1
Running head: BUSINESS PROCESS REENGINEERING
13
 Business Process Reengineering





Relationship between Information Technology and Business Process Reengineering.
Name:
Course:
Institution:
Instructor:
Date:


Abstract.
 The dramatic change in the business environment for the last two decades which has forced businesses to examine previously used modes of operation and innovate new technology-based strategies to form new profitable business models. Several business management methods have been created but Business Process Reengineering (BPR) has been considered as the most effective. BPR concept was geared to achieve a clean slate and radial change in business management. Over the years various methods, techniques and tools for BPR implementation have developed by improving on the failures of past methods. The improvement of past methods has made the concept of BPR survive in a dynamic business environment. BPR is an approach used to analyze and transform the performance of businesses and industries by guiding radical improvements in performance. To achieve the radical change, BPR implementation must happen with IT support. IT acts as an enabler for business reengineering and is an integral part of all reengineering process. During the implementation of business reengineering, IT provides the skills and platforms that are vital to effectively reengineer the business in order to achieve radical changes. With the current rapid and continuous improvement IT, the contribution of IT in business reengineering is set to become more critical in the future.
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The Definition of BPR
Business process reengineering is a revamp on the core activities that aims to obliterate unproductive management and restructure the business model to improve the business performance. The method is based on innovation and is used when a company needs to accomplish ambitious goals (Hammer, 2015). Using process renovation, a business is able to achieve seismic changes by using unconstrained approach and rules that ignore the current rules that govern the processes to be overhauled. Unlike other business performance methods, business process reengineering is the least preferred as requires heavy investment inform of Information Technology systems infrastructure and technical experts (Scheer et al, 2010).. Training of staff and budget cuts across the departments are also common and may include layoffs.
The method is centered on an enterprise’s profit and productivity, the customers’ needs and the organizations mission. Every process in the business is evaluated and reengineered to make it more efficient, profitable and run more smoothly (Ramirez et al, 2010). Departments with similar roles will be merged to form new nerve centers where the improved process will be undertaken.  When the process is initiated new ideas are listed on a clean slate and experts rethink how new or improved processes can be implemented from ground up.
The Key BPR Concepts 
The principle concept of BPR is to implement a radical change in business processes and create new methods of performing tasks, organizing staff by use of IT systems so that the newly developed processes can support the goals of the business in better way. For efficient BPR implementation, the IT technical experts works with a business customer representative to identify the critical business processes, analyzing the efficacy of current processes and redesigning new models which will result in radical improvement of business (Hammer, 2015). A successful BPR implementation leads to organizational restructuring and adoption of enabling technologies mostly, information technology. The customer representative and the IT technical experts review the business objectives, analyze the processes used by the business, remove the redundant procedures to enable the IT expert to redesign and streamline the business model.
BPR as a Radical Change in Business Management
 While other business management methods focus on incremental changes, BPR endeavors to oversee a radical change. Radical change is a vital means of achieving improvements need to profitably compete in the current global market. The currently preferred methods used to ensure customer expectations are met are functional based and result in incremental changes. Such incremental changes do not lead to the requisite interdependence a profitable business should possess. In contrast, BPR change is radical and is not affected by the current processes like the incremental change (Ramirez et al, 2010).  A radical change is important to a business due to the rapid IT innovation and the ever increasing intensive global competition. These radical changes when achieved by a business can transcend to other organizations which can give a business a new view.
BPR Process-Orientation Change: From Structure to Process
	Most traditional business models rely on efficient management in order to gain profit.  Functional structures are used to separate production activity into small tasks which are carried out by unskilled workers who have little organization responsibility. The managers in charge functional structures are skilled and are entrusted with decision making (Trkman, 2010). In such traditional structural implementing a business reengineering process would require; first, proposing a business strategy, then designing business processes and structures, and finally using an IT expert to implement the change. 
	BPR is a process-oriented change that attempts to correct errors caused by hierarchical structures. When implemented, BPR leads to a business activity change of the organization relationships that exists between the managers and workers creating interactive processes in their work and decision-making ability (Scheer et al, 2010). BPR implementation radically breaks the existing gaps between managers and workers in process structures and replaces them with innovative IT solutions.
BPR Approach and Process Implementation
Implementation of process redesign is a slow or broken into phases that is conventionally not preferred when a business want to increase the value to its customers. The IT experts and customer representative from a business define both inputs and outputs in a way that ensure they align with customers’ current and future requirements (Scheer et al, 2010). The IT experts select the most suitable new technology; methods and data flows are that are most effective to carry out a specified process. The change from an old process to the newly designed process in a manner that achieve minimum disruption. The IT experts may prefer process improvement of a process that does not require fundamental redesign of the entire process.  
