就必须进行协调；换言之，这是一项无法创造任何价值的工作。大多数再造之后的流程，最后都可以大量减少公司与顾客接洽的窗口，因而减少服务顾客时，必须把他们从一个部门换手到另一个部门的需要，并减少异常状况发生的机率。

■单一窗口——由个案经理人为结果全权负责

许多工业时代的公司，在顾客和他们打交道时，必须通过一关又一关，和各部门的不同人员洽询，才能把问题解决。这种情形让顾客相当困惑与挫折，因为他每次接触不同的人员，就必须把问题重新描述一遍，才能让他们了解问题的来龙去脉，单单是“说明”这件事就是一项大工程。大多数流程再造计划能把这个问题彻底解决，方法是只设立一个对外联系的窗口，通常这个窗口就是个案经理人，负责代表顾客从头到尾追踪整个交易过程。个案经理人的任务，就是协助顾客跑完整个流程，让整个过程变得更简化。

■公司享有集中采购的议价能力以及分散作业的双重好处

许多再造流程的公司，最后都能同时享有集权管理与分权管理的优点。换言之，各事业单位的运作往往像个自治体（赋予他们较大的弹性以及响应市场的能力），同时又享有集权管理带来规模经济的好处（采购的议价能力和汇集重要信息的能力）。

每一个企业再造的计划都是独一无二的，都需要有洞察力、创造力和良好的判断力来发展。然而前人遵循的通则与模式，仍有参考价值，可能有助企业再造流程。


关键思维

“基本上，企业再造就是在颠覆工业革命。企业再造否定了那些沿袭自亚当·斯密设定工业典范的假设，包括分工、规模经济、科层控制，以及经济发展初期所有衍生的附属品。企业再造是在寻找组织作业的新模式；传统无足轻重，企业再造是个全新的开始。”

迈可·汉默&詹姆斯·钱裴





Section 1 The Reengineering Concept　
中文



Main Idea

Reengineering is defined as the fundamental rethink and radical redesign of business processes to generate dramatic improvements in critical performance measures-such as cost, quality, service and speed.

In practice, reengineering means to start over with a clean sheet of paper and rebuild the business better.
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Supporting Ideas

To succeed in today's global economy, corporations must have organizational structures and business processes that:


	Are fast

	Deliver high quality consistently

	Are flexible

	Are low cost



Traditional businesses are unlikely to be able to deliver on these requirements because of the way business management has evolved. The four key stages in the evolution of business management have been:

■Stage 1—1776

Adam Smith published The Wealth of Nations. In this, he suggested the specialization of labor as a way for workers to achieve greater productivity. Smith's ideas suggested efficiency could best be achieved by breaking large jobs down into small tasks that could be performed repetitively.

■Stage 2—1820s

The railroad companies introduced bureaucracies to avoid collisions on single-track lines-formal operating procedures, centralized management and a rule for every contingency. This was the forerunner of the command-and-control system still in use today-where there are workers and supervisors to keep things organized.

■Stage 3—Early 1900s

Henry Ford introduced the assembly line-workers performed one tiny step in a complex process where the work is brought to the worker rather than the other way around-while Alfred Sloan created small, decentralized management teams for GM so that huge, sprawling operations could be managed efficiently.

■Stage 4—The 1945-1960 Era

The hierarchical or pyramid organizational structure became popular as the best way to match production capacity and demand for mass-produced consumer goods. Functional middle managers were added to provide control and management.

These principles were all appropriate for their times, but in today's environment, they inevitably result in:


	Delay and errors

	Rigidity

	High overhead costs



The reality is that corporations cannot move into the new competitive environment by adapting the old management methods—a complete and sweeping redesign is called for. Reengineering delivers those changes.

The key rhetorical question of reengineering is:

"If I were re-creating this company today, given what I know and the current level of technology, what would it look like？"

Inevitably, the answer to that question will have four key elements:

1. A focus on fundamentals

Addressing the issue of precisely what it is the corporation does, why is it done the present way and what are the tacit rules and assumptions embedded in present practices. Reengineering ignores "what is" and concentrates on "what should be."

2. A radical redesign element

Reengineering is about reinventing the business—not making superficial changes or marginal enhancements to the old ways of doing things.

3. The potential for dramatic results

Reengineering leads to quantum leaps in performance—not incremental improvements.

4. A business process orientation

Reengineering evolves around business processes—not tasks, job descriptions, people or structures. A business process takes an input or inputs and generates an output that is of value to the customer. A business process only works if it generates added value, not internal activity.

Generally speaking, three types of companies undertake intensive reengineering programs:


	Companies that find themselves in deep competitive trouble—and who often require an order of magnitude improvement somewhere in their operations to be able to compete with others in their field.

	Companies with managers who can see problems arising a little further down the road they are traveling on—and who want to begin reengineering before all competitive advantages they possess evaporate.

	Companies with managers who are ambitious and aggressive—who see reengineering as a way to position the company to extend their lead over their competitors.



The reengineering concept:


	Should not be confused with automation—since doing the wrong things more efficiently will make few, if any, improvements to a business.

	Is not restructuring or downsizing—since reengineering seeks to achieve more with less rather than scaling back what's being done.

	Is different from an attempt to "flatten" an organization—since the problems facing companies are deeper, process based rather than superficial, organizational problems.

