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Diagnostic Approach?Diagnostic Approach?

nn Identify target…Identify target…
nn Thinking cap…Thinking cap…
nn Lots of light…Lots of light…
nn Good attitude…Good attitude…
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What is missing from this picture?What is missing from this picture?

Business Processes, Systems, and …?
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People!

Performance is ultimately determined by the skills, Performance is ultimately determined by the skills, 
experiences, and motivations of the individual experiences, and motivations of the individual 
members, and the interactions among them.members, and the interactions among them.
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Traditional BPR consistently fails in Traditional BPR consistently fails in 
knowledge intensive enterprises knowledge intensive enterprises ––
when you “Obliterate,” it is hard to save when you “Obliterate,” it is hard to save 
people and knowledge! people and knowledge! 

Reengineering
Process Level Changes

Transformation
Enterprise Level Solutions

Reengineering Approach - -
Obliterate and Rebuild
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Common Reengineering FaultsCommon Reengineering Faults
Failure to include Failure to include peoplepeople in the in the 

equationequation
Individual knowledge, skills, and Individual knowledge, skills, and 

priorities = how the organization priorities = how the organization 
enacts its functionsenacts its functions

Failure to effectively bridge  Failure to effectively bridge  
functional & organizational functional & organizational “moats”“moats”

Failure to accurately define & Failure to accurately define & 
establish consensus on the   establish consensus on the   
starting point starting point & & inin--processprocess,, vs.  vs.  
endend--item,item, metrics of progressmetrics of progress
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Business Process Business Process RenovationRenovation

nn Even if things are working very poorly, Even if things are working very poorly, 
remember that there’s good news and remember that there’s good news and 
there’s bad news:there’s bad news:
•• The The bad newsbad news is that the people have most is that the people have most 

likely learned to operate in a less than efficient likely learned to operate in a less than efficient 
mannermanner

•• The The good newsgood news is that these same people are is that these same people are ––
somehow, someway somehow, someway –– making things works as making things works as 
best they can. Without them, there would be best they can. Without them, there would be 
NO work getting done.NO work getting done.
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Business Process Business Process RenovationRenovation

nn Most people, most of the time, want Most people, most of the time, want 
to produce high quality work, and to produce high quality work, and 
they’ll go out of their way to make they’ll go out of their way to make 
things work…even if the deck is things work…even if the deck is 
stacked against them (I.e., bad stacked against them (I.e., bad 
processes, poor training, poor processes, poor training, poor 
interactions with others involved in interactions with others involved in 
the process, etc.)the process, etc.)
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nn copyright 2002 johncopyright 2002 john klossnerklossner, www., www.jklossnerjklossner.com.com
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Why Measure Processes?Why Measure Processes?

nn To tell where we are right now…as an To tell where we are right now…as an 
analytical tool prior to making changesanalytical tool prior to making changes
•• To identify those processes that will deliver the To identify those processes that will deliver the 

greatest ROIgreatest ROI

nn To tell where we are going…To tell where we are going…
•• To identify operational targets to achieve the To identify operational targets to achieve the 

desired ROIdesired ROI

nn To tell where we have been…To tell where we have been…
•• To identify actual operational results and To identify actual operational results and 

determine the resulting ROIdetermine the resulting ROI
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How do you measure processes?How do you measure processes?

Audience input…Audience input…
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Some Process MeasuresSome Process Measures

nn External Measures (“Performance” External Measures (“Performance” 
Metrics)Metrics)
•• Customer satisfaction: I.e., how does the endCustomer satisfaction: I.e., how does the end--

user feel about what the process producesuser feel about what the process produces
•• Product Quality coming from the processProduct Quality coming from the process
•• Profitability/market share growth/etc.Profitability/market share growth/etc.

nn Internal Measures (“Diagnostic” Metrics)Internal Measures (“Diagnostic” Metrics)
•• Cost to operate the processCost to operate the process
•• “Unit” production from the process“Unit” production from the process
•• Time to produce a resultTime to produce a result
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Enterprises Organize around Enterprises Organize around 
Tasks, Tasks, not not ChartsCharts
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An Enterprise Functions through a Portfolio of 
Inter-Related, Task Dependent Patterns of Interaction

Functional Projects Processes Activities Ad Hoc

Line
Managers

Program &
Project Mgrs.

Staff Technical
Directors

Process &
Sys.  Mgrs.

Technical
Directors

Team Leaders

Responsible
Engineers

Committee
Chairs

Facilitators
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Individual Interactions Are the Individual Interactions Are the 
Building Blocks of ProcessesBuilding Blocks of Processes

““The company has gotten too big if, when, The company has gotten too big if, when, 
you need to get something accomplished, you need to get something accomplished, 
you don’t know who to call.  All you can you don’t know who to call.  All you can 
do is write a policy and hope that the do is write a policy and hope that the 
right person knows that it was intended right person knows that it was intended 
for him.” for him.” -- -- CEO of Fortune 100 CompanyCEO of Fortune 100 Company
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We trained hard, but it seemed that every time we were We trained hard, but it seemed that every time we were 
beginning to form into teams we would be reorganized.  beginning to form into teams we would be reorganized.  
I was to learn later in life that we tend to meet any new I was to learn later in life that we tend to meet any new 
situation by reorganizing, and what a wonderful situation by reorganizing, and what a wonderful 
method it can be for creating the illusion of progress, method it can be for creating the illusion of progress, 
while producing confusion, inefficiency, and while producing confusion, inefficiency, and 
demoralization.demoralization.

