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O INTRoDUCTIoN 

PERFORMANCE．DRIVEN BUSINESS 

PROCESS MANAGEMENT METHOD- 

OLOGY FOR SMALL AND MEDIUM 
SIZED．ENTERPRISES水 

Abstract：Based on the analysis of the common limitations of business process management(BPM) 

methodologies and the requirements of small and medium sized．enterprises(SMEs)．the importance of 
a‘'performance construct”of BPM methodologies is identified．a six-phase performance．driven BPM 

methodology for the production and operation processes of Chinese SMEs is developed．A case study 

on the process management of a medium．sized enterprise shows a successfu1 example of running the 

methodology ． 
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Many compan ies today have come to realize that business 

process managemerit(BPM)is an citective and comprehensive 
means to improve the performance of business processes L ．BPM 

is a customer—focused approach．It stresses systematic analysis， 

optimization，control，measurement，and management of all com— 

pan y proc esses to improve the company perform ance through 

cross—functional teamwork an d employee empowerment．BPM is 

a broad term  that covers a vast array of different organizational 

strategies from mcremenml continuous improvement(CI)to the 

radical reengineering of the business processes．characterized by 

business process reengineering(BPR1．However,there is a grow． 
ing bOdy of evidence that indicates that neither of these ap． 

proaches offers a high degree of success．Part ofthe reason is the 

lack of an operable methodology to navigate the implementation． 

A review of the literature would find significant amount of 

business process management m
，

ethodologies have been proposed． 

For example．Kettinger,et alL ．proposed a 6 stage BPR method． 

ology,Povey proposed a 14 step“best practice BPI methodol— 

ogy ”，Melnyk，et al【 ，proposed a ll step value—driven process 

management process，Elzinga，et al proposed a
．

6 step business 

process management methodology, Harrington oj proposed a 

“process breakthrough methodology ”．Davenport L proposed a 

“proc ess iun ovation methodology ”．etc．But an  an alysis of these 

methodologies suggests that most of them pursue a similar path 

and exhibit commonalities in key areas．Almost all of the above 

methodologies are non systematic．Their emphasis stresses han ds 

on experience and case studies rather than  comprehensive re- 

search．Th e limitations of existing methodologies can be summa- 

riz酣 asfoliows[8-10]
． 

一  

(1)Exclusion of a performance measurement．Most of the 
methodologies stop at the implementation phase．Managers don’t 

know whether,an d to what extent，the new processes are better 

than the oldones． 

(2)“Universal”nature．It is extremely difficult，if not impo s． 

sible。to produce a general method ology for all kinds of processes 

in all kinds of companies．But many proposed methodologies do 

just that．Thcy are nothing more than general guidelines attempt— 
ing to cover the needs of all organ izations． 

(3)Specialists—oriented．Many methodologies are specia1． 
ists—driven．However,the people who want to CalTy out BPM in 
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their company are the true customers． 

(4)Large-company-oriented．Methodologies today assume a 
large compan y setting with large．scale resources dedicated to 

bnnging about large。scale reengmeenng changes． 

This Paper'then，proposes a perform ance．driven BPM meth． 

odology witll foells on the production and operation processes of 

small and medium sized—enterprises(SMEs)．This new foCHS will 

alleviate many ofthe aforementioned limitations． 

1 CHARACTEIUSTICS oF SMES、)I，ITH THE NEW  

M ETHoDoLoGY 

1．1 Characteristics of SMEs 

There are special characteristics in production an d operation 

processes of Chinese SMEs which may result in some problems at 

least in the following five difierent areas when atraditional BPM 

is appliedto SMEs． 

(1)Management perspective．There are both supportive and 

unsupportive management practices for BPM implementation． 

Management practices which support the application of BPM 

include short management radius，high cohesion，timely deci． 

sion-making，rapid implementation of decisions and chan ge in the 

enterprise，etc．The practices that do not support BPM are unsci． 

entitle ma nagement method，nonstandard management system， 

randomicity in everyday management issues，etc．These unsup— 

portive management practices prevent the acceptan ce an d imple- 

mentationofBPM inSMEs． 

(2)Organizational structure perspective．Organizational grids 
of SMEs are generally simple．and with less administrative levels． 

