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Purpose
	The purpose of this assignment is to demonstrate in a practical way the various aspects of a BPM activity using the 7FE Framework. It will enable you to put the framework into action.
From a reader’s perspective, the assignment is optional. However, completing it will enable you to make concrete some of your learning from reading this book. You should feel free to complete the assignment in a group environment.
The assignment refers to processes that most readers can relate to as they have either completed a university degree or are reading this book as part of a university course.
The author seeks close collaboration with the lecturers and, based upon their feedback, will periodically update the assignment and publish it, together with a sample answer, on the publisher’s dedicated portal for lecturers (www.routledge.com/cw/jeston).
Lecturers are also encouraged to email student answers that they consider to be outstanding. These will be considered for inclusion on the website and for sharing with all lecturers.
Please email suggested improvements for the assignment and outstanding student answers to: assignment@managementbyprocesss.com

Background
	The University of BuProMan has recently celebrated its centennial.
It has faculties for Arts, Engineering, Medicine and Management.
The university has ambitious plans to expand overseas and commence offering online double degree postgraduate programs. It believes that this will be financially rewarding for the university.

The university has a proud history, including a Nobel Prize winner in Medicine. In the last few years the university has dropped in the competitive university ranking from first to fourth place within the State in which it is located. This is mainly due to poor marketing to potential future students, compounded by the fact that many prospective high-calibre students do not apply or do not take up their offer at the university, primarily due to the university providing incorrect data.
Its financial situation is becoming worse, and the new Chancellor, John Steward, has just commenced a major fundraising drive with large benefactors and alumni, and has promised them that the university will regain its number one ranking in the State within the next four years.
Each faculty has its own business processes and administrative systems, and the processes are predominantly manual. This has caused some difficulties as recent initiatives have taken a university-wide multi-faculty approach. This has resulted in data entry being required multiple times, and led to errors and inconsistencies within and between faculties.









Key metrics



	• Full-time students
	15,000

	• Part-time students
	2,000

	• Academic staff
	600

	• Professional staff
	900

	• Alumni
	200,000


 





Key people

John Steward—the new Chancellor, has an international strategic consulting background. He is keen to make a difference, and has spoken to the Board about making fundamental changes to regain some of the university's former reputation.
Beverly Singh—Personal Assistant to John Steward, has a strong opinion about how the university should be run and is very protective about who should meet with John.
Simon Nottingham—leading researcher, and most vocal opponent to any additional spending on support functions, believes that all available money should go to research.
Peter Ant—Operations Manager, has been with the university for over 15 years. He has always been keen to make an improvement, but has lacked executive support to make fundamental changes.
Bob the Builder—Head of Facilities, is keen to replace the aging infrastructure.
Kate Redmond—Board member, has come from overseas to join the university and is keen to drive international expansion
Kylie Sands—Vice Chancellor, has been with the university for over 30 years and will retire within 18 months. Kylie is concerned that the initiative will destroy the identity of the university.
Daniel Spot—Deputy Vice Chancellor, has been focused on reducing costs by negotiating hard with suppliers and cutting corners.
Jason Huang—Six Sigma Master Black Belt, has demonstrated strong capability in refining existing processes.
Mark Spike—Head of Marketing, has a background in selling fast-moving consumer goods.
Julie Morgan—Editor of the internal newspaper and website, reports to Mark. She is an active blogger who is widely read in the university community.
Sue Splash—Chief Financial Officer (CFO), wants to be the first CFO who has managed three consecutive years of profitability.
Natalie Network—newly appointed Chief Information Officer (CIO), was previously the network manager, and has a strong technical background.

Assignment task

You are asked to complete the assignment as you read through this book from Chapter 13 through to Chapter 26. There will be questions to guide you during most, but not all, of the chapters. For options 1 and 2 outlined below, you are not required or expected to answer each of the questions within each chapter. These questions are only provided as a guide. You will need to use your initiative, and if information is not provided (for example, some metrics) create your own assumptions with regard to the required information. You should not be judged on your assumptions, only on your outcomes and approach.