Process improvement may include the following activities, analysis and improvement or continuous improvement in an attempt to have extra control of the process. The most preferred method of process improvement is to create a systematic analysis of an underperforming process that plays major role in achieving the business objectives and to suggesting areas that require improvement. The performance gaps are then redesigned on a process-by-process basis to achieve minimal disruption during the upgrade. The business process improvement team should consist of people within the business process to be upgraded and the IT experts to ensure the upgrade results to creation of the desired system. 
Continuous improvement involves the continuous management and maintained of a newly redesigned or streamlined process. Continuous improvement also entails culture change by managers and the staff who work in the new system in order to achieve the defined business outcome. The business process will include the structured and measured activities designed to achieve the production of a specified good or service that satisfies a particular customer or market. Processes include the development a new product, paying delivered goods or supplying finished goods to a retailer. A business processes may take place between two or more organizational entities that can be inter-functional or inter-organizational. In addition, the process must lead to manipulation of either informational or physical objects and involve either operational or managerial activities. 
Relationship between BPR and Information Technology 
Information technology is the enabler and driver of BPR in any business. Businesses carry out BPR with an aim of improving customer service through productivity improvement, operational cost reduction and waste reduction. The managers and IT experts implement BPR to enable the business realize radical improvements in process design and customer satisfaction by complete overhaul of processes instead of slight process adjustments that only result in mere functional improvement. Unlike process readjustments, reengineering must include radical improvements and as consequence IT support is a vital requirement. 
The continuous improvement in IT field offers various options for BPR execution from time to time and the right choice must be selected during the execution process. IT experts pick the convenient implementation strategy that offers discontinuous thinking during the reengineering process. According to (Trkman, 2010) discontinuous thinking enables recognition and change from the outdated business process through vivid understanding of the underlying steps that will create a change in the process being reengineered. To successfully reengineer a process the IT experts must:
a) Focus on the output and not the tasks to be involved in production
 b) Work together with the users of the system being redesigned
 c) Ensure minimal disruption of activities during testing or deployment of redesigned processes.
d) Centralize the source of tools to be used during reengineering to reduce costs and save time
e) Combine duplicated or redundant processes rather than integrating the output
 f) Must control the process even when working with the system users and project managers
g) Record information correctly to ascertain the accuracy of information source.
The Role of IT Infrastructure in BPR Implementation.  
Factors related to IT infrastructure affect how BPR implementation will be successful. The most important factor to be considered even before BPR process kick off is effective alignment of BPR strategy and IT infrastructure. Other important factors that lead to success of BPR process include; correct information system integration, enough IT infrastructure investment, determination IT infrastructure efficacy, compliance of IT tools copyright, IT experts’ competency, and complexity software tools by business workers.
Correct alignment of BPR strategy and IT infrastructure is paramount in ensuring the success of a BPR initiative. To ensure there is correct alignment, the business strategy should be clearly stated and every detail should be clearly explained. The business strategy should also be put in a language that the IT experts can understand. When the most compatible IT tools are selected, the business- thrust objective can be promoted and easily achieved. Such an objective requires the business management to work together with IT experts during business strategy development and process redesigning when carrying out a BPR project (Trkman, 2010). The business managers help in strategy formulation while the IT experts will execute the strategy formulated by managers through process redesign and information system implementation. 
Business managers should specify the desired role of IT systems in business processes and the estimated budget of IT infrastructures the business can invest.  Alignment of BPR strategy and IT infrastructure can be measured by the level of integration between the formulated business strategy and IT infrastructure choice. The proper of alignment of chosen business strategy and the preferred IT infrastructure choice is characterized by; active deliberation between IT experts and the business managers during IT infrastructure planning, clear understanding of business strategy by IT experts, proper identification of IT infrastructure choice from a business strategy, high level of synchronization of business and IT infrastructure strategies, successful identification of IT tools source and the accurate implementation of the two strategies. 
Business processes are collection of functional task carried out by a person or a group of people which results in creation of a business output. Incorporation of IT infrastructure does not remove the people involved in the process but acts as method to increase the effectiveness of the process. Inclusion of IT infrastructure in a BPR project does not result into process automation.   
The way the staff and IT tools work together in a business process can be analyzed in two dimensions: degree of collaboration and degree of mediation. Collaboration of staff and IT tools is the measure of the information exchanged and level of mutual adjustment between the two when working in a single process (Ramirez et al, 2010). The degree of mediation between the staff and IT tools is amount of input and output that each contribute when performing a single process. IT aims to reduce the degree of mediation and increase the degree of collaboration.