Therefore，man agers can carry out their daily activities with fewer 

interruption which makes the BPM implementation more conven． 

ientL“J．However,the unstable department relations an d ambigu． 

PUS division of power in SMEs are negative to the implementation 

ofBPM ． 

(3)Leadership perspective．The leaders of SMEs usually 
keep absolute control of the enterpriset J．That mean s leaders 

usually reject any change that endanger their sovereignty．But this 
sovereignty is a huge power support needed to propel the imple- 

mentation ofBPM． 

(4)Resource perspective．SMEs cannot afford a large number 
of people，on a full·time basis，to work on a BPM project．It 
would hinder the SME’s ability to operate．Therefore a consultant 
is needed．However，a large consultancy fee can also be a great 

burden for SMEs．Added to a consultan t’s fee is IT fees
． BPM 

projects usually use advanced IT to facilitate optimization and 
improvement of business process．These huge IT fees are usually 

difficultformany ofthe SMEs． 

(5)BPM result perspective．Compared to large enterprises， 
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SMEs usually seek more short term profits than long term  pro／its· 

However,there al'e some long term  profit expectations．Theretbre， 

the new methodology will need to balante short—term and 

long—term profit objectives[ ． 
All of these limitations and problems show that current BPM 

methodologies are not suitable for SMEs．SMEs need a different 

specially designed BPM methodology． 

1．2 Suggested BPM methodology 

A review and study of the literatures of business process 

management method ologies along with the above analysis of 

characteristics ofSMEs sugg ests that a BPM methodology for SME 

should be as follows． 

f1)Pursue practicability and maneuverability．Be developed for 

managers and people who want to carry out BPM projects 
themselves in their company． 

(2)Emphasize the importance of performance measurement． 
The method ology,on one hand,should embody enterprise’s strategy  

(through performance measures)to“do the right thing”，and on the 
other hand,to monitor and control(through feedback)the business 

processes· 

(3)Balance shortterm andlongtermrewardsofaproject． 
(4)Be supported by an integrated soRware support systemthat 

can navigate the BPM project implementation and provide 
necessary tools． 

13 W hv performance-driven 

Enterprises change their business processes for survival and 

sustaining competitiveness．A firm not only needs to satisfy their 

customers，but also needs to satisfy their shareholders，their 
employees，government and the society．Excellent performance is a 

synthetical em bodiment by all customers and stakeholders．In this 

new proposed methodology，‘‘perf0rmaIlce—driven'’is emphasized 
forthefollowing reasons． 

(1)BPM is defined as “a structured approach to performance 

improvement'’【 andan“initiativetoimprove and(re)design busin— 
ess processes to achievecompetitive advantagein performance'’L ． 

Th erefore．pursuing performance is the purpose of BPM and the 

mission ofa BPM program． 

(2)Performance is the ultimate driver for BPM．Armistead，et 

a1．argues that the drivers for adopting BPM ale：globalization； 

technology change；regulation；血e action of stakeholders；and the 

eroding of business boundariestlS~．A common core thought 

underlying these drivers is that the organization’s ability to attract 

and maintain excellent performance is threatened．T}lis threat． 

therefore，motivatestheenterprises to take stepsto insure excellent 

performance． 

(3)BPM should be ali鲷ed with strategy consensus．Business 
process performance measUl"eS afe an effective medium totranslate 

enterprise strategy intoprocess actions． 

(4)Falling to recognize the importance of performance 
measurement is a maJ,n reason for the high failure rate of BPR 

project． 

2 PERFoRM ANCE．DRⅣ EN BPM  M ETHoDoL． 

oGY 

In general，thetasks such as mapping，analyzing，redesign,and 

implem enting are inchded in BPM methodologics．In the proposed 

performance—driven method ology,three new tasks wi th concerns of 

performance measurem ent are added．They are as follows：(1) 

Stakeholder expectation and enterprise strategy which are trails— 

lated into a set of detailed performance measures and their target 

values(tasks 7。8，16 in Table 1)．( Current performance of the 

targetprocessismeasured asthebaselineoftheimprovement(task9 

．m 1 le 1)． The new process is measured (task 19 in Table 1)． 

New processperformanceisthe criteriontoiudgewhether the ob- 

iectivesoftheprojecthavebeenachieved． 

2．1 Prepare 

Th ere are a num ber of preparation tasks that are needed to 

help the BPM project’S success．The most important task is to 
insure top management’s support．Th e commitment and support 

from top managers is particularly needed when a company is in- 

stalling more complex process innovation models．Th at is，the 

Table 1 Performance-driven BPM methodology and its techniques 

Build a busin．(7 Identify process stakehoIders StakehoIders identify- 

ess process of the target process and也eir ing and classifying 

performance requirements techniques，survey 

measurem ent，(8)Esmbfishprocess Processperformance 
system performance measures mcasurl~eliciting tec_ 

and settargetvalues hn iques，benchmarking 

(9)Measurethetargetprocess’ Processperformance 
current performance measurement techniq- 

