Int. J. Pure Appl. Sci. Technp8(2) (2012), pp. 64-70

| nternational Journal of Pure and Applied Sciences and Technology
| SSN 2229 - 6107
Available online atwwv.ijopaasat.in

Research Paper

Should There be Redesign or Reengineering of the
Business Processin Macedonian Companies

Elizabeta Mitreva™’, Zlatko Jakovlev?, Cane K oteski®, Vladimir Kitanov* and Tanja
Angelkova’

1234 5raculty of Tourism and Business Logistics, Goc&e®eUniversity, Shtip, Macedonia

* Corresponding author, e-mail: (elizabeta.mitrevay@ edu.mk)

(Received: 3-1-12; Accepted: 13-2-12)

Abstract: The appearance of the ISO 9001 standard and the TQial Quality
Management) philosophy in the world led to masesagge of this strategy: from one
side set as a market strategy for fulfilling theede of the customers/users, and from
other side as a superior work style for promotidntloe competitiveness and the
efficiency, reducing the charges and long-term atibng progress, because in
general the managers are always skeptic. Duringre tof great competitiveness and
many entities on the market, the quality of thekwtbat's done in the company is of
great importance. On the market we must presentuality product, but with
affordable price and during the agreed period ohéi In order to fulfill the world’s
and European’s claims in Macedonian companies, lneilsl make radical changes
in the way of which problems are resolved and tisatactually the so called
reengineering, a new way of thinking about the esausind not about the
consequences as it is nowadays. The essential ithithg usage of the TQM strategy
in Macedonian companies is the reengineering ofbiliginess process on which the
integration of informatics technology is made. Tiniggration is done with internal
standardization, methods and techniques about refeative production, system
about analyses of the charges, and with continuduca&ion and motivating the
employees in order to get competitive lead. Attt the new phase of the business
work will start with continuous progress, or withet Plan-Do-Check-Act. In this way
we can guarantee that the view-points (which carbes quality politics) of the upper
management will be conveyed, and a climate andnrdton base will emerge on
which the team work will be able to develop. Atghme time it means that there will
be dramatic changes in the behavior of the emplyeadical changes in
organization, clear definition of the rights, oldigons and the duties of each
individual.
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1. Introduction

The companies reengineer business processes intord@prove the quality, productivity
and efficiency. When the vital parts are being geeeered, we look for new ways of
managing and controlling. The reengineering in thelity providing is a management
strategy, which is based on principles, concepdtisrales, and its essence lies in reducing the
losses, straightening the effectiveness of thegdesi processes, better communication,
information and usage of the team work.

According to Hammer and Cham$3], reengineering of the business processes means:
fundamental change in the way of thinking, radrealesign of the business processes in order
to achieve dramatic progress in the modern, medquedormances such as quality, charges
and the period of delivery.

2. Definitionsand Preliminaries

2.1. The Necessity of Reengineering of the Business Processes in
Macedonian Companies

In the competitive environment companies are ol#igi@onstantly to change their-selves and
to re-evaluate the business processes. The changgehnology and in culture are the things
that give even more pressure. The necessity ofjiee@ringcan appear in companies which

are in major crises, or feel that the crises wdl dver soon. The reengineering is used in
companies which are well situated and have a pateot development and expansion, but

also want to be in trend with the needs of the @jlomarket.

The changes mostly concdgj:

. the new way of grouping the organizational partsté);
. delegation of obligations and responsibility;

. coordination;

. communication.

The usage and the projecting of the quality systeiMacedonian companies is not a classic
quality control of the products, but meagm®ojecting and usage of the adequate standard
operative procedures (SOP), and instructions anagasof the organizational structure in
which the quality is integrated as a functig]. In order to use the TQM strategy it is
essential to redesign the organizational structure.

According to the deep analyses of the present dondof Macedonian companies, it was
found that they havgg], [7]:

. trivial care of the quality;

. insufficient attention is paid to the continuousieation;

. little investment in originality;

. a system of quality was built only in few companies

. trivial care of the employees, customers, provides the environment;
. insufficient application/usage of the statisticqess control (SPC);

. working with big charges;

. working in a team is considered as old-fashioned;
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. deficiency of macro climate for quality developmenMacedonia;

. no motivation for quality development in the comigan

. no usage of informatics technology in the produrctio

. to get a certificate for any cost;

. no strategy planning and effective managing (ugwade person does many function).

These conditions are a result from the universadllef development of the economy in our
country. There is no methodology for reengineewhghe business processes that will be
used to improve these conditigiss.