	Allows fragmented processes to be brought together—thereby eliminating the need for a business bureaucracy.

	Differs fundamentally from total quality management (TQM) or similar programs—since TQM seeks to enhance and improve the existing processes through ongoing, incremental improvements whereas reengineering seeks to discard existing processes entirely and replace them with break-through processes delivering leaps in performance.



There are no hard and fast rules about what a reengineered business process will look like—simply because each will be individual and process-specific. There are, in practice, some recurring general themes most reengineered processes tend to align with:

■Several jobs are combined into one.

Reengineering tends to reverse the assembly line approach. Instead of having many people involved, none of whom can be held accountable, many reengineering programs combine process steps and make a team directly responsible for creating a satisfied customer. That eliminates the errors, delays and inefficiencies of hand-offs.

■Decision making falls to the workers, not the managers.

When a business process is reengineered, the responsibility for making decisions often becomes an integral part of the process itself rather than being separated. The advantages of this are:


	Fewer delays

	Lowering of overheads and fixed costs

	Better response to customers

	Workers are empowered to create value



■Process steps are performed logically and naturally.

In many older industrial-age business processes, an artificial amount of linearity was introduced as part of the control function. Inevitably, arranging tasks that way slows work down and creates a drag on efficiency. Most reengineered processes allow multiple jobs to be completed simultaneously, and for the sequence of activities to be organized logically. The benefits:


	More gets done by fewer people

	The chances of obsolescence or reworking are reduced



■The end of standardization—processes can have multiple versions of the same product fine-tuned for niche markets. The paradigm of the industrial age was to achieve economies of scale through mass production. In today's business environment, those manufacturing efficiencies can still be achieved while delivering a product or service that is fine tuned to the requirements of specific markets. Most reengineered processes deliver impressive production planning flexibility and capabilities. The benefits:


	Simplification of processes usually occurs

	Greater added value can be delivered



■The work is performed where it makes most sense.

In industrial-age organizations, the work usually had to physically travel to where each specialist was located-creating loads of overheads keeping track of things and fitting all the pieces together. When a business reengineers its processes, these functions can be shifted around the organizational boundaries to become more efficient. Inevitably, doing so simplifies management procedures and reduces drag on the company.

■Checks and controls are reduced or eliminated.

When processes are reengineered, checks and controls are put in only where they make economic sense. In fact, the majority of reengineered processes tend to have controls that aggregate patterns rather than seek permission for individual circumstances. That way, problems that are developing can be identified and dealt with early.

■Hand-offs and reconciliations are minimized.

A reconciliation is required whenever the data generated by one part of a business process fails to match up with the data from another part of the same process. In other words, it's work that doesn't add any value. Most reengineered processes end up reducing dramatically the number of points of contact between the company and its customers-eliminating the need for hand-offs from one department to another and reducing the possibility of irregularities arising for any reason whatsoever.

■Single points of contact—case managers assume responsibility for the results.

In many industrial-age companies, the customer had to interact with a number of people to deal with the company. That caused confusion and frustration-simply because bringing each new person "up to speed" on the specifics of a situation was a major exercise in and of itself. Most reengineering programs eliminate that problem altogether by creating a one-person contact point-frequently designated as the case manager-to act on behalf of the customer and follow the entire transaction from start to finish. The case manager integrates processes and simplify things for customers.

■Companies enjoy the benefits of centralized purchasing power and decentralized operations.

Many companies that have reengineered their processes end up combining the benefits of both decentralization and centralization. In other words, business units tend to operate as if autonomous (giving them greater flexibility and market responsiveness) while at the same time enjoying the economies of scale (purchasing power and pooling of key information) centralization delivers.

Every reengineered business program is unique, and will require insight, creativity and sound judgment to develop. However, the general themes and patterns others have previously followed may be of value in the development of reengineered processes.


Key Thoughts

"Fundamentally, reengineering is about reversing the industrial revolution. Reengineering rejects the assumptions inherent in Adam Smith's industrial paradigm-the division of labor, economies of scale, hierarchical control and all the other appurtenances of an early-stage developing economy. Reengineering is the search for new models of organizing work. Tradition counts for nothing. Reengineering is a new beginning."

Michael Hammer&James Champy





第2部　企业再造的特色　
英文



主要观念

流程再造之后的企业通常会有以下的特色：


	作业流程化繁为简。

	增加员工的工作内容，让大家的工作都可以涵盖各种面向。

	组织成员获得授权，不受控制。

	组织不再强调个人表现，而是重视团队绩效。

	组织结构从科层转变为扁平。

	专业人员成为组织的重心，而不是经理人。

	组织运作改为配合整个作业流程，而不是配合部门的运作。

	不再以做了多少事来评量绩效与薪酬，改用作业成果作为评量的基础。

	经理人扮演的角色与目的，从监督者变成指导员。

	组织成员不再需要取悦上司，转而去取悦顾客。

	组织的价值系统从传统守旧，变成重视生产力。



企业改造不只是创造新的作业流程，重点是要创造一家崭新的公司。

支持概念

接下来，我们逐项检视企业再造的公司这11项特点：

1. 作业流程化繁为简。

流程改造的公司最终必然会撤除部门制度，组合流程团队以符合逻辑的方式处理作业，而不局限于部门的人为限制。这种流程团队的模式一定是比较合逻辑的，也比其他任何方法更合理。