Ues 

Redesign the(12)Tfanslate the s切 eb0lders 
targetprocess requirementsintoprocess 

design options 

QFD 

(13)Design the process IDEFo，IDEF3 
alternatives 

(14)Analyze the cost／benefit／risk Simulation；Cost／bene- 
ofthe alternatives fit／risk analysis 

(15)Select one alternative as IDEFo，IDEF3 
prototype ofnew process 

anddesign itin detail 

(16)Reviscprocessperformance 
measuresan d也eirtarget 

values 

Processperformance 

measures eliciting 

techniques，benchmar- 

king 

enterprise is being reengineered with new organization structures， 

new computer systems，and new business processes．The vision， 

mi ssion，and strategY should be discussed and clarified with top 

management．Additionally,the project scope should be clarified． 
Next anumberofpreparationtasks shouldbeperform edunderthe 

commitm ent of top managers，including building an d training the 

BPM team，identifying target process，and developing a schedule 

for short and long-termactivities． 

Th e BPM team  is a group selected by top managers who 

takes responsibility for the whole improvement program．Th e 

team should include a diversity of people and skills．For example． 

the people who un derstand and actively use the current processes， 

an d those who work closely wi th customers．The best size team 

ranges from 3-12 memberst ． 

The first task ofthe team  is to clarify the objectives of the 
BPM，and based on these objectives．identify one target process． 
One process is selected because few SMEs．have the resources 

available to deploy an an alysis and do an improvement Of aI】Of 

their business processes at the sarlle time．Each process in the 

enterprise needs to be assessed separately to decide which of them 

needsimprovement，andinwhat sequence也eymustbead dressed． 

A simple method ofidentifying processes which ma y be in need 

of improvement is to do a performance／impo rtance ma trix analY— 
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establish the BPM team，and develop the project plan and objec。 and② disordered process of transferring product orden It is the 
tives．The BPM team  will consist of 6 members．Th ey are： the poor ability of“quick changing product design”that results in 

manager of Q．C．department．Holley Goup；②tl1e Q．c．depart。 

ment Clerk．Holley Group；③ me Q．c．Manager HN Division； 

the Q．c．Clerk HN Division and⑨ two writers of this Paper． 
Th en．the BPM team is to be trained for the performance—driven 

BPM methodology． 

HN BPM objectives．Th e objectives establlished arc： to 
improve current production and operation processes so as to im。 

prove customer satisfaction；② to reduce employee complaints； 

and⑧ to decrease costs．Now that the objectives are defined，the 
next task is to organize a team meeting to review and brainstorm 

related objective relevant processes and prioritize according to 
their perform ance and importance，as a consequence，a perform — 

ance／importance matrix(Fig．2)is established．The matrix reveals 
that the order acceptance process is indeed the harget process of 

the project．Following these tasks，the team needs to focus on the 
targetprocess stakeholdersandtheir requirementinthe study． 

+ 1 + 6 

+ 2 +3

+4 

+5 

+ 8 
+ 7 

Low 

1．Order&cceptance process 

2．New product development 

proc ess 

3．New product trial--product 

proc ess 

4．Manufacturing process 

5．Purchase process 

6．After——sale service process 

7．Manufacturing equipments 

purchase proc ess 

8．Manufacturing equipments 

maintenance process 

Performance High 

Fig．2 Pefformance／impo~．ance matrix 

3．2．2 Build a business process perform ance measurement sys— 

tem 

Target process stakeholders．Th e BPM team identifies critical 

stakeholders for the target process．The identification process call 

for the following activities：(1)List all the stakeholders．(12)Clas． 

sifY stakeholders according to power,legitimacy an d urgency． 

Three critical stakeholders are identified and their most urgent 

requirements are investigated(Table 2、 

Table 2 Stakeholders of HN Company 

Cfific~ stakeholders Stakeholders requirements 

Customer 

Employee 

Shareholder 

Accelerated delivery 

High quality 

Quick response to requirement change 

Nowork overtime 

Profit 

Project critical construets—how to measure．In order to make 
the process improvcmcnt phase measurdble．the BPM team estab． 

