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Introduction

This paper examines the importance of change management in the context of business process
management. The paper briefly defines “business process management”, outlines the
fundamental nature of change management, and then considers the reasons why change
management is a major factor in the success of business process management projects.

The paper then provides a framework for the development of a change management strategy,
with a particular emphasis on dealing with employees that have ownership over processes.
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Overview

Business Process Management (BPM) is an emerging field. BPM is where management and
information technology meet, and it sets out methods, techniques and tools to allow the
business to design, enact, control, and analyse its operational business processes.

These operational business processes are made up of people, organisations, applications,
documents and other sources of information.

Design

Operational Business Processes

Control

Figure 1: The Business Process Management Model

In overall terms, BPM includes within its scope the activities performed by organisations to
manage and, if necessary, to improve their business processes. BPM is a management model
that allows the business to manage their processes in the same way any other asset might be
managed.

The model allows the business to improve and manage these processes over the period of
time, which is perhaps a different way of thinking of business assets, but does recognise the
inherent value inside business processes.
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What Business Process Management is not

Business

Business Strategic
Process
Reengineering

Process Decision
Management Making

Figure 2: What Business Process Management is not

It is useful to consider, briefly, what business process management is not. The processes that
occur within the scope of business process management are the repetitive, day to day,
business processes that organisations perform.

The processes are not strategic decision-making processes, which top-level management
carries out.

There are also key differences between ‘Business Process Reengineering’ and ‘Business
Process Management’. Unlike Business Process Reengineering, BPM does not aim for a
single revolutionary change to business processes. BPM seeks a continuous evolution of the
business processes and an ongoing development of the asset.

BPM usually combines management methods with information technology, whereas Business
Process Reengineering tends to focus upon the achievement of measurable one-off ‘savings’
through the application of information technology.
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Five activities of business process management

Figure 3: The five phases of BPM Activities

Information technology is a strategic enabler of Business Process Management. The activities
constituting BPM can be grouped into five life-cycle phases:

= Design
= Modelling
= Execution

= Monitoring
=  Optimisation

These five categories can be reviewed prior to considering the impact of change management.

Activity Description
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Activity Description

Using this BPM approach, the business can deliver value from these process-based assets.
Change management is of course a core part of realising this value from these assets.
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Change Management

Overview

In a general context, change management requires an intimate understanding of the effect of
the human factor in business projects. Change management requires a focus on the alignment
of the company’s culture, values, people, and behaviours to encourage the desired results.

Irrespective of the benefits theoretically obtainable, a change to a business process will not
deliver value without change occurring at the level of the individual employee.

The rationale for change management

There is a phenomenon often referred to as the ‘valley of despair’ with change management —
with change management, the change is hellish but manageable. Without a strong change
management approach — outcomes can be poor to say the least.

A

Managed
Change
Introduction of Unmanaged
Change Change

Performance

Valley of
Despair

Time

Figure 4: The "Valley of Despair' in Change Management

The major impediment to the successful implementation of a business process change is
frequently the poor change management approach adopted. Although the role of technology,
process design, process modelling, and all other factors in the business process management
field should not be de-emphasised, this is an intuitively true statement.
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Un-freeze Re-freeze

Figure 5: Kurt Lewin's simple model of the change process

In some ways, issues such as these arise because businesses tend to adopt the ‘just do it’
philosophy. The fundamental model of change has of course been Kurt Lewin’s model of
business change whereby a business process is thawed, changed, and then re-frozen. This
model has been presented to undergraduate business students since time immemorial, and to
be fair there is little that is explicitly wrong with it.

However, in the way that it has been applied and in terms of our basic understanding, we tend
to prefer to consider that the natural state of affairs is ‘fixed” and immutable, and thus change
efforts were directed at ‘unfreezing’ that which was frozen, moulding it to a rationally
‘perfect’ world, and then ‘re-freezing’ the organisation into that new state.

Thus, change became ‘something different from the norm’. Change was to be avoided.
Change was an unnatural state for a business to be in. Change would ‘all be over’ very soon,
and if everyone followed the new rules and directions, the period of change would soon be
complete and the world would return to ‘normal’.

This is an autocratic view of the role of change. The top layer of management dictates the
need for change to the (very many) layers of management below, and the change is then
implemented.

Today, this view seems rather quaint, but, somewhat distressingly, this autocratic, ‘change-
by-fiat’, approach is still used in some organisations. The point should be made that this can
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be an appropriate approach for some organisations, but it clearly is not the case for all
organisations.

Change is now the natural state of affairs and it would be unlikely that a business today can be
regularly frozen, thawed and frozen again without losing flexibility and the ability to respond
to the changing circumstances of the enterprise.

Change management and business process management

This is particularly the case in the context of business process management with its ongoing
evolutionary changes. Life and business is today simply far too fast-paced for an autocratic
and directive model to work. An organic and systemic response to the need for change is
necessary to ensure effectiveness in most organisations of today, which is why BPM is more
appropriate to today’s business needs.

Individuals have complex reactions to change. Change also affects internal power structures.
Change affects feelings of competency and capability. Substantive change requires personal
re-invention. At its core, good change management calls for:

= An understanding of the organisation

= A comprehensive consideration of the implications of the change

= A particular concern for the implications of change for the individuals and groups in the
organisation

= The need for a plan

= Systematic implementation of the change

= Whole-organisation change

= A problem-solving approach

It is recommended that an overall change management approach (including tactics) is built,
and then link the BPM program of work to the change management tools that the approach
has made available.