Factors Related to IT Infrastructure 
A BPR project is dependent on the right IT infrastructure to be successfully implemented. Adequate knowledge of various technologies used in redesigning processes is critical for to enable picking of the most suitable IT platforms. Overall IT system architecture choice and   proper installation of the designed IT system components contribute in creation of a convenient IT infrastructure that increase efficiency of business processes. The IT system choice and BPR strategy are interdependent as the IT infrastructure choice depends on the formulated BPR strategy. Moreover, knowledge of IT systems capabilities assists in getting alternatives for BPR strategies. A responsive IT system can only be developed when the business needs are clearly understood. Business needs are identified by understanding the details of each business process and the organizational processes involved to product a business product.  
Formulation of a suitable IT infrastructure utilizes a top-down method, starting with a business strategy to an information system strategy considering the data designs and computer network. The integrity and consistency an IT infrastructure system is achieved by correct linkage between all components in an IT infrastructure (Ramirez et al, 2010). The infrastructure offers IT services that add effectiveness to various business process applications. 
Case Study: Zara Fast Fashion Company
Business Location and Strategy
Zara is a Spanish fast fashion clothes and accessories brand which is under Inditex Group. It is the world’s largest retailer of latest fashion clothes that are of high quality and affordable. Zara has seven other brands; Bershka, Pull and Bear, and Massimo Dutti. Unlike other fashion stores, Zara has been able to supply high quality products on time at affordable prices.  Zara’s headquarters are located in Arteixo, northwestern Spain. 
The company was established by Amancio Ortega in 1963 as a dress-making factory.  Later, Ortega opened a small store that he named Zorbra in La Coruna in Spain and later changed the name to Zara. The initial capital that Ortega invested was 30 euros but the store is currently the largest fashion store in the world and he is the fourth richest man in the world. Zara expanded the business from the small fishing town to rest of Spain (Kasra et al, 2005). The company further opened stores in Portugal and by early 1990’s the store had expanded into most parts of Europe and even in United States. Currently, Zara Company has 6500 stores in 88 different countries around the world.
Zara’s Supply Chain Characteristics.
The supply chain is brilliantly cheap and short and functions similarly those used by expensive and luxury brands (Aftab et al, 2018). The company values speed and delivery responsiveness than the cost incurred. Zara runs 6,500 in 88 different countries around the globe. It has a unique model that was built by Ortega where each stores receives deliveries twice a week and the orders reach the stores three weeks later. Such fast deliveries are possible because up to 51% of the clothes are made in Spain and neighboring countries. The factories that make the clothes are located Portugal, Morocco and Turkey unlike other stores which make their clothes in Asia. This model is known as “fast fashion” and Zara’s success is due to the coordination in its supply chain.
Processes that Need Improvement
The inventory management of Zara deserves to be improved due to changes of the market structure. The current system of delivering low quantities to stores should be redesigned as the market structure has changed. China now is Zara’s fast growing market with a record 60% compared to United Kingdom with 3% growth. Shipping such low quantities to China stores in a lead time of 14 days with increase the cost of transportation. Other stores in China which make their clothes in the Asian country enjoy cheap labor than Zara. Increasing shipping cost of shipping would reduce the competitive advantage of Zara’s brand in china (Aftab et al, 2018). India which is also another emerging market is geographically far from UK and other European Markets that Zara supplies. These new markets that are far from Europe would require the inventory process redesign to be successful.
The company should also improve on designing process. The designers should research the most styles that customers would like at any given time for each market they serve. Adequate research would enable the company reduce duplication of styles which has made company receive negative feedbacks form their customers. The company should also introduce substitute designs such hand-made clothing and vintages. The company should seek process reengineering in designing processes for new markets such as China and India to meet cultural fashion needs to increase the customer base and utilize the domestic purchasing power of customers in such markets.
Suggested Business Performance Improvements Areas.
Zara should strengthen its online presence to attract new customers. The company should consider opening online stores to serve the customers who need do not visit their physical stores. Increased online activities can be achieved by increasing the number of online stores in platforms such as Alibaba and Amazon. Such a move would target audience of 18-35 years age bracket who love exclusive and trendy designs thus increasing the company’s sales and profits. The company would be required to have new employs who would serve the online market.
The company should also decentralize inventory system. Zara’s centralized system has been a competitive advantage leading to fast deliveries and high responsiveness since the company existed. The advantage was possible since the company was Spain and other neighboring markets. The emergence of China as the second company’s market would require complete overhaul of inventory system through process reengineering to enable the operation in Chinese market profitable. The company would not increase huge human resource costs since labor is cheap in China compared to Spain. 
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