The question(s)
You or your lecturer may select one of three ways of completing the assignment:
· Option 1: One single presentation. At the completion of your assignment you, or you and your team, will make a presentation to senior management. You will answer the following questions:
Why has this been the most successful BPM activity we have ever conducted?
What did you do and how did you do it? The presentation must take no more than 30 minutes, and must answer both of these questions.
· Option 2: One single report. The same as Option 1, except that you will complete a report instead of the presentation. If is suggested that you use the report template in the extra reading referred to in Chapter 15 (Launch Pad phase).
· Option 3: One chapter at a time. This option is completely different to the first two options. It requires you to specifically answer each of the questions outlined within each chapter, or as instructed by your lecturer.

Assumptions
· The project is to last no longer than three or four months.
· It has no IT system changes, as there is no time for these, although you may use any existing IT applications used by a faculty for New Student Enrolment
· The project team consists of two people—you as the team lead, and a process analyst, Pia Alwyn.
· You should use all of the phases in the 7FE Framework and all of the steps, or explain why you did not use a particular step.
If you need to make your own assumptions to complete the assignment ¡for example, process metrics), please do so and make them clear.


















Assignment – chapter 13

The new Chancellor, John Steward has outlined his strategy to regain the number one spot in the State within the next four years. The strategy includes the following aspects:
· Attract thought leaders as lecturers in key focus areas; increase the quantity and quality of publications; which should improve the profile of the university. 
· Improve university collaboration with key organizations within the State, including joint research, guest lectures and internships.
· Expand the reach of the university, leveraging online channels, open a university in Asia and work more closely with renowned feeder high schools, including inter-state high schools.
· Improve the operational performance of the internal organization: obtain more results with less effort (and costsj. This will include the purchase of a new single Finance and Student Administration solution
John Steward has requested you, a respected independent external process consultant, to drive a process improvement program to improve operational performance and to implement the new solutions.
Prior to taking on this role, you have separate discussions with the key stakeholders and realize that the organization has a low level of process (BPM) maturity. You conduct a workshop where you perform the Red Wine Test. This highlights clearly that the key stakeholders have high ambitions and expect much from this program. You make it clear that in order to be successful all key stakeholders need to be united and in agreement with the desired business outcomes; they need to demonstrate this by making time for the program; and all communications must show university staff and students that they are behind the program.
The first challenge you face with regard to this becomes evident when you start planning the workshop for the completion of the TOM; many of the key stakeholder attendees are too busy to attend.
Outcome of the Red Wine Test:
· Kate Redmond (Board member)—wants to be part of the global top ten universities and become part of more corporate Boards of renowned organizations to promote the university even further.
· John Steward (Chancellor)—wants the BPM initiative they are undertaking to be used in the MBA course as a textbook example of how to conduct a process improvement program.
· Peter Ant (Operations Manager)—wants the university to be one of the top ten best places to work, thus overcoming the current low morale
· Kylie Sands (Vice Chancellor)—wants the university to maintain its identity and to increase the number of professors celebrating the completion of their 25, 30 and 40 years at the university.
· Mark Spike (Head of Marketing)—wants the university to gain recognition for its successful recruitment drive and wants to increase student intake by 100% in three years.
· Sue Splash (CFO) —wants to make the university the most profitable one in the country.





A high-level value chain is derived during the first workshop, as shown in Figure 13.27.

[image: ]

Assignment guiding questions

· What key information did you require during this phase and what source did you use?

[image: ]

Obtaining the organization strategy details from the senior Management or the leadership, in this case the new Chancellor, John Steward and the board members, as the new Chancellor has define a his Vision as it is to regain the number one spot in the State and main he setup his main strategic objectives as well, Getting the board member opinions and views on the strategy and their expectations.
Understanding the organization environment and business nature is very important getting the details about what the organization chain value is and what are the products and services that the organization provides who are the customers and external stockholders are, and what is their expectations.
The process and the procedures of the organization and executives and managers views and understanding of them and what are the challenges that they are facing to achieve the organizational objective.
All of that information could gather through extensive workshops with the managers and executive, and interviews with the leadership and the senior management.

