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The first wave of reengineered processes showed astonishing performance
improvement - 10x and more - often most notably in cycle time. These signature
improvements came to define reengineering projects. But when that happens, a
fundamental ambition can be obscured.

How do you know you're really reengineering well? When the new process shows
dramatic improvement across the board - taking less time, consuming less labor
and other resources, setting new standards on key operational metrics, and
lowering cost. A reengineered process should hit on all cylinders, in large part
because the benefits of simplification and automation appear in all those places.

Here’s another way to answer the question. When you do a good job of
reengineering, traditional tradeoffs evaporate. You don’t have to rob Peter to pay
Paul. You don’t optimize on one performance dimension at the expense of others.
It's no longer, “You can have it fast, or you can have it cheap.” You can have it both
faster and cheaper.

If you're working on a process redesign and are still confronted with the traditional
tradeoffs, you're not going deep enough. You're still stuck with old assumptions
about how the world has to work. To break out, set ambitious targets on both sides
of the tradeoff and envision the process that meets both. Along the way, question
prevailing assumptions and hypotheses by reversing them (assume the opposite is
true) or negating them (assume a variable doesn’t matter).

You know you’re up against an old tradeoff whenever you find yourself throwing
money at a problem or process in order to keep pace with the competition. That’s
happening a lot today when competitors set new speed and performance standards
on the Internet or mobile consumer devices. If you're raising costs in the effort to
compensate, take it as a signal that it's time to reengineer the underlying business
processes and make the tradeoffs evaporate.

Here’s a corollary: You're reengineering well only if it makes a difference to overall
business performance. If you're reengineering order generation or product
distribution, the results should appear in the broader process of order-to-cash, as
well as in business revenue and cash flow. Always reengineer in the context of
surrounding processes and with line of sight to the business bottom line. The
reengineered process should simplify the work of surrounding processes, plus
provide them with better information for their own management and improvement.
Otherwise, your reengineering is just an elaborate exercise in local optimization.

If you're working on a process redesign and are still confronted with complications,
negotiations, and change management issues with surrounding processes, you're
not looking broadly enough. Chances are, you may be driven by or stuck with local



performance metrics and organizational boundaries that constrain your design. It's
likely too ambitious to reengineer an entire end-to-end process like order-to-cash
all at once. However, you can articulate goals for the bigger process as a means of
engaging the owners of surrounding processes. And you can involve representatives
of those processes in your redesign from the start. Let them shape your
reengineered design, not just cope with it.

To recap: you know you're reengineering well when the new process hits on all
performance cylinders, old tradeoffs evaporate, and the process makes a difference
for the business at large.