3. Methodology for Reengineering the Business Processes in Macedonian
Companies

The steps that need to be taken for realization of the reengineering of the business
processes

During the phase of projecting and implementinghaf TQM system based on the strategy
and the plan of the upper management, the reengntees projected (or the radical
redesigning of the business processes) in ordachieve integral conducting of the quality
during times of lowest working chargd$ie success of the projecting and the implementing
of the TQM system can be achieved only if the bessnprocesses are projected and realized
with optimal usage of the resources, in order thitmgbe done properly during the first try
and without defects, without time loss and for¢batentment of all customers.

1. If the upper management makes a decision for radical reengineering, then the
existing structureisbeingignored and the business processes ar e defined all over again.

With the reengineering the customer/user is abtlyarad users can be even the employees of
the company (from other departments). With the gewering we can achieve a tight
specialization of the work and a big autonomy & working.

2. Designing the or ganizational structure.

Designing the organizational structure is a jolthef strategy management. It is done as a
result of the leading activities with which the ralents and the structure of the company are
determined, the tasks are delegated, and the eleraem connected in one unit. With the
leading activities a certain balance is made betwee wanted aims and the real capacities of
the company. The division defines and integratesntimber of the parts — the organizational
units.

If we want the organizational structure to have fthection of implementation of the quality
system, it is necessary to make complete analysktodind out:

. is there an adequate connection between the orghoiml factors (the size and the
age of the organization, technically-technologicgjstem, the environment, the
property and the culture) and the organizational rgraeters (specialization,
distribution, grouping of the organizational undaad coordination)?

. is the needed consistency between the parametds ofganization structure made?

. iIs the structure based on the organizational ingfians: order, responsibility,
discipline, collaboration, motivation?

. how many documents circulate and which is theiteat?
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. which are the economical performances of the coryipan

Beside this, the following steps have to be taken:

. to reconcile the organizational structure with #pdsting acts;

. to transact all organizational changes (which aeariy done or need to be done) and
to standardize them during a shortest period. Hisb applies to the status changes;

. documents, schemes and previews should be updatetbhiously with the changes
that are made;

. to freeze some of the organizational changes, wthiée quality system is being
introduced.

If we want to describe the business process, we amssver the following questions:

. Is the given process supported with documents aadrhuch if it is?
. IS it in any interaction with other processes anduhich kind of interaction?
. how can be the made document valorized?

Describing the informational courses, we answer dgbestion[19]: Which information is
needed to continue the process and which informasienade from the process?

Describing the executive, we answer the questdno is responsible for the process, which
is described in the document?

Describing the authority, we answer the questido is responsible for the content of the
document, which are the other standards and proejiand who else is interested in the
process and in the document?

Also with the control we answer the question: which circumstances and limits is the
document applicable?

During the construction of the standard operatixec@dure (SOP) which is the base of the
quality system, it is necessary to foresee the etnn’s elements of the organizational
structure and the management on the very beginagcribing the universal conception, it
is essential to make a connection among the dmestiprocedures, working instructions and
the obligation’s matrix, and the responsibilitiaghe defined hierarcHg2].

The structure of the company, the number and tiparesion of separate management levels
influence the number of SOP and of the instructidiere are difficulties with the usage of
the quality system which appear as a result ofdifference between the structure of the
organization and the structure of the processdizedan that organizatiornhe structure and
the number of documents (SOP and instructions) Idhoesemble the true need of the
company and their actual connectioim case differences appear, it's needed to ensure
suitable instructions for their usage.

Documents and information should give an answéhéoquestions:

Who should know, what to know, why to know, wheeretaking place, when is it happening,
to whom should be the information delivered andrsfy].

The application of the separate documents of ttaitgusystem (guide-book, procedures or
instructions) depends on the business culture aatdrity of the upper management and the
employees, from the working standards and values attitude towards the quality and the
consciousness of the employees.

So, we can see that it is of essential importaaamdke preparations (before the start of the
process of introducing the quality system), whichll woncern the reducing of
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or ganizational momentum and repulse and the creation of suitable climate for accepting
the changes.

The educational program of the employeesisthefirst step towards achieved aim.

The system which provides quality, according to ititernational standards must orientate
towards the aims that are set and the businesssppity of the strategy management of the
companies. The quality system, especially the tyuafithe processes shouldn’t be built “in
the air” without deep and well-balanced attitudéhi@ basic aims of the upper management.
The competing advantages are often crucial in theeldpment and the usage of the system
for quality supply. The danger can appear whenhm gystem implementation or in any
business process, the business philosophy of tih@aies is not represented.