再造的公司，旗下流程团队的规模大小与形态都不拘，怎样才是最适规模与结构，完全取决于任务形态，不应受经理人的偏见或外在因素影响。

2. 增加员工的工作内容，让大家的工作都可以涵盖各种面向。

流程再造之前，员工可能一整天都在重复执行某项作业，从来没想过自己制造的产品整体看起来是什么样子。

流程再造后，每个员工都是流程团队的一分子，而流程团队必须为整体流程负起全责。这种情况下，团队中的每一位成员对流程作业的每个步骤都很有概念又相当熟悉，而且很有可能被要求在不同时间负责操作流程中不同的步骤，让大家的工作变得更多样化、收获更大，而且与最后的成果更息息相关，这样员工自然会对制造产品有参与感。

3. 组织成员获得授权，不受控制。

流程再造后的公司不想要盲从的员工，他们欣赏可以自定规则以达成目标的员工。因此，流程再造后的公司会寻找积极主动、懂得自律、有强烈动机达成目标的员工。

要了解公司的授权情况，还有另一个方法，就是去看看主管视察员工时会是什么情形。在传统的公司，员工遇有长官视察就会立刻停掉手上的作业，小心伺候主管。但流程再造后的公司，员工反而满脑子想的、和长官讨论的、过程中任何的判断或决定，全都是要找出怎么才能满足顾客。主管只是用来达到目标的一项资源。

4. 组织不再强调个人表现，而是重视团队绩效。

流程再造可以有效打破部门结构所造成的人为界线，组织不会把重点放在达成价值的单一层面，而是组成一个流程团队，让这个团队对整个流程的运作负有全责。

团队的结构可以有许多不同的方式，试列举下列几种：


	个案团队，处理重复发生的工作

	有必要时成立流程团队或虚拟团队

	一人小组



5. 组织结构从科层转变为扁平。

企业再造下的团队作业决策，都是根据团队共识制定的，而不是只靠一位经理人决定。这间接削减了经理人的重要性，也削减了他们参加决策过程的必要性。

在流程再造后的公司，组织结构已经不像工业时代的组织那么重要了。同样地，这种转变就造成了传统管理结构扁平化的结果。工作的安排都是根据作业流程与团队需要，所以组织结构反倒成了次要课题。

6. 专业人员成为组织的重心，而不是经理人。

流程再造一定会改变不同作业之间划分的界线。经理人过去所扮演的角色，包括查核、协调、监督与追踪等，最有可能就是整体作业的重心。

流程再造之后，创造价值会变成企业运营的主要重心。因此，最能够有效创造价值的人就会成为运营重心的重要角色。团队将负责执行所有必要的作业，尽可能运用适当的技能来提升这些专业人员的效率。

整体来看，这是经营事业比较积极的做法。经理人过去做的事大多是没有生产力的，但大家认为那些事是必要的，这样才能维持组织正常运作。流程再造后的团队则是有完全不同的方法：员工之所以工作，是因为他们受到激励，想要有所成就。

7. 组织运作改为配合整个作业流程，而不是配合部门的运作。

一旦由流程团队负起执行工作的责任，整个组织就会把重点放在成果而不是做了哪些活动。这样员工也会有比较大的成就感，因为他们会觉得是自己的努力才产生最后的成果。这同时也会激励团队成员追求成长与学习。

8. 不再以做了多少事来评量绩效与薪酬，改用作业成果作为评量的基础。

流程再造后的公司，员工不再以工作时间多寡计薪，而是根据达成的成果来支薪。这么一来往往会形成底薪加绩效奖金的薪资结构，只要绩效特别好，奖金就非常可观。

在流程再造后的公司，评量绩效的唯一标准是，员工创造了多少价值。薪酬制度也认可、奖励这样的价值创造流程。

在再造过的企业环境下，公司内部的升迁不是基于先前的表现，而是完全根据员工的能力而定的。

9. 经理人扮演的角色与目的，从监督者变成指导员。

流程团队不需要上司，需要的是指导员——上司是来分派工作的，而指导员则是来帮助团队解决问题，并且提供必要资源与其他协助以促进绩效。简言之，流程再造公司的经理人，对于自己负责协助的团队所达到的成就，深以为傲。

10. 组织成员不再需要取悦上司，转而去取悦顾客。

工业时代的企业，员工一般工作态度都像这样：“老板付我薪水、掌握我的升迁大权，因此我只要专心讨好他就行了。”

流程再造后的公司，流程团队的工作态度变成：“顾客才是付给我薪水的人。光是露露脸，是拿不到薪水的。我之所以能拿到薪水，完全是看我创造多少的附加价值。因此要赚更多钱，我必须满足更多顾客。”

11. 组织的价值系统从传统守旧，变成重视生产力。

在传统守旧的企业，经理人会针对某些问题彼此争斗不休，像是责任归属、权限范围、过失、资源分配。

流程再造后、重视生产力的企业，公司的价值系统完全以创造顾客价值为核心，所有的作业都必须符合这个核心价值，也只按照这个准则来决定下列事项：


	给薪方式

	评量绩效方式

	升迁制度



员工实际利用工作时间的方式

改变公司的价值系统，永远是企业再造计划重要的部分。

大部分成功导入流程再造计划的公司都会发现，实施该计划时有以下这5种重要角色是不可或缺的：
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理想的状况是，领导者任命一位流程主持人，由流程主持人召集流程再造团队，在执行长的协助以及指导委员支持之下，进行流程再造。

