Engaging top management - the role of executive leadership in business process reengineering 

Excerpt from Prosci's benchmarking report with 248 companies on Business Process Reengineering 
Most important contributions from top managers

Overall, teams that had top-management support and that were driven from the top-down were more likely to meet or exceed their project objectives. 248 companies participated in the study, and participants cited the following most-important contributions from top managers:

1. Demonstrate commitment and support for the project. 

Be a visible and active sponsor; participate in key project activities. 

Review project status frequently and monitor progress. 

Reinforce the reason for change continually throughout the organization; communicate expected outcomes. 

Ensure speedy reviews at key decision points in the process. 

Let managers and employees know what will be expected from them during this process. 

2. Provide the needed resources to the team. 

Assign staff full-time where possible. 

Provide the required space and equipment for the team. 

3. Set the stage for reengineering by determining core business processes and by defining the project scope and objectives. 

4. Provide adequate funding. 

Enable the team to attend reengineering and change management training. 

Allow for travel for benchmarking and research. 

Contract with external experts and consultants when necessary. 

5. Be a risk taker by challenging existing assumptions and processes. Set new standards and encourage others to be open to innovative approaches. 

"They [senior managers] were open-minded and required it of their staffs."
 

Level of sponsor support
An overwhelming majority of teams had senior managers or executive-level managers as their project sponsors, and most teams rated sponsor effectiveness as very good or excellent (see Figures 1 and 2).

 


Figure 1 - Management level of sponsor
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Figure 2 - Teams' assessment of top-management support

Consistent with the findings from the 1997 study, more than 90% of teams viewed top-management support as critical or very critical to the success of the project (see Figure 3).
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Figure 3 - Importance of top-management support for project success

 

 

The top-10 mistakes made by senior managers and executive-level sponsors

The biggest mistakes made by senior managers or executive sponsors as listed by project teams were: 

Failed to provide visible support, to role-model changes, and to reinforce the change with other managers.

Did not take time to understand current business processes and how business process reengineering works.

Delayed decision-making, which led to low morale and slowed project progress.

Were not directly involved with the project and were not actively engaged with the team.

Failed to manage the change effectively within the organization and to anticipate the impact of reengineering on employees.

Underestimated the time and resources needed for reengineering or redirected resources away from the project.

Abdicated ownership of the project to another manager.

Failed to communicate the business reasons for the change and the expected outcome to employees and other managers.

Changed the project direction mid-stream.

Did not set clear boundaries and objectives for the project.