· How did you resolve the challenge of ensuring all key stakeholders attended the workshop to determine the components of the TOM?

We should clearly explain and raise the maturity level of BPM understanding and awareness among the stakeholders in general.
The TOM components should be explained clearly and link between them and the processes and the value chain improvements, as well raising awareness among all the stockholders about the importantance of that workshop and its outcome and what are the benefits that the organization would gain by implementing this BPM project and insure that their expectations are fulfilled and aligned with the strategic objectives.

· How did you approach this project—using Table 5.1 and Figure 13.24?
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· What components did you decide to include in your TOM and why?
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Assignment – chapter 14

Pete Ant (Operations Manager—comparable with a Chief Operation Officer) has been selected by John and you to be the main Business Lead for the BPM program. Pete has been complaining about the lack of performance, but never felt empowered to undertake a major initiative to correct this.
Pete and John run workshops to complete the details of the TOM, as well as the benefit framework.
Key aspects of the TOM are:
• Process framework
During the discussion it became evident that the following aspects need to be added/ adjusted:
· Marketing and sales—to ensure that a marketing strategy is formulated, including SMART objectives (Specific, Measurable, Achievable, Realistic and Timely) and that all Public Relations (PR) and Sales activities (including online) are contributing toward achieving these objectives
· Student management—must take a broader view than just the administration, and review the entire student lifecycle
· Partner management—the executives needs to realize that they need to work more effectively with partners to achieve the objectives
· Alumni management—needs to work closely with the student alumni
· Strategy—needs to be recognized as a key process to establish the direction of the university and then track progress
· Corporate support—needs to run the university as a corporate entity.
• Performance management
The following principle will be used:
Principle: All key processes will have process owners assigned to them and they will be held accountable for the execution of the processes. The process owner’s accountabilities and responsibilities will be considered during their performance review. Rationale: To achieve performance, people need to be held accountable. Implication: Process owners need to be consulted during any change to the process or the underlying systems.
Impact: This will be a major change in the organization and require excellent communication and explanation. Process owners will require training and coaching.

• People capability
The following principle will be used:
Principle: All employees will be empowered to make more decisions and take ownership of their activities.
Rationale: Employees must be actively engaged and committed to providing more value. Implication: Staff will be able to make more decisions and become actively involved in relevant aspects of the business.
Impact: Staff need to be trained and coached. Special attention must be given to middle management to enable them to support and facilitate staff members.

• Organization design
The following principles will be used:
Principle: Common supporting processes will be centralized in a Shared Service department.
Rationale: More effective and efficient services will be provided by achieving economies of scale, overflow mechanisms and centers of expertise.
Implication: Each faculty must now use the Shared Service business unit.
Impact: There will be a reorganization and reallocation of staff and the introduction of internal Service Level Agreements.
• TOM
The executives have expressed a desire for the following outcomes:
· The introduction of consistent student-related processes (including alumni) to achieve economies of scale and provide all students with a reliable and seamless service with streamlined processes. Minor variations will only be allowed for truly unique different circumstances (e.g., online or overseas). All variations will require the approval of the Chancellor.
· A single access portal for all partners as many have complained that they have had to provide similar data multiple times and that some data was outdated. Faculties will have the ability to define their own suitable process for close collaboration with their partners. The executives encourage the faculties to share their best practices with each other and learn and adopt from each other.
· The research staff will still have freedom to perform their research following their own processes. Some faculties have been very protective of their research data, while others are keen to share their data on a quid pro quo basis. The Chancellor has indicated that research stage gates may be included to assist in universal reporting.

Assignment guiding questions
· How would you update the Value Chain and what is your rationale?
· Please provide at least one more principle for each dimension of the TOM.
· Please specify which part of Figure 14.13 and Table 14.2 should be chosen for:
Student administration processes
Partner processes
Research processes.
Please provide reasons.
