领导者——必须是公司的高阶主管，有足够的权势可以在进行再造时把整个组织彻底颠覆、翻转。领导者也必须是个可以引导大家建立共识的人，可以说服大家接受再造计划所带来的破坏。

流程主持人——一般是由资深经理人担任（这名经理人通常负责管理生产线），有足够声望与公信力。流程主持人会针对个别流程进行再造，他们一般对于即将进行再造的流程中某个功能特别熟悉。

流程再造团队——负责执行最吃重的实务工作。团队成员实际投入了解再造流程的具体细节。团队人数最好介于5到10人，其中要有作业流程外的人员（目前不在有待再造的作业流程里工作的），也要有作业流程内的人员（实际在流程内作业的）。

指导委员会——泛泛地涵盖组织各种职能的资深经理人。这些人负责以下的职责：


	为流程再造团队制定作业的优先级

	决定资源分配

	解决冲突

	监督成果



流程再造执行长——负责管理、协调组织内所有流程再造团队。实际上，流程再造执行长密切注意各个流程再造行动计划执行的情况，然后把相关看法提供给领导者。执行长一方面是每一个流程再造团队的资源，同时也扮演守望全局的角色。

对于这种团队结构，有以下几个重点必须牢记在心：


	要再造的是流程，不是组织。因此，公司不是要再造销售与制造部门，而是要再造这些部门的作业流程。

	信息科技是执行再造计划的主要推手。大多数流程再造会改变公司对信息的看法。

	流程再造不是要整修旧有的作业流程，那样顶多只能产生小幅度的改善而已。流程再造是为了寻求突破，为了大幅进步。





Section 2 The Characteristics of a Reengineered Corporation　
中文



Main Idea

Reengineering initiatives typically lead to a business organization with these characteristics:


	Business processes are simplified rather than being made more complex.

	Job descriptions expand and become multi-dimensional.

	People within the organization become empowered as opposed to being controlled.

	The emphasis within the organization moves away from the individual and towards the team's achievements.

	The organizational structure is transformed from a hierarchy to a flatter arrangement.

	Professionals become the key focus points for the organization, not the managers.

	The organization becomes aligned with the end-to-end process rather than being focused on departments.

	The basis for measurement of performance and compensation moves away from activity towards results.

	The role and purpose of the manager changes from supervisor to coach.

	People in the organization no longer worry about pleasing the boss-they focus instead on pleasing the customer.

	The organization's value system transforms from being protective to being productive.



Reengineering is not solely about creating new business processes-it focuses on creating a new company.

Supporting Ideas

Taking each of these points in turn, in a reengineered company:

1. Business processes are simplified rather than being made more complex.

Companies that reengineer invariably end up dismantling departments and instead put together process teams that handle work logically rather than within the artificial department constraints. Inevitably, the process team approach will be more logical and make more sense than any other approach.

Process teams within a reengineered organization can be of any shape or size. The work to be done dictates the optimum size and structure of the process team-not any artificial constraints, preferences of the managers or external factors.

2. Job descriptions expand and become multi-dimensional.

Before reengineering, a worker may perform one task repetitively all day every day, without ever giving thought to the big picture perspective of what is being created.

After reengineering, the worker is part of a process team that has full responsibility for the entire process. In that situation, every team member has an appreciation and familiarity with each step in the process, and will more than likely be required to perform several of those steps at different times. Thus, work becomes multi-dimensional, more rewarding and more closely linked with the end result. There's ownership in the process output.

3. People within the organization become empowered as opposed to being controlled.

Reengineered companies don't want people who follow the rules-they value employees who can set their own rules to achieve results. Therefore, reengineered companies look for employees who are self-starters, self-disciplined and who are motivated to achieve.

Another way of looking at empowerment is to consider what happens when a supervisor visits an employee. In a traditional company, the real work screeches to a halt while the employee focuses on satisfying the supervisor. By contrast, in a reengineered company, the employee is thinking, interacting, using judgment and making decisions on the basis of what will create a satisfied customer. The supervisor becomes a resource towards that objective.

4. The emphasis within the organization moves away from the individual and towards the team's achievements.

Reengineering effectively removes the artificial boundaries put there by department structures. Instead of being focused on a single aspect of the delivery of value, a process team is formed that assumes total and complete ownership of the process.

Teams may be structured in many different ways:


	As case teams which handle recurring tasks

	As process or virtual teams-for as long as required

	As one-person teams



5. The organizational structure is transformed from a hierarchy to a flatter arrangement.

In the team environment made possible by reengineering, decisions are made on a consensus basis rather than by a manager. That has the indirect effect of reducing a manager's role-and their need to be part of the loop.

Invariably, organizational structure is less of an issue at reengineered companies than industrial-age organizations. Equally, that leads to a flattening of the traditional management structure. With work being organized around processes and teams, the organizational structure becomes a secondary issue.

