EKOHOMHUKA EXIA Vol. 61, januar-mart 2015, Ne 1

ISSN 0350-137X, EISSN 2334-9190, UDK 338 (497,1) P. 183-192
Marija Zivanovi¢' SCIENTIFIC REVIEW ARTICLE
City Kragujevac, Kragujevac Received: November 24, 2015
Nada Zivanovi¢, PhD. ? Accepted: January 29, 2015

University ,, Union” Beograd,
Faculty for business industrial management, Belgrade

BUSINESS PROCESS IMPROVEMENT APPLICATION
OF MODERN MANAGEMENT TECHNIQUES

Abstract

Today, globally operating business world is exposed to constant change
processes. Reengineering is the driving force that helps companies, business
and manufacturing organizations to achieve success in the new millennium that
is full of challenges, risks, information explosion, Internet communications,
teleconferencing and global competition. Therefore, effective business strategy,
well-trained management personnel, financial - tech resources (IT), management
skills and the skills and flexibility (responsiveness) are essential for success in
business. Market conditions will be created by people who will decide on the
changes, plans and projects, organizational culture, new challenges to create value
that can be sold (goods and services) and how to define where consumers expect to
buy. In this paper, attention is concentrated on the three most important methods
and techniques for strategic business changes, observed through the application
re-engineering, including self-assessment, teamwork and benchmarking.
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IHOBOJBITABE ITOC/IOBHUX ITPOLUHECA IPUMEHOM
CABPEMEHHUX TEXHHUKA ITOC/IOBAIbA

AbcTpakT

Hanac, na enobannom HU6oy noci08arba, MNOCIO6HU CEEMm je U3N0NHCEH
cmannum npoyecuma npovena. Peundcersepune Kao nokpemaixa cHaza nomaice
KOMRAHUjama, NOCIOHUM U NPOU3BOOHUM OPeAHU3AYUjAMA 0a Ocmeape ycnex
V OKpyJicery Koje je NYHO U3d308d, pU3UKA, eKCniosuje uHgopmayuja Kao
u enobanmne kouxkypenyuje. Egukacne nociosne cmapezuje, 0006po o0OyueH
Menayepcku Kaoap, unancujcko - mexvonowxu pecypcu (HUT), menaypepcka
3HaRa U sewimune U @rexcuburnocm (Op3uHa peazosarba) cy HeonxXooHu 3d
yenex y nocnosarwy npedyseha. Yenose na mpoicuwmy cmeapajy myou Koju hie
00IyuUBaAMU O NPOMEHAMA, NIAHOBUMA U NPOJEKMUMA, OPSAHUZAYUOHO] KYAMYPU,
HOBUM U3A308UMA O HAYUHY KAKO 04 CMEApajy 8peoHoCcm KOjy Mocy 0d npooajy
(npouzsode u ycnyee) u Kako 0a OepuHuuLy mecmo 20e NOMmpoulayu ucme oYexyjy
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O0a xyne. Y pady ce nasxcra ycpeocpehyje na mpu eoma 3HauajHe memoode u
MexHuKe 3a cmpamecujcke npomeHe NOCi08arbd, NOCMAMPAHO KPO3 NPUMEHY
peundicerepuned, U mo: camooyernusarse, MUMCKU pao u 6enymMapKume.

Kwyune peuu: nociosnu npoyecu, peungicerbepune, OeHUMapKune, mumcKu pao

Introduction

Strategic orientation of management for continuously improving the quality of
business should be focused on improving the characteristics of existing manufacturing
and business processes, and with as little investment funds, than would be the case
for investing in the development of a completely new system. Application of modern
technology can contribute to the management to operate more efficiently and better.
When defining re-engineering in the world and our happiness are a number of definitions.
It can be said that: Reengineering is a fundamental consideration and radical redesign
of manufacturing systems, business processes, work and organization, taking ‘dramatic’
improvement of business performance in measuring critical points such as price, quality,
service, speed. It is now widely accepted synonym for a new technological revolution
that is taking place under the influence of information technology, focused on the
transformation of the existing production.

The main objective of re-engineering the production and business management
systems to reduce the cost of production, products, services, improve quality, increase
the range and volume of production, increase business efficiency, increase speed of
operation, accuracy, increase competitiveness and so on. This is achieved through
the management first perform a partial improvement and rationalization of existing
technologies and technological processes. If you do not ensure satisfactorily and
expected results, introducing new technologies, and if these new technologies do not
contribute sufficiently to improving the market position of the production system,
access to fundamental, radical, even ‘dramatic’ changes and the implementation and
development of the re-engineering of production and business processes. In doing so, we
should not only rely on own resources but should also count on additional investment.
If the analysis shows that the need to access the application of this technique, it should
be implemented vigorously, comprehensively and without fear, because then the
results would be adequate to the organization in which he carried out, i.e. the internal
environment, and for its external - the external environment (customers, shareholders,
business partners and other stakeholders).

It is important to warn you that the management in an effort to make the
implementation of these techniques in the existing manufacturing and business systems
should be required to examine the current and future productivity, expressed in commodity
and value-form, before making any decision.