Assignment – chapter 15

You are running an executive workshop(s) to obtain a high-level process view and identify key areas for improvement and areas impacted by the move to a single Student and Finance solution.
During the workshop the following aspects of the move are discussed in relation to the benefits they will have:
· the number of students taking up study at BuProMan should increase as the university will provide an earlier response to student applications;
· students are more positive about the university and write positive comments in social media;
· tighter revenue collection processes and better reporting;
· reduction in administration support by making fewer mistakes and simplifying the tasks;
· increase in corporate sponsorship and reduced turnover of sponsors.
The executives hope that the employee satisfaction will increase and the employee churn will decrease.
Assignment guiding questions
· Which seven people/roles would you invite for the Executive Workshop and why?
· What are the six key outcomes you would like to achieve from this workshop?
· How would you classify the processes from the value chain into the Process Worth Matrix (use Table 15.2) and why?
· How would you quantify the benefits?
· What high-level metrics have you determined will be useful and why?
























Assignment – chapter 16 

You elect to conduct several Understand phase workshops to: process model (map) the current processes; gather high-level metrics; and complete the People Capability Matrix.
You have also elected to conduct a Voice of Customer exercise from a student point of view. You may wish to complete Figure 16.11 for the on-boarding of new students process(es).
[image: ]
Figure 16.11 Voice of Customer for on-boarding of new students process(es)
During a workshop the process consultant requested the participants to specify their key problems and the root causes of the student on-boarding process which is considered to be lengthy with many errors and delays.
Assignment guiding questions
· Which processes did you complete process models for?
· What high-level metrics did you collect and what did you learn from this?
· For which processes did you complete the People Capability Matrix and what did you learn from this?
· What quick wins can you identify based on your analysis so far?

















Assignment – chapter 17 

You have been asked to conduct some Innovate workshops.
It is important to leverage the information you obtained in the previous phases.
Assignment guiding questions
· Who would you invite to the Innovate workshops and why?
· What workshop techniques have you chosen to use (see Tables 17.1 and 17.2) and why?
· What improvement, leveraging existing IT applications and functionality, would you recommend? 



































Assignment – chapter 18

During the Launch pad and Understand phases it became evident that major changes will occur for the staff. For example, there will be less focus on data entry and more on providing student service.
Assignment guiding questions
· Determine the relationship between the extent of cultural activity and the chosen BPM approach and describe its impact.
· Describe the key roles for a student on-boarding officer and his or her required skills.
· What type of training would you recommend and why?
































Assignment – chapter 19 

Only answer these questions if you are completing the Option 3 approach to the assignment.
Assignment guiding questions
· What would be the three IT components that you recommend for the student administration system and why?
· Would you use an agile or waterfall approach for the development?







































Assignment – chapter 20

You are about to implement the improvements highlighted in the previous phases.
Assignment guiding questions
· What approach do you recommend to implement the proposed improvements?
· What communication have you already used to inform the stakeholders about the implementation?
· What communication will you now use to inform the stakeholders about the implementation?
· What are the key risks for implementing the proposed changes and how will you mitigate against them?



































Assignment – chapter 21

You are completing the Realize value phase steps in the course of each of the phases of the assignment.
Assignment guiding questions
· Ensure that you complete for each phase of the related Realize value step. How did you achieve this?
· Complete the benefit summary plan as far as possible.






































Assignment – chapter 22

You now wish to inform the executives how you will embed the benefits of this BPM activity into the organization.
Assignment guiding questions
· How have you evaluated the project results (New Student Enrolment)?
· How have you embedded process governance for the student on-boarding process?







































Assignment – chapter 24

Project management is being performed throughout the project.
Assignment guiding questions
· How have you incorporated BPM project management into the project?
· What are the differences between BPM project management and “normal” project management?







































Assignment – chapter 25

During the BPM activity you have to look after people change management.
Assignment guiding questions
· What type of communications did you undertake for each of the various stakeholders?
· What action did you take to mobilize the forces of cultural change?








































Assignment – chapter 26

Assignment guiding questions
· When you speak with the Board members, what are the key questions you will ask them and what would you request from them during the project?
· If you want to initiate a business transformation program for the entire organization, who is the key sponsor you wish to have the support of?
· What role does the program sponsor need to play?
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