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Enterprise Transformation
  In our last Advisor we complained that the BPM world is divided 

rather sharply between those interested in management issues, 
high-level process redesign issues and Six Sigma, and those 
interested in IT issues, primarily BPM systems development and 
process monitor systems (BAM). This is unfortunate because the 
two groups need one another. Few companies are so committed 
to process improvement that they can afford to have different 
groups competing with each other for the BPM mantle. More 
important, most companies have limited funds and need to 
prioritize their efforts. Working together the various BPM groups 
could have a major impact. Focused narrowly on separate sub-
processes and activities significantly reduces their overall 
impact. 

There are, of course, organizations that are really process-
centric and manage to integrate their business process change 
efforts. We recently had the pleasure of hearing Pamela 
Garretson, the Director of Business Excellence at the Boeing 
Airlift and Tanker Division, speak on the state of BPM at Boeing. 
Boeing's Airlift and Tanker division has a high-level architecture 
that defines all their value chains and major business processes. 
These are subdivided down to specific activities. Each process 
has measures and a manager to assure that the process meets 
its goal. Each manager reports on the performance of his or her 
process to a Business Process Group on a weekly basis. 
Managerial objectives and evaluations are based on process 
performance. If a process fails to perform and the deviation 
from goals is significant or lasting, the manager is responsible 
for initiating a process improvement effort. If the deviation 
persists, the Business Process Group becomes involved and a 
variety of redesign and improvement strategies are brought into 
play. The head of the Business Process Group reports on the 
status of processes to the executive committee. In other words, 
Boeing A&T division is a process-centric organization that 
coordinates all its process efforts. It doesn't have Six Sigma 
teams or IT groups responding to random calls for change. 
Instead, it has a measurement and management system in 
place and uses that system to prioritize and focus its process 
improvement efforts. 
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The current interest in BPM is diverse and there are lots of 
individuals who are enthusiastic about one approach or another, 
to the exclusion of everything else. As we suggested earlier, 
some BPM conferences are largely focused on business and Six 
Sigma concerns while others are largely focused on BPM 
software systems and tools. Slowly, however, we believe that a 
broader vision is beginning to take hold. 

Recently, the International Society of Six Sigma Professionals 
(ISSSP) introduced a new effort to integrate the best of Lean 
Six Sigma, Business Process Frameworks like SCOR, BPM 
measurement and management, and BPM systems. They 
recently hosted a workshop titled Enterprise Transformation at 
the London IQPC Six Sigma Conference and have scheduled a 
track session on this topic at their June ISSSP Leadership 
Conference in Scottsdale, AZ, June 27 - 30, 2005. We like the 
term Enterprise Transformation because it suggests the right 
breadth of scope focused on a dynamic process - not a specific 
or isolated sub-process or technology. 

We believe that one key to a successful Enterprise 
Transformation is an emphasis on a business process 
architecture that defines value chains and high-level business 
processes. Business Process Frameworks, like the Supply Chain 
Council's SCOR, and related Value Chain Frameworks, are 
valuable because they make it possible for organizations to 
create a business process architecture in a matter of weeks 
rather than months, and because Frameworks provide standards 
for measuring and benchmarking performance. This approach 
assures that each process has practical performance measures 
and managers responsible for assuring that each process meets 
the peformance criteria. This enterprise-level approach is 
required to assure that priorities can be managed and resources 
can be assigned to optimize the overall performance of the 
organization. Once these systems are in place, the allocation of 
IT projects and Six Sigma efforts becomes much more 
organized and the benefits begin to accumulate. 

Hopefully the Enterprise Transformation initiative will attract the 
attention it deserves and others will join to create a more 
comprehensive and integrated vision of the value that all of the 
various business process change initiatives, working together, 
can provide our organizations. 

'Til next time, 

Paul Harmon
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