Core to the BPM strategy is the Program of Works. The program of works should set out
short, sharp, and defined ‘mini-projects’, with project deliverables roughly defined into
quarters. If a project deliverable cannot be met within a three-month timeframe, it should be
broken into separate deliverables. There is a significant risk that an item of work on the BPM
work program that takes longer than three months will never be completed.

With these principles in mind, it is useful to consider how to develop a change management
approach in the context of Business Process Management.
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Developing a change management approach

Principles of change management

The emphasis is on a rational and directive approach to change, which is in line with the
Business Process Management approach. As a rule of thumb, clear and accurate
communication is important for successful change management.

Trust and integrity will affect the success of the project — the relationships amongst
stakeholders are important for the change to be taken up. There is also of course an
underlying assumption that, in at least some way, the proposed change is positive. BPM, by
focussing on a rational model for developing the case for change, assists with this.

Five key principles to recall with change management are that:

= Different people react differently to change

= Everyone has fundamental needs that have to be met

= Change often involves a loss, and people go through the "loss curve
= Expectations need to be managed realistically

= Fears have to be dealt with

nl

Core tactics for strong change management include:

= Preparing for change as a continuous activity for managers and managed
= Genuine involvement in the process

= Communication and participation across internal boundaries

= The removal of undue restrictions on input to strategies and tactics

= The sharing of information

= Prioritising personal development and new skills acquisition

By its nature, BPM modifies many processes throughout the business in an evolutionary
fashion. There are many different stakeholders and process owners affected. It is infeasible to
attempt to identify a unique change management approach for all elements of the program of
work.

Towards a BPM Change Management Approach

Good change management starts at the outset with the underlying business strategy. The
change management strategy should be embedded into the business strategy, which simply

! The “loss curve” refers to the personal feelings and the period of time it takes for an individual to
adjust to a change. The classic acronym is ‘SARAH’ — Shock, Anger, Rejection, Acceptance, and
Healing.
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means that the business strategy must articulate the overall need for change and recognise in
the broadest terms the organisational approach to change management.

The diagram below illustrates the approach used in this paper for formulating the change
management approach.

Business Strategy
(The Need for Change)

Figure 6: The BPM Change Management Approach

As part of the change management strategy, a formal recognition by the business of the
expected approach to change management is required as a statement of business strategy. This
articulation of the need for change is then used as the basis for developing an approach to
change management.

Factors influencing the change management approach

There are several factors that influence the approach to change management selected by the
business:
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These factors are inter-dependent with the change strategy and type of change to be adopted,
as set out in the diagram below. These factors will affect the type of change management
approach selected.

Staff Attributes

Environmental Change Organisational

Characteristics Strategies Characteristics

User Attributes

Figure 7: The factors that influence the change management strategy

The change management approach set out earlier shows three basic processes for change
management:

= Preparing for change
= Introducing change
= Making the change stick

If the change is going to °‘stick’, then the hard effort that has to go into creating an
environment in which the participants accept that change as a natural phenomenon is
unavoidable.
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Preparing for change

Unfreezing
the
Organisation

Figure 8: Getting the organisation ready for change
There are core activities identified for this process:

= Recognising the need for change

= Persuasion

= Catering for Multiple Expectations

= Creating Confidence

= Positive Senior Management Input from the Start
= |dentifying Allies

Some specific tactics to adopt here include:

Detailed Description

Commercial in Confidence 12
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Tactic Detailed Description
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Detailed Description

With all stakeholders at least warming to the idea of change, it is time to put the change into
practice.
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Introducing change

Putting
change into
Practice

Figure 9: Introducing the change

The aim here is to clarify to all stakeholders the purpose of the change, to persuade people
that the objectives of the change can be achieved by the proposal, and that the proposal will
also include a challenge that will extend skills and knowledge of those involved in the
implementation of change.

There are core activities identified for this process:

= Set clear objectives
= Signpost understandable actions
=  Set challenging targets
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Some tactics here include:

Tactic Detailed Description
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Tactic Detailed Description
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Detailed Description

The change then needs to be locked into the business.

Making the change stick

Absorbing the
change and

making it
permanent

Figure 10: Making the changes stick

If the changes have been introduced and implemented, but the take-up by the affected
stakeholders is not genuine due to poor change management, it is likely that the change will
be unsuccessful. In extreme cases, businesses regularly revert to ‘the old way’ some months
after the change.
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To illustrate, a past client implemented a new and expensive software system, but from the
perspective of the staff members, the change was imposed by fiat. One year after the
implementation of the information system, many staff members still maintained separate
Excel spreadsheets to record the information already recorded in the information system.
Invariably, both systems disagreed — considerable effort was spent on two poor sources of
information, rather than ensuring that at least one system was accurate.

Clearly the potential for duplicated effort and poor productivity benefits exists where change
management is not handled well.

The core activities needed to ensure that the change becomes part of the organisation include:

= Dissemination of Information

= Empowerment and Self-Management in the change process
= Structural Change

= Attitude Change

Tactics here include:

Detailed Description
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Detailed Description
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Conclusion

Recall that earlier it was stated that clear and accurate communication is important for
successful change management. This implies a need to build integrity and trust, which will
have implications for the specific tactics that will be adopted in implementing the changes
required.

Business Strategy
(The Need for Change)

Figure 11: The BPM Change Management Approach

Essentially:

= Ensure that the need for change is strategically driven
= Qutline the BPM strategy together with its program of works
= Develop a change management approach, and devise a toolkit to be used with the
implementation of the program of works in accordance with three phases:
= Preparing for change
= Introducing change
= Making the change ‘stick’

There are many tactics that can be selected from the toolkit for each phase, and the actual
tactics adopted will need to match the particular business, but if you have a framework from
which to select, the likely success of your BPM project is increased.
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