An Historical Perspective on ReorganizationAn Historical Perspective on Reorganization

--PetroniiPetronii ArbitriArbitri
SatyriconSatyricon,,

--66A.D.66A.D.
--(Attributed to (Attributed to GaiusGaius PetronusPetronus))
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Kegley’s Principle of Change

“It is easier to behave your way 
into a new way of thinking than 

it is to think your way into a 
new way of behaving.”
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Conventional approaches to organization &Conventional approaches to organization &
information system design are based on an information system design are based on an 

incompleteincomplete picturepicture..

Depersonalized methodologies can not account for the fact that organizational performance 
is principally determined by the capabilities, motivations, and priorities of individuals.

What

When

Where

How
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“Who” and “Why” 
The Keystones of Management

““WhoWho” and “” and “WhyWhy” ” 
The Keystones of ManagementThe Keystones of Management

What

When

Where

How

Why

Who
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Terman’s Law of Innovation

`”If you want a track team to win 
the high jump, you find one 

person who can jump eight feet, 
not eight people who can jump 

one foot.”
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TheOrganizationalTheOrganizational Process PyramidProcess Pyramid

Knowledge

Data

Information

Influence

Decisions

v

Information
Systems

Organizational
Process Management

Systems
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A Hierarchy of Task / Issue Related A Hierarchy of Task / Issue Related 
Organizational Networks Drive Organizational Networks Drive 
Organizational PerformanceOrganizational Performance

nn Decision Decision 
Networks Networks 

nn Influence NetworksInfluence Networks

nn Communication                              Communication                              
NetworksNetworks
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Decision Decision 
NetworksNetworks

Influence NetworksInfluence Networks

Communication                              Communication                              
NetworksNetworks

Inform
ation

The Networks Are InterThe Networks Are Inter--Related & Related & 
Issue DependentIssue Dependent

Execution
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Organizational Process Design is Key Organizational Process Design is Key 
to Organizational Effectivenessto Organizational Effectiveness

It’s easy to get It’s easy to get 
the players.        the players.        
GettinGettin’ ’em to play ’ ’em to play 
together together -- --
that’s the hard that’s the hard 
part!part!
-- -- Casey Casey StengelStengel



10/27/200210/27/2002 © 2002 Copyright © 2002 Copyright EnCompassEnCompass Knowledge Systems, Inc.Knowledge Systems, Inc.
and EDP Consulting, Inc. and EDP Consulting, Inc. –– All Rights ReservedAll Rights Reserved

www.www.encompassknowledgeencompassknowledge.com www..com www.edpciedpci.com.com

2525

To create To create 
effective and effective and 

enduring enduring 
changechange in group in group 
processes it is processes it is 

critical that critical that 
individual individual 

perceptions be perceptions be 
melded into a melded into a 

consistent view consistent view 
of current reality of current reality 
and a common and a common 
vision for the vision for the 

futurefuture..

Perceptions Impact the Course of Change
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Kelly’s Postulate

“A man is known by the 
company he keeps … .”avoiding



10/27/200210/27/2002 © 2002 Copyright © 2002 Copyright EnCompassEnCompass Knowledge Systems, Inc.Knowledge Systems, Inc.
and EDP Consulting, Inc. and EDP Consulting, Inc. –– All Rights ReservedAll Rights Reserved

www.www.encompassknowledgeencompassknowledge.com www..com www.edpciedpci.com.com

2727

Case Study –
Manual Approach

(Product Mgt)
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Product Mgt ProcessProduct Mgt Process

Customers, Sales People, Others

Review Product Requests

Product Road Map Coordinator

Product Release

Road Map Committee Votes

Research & Development Product Road Map
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Basic ScenarioBasic Scenario

nn Presenting ProblemPresenting Problem: Products not : Products not 
getting done; lots of rework; getting done; lots of rework; 
“thrashing”; missing customer “thrashing”; missing customer 
deadlines; lastdeadlines; last--minute changes; minute changes; 
people burnpeople burn--out.out.

nn Assumed CauseAssumed Cause: SW development : SW development 
can’t get the job done; poor software can’t get the job done; poor software 
management.management.
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Basic Scenario(2)Basic Scenario(2)

nn AssignmentAssignment: Review and make : Review and make 
recommendations to improve the recommendations to improve the 
product management process.product management process.
•• Bill Bill –– CEOCEO
•• George George –– VP, Far East OperationsVP, Far East Operations
•• Bob Bob –– Product ManagerProduct Manager
•• Sue Sue –– SW Engineering ManagerSW Engineering Manager
•• John John –– Product ‘Road Map’ CoordinatorProduct ‘Road Map’ Coordinator
•• Jill Jill –– SW EngineerSW Engineer
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Basic Scenario(3)Basic Scenario(3)

nn MethodologyMethodology: : 
•• Identify issues/functions to be addressedIdentify issues/functions to be addressed
•• Identify players to be includedIdentify players to be included
•• Determine ‘influence’ between each set of Determine ‘influence’ between each set of 

players on each issueplayers on each issue
nn What Jerry Talley might call “informal influence What Jerry Talley might call “informal influence 

networks” (CONFAB 2000) or “organizational network networks” (CONFAB 2000) or “organizational network 
analysis” (ONA)analysis” (ONA)