6. Professionals become the key focus points for the organization, not the managers.

Reengineering will always change the boundaries between different kinds of work. In the past, the roles filled by the manager-checking, reconciling, monitoring and tracking-would most likely have been at the center of operations.

After reengineering, the creation of value becomes the main focus point. As such, the people who do that most effectively will become the center of focus. Teams will do whatever is required to maximize the efficiency of professionals with the skills applied.

Overall, it's a more positive approach to business. Invariably, much of what managers did in the past was unproductive but considered necessary to maintain order. Reengineered teams have a totally different approach-people are working because they're motivated to achieve.

7. The organization becomes aligned with the end-to-end process rather than being focused on departments.

When a process team assumes responsibility for performing a job, the organization as a whole becomes focused on results rather than activity. There's also a greater sense of completion and achievement for the workers because they can identify directly with a result they care about. That also encourages growth and learning for the team members.

8. The basis for measurement of performance and compensation moves away from activity towards results.

Instead of being paid for their time, workers in a reengineered company are paid for their results achieved. Most often, this tends to be structured as a base salary and a performance-based bonus-which can grow to a substantial level if outstanding results are achieved.

In reengineered organizations, performance is measured solely on the basis of the added value created. The compensation system recognizes and rewards that value creation process.

In the reengineered business environment, advancement from one position within the company to another is not given as a reward for previous results. Instead, it's entirely ability driven.

9. The role and purpose of the manager changes from supervisor to coach.

Process teams don't need bosses-they need coaches. A boss allocates work. A coach helps the team solve problems, and facilitates achievement by providing the requisite resources and other inputs. In short, managers in reengineered companies take pride in the accomplishments of the teams they are responsible for assisting.

10. People in the organization no longer worry about pleasing the boss-they focus instead on pleasing the customer.

In the industrial-age companies, the average employee's attitude was: "My boss pays my salary and determines whether or not I get promoted. Therefore, I'll concentrate on keeping him happy."

In a reengineered company's process team, the attitude becomes: "Customers pay my salary. I'm not paid just to turn up. I get paid according to the amount of added value I create. Therefore, to make more, I've got to create more satisfied customers."

11. The organization's value system transforms from being protective to being productive.

In a protective organization, every manager wars with every other manager over issues like blame for problems, jurisdiction, fault and allocation of resources.

In a productive, reengineered company, everything in the value system is centered around the creation of customer value. Everything is aligned with and judged by that criteria alone:


	The way people are paid

	They way performance is evaluated

	The way promotions are made

	The way people actually spend their time



Changing corporate value systems is always going to be a big part of any reengineering program.

Most companies that have successfully navigated reengineering programs find there are five key roles that need to be filled:
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Ideally, the Leader will appoint the Process Owner, who will convene a Reengineering Team to reengineer the process, with assistance from the Czar and under the auspices of the Steering Committee.

The Leader—must be a senior executive of the organization who has enough clout to cause the whole organization to turn itself upside down and inside out while reengineering occurs. The leader must also be a consensus builder-persuading people to accept the disruptions reengineering will bring.

The Process Owner—will usually be a senior manager (often with line responsibility) who has prestige and credibility. The process owner will make reengineering happen at the individual process level. Most often, process owners are already intimately familiar with one of the functions involved in the process that will undergo reengineering.

The Reengineering Team—carries out the heavy lifting. These people actually get their hands dirty figuring out the nuts and bolts of the reengineered process. The best teams have between five and ten members-a mix of outsiders (people who don't currently work in any of the functions being reengineered) and insiders (people who do work in those areas) .

The Steering Committee—is a broadly based collection of senior managers of the organization who:


	Set priorities for the Reengineering Team

	Decide the allocation of resources

	Resolve any conflicts that arise

	Monitor the results achieved



The Reengineering Czar—is responsible for management and coordination of all the reengineering teams working within the organization. In effect, the Czar keeps hands-on tabs on the state of play in each reengineering initiative, and provides that perspective to the leader. The Czar acts both as a resource to each reengineering team and as a custodian of the bigger picture issues.

The key points to keep in mind about this structure are:


	Processes, not organizations, are the object of reengineering. Therefore, companies don't reengineer their sales or manufacturing departments-they reengineer the work these departments do.

	Information technology is the main enabler of reengineering programs. Most reengineering will change the way a company thinks about its information.

	Reengineering is never focused on fixing old processes. That will deliver marginal improvements at best. Instead, reengineering is focused on breakthroughs-quantum leaps forward.





第3部　企业再造个案研究　
英文



主要观念

不论规模大小，过去导入流程再造计划而获致成功的公司，都有以下几个共同点：


	重点放在流程，而不是该如何划分组织的作业。

	有创造突破性绩效的野心

	愿意打破旧传统及成规

	很有创意地运用最新信息科技



企业采用的再造计划必须独一无二，才能达到显著成效。流程再造没有任何方法可以保证有效，或提供步骤清楚的作业指南。

支持概念


个案研究 # 1——IBM计算机租赁公司


IBM计算机租赁公司针对IBM销售的计算机、软件与服务，提供融资服务。过去处理一件融资申请通常要花上六天到两个星期的时间，一路从信用部门到核价部门，再到行政人员填写正式报价单。

