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CHAPTER 04 - EXEMPLAR APPROACH 

 

4.1 Introduction 

 

In evaluating business process re-engineering approaches, the exemplar approach of 

this study could be pointed out as the most important innovation.  Through this 

exemplar approach, it is expected to make evaluations of approaches of e-Government 

projects being implemented under the Re-engineering Government Program.  Through 

evaluation of these approaches, an understanding of successes and failures in business 

process re-engineering of those projects, could also be gained.  This exemplar approach 

could also be introduced as a sample approach, which could be followed in carrying out 

public sector re-engineering tasks within Sri Lanka. 

 

The exemplar approach for evaluating the business process re-engineering activities has 

been created by considering experiences gained by the author through prior works, with 

the projects where the business processes were re-engineered, and based on facts that 

were uncovered from the in-depth literature review. 

 

The underlying framework utilized in creating the Exemplar Approach for the BPR of 

public sector organizations, features strong alignment with the highly successful 

Rational Unified Process (RUP) framework in the field of software engineering. The 

systematic manner in which RUP groups and recommends activities, steps, outcomes, 

reports and milestones relevant to each phase in software engineering initiatives as well 

as its emphasis on iterations, has been adopted in the proposed Exemplar Approach as 

well. 

 

4.2 Characteristics of the Exemplar Approach 

 

An illustration of the exemplar approach is given in figure 4.1.  Elements of the model 

created as per the illustration could be stated as follows. 

(i) The exemplar approach consists of 4 phases i.e. Initiation Phase, Realization 

Phase, Innovation Phase and Evaluation Phase.  
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(ii) There are some main functions, which have to be compulsorily done, during 

each of these phases.  These are; Preparation, Identification, Study, Re-design, 

Transition, and Analysis 

(iii) Each function has to be done sequentially.  In following each function, the 

business process re-engineering task will advance forward, passing through the 

4 main phases.   

(iv) Important milestones can be identified between the main phases.  In business 

process re-engineering tasks, those important phases should be completed prior 

to starting the next phases.  The important milestones are portrayed in figure 

4.2. 

(v) This exemplar approach has been created so as to make the output of one main 

function, to be the input of the next function. 

(vi) If the input of a certain main function is not sufficient, this model has the 

ability, to go back to prior action and to return back to the relevant function, 

after taking remedial measures.  Thus this model facilitates among main 

functions. 

 

Phases Important Milestone 

Between Initiation and Realization phases Readiness to accept the challenge  

Between Realization and Innovation phases Deep understanding of the business 

domain 

Between Innovation and Evaluation phases Fully functional redesigned system 

After Evaluation phase Successful business system 

 

Figure 4.2 : Milestones between each of the main phases 

 

 

4.3 Main Phases of the Exemplar Approach 

 

4.3.1 Initiation Phase 

 

According to the exemplar approach, the initiation phase is the first phase. BPR 

Consultants, who receive the assignment for business process re-engineering should 

prepare themselves for the duty they are supposed to do, during this phase.   
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4.3.1.1  Preparation  

  

The main function that should be done during the Initiation period is the Preparation. 

Given below are some facts that should be considered by BPR Consultants in preparing 

to do the business process re-engineering entrusted to them. 

 Firstly, it should be comprehended whether there exists an opportunity for 

relevant process re-designing of the government organization under 

consideration.  

 Secondly, it should be realized as to whether a new service, worthy of the public 

could be created. 

 Thirdly, identification of what technological methodologies and approaches that 

are going to be used for the business process re-engineering with respect to the 

government organization. 

 Thereafter, establishment of objectives, goals, activities and strategies of the 

project should be made. 

 For the business process re-engineering task, a group of process re-designers, 

who are knowledgeable with appropriate skills and attitudes, should be selected. 

 A project plan indicating time periods, activities to be performed and resources 

clearly, should be created. 

 An inauguration meeting with the higher management of the government 

organization subject to the BPR initiative should be held to discuss the project 

plan. 

 At the meeting, comprehensive understanding with respect to issues, duties and 

responsibilities, which should be performed on the part of the government 

organization and the BPR Consultants, should be decided between the two 

parties. 

 Based on the understanding, a commitment plan portraying mutual commitment 

of the government organization and of the process re-designer should be 

created. 

 Changes, if any, should be made in the project plan based on the environmental 

condition of the government organization; such modifications should be made 

with the agreement of both parties. 
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 Identification of project teams of the government organization and of the 

process re-designers and allocation of duties and responsibilities should be done 

following an in-depth study by both parties. 

 

The objectives of the main function in preparation for the business process re-

engineering could be realized by following the above mentioned tasks carefully and 

stringently. 

 

Accordingly, there exists some specific outcomes resultant from the preparation 

function.  That is, if the preparation function is to be successful these outcomes should 

emerge. The outcomes are as follows: 

 The project plan indicating duties, activities, responsibilities, time periods, and 

resources  

 The commitment plan agreed upon by the government organization and process 

re-designer, portraying mutual commitment of the government organization and 

of the process re-designer for their process re-designing initiative. 