From the aspect of improving the quality of management, industrial companies
and meeting strategic objectives with the strategic intent to the selection of such changes,
new techniques help to the benefit of the success of management, think beyond.

Strategy business self-assessment

Self-assessment (self-assessment) is the process that organizations should
implement in order to determine its position on the market or assessment or determine
the significance, importance and value of their own organization. This technique is
successful if it is implemented in terms of training of personnel, their impartiality and
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the criteria that will be applied. Therefore, it is necessary to have experts, who will be
constantly trained, compare their criteria with other colleagues in the industry, which
will create and implement their questionnaires and others.

The world today has developed questionnaires at the national level, according to
certain schemes. The results and evaluation are the starting point for taking corrective
and preventive actions by management. (Zaki¢, 2009) The some companies require
their organizational units to conduct a self-assessment on an annual basis according
to standardized internal documents and models (procedures and established eligibility
criteria). As a rule, self-assessment provides for the functions of leadership, strategic
planning, refer to the customer wusers, human resources, process management,
management of technology, environmental management, information management and
business results achieved as a significant category in reward quality. Consequently, we
cansay that: (Loveday, 1998, p. 64-66).

*  Self-assessment is an important tool to measure and evaluate business
performance across the company in relation to a number of criteria to be
met when applying for quality awards (Japanese, American, European or our
Award ‘Oskar quality’) and,

e Self-assessment is used for verification, which means teams limit the
feasibility of the desired results of operations for process improvement.
These checks companies use as the basis for comprehensive and effective
comparisons within the benchmarks and as the basis for improving the
performance of the business process.

If a company wants to set itself apart by its high-quality products and services in
today’s competitive market, it must be able to set goals to improve and to measure their
progress. People have a certain fear of the implementation process of self-assessment,
but all you have to do it is to make a simple plan of action that sets small realistic goals
within the domain of critical success factors, defined from top to bottom of the ladder.
This may include in addition to the goals of staff development and improvement of work
processes. Measuring their own progress shows how well you perform set tasks and
goals. (Carr, 1995) Based on the international experience it is believed that companies
need to shift from an annual assessment of the structure that makes possible continuous
measurement of its own progress. Problem applying techniques of self-assessment is in
setting goals and in measuring. Goals should be simple, easy to understand and interesting
enough for people to which they relate in order to force them to take action to meet this
objective. Self-assessment will help people to understand the spirit of policy changes
in the business organization. Knowledge of strategies and objectives as the basis of the
corporate will help to set targets, new techniques and the quality of business processes,
to explain the vision of the organization and what it is that top management wants to
achieve. Teams and individuals need that provided the opportunities to developing own
goals and to measure own progress. Practice and science have shown that short-term
goals can quickly lead to success and to motivate people to set new challenging goals
for future self-assessment. On a business example of a company that had mapped out
a strategic goal, says that top management had: high awareness of quality processes to
be redesigned and goals-oriented customers. (Babcock, 2010) The next step was related
to the transfer of these objectives at lower levels, and teams should participate in the
research and knowledge: who are the customers, which way to establish communication
with customers, how to get feedback and how to measure customer satisfaction achieved.
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Benchmarking process

Benchmarking is a technique applied to modeling and improving business processes
in developed companies in the world that can bring high business results in the application
of technology re-engineering of business processes, which are now also very widely used in
practice in order to improve productivity and achieve competitive advantage. It starts from
the fact that the re-engineering of production or business begins by establishing a model of
the real world and that in these cases one of the possible ways to improve the operations
that are going to become familiar with ‘best practice’ that exists in a particular activity at
that time. The key role of this technique in the re-engineering is to enable the company to
come up with creative solutions to redesign their processes and to achieve a high quality
improvement of its processes and quality performance of products and services.

Benchmarking means the process by which we measure their results with others
and learn from others, usually direct competitors. Ranges with comparing the strategies
of competitors with their own strategy, continues comparing the most important business
processes, products, technical solutions and features competitors with their own solutions
and functions in order to come to know the actual gaps and evaluate opportunities to
become better than others. (Li¢ina, 2012, p. 196)

Of particular importance for companies to constantly adjust the goals, activities
and organization changes that occur at the customer. This process of adaptation can be
achieved by continuous comparison of products; services and concrete practice their own
companies with the strongest competitor, or with companies that are considered leaders
in this type of activity, the use of relative measures. (Doumeingts, 1997)

Benchmarking or improvement comparing represents managerial tool that
serves to define the changes accomplished goals. Represents a continuous assessment
of business objectives and comparisons with ‘best in class’ or realized and accepted
standard, based on measurable characteristics. It aimed at maintaining or establishing a
competitive advantage. The main aims of the application in companies that are based on
the experiences of leaders set reference points and then use them to achieve the same or
better performance.

Benchmarking method applies to a large extent modern management, because of its
simplicity and the characteristic of positive characteristics. Advantages of benchmarking
are collecting strategic, managerial, and organizational and other so-called ‘hard’ data
that can be compared, and whose data comes from real life, that is, the practice of the best
companies in industry. (Deming, 1993