等到IBM计算机租赁了解到，处理一件申请实际只需九十分钟左右便能完成作业，其他所有的时间其实都耗费在核贷专员的办公桌上，在成堆的申请单里等待一一审核。于是，IBM计算机租赁决定再造整个作业流程。

以下是IBM计算机租赁的做法：


	原本处理申请案件的4名核贷专员，由一名可以处理整个申请作业的人员来取代，这个人称为“贷款规划师”，整个申请流程从头到尾都由他负责，利用一种新计算机系统的模板，取得每位专员一般都会使用的所有数据与工具。

	若遇到特殊案例，贷款规划师还是可以请其他专员来提供额外的专业知识。于是，交易结构师与核贷专员便可以针对个别需求，共同合作提供量身定做的服务，不过这种情况很少发生。



这套流程再造计划最后获得如下的成果：


	作业时间从一般需要7天减少为4个小时。

	在未增加人手的情况下，IBM计算机租赁的生产力提升了100倍。该公司现在处理的贷款申请件数是再造之前的100倍。




个案研究 # 2——福特汽车公司


20世纪80年代初期，福特汽车公司仔细检视旗下500人的出纳部门。

福特公司很快就发现，每个出纳人员大部分时间都在追踪，订购单、送货收据及货款发票之间错账的地方。福特汽车于是决定再造整个零件采购流程。

福特采取了下列几个步骤：


	在网络上建立一个采购单数据库。采购人员一下订单，这笔数据就会列入数据库。

	货物抵达收货点签收时，会有人核对数据库，如果货物与采购单相符，就会签收，如果不符就无法签收。因此，采购单数据就不可能和实际签收的货物之间有任何误差。

	货物签收之后，数据库立即更新，并且自动开出支票，在适当时间交给卖方。



福特的流程再造计划最后获得如下的成效：

■采购部门人数从500人减为125人，同时大幅提升工作效率。


个案研究 # 3——贺轩贺卡公司


贺轩是美国贺卡产业的龙头。尽管已经是成功企业，贺轩还是决定采纳流程再造计划，希望未来一旦发现新的利基市场，就能以最短时间推出新市场所需的卡片（当时，新系列贺卡从发想到上市需要2到3年，而他们每年还必须为大约5万种卡片的版本设计更新版，那时他们也没有正确的方法可以区分出哪些卡片卖得好、哪些卖不好）。

基本上，贺轩把流程再造视为一种先发制人的竞争性出击，而不是为了解决运营困境。


	成立一支流程再造团队，由公司一些最优秀、最聪明的成员组成。

	阐明3大主要目标：
	将新产品开发时间缩短为1年

	生产出消费者与零售商都喜爱的产品

	改善质量降低成本





	100名员工被指派到9个团队，每一个团队负责处理一个特定的“杠杆点”——也就是必须改革的关键部分。这些团队想出了100个建议，其中12个获选为试办计划。

	以下是几组试办计划：
	掌握零售点的销售资料

	让全公司知道实际销售数据

	成立跨部门小组负责开发新卡片

	完全废除老式的检查程序





	一旦确定这一项试办计划确实产生不错的成效，就立刻在全公司实施。




个案研究 # 4——塔克贝尔墨西哥快餐连锁店


1983年，百事可乐旗下子公司“塔克贝尔墨西哥快餐连锁店”只有不到1500家餐厅，总营收只有5亿美元。过去5年来，公司成长迟缓，甚至是零成长。

为了再造流程，塔克贝尔做了下列这些事：

征询顾客的需求。公司原本以为顾客希望餐厅更大、设备更好，结果顾客说他们只要，“食物好吃、上菜迅速又热腾腾、环境干净、价格负担得起”。


	于是公司决定减少所有运营成本，除了食物与包装成本之外。

	说明公司的愿景是成为餐饮业的领导厂商，而不只是墨西哥餐厅业的领先者。

	公司管理流程彻底大幅再造，废除组织3个层级，包括把负责督导的“区经理”整个裁撤；体制内的所有工作都重新定义；赋予餐厅经理更大的自由来经营自己的业务，最后成为“餐厅总经理”。

	塔克贝尔再造了餐厅店面设计的方式。1983年以前，典型的塔克贝尔店内70%空间是厨房，30%的空间是顾客用餐区。1983年以后，这个比例颠倒了过来，70%的空间留给顾客用餐，30%空间作为厨房。

	塔克贝尔将营销流程再造成为价值导向的作业流程。

	塔克贝尔研发出中央厨房的作业方法，这样各分店便能专心提供零售服务，而不是制作产品。

	塔克贝尔引进新的管理信息系统，使用最新科技追踪每分钟的销售状况。

	公司推出一套新的绩效考核制度，称为“全国人民的胃占有率”。塔克贝尔不以快餐市场占有率来衡量公司是不是成功，而是希望成为整个餐饮业的“超值服务领导者”。这个目标创造出更远大的愿景，并且激励员工研发创新产品。



这些流程再造计划的成果获致以下的成就：


	塔克贝尔的分店数从1983年的1500家成长为1993年的3600家。

	营业额从1983年的5亿美元增加到1993年的30亿美元，每年成长22%。

	同一期间的获利率以每年31%的比例成长。





Section 3 Reengineering Case Studies　
中文



Main Idea

Successful reengineering programs undertaken by large and small corporations in the past have these common themes:


	A focus on processes rather than organizational boundaries

	The ambition to create breakthrough performance gains

	A willingness to break with old traditions and rules

	The creative use of new information technology



Every company's reengineering program must be unique if it is to achieve anything substantial. There are no guaranteed-to-work or step-by-step prescriptions that can be followed in reengineering.