The decision for the quality system development banin step with the growth of the
company and with the mature conception of the T@kdm that we can conclude that it is
impossible to realize the TQM without formal systeEmquality supply{1], [10], [12].

Our practicé shows that the quality is part of the company’stjs, but mainly refers to the
formal and legalistic quality supply.

It can be concluded that the creation of SOP dutieggacceptance of the TQM strategy,
requires a lot of engagement and devotion of theagers, and the entire company needs to
help itself and to identify the problems, becalseif the managers are not engaged enough
with the TQM implementation it would result withs® of the market positions.

Each organizational unit and each employee musk tystematically and learn permanently.
Only the companies with employees that possess @f knowledge and with analysis and
diagnosis of the weak parts make a continuous irgnent in the quality of the business
processes, an enormous improvement of the effdaharreduction of the total charges.

3. In the following phase of the TQM system projecting, the key business processes and
their unitsare established.

The strategy is reduced to recognized and evergdayities, and the functional approach is
replaced with a processed approach.

Therefore, it is necessary to choose projectiormiedor each subsystem from the quality
house (internal standardization, methods and temines for non-defective working, charges
for quality, education and motivation).

Building manager teams is fulfilled through:

. implication, giving warranty and encouraging thenagers in projection of each
subsystem in the TQM system,;
. making an effective dialog with the employees andilding an effective

communication system.

The implication of the managers from tactical level is a process in which the same
managers are given warranty and are encouragetiebygper management to project the
subsystems of the TQM (internal standardizationthods and techniques for non-defective
working, charges for quality, education and motwat as well as an analysis of the quality
charges), to solve the problems and to make decistmat will suite the company’s business
politics.

In order to build effective subsystems, the uppanagement must create business climate of
cooperation and communications because every gaatijust a potential for improvements
and innovations, but also it generates new ideas.
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The plan for projection and implementation of the subsystems needs to be the simplest way
of dividing the tasks during a certain period ofi¢i and in turns, in order to complete the job
successfully and on time, and the most used tdbkisantt chart.

The projection of the TQM subsystems is a team work and in environments where the rules
of the team work are not respected, can be markathacceptable. The team mustn’'t be a
place where the individual initiatives will be haldwn or will be annexed by the leader.

At the same time the projection of the subsysteromfthe quality house must provide
certainty that the process of decision making wop& blocked by the exaggerated
individualism, exaggerated expectations, lack ekiBility and making consensus in the
viewpoint, because the modern interpretation of Ti@gM’'s value and the value of the
employee’s in achieving the aims of the total gyainanagement is: coordination between
the system and people.

4. The following phase consists of the success assessment of the projected and
implemented system after TQM (Audit).

The self-assessment as a basic approach in the usage of integral metbgy for the TQM
system is from fatal importance for its own regulasage. The self-assessment is
accomplished through many documented actions farpemison of the realized model in
regard to the planned on@&he monitoring does not concern only the quality of the
products/services, but also the adequate of the entire TQM system in realization of the
quality functions.

4. Conclusions
The benefits of the companies which will do thenggeeering are:
. Changed working units — from functional units ipi@cessed teams. Processed teams

are groups of employees that work together on oongeqt. This way of organizing
showed to be logical.

. Changed role of the employees — from controlleratxredit individuals. The
employees who work in reengineered processes arediied and emancipated.
. The preparations for working are changed — fromnimg into education. In

companies with reengineering the emphasis moves fraining in the workplace
toward the continuous education.

. The assessment parameter is changed — from assgssinghe activities to
assessment of the results.

. The value is changed — from protecting into proshkectThe reengineering request
from the employees to believe that they work fer blnyers and not for the bosses.

. The organizational structure is changed — from dnadry into flat structure. In

companies which have reengineering, the work resbround the processes and the
teams that do it.
. The upper management is changed — from gather@aimtfto true leaders.

With the application of the system for the totalljly management and with well build
informational quality system, the following bensfére achieved:
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. provided quality products/services that suit thgdnis/user’s needs;

. provided quality of the business processes, witlthwis provided a greater efficiency
for the companies;

. optimization of the business processes;

. balance between the strategy and the operativegaarent of the company;

. provided base for permanent promotion of the qualit

Companies that formally get a certificate for tl&19001 standard, without previously to
project and implement the quality system of thedpois/services, just create unnecessary
charges and legalism, do not provide the necessdwgntages of the market and of its
internal working.
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