•• Identify anomalies and determine their impact Identify anomalies and determine their impact 
on the issue/functionon the issue/function
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Jill
SW Engineer

Bill
CEO

George
VP Asia Opns

Bob
Product Mgr

Sue
SW Manager

John
Product Road Map Coordinator
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Bill
CEO

George
VP Asia Opns

Bob
Product Mgr

Sue
SW Manager

John
Product Road Map Coordinator

Bill's Diagram

Jill
SW Engineer
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Jill
SW Engineer

Bill
CEO

George
VP Asia Opns

Bob
Product Mgr

Sue
SW Manager

John
Product Road Map Coordinator

George's Diagram

Jill
SW Engineer

Bill
CEO

George
VP Asia Opns

Bob
Product Mgr

Sue
SW Manager

John
Product Road Map Coordinator

Bob's Diagram

Jill
SW Engineer

Bill
CEO

George
VP Asia Opns

Bob
Product Mgr

Sue
SW Manager

John
Product Road Map Coordinator

Sue's Diagram

Jill
SW Engineer

Bill
CEO

George
VP Asia Opns

Bob
Product Mgr

Sue
SW Manager

John
Product Road Map Coordinator

John's Diagram

Jill
SW Engineer

Bill
CEO

George
VP Asia Opns

Bob
Product Mgr

Sue
SW Manager

John
Product Road Map Coordinator

Jill's Diagram
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Jill
SW Engineer

Bill
CEO

George
VP Asia Opns

Bob
Product Mgr

Sue
SW Manager

John
Product Road Map Coordinator

Composite
Diagram
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Jill
SW Engineer

Bill
CEO

George
VP Asia Opns

Bob
Product Mgr

Sue
SW Manager

John
Product Road Map Coordinator

"Confirmed"
Network
Diagram
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The Borgia Family Byword

“It’s better to be hated than to 
be ignored.”
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Case Study –
Automated Approach

(Kowledge Mgt, Hi-Tech)
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EnCompassEnCompass®*®*

A webA web--based system for process analysis, based system for process analysis, 
synthesis, and management.synthesis, and management.

EnCompassEnCompass® enables consultants and their ® enables consultants and their 
clients to:clients to:

nn Visually AnalyzeVisually Analyze organizational processes,organizational processes,

nn Interactively Synthesize & AssessInteractively Synthesize & Assess
improvements, improvements, 

nn Monitor and ManageMonitor and Manage the course of change.the course of change.

*EnCompass® is a registered trademark of the Blue Marble Development Group, Inc.
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Individual Interactions Are the Fundamental Individual Interactions Are the Fundamental 
Building Blocks of Organizational Processes  Building Blocks of Organizational Processes  
nn IndividualsIndividuals are the experts are the experts 

on their on their interactionsinteractions on on 
issues of concern to the issues of concern to the 
organizationorganization

nn Interactions between Interactions between 
individuals individuals are the building are the building 
blocks of blocks of Activities & Activities & 
ProcessesProcesses

nn IntegratingIntegrating individual individual 
interactions yields  interactions yields  validated validated 
viewsviews of organizational of organizational 
functions functions 
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Issues in Intellectual Property StudyIssues in Intellectual Property Study
nn Generation of Intellectual PropertyGeneration of Intellectual Property
nn Identification, Evaluation, & Identification, Evaluation, & 

Categorization of IPCategorization of IP
nn Documentation ManagementDocumentation Management
nn Policies and ProceduresPolicies and Procedures
nn External Distribution of IPExternal Distribution of IP
nn Updating of IPUpdating of IP
nn Tracking and Audit of IPTracking and Audit of IP
nn Recovery and/or Destruction of IPRecovery and/or Destruction of IP
nn Revenue Generation from IPRevenue Generation from IP

EnCompass® also supports conjoint analysis of multiple issues.
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A Sample Data Collection Instrument
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(3D representation of formal organization -
color and shape of individual cards selected
to reflect organizational unit and function)

(R&D Dept.)
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(Color of the link segments reflect
the importance or issue impact

assigned by individuals to interactions.
Frequency or duration is indicated by

segment line width)

(R&D Dept. is
poorly linked)
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(Unvalidated perceptions are flagged by 
broken link segments terminating 

at the non-validating node)

(The Problem is not
correctly perceived,
and therefore has 
not been addressed.)
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4646

(“Virtual Hierarchies” show the relative
impact of individuals on the selected issue

- as determined by the balance of the organization)

(On the issue
Of IP Generation
the top tiers, i.e.,
high impact, are
populated with 
administrators and
lawyers, rather than
researchers and 
engineers.)