Supporting Ideas


Case Study # 1—IBM Credit Corporation


IBM Credit finances the computers, software and services sold by IBM Corporation. Processing a finance application used to take between six days and two weeks as the application wound its way from the credit department to the pricing department to an administrator who wrote out a formal quote letter.

When IBM Credit realized that processing an application actually took only about 90 minutes and the rest of the normal processing time was spent with the application sitting on a pile on a specialist's desk waiting to be looked at, they decided to reengineer the 26 entire process.

Here's what IBM Credit did:


	The four specialists who previously processed the application were replaced by a generalist-called the deal structurer-who processed the application from start to end using templates on a new computer system that provided all the data and tools each specialist commonly used.

	For unusual cases, the deal structurer can still call on the specialists to provide additional expertise. The specialist and the deal structurer then team up to develop a customized package as required. This happens only rarely, however.



The results of the reengineering program were:


	Turnaround time was reduced from a typical 7 days to 4 hours.

	Without any increase in staff numbers, IBM Credit has been able to achieve a hundred-fold improvement in productivity-it can now handle 100 times the number of credit applications handled before reengineering was undertaken.




Case Study # 2—Ford Motor Company


In the early 1980s, Ford looked at its 500-person accounts payable department closely.

It was soon realized that the majority of each employee's time was spent tracking down discrepancies between purchase orders, shipping receipts and invoices. Ford decided to reengineer the entire parts procurement process.

Therefore, the steps Ford took were:


	An online database was created of purchase orders. Whenever a buyer issued a purchase order, it was entered into the database.

	As goods are received at the receiving dock, someone checks the database. If the shipment matches a purchase order, it is received. If the shipment does not, it is not accepted. Therefore, there are no possible discrepancies between what was ordered and what was physically received.

	As soon as the shipment is received, the database is updated and a check is automatically generated and issued to the vendor at the appropriate time.



The results of Ford's reengineering program were:

■Head count in Ford's purchasing department fell from 500 people to 125 people；at the same time efficiency improved dramatically.


Study # 3—Hallmark


Hallmark totally dominates the U.S. greeting card industry. Despite its success, the company decided to embark on a reengineering program with the objective of reducing the time lapse between noting a new niche market to serving it with a card on the retailer's shelf. (At that time, it took 2-3 years to get a new line of greeting cards from concept to market. The company was making about 50,000 revisions to designs each year, and Hallmark had no accurate way of finding out what was selling well and what was not) .

In essence, Hallmark looked to reengineering as a pre-emptive competitive strike rather than as a response to a bad situation.


	A reengineering team was set up, staffed by some of the company's best and brightest employees.

	Three key objectives were articulated:
	To reduce new product development time to 1 year

	produce products buyers and retailers would love

	To reduce costs with improvements in quality





	100 employees were appointed to nine teams, each of which addressed a specific "leverage point"—the critical parts of the business that needed to be changed. These teams came up with 100 recommendations, 12 of which were chosen for a pilot project.

	The pilot program:
	Captured sales data at the point-of-sale.

	Communicated actual sales data throughout the company.

	Formed cross-department groups to develop new cards.

	Eliminated entirely old style review processes.





	Once it became clear the pilot program was generating impressive results, the reengineering initiatives were put into action company wide.




Case Study # 4—Taco Bell


In 1983, the Taco Bell subsidiary of PepsiCo had fewer than 1500 restaurants and $500 million in total sales. The company had stalled, with little or no growth over the previous five years.

To reengineer, Taco Bell did these things:


	The customers were asked what they wanted. The company assumed they wanted bigger and better restaurants. The customers said all they wanted was "good food, served fast and hot, in a clean environment, at a price they could afford."

	A decision was made to reduce the costs of everything about the business except the cost of the food and its packaging.

	A vision of the company as a leader in the restaurant business and not just the Mexican food business was articulated.

	The management process was completely and dramatically reengineered-three layers were eliminated, including the entire "district manager" supervisory level. Every job in the system was redefined. Restaurant managers were given greater latitude to run their own businesses, and ultimately became "Restaurant General Managers."

	Taco Bell reengineered the way its buildings were designed. Before 1983, the typical Taco Bell was 70 percent kitchen and 30 percent customer area. Since 1983, that ratio has reversed-new Taco Bells are 30 percent kitchen and 70 percent customer area.

	Taco Bell reengineered its marketing to become value-driven.

	Taco Bell developed ways to pre-cook the food centrally so that restaurants could concentrate on retailing rather than manufacturing.

	Taco Bell introduced new management information systems using the latest technology to keep track of sales minute by minute.

	The company introduced a new performance measurement called "the total share of stomach." Instead of measuring success as market share of the fast-food market, Taco Bell set the goal of becoming the value leader for all foods for all meal occasions. That creates a broader vision and stimulated the development of new innovations.



As a result of these reengineering programs:


	Taco Bell has grown from 1500 restaurants in 1983 to 3600 in 1993.