1ishes tw o constructs： Establish the perform an ce measures 

from enterprise strategy and the stakeholders requirements to 

measure the order acceptance process．(2)Conduct a benchmark． 

ing study to set perform ance target value which uncovers only tw o 

slow response to customer requirements which ultimately pro。 

1ongs the order fulfillment time．The disordered process of“tran s- 

ferring product order'’lcads to not only time wasted but also in— 

form ation lost． 

3．2．4 Redesign the target process 

Our host Holley Group did not approve of the study of 

“quick changing prod uct design ”for reasons unknown．Therefore 

the team and the study can  only look at one item—the process of 

“transferring product order'’．The BPM team members organize 

their ideas an d present tw o solutions as shown in Fig．4 and Fig．5． 

In first solution(Fig．4)，the process is radically redesigned．HS is 
deprived of the control ability of the ordors．Furtherm ore．this 

solution requires that both the product design ability and the 

product design process are greatly improved，but these require— 

mcntsare extremelydi衔cultforHEtomeetin a shorttime．Inthe 

second solution(Fig．5)，the process is only changed slightly,but 
the process is standardized by tw o form s which arc created as the 

carrier for standardizing the inform ation transfer and as the record 

for defining rcsponsibility．Th e first form is‘‘technical feasibility 

confirm ation form ”．which is used in step 2．The second forill iS 

“order foITI1 of HS”．which is used in step 6．Considering the dif- 

ficulty of implementing the first solution(in the customer’s situa— 
tion)．the second solution(Fig．5)is adopted．But the first solution 

(Fig-4、is kept as a spare solution and will be implemented once 

the di衔culty of implementation is decreased．that is．the product 

design ability and the product design process of HE are improved． 

3-2．5 Implement the target process 

Holley Group establishes a forcible industrial stan dard which 

not only standardizes the order acceptan ce process in detail but 

also explaias how to carry out the new process．This standard is 

forcibly implemented in the whole group to ensure fun imple— 

mentation of the new process． 

3-2．6 M easurethetargetprocess 

TheDrojectteam andhost agreeto12111 atestforthreemonths 
to see if the perforrflance has been improved．The results shown in 

Table 3 are recorded before an d after the new process implemen— 

tation． 

Table 3 Implementing result of the new process 

From the above evaluation results，the operation performance 

has been obviously improved in tw o different perform ance meas· 

ures．But．it is foun d that the fax／tel expenses betw ccn sales n眦  

HS andHN increasesby alargeam ount．In orderto dealwiththis 

problem，a web-based order transfer system is suggested．Th is 

1I暑1墨 譬等=o m1 事o，l 
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al~sma／l cont~ s 

with customer 

Discussion result 

is documented as 
attachment ofthe 

order 

7 

Salesman signs 

contractwith 

custom el- 

2 

The attachment is 

faxed to HS 

Salesman faxes 

the order and 

technicalfiles to 

HS 

X 

HS faxes the 

compiled orders 
nd technical files 

tO HN 

4 

HN technicia／is 

check orders and 
technical files 

5 

X 

HN 

~onfirms／modifles 

the delivery date 

9 

X 

HS notices 

satesmen the 

date 

X 

Salesman 

asks an 

earlier date 

HSasksHN 

岫earlier dat 

HS acceptsthe 

data 

HN technici∞ 

discusses technical 
problems with 

custom er  

6 

HS informsHN ：he modification X HN confirms 

the order 

l9 

Salesman asks 

custom er an  

tended delivery 
time limit 

l4 

Salesman 

infoHlqS HS 

new delivery 

date 

l5 

Fig．3 As-is model ofthe order acceptance process 

Customer cuts 

down order 

quan tityen sures 

on time delivery 

A modified 

order is faxed 
tO HS 

l7 

X 

Salesman 『 Salesman guides 1 HN technicians check orders HN technician Salesman faxes 
(mainly notices Salesman signs the order and 
technical salesman the contract with t

echnical files to 

custon~er 

IJu_J feasibility and checking result CUStOmet HN andHS proposing Salesman consultsHN LJ l requirements contactswith technician on technicalissues customer I ffoi'ins wTitten under the help of I document) HN technician d
elivery time) l 【 2 I 3 l 4 I 5 l 6 l 7 l 

Fig．4 Unadopted to—be model ofthe order acceptance process 

Fig．5 To—be model ofthe order acceptance process 

system is integrated as a part of the electronic commerce sys． 

tem(under construction)ofHolley Group． 

4 CONCLUSIONS 

A performance·driven BPM methodology is pr0p0sed for the 

production and operations processes of SMEs
． The performance 

measures arebridgestotranslate stakeholders’requirementsandenter- 

prise strategy to process actions．Three important measurement tasks 

ale included in the proposed methodology
． They are：① establish． 

mg oI businessprocessmeasurement system ； performancemcas． 

urement oI existing business process；and ~xformance measure． 

ment of new business process．The case study on the process man- 

agement ofI-IN demonstrates the soundness ofthe method ology for 

SM_EsinChina． 
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