 

In addition to the outcomes mentioned above, a few written reports should be 

generated.  The reports generated thus are given below: 

 Plan indicating contribution of both parties 

 Report including particulars of both parties 

 

4.3.2 Realization Phase 

 

After completing the initiation phase, next comes the realization phase.  In between 

these two phases, there is an important milestone, which is, the “readiness of accepting 

the challenge of the business process re-engineering task”. After reaching this 

milestone successfully, the entry to the realization phase could be made.   

 

In the realization phase, the main aspect is to study the business environment of the 

government organization that is being subjected to The BPR task, in depth.  The 

importance of this phase is that it is not possible to start a business process re-

engineering without an in-depth study of the existing business environment.  Normally, 

the business environment of an institute is studied, dividing the environment into two 
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categories, as internal and external.  Therefore, two main functions should be done in 

this phase: These are, Identification and Study. Lengthy descriptions, with respect to 

each of these function is given below.   

 

4.3.2.1  Identification 

 

First and foremost the main function that should be performed at this phase is, 

identification. 

Through the identification function, it is possible to identify the business environment 

of the public sector institute subject to business process re-engineering. In this function, 

the process re-designers should be successful in identifying in-depth, the business 

environmental conditions mentioned below, for the concerned government 

organization. 

 Vision, mission, objectives, goals and strategies of the organization 

 Organizational structure, approved cadre and chain of command  

 Manner in which activities, duties and responsibilities have been distributed 

 Job specifications, job description and recruitment procedures 

 Organizational culture, sub cultures, ethics and behavioral patterns 

 Span of control of each position along with the respective formal and informal 

communication channels 

 Stakeholders of the organization and its nature 

 Communication channels between the stakeholders 

 Strength, weaknesses, opportunities and threats possessed by the organization 

 Job training, development and motivation factors 

 

The explicit outcomes emanating from in-depth study of the organization‟s 

environmental conditions are: 

 Particulars of internal and external environmental conditions in detail 

 Analysis with regard to stakeholders 

 SWOT analysis 

 

The following can be identified as reports generated through these outcomes:  

 Organizational environmental analytical report 

 Analytical report on stakeholders  
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 SWOT analysis report 

 

4.3.2.2  Study 

 

After the identification function, the activities are directed towards the study function 

of the realization phase.  The relevant domain with regard to provision of goods and 

services of the public sector institute concerned has to be analyzed in this study 

function. 

 

This study function is very important and has to be executed in-depth, since through 

this function, it is possible to identify the characteristics of performance and the service 

environment that currently exists in the organization.  The information is useful for the 

activities of the Innovation Phase that follows.   

 

To do the study function successfully, business process re-designers should follow the 

steps mentioned below relating to the scope of activities or services of the concerned 

public sector institute: 

 Conducting a comprehensive study of items produced or services provided by 

the organization. 

 Conducting a comprehensive study on the legal background, inclusive of legal 

documents, acts & ordinances, and circulars, giving powers to produce goods 

and provide services concerned. 

 Study of the main procedures, sub-procedures and interrelationships amongst 

these procedures. 

 Study of the interrelationship between the procedures referred above and the 

existing information technology solutions with regard to production of goods 

and service delivery. 

 Study of the expectations of the general public, in relation to the service of the 

public institute and services presently provided to them. 

 Study of the efficiency or inefficiency of the present procedures 

 Study of the gap existing between the expectations of the general public and the 

service provided by the public institution. 

 Study of the motivation of internal staff of the concerned public institute to 

follow up existing main procedures and sub-procedures. 
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 Study of the public relations policy of the institute or procedures followed in 

that direction. 

 Study of the manner in which the internal layout of the premises of the institute 

has been designed for the provision of public services. 

 

By following the steps mentioned above, the outcomes could be started as follows. 

 Comprehensive information relating to goods or provision of services of the 

institute. 

 Expectations of the general public and nature of the existing service and the gap 

between them. 

 Processes and relations between processes that are poor and should be 

abandoned. 

 Public relations policy of the institute. 

 

The reports mentioned below could be cited as reports generated in realizing the 

outcomes: 

 Procedure flow chart 

 Analytical report on gaps 

 Analytical report on public relations 

 

4.3.3 Innovation Phase 

 

Highly important stage of the exemplar approach is the Innovation Phase.  An 

important milestone should have been passed before reaching the Innovation Phase.  

That is the milestone where an “in-depth knowledge of the business domain”, should 

have been acquired.  After passing that milestone successfully, following on to the 

Innovation Phase can occur. 

 

The Innovation Phase could be named as the stage that does the actual process re-

engineering of the concerned government organization. During this phase, process re-

designers should do process re-designing of the public sector institute for provision of 

services worthy or valuable to the general public.  Designs aligned with the re-designed 

processes such that they can operate in a more practical environment should be 

prepared as well. 
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The Innovation Phase consists of two main functions; i.e. Re-design and Transition. 