	Turnover has increased from $500 million in 1983 to $3 billion 10 years later-an increase of 22 percent per year.

	Profit has grown at a rate of 31 percent per year over the same period.





第4部　企业再造成功的关键　
英文



主要观念

要成功再造流程，必须遵循以下准则：


	永远从顾客角度出发，然后再回推到组织内部作业

	行动迅速

	容忍风险

	容许过程中出现瑕疵

	不要太快喊停



简言之，流程再造是例行公事的相反。

支持概念

依序遵循以下的作业准则：

1. 永远从顾客角度出发，然后再回推到组织内部作业

企业流程存在的唯一目的，就是要创造满意的顾客，除此之外，没有其他存在的理由。因此，流程再造的核心，就是要以满足顾客需求为目标，重新配置公司资源。

从内部的观点来看，要激起员工对再造计划的热情，最好的方法就是制定远大的目标，这种目标可以激发挑战组织的潜力。除非以公司的愿景来激励员工，否则他们不会放弃熟悉的流程、改采再造过的流程。请提供能够激起火花的诱因吧。

2. 行动迅速

流程再造的过程是相当戏剧化而激进的，不能缓慢或从容地进行，必须迅速、果断，否则内部的阻力（也就是公司内部传统习惯的作业方式），将会压制、阻碍组织推动再造。

流程再造必须迅速执行，愈快愈好。经验告诉我们，流程再造的机会窗口通常只开1年，过了这个时间，成功机率就大幅下降。

3. 容忍风险

任何变革而导致的进步，都带有风险。因此，进行流程再造时，天生就不喜冒险的人会觉得无所适从，觉得自己的权利被剥夺。

经验显示，要消除组织内部对改革的恐惧，唯一的方法大概就是用戏剧性的手法让他们知道，固守现状是风险最大的做法。如果员工都相信，“一切照旧”大概就意味很快就要丢掉饭碗的话，他们突然会胃口大开，很贪心地想要尝试新事物。

4. 容许过程中出现瑕疵

没有任何流程再造计划一出炉就是完美无瑕的。流程再造一定是反复尝试的过程：实验新做法，有效的话就扩大应用，没效就改弦更张。这表示再造过程中碰到部分失败是正常的，也是可以预料得到的。

重点不是要避免犯错，而是要从错误中记取教训，继续往前行。

5. 不要太快喊停

许多组织一看到成功的第一个征兆，就中止流程再造。还有些组织一发现可能会遇到麻烦就叫停。这两种做法都会对组织的长期成功造成伤害。

要能坚持、有耐心，才会有真正的突破。


关键思维

“进步当然很好，但改革是进步的动力，而且必然会遇到阻力。”

罗伯·肯尼迪

“我们认为，唯有再造流程，才能让美国企业——甚至是美国经济——免于陷入灾难。”

迈可·汉默&詹姆斯·钱裴





Section 4 The Keys to Reengineering Success　
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Main Idea

To succeed at reengineering, follow these guidelines:


	Always start with the customer and work backwards

	Move fast

	Tolerate risk

	Accept imperfections along the way

	Don't stop too soon



In short, reengineering is the opposite of business as usual.

Supporting Ideas

Taking each of the guidelines in turn:

1. Always start with the customer and work backwards

Business processes exist solely for the purpose of creating a satisfied customer-they have no other valid reason to exist. Therefore, reengineering at its very heart means a realignment of the company's resources towards the goal of meeting the needs of the customer.

From an internal perspective, the best way to generate enthusiasm for a reengineering program is to set ambitious goals that stretch and challenge the organization. People won't be motivated to abandon the familiar and adopt the reengineered processes unless they are inspired by the vision of what the company is becoming. Provide that spark of motivation.

2. Move fast

Reengineering is a dramatic, radical process. It simply cannot be undertaken slowly or deliberately. Reengineering must be achieved quickly and decisively-otherwise the forces of internal resistance (for the way things have historically been done within the company) will overwhelm and impede the process.

Reengineering must be done at speed-the faster the better. Experience has shown there is generally a 12-month window of opportunity for a successful reengineering initiative.

3. Tolerate risk

Change-and therefore progress-always involves risk. Therefore, in undertaking reengineering, the people who are by nature risk-averse will feel disoriented and disfranchised.

Experience has shown probably the only way to offset the fear of change within an organization is to demonstrate dramatically the greatest risk of all comes from sticking with the status quo. If people can be convinced "business as usual" probably means being unemployed very soon, they'll suddenly develop a voracious appetite for trying something new.

4. Accept imperfections along the way

No reengineering program ever emerges full-blown right out of the box. Reengineering is always an iterative process-where something new is tried and expanded on if it works or altered if it doesn't. That means there will be partial failures along the way as a normal, expected part of the process.

The key is not to avoid mistakes but to learn from them and move on.

5. Don't stop too soon

Many organizations suspend reengineering when they see the first sign of success. Others stop at the first hint of a problem. Both actions are equally damaging to the long-term success of the organization.

The true breakthroughs always require perseverance and patience.


Key Thoughts

"Progress is a nice word. But change is its motivator, and change has its enemies."

Robert Kennedy

"We believe that reengineering is the only thing that stands between many U.S. Corporations—indeed, the U.S. Economy—and disaster."

Michael Hammer&James Champy
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