 

4.3.3.1  Re-design 

 

This action consists of the actual process re-designing activities, of the concerned 

public sector institute. This process re-designing should be done in a manner so as to 

gain more qualitative and quantitative service for the general public and enabling the 

service delivery organization to perform its services in a more efficient and effective 

manner, based on business environmental conditions already identified through the 

realization phase. The Exemplar Approach emphasizes that the steps listed below 

should be followed during this re-design function: 

 Creating new business scenarios with fresh strategic vision  

 Performing policy stage re-engineering activities 

- Creating the core processes 

- Appointing process owners and objectives 

- Creating the stretch goals 

- Conducting high level re-engineering of the process 

 Doing operational stage re-engineering activities 

- Creating detailed core process activities 

- Validating the core and sub process activities 

- Defining the inputs & reports required for the process 

 Re-designing the human resource management framework of the government 

organization 

- Creating new user roles 

- Creating new jobs, tasks, and associated responsibilities 

- Creating new duty lists 

- Assigning fresh responsibilities 

- Creating interrelationships among user roles 

 Re-designing  physical premises layouts within the government organization 

 

Through the successful execution of the activities mentioned above, a few outcomes are 

clearly visible. They are listed: 

 New strategic vision and business scenarios 
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 Fresh core processes and sub processes 

 Re-designed policies 

 New human resource management framework 

 

Reports on the BPR could be introduced as the preparation of reports containing all the 

outcomes mentioned above. 

 

4.3.3.2  Transition 

 

The transition function is a challenging task that comes next, after the re-design 

function.  Though the process of the concerned public sector institute is re-designed 

during this phase, to implement re-engineered processes at a practical level, a 

successful transition should be done, since otherwise, the process re-design will not 

become a successful reality and it may merely become clauses among the pages of the 

business process re-engineering report. 

 

Therefore, the transition function should be successful in achieving the tasks such as 

conveying the process re-designs made to the stakeholders of the concerned public 

institute in a more practical way, implementing them in a more efficient and effective 

manner as well as provision of worthy services, as expected, to the general public 

through relevant planning.   

 

Accordingly, if the transition function is to be performed successfully, the steps listed 

below should be followed: 

 Building up a communication plan, inclusive of methodologies, relevant to the 

awareness of stakeholders, of the concerned institution. 

 Creating a change management plan, inclusive of the necessary methodologies 

to achieve the desired results of the process re-design 

 Creating an implementation plan, inclusive of the necessary methodologies, to 

implement all the re-designed processes. 

 

Outcomes that can be seen by following the above steps are: 

 Implementable communication plan, inclusive of communication methods, 

medium and periods of time 
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 Change management plan, inclusive of motivation strategies, training methods 

and development, knowledge, talents and attitude building strategies 

 Implementation plan which can implement the re-designed process efficiently 

and effectively  

 

Reports given below could be introduced as the main reports generated through said 

outcomes: 

 Communication planning report  

 Change management report 

 Implementation report  

 

4.3.4 Evaluation Phase 

 

Evaluation is the final phase of the Exemplar Approach. Before reaching this phase, an 

important milestone should have been passed; namely, the milestone of creation of a re-

engineered system that could be put into operation.  The evaluation phase can be 

reached by passing this milestone.  During the evaluation phase, an evaluation of 

successes and failures of the business process re-engineering tasks done for the selected 

government organization, is carried out.  At the end of the evaluation phase also, there 

is a milestone which should be achieved.  That is the milestone of the birth of a 

successful business system. 

 

Within the evaluation phase, the main function that should be done is, analysis.  The 

evaluation phase is complete after performing the analysis. 

 

4.3.4.1  Analysis 

 

During analysis, successes and failures of the business process re-engineering task, 

done for a government organization, are analyzed. The successes and failures of the 

business process re-engineering were analyzed in terms of an evaluation on whether a 

service worthy of the general public has been formed.  
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During analysis, the steps mentioned below should be followed: 

 

The steps followed by process re-designers in the business process re-engineering of 

the concerned government organization should be identified.  For this purpose, a 

questionnaire should be prepared first.  The questionnaire is built up so as to match 

each and every phase of the analytical model and also it should be prepared so as to 

examine whether, each and every phase and their stages have been achieved, in the 

relevant re-engineering task. 

 

This analysis should be carried out further, based on the success and failure factors of 

the business process re-engineering task, which emerged in the literature review.  In the 

literature review, many such success and failure factors have been identified.  As such, 

it should be analyzed whether the success and failure factors had any effect on the 

concerned public sector re-engineering task.  Accordingly, this questionnaire should set 

apart time for the evaluation of success factors as well.   

 

Based on the questionnaire, as mentioned above, data in respect of business process re-

engineering on e-Government projects implemented under the Re-engineering 

Government Program should be collected.  For this, techniques like interviews, 

discussions and in-depth studies on BPR related documents could be applied. After 

collecting data and having analyzed them, final recommendations and conclusions 

could be made. 

 

Analyzing activity could be successfully performed during the evaluation phase based 

on the above mentioned evaluation specifications.  The creation of the questionnaire, 

can be considered as an outcome of this analysis function.  Conducting a final 

evaluation too, is an outcome.  The final evaluation report can be considered as a 

report. 

 

 

 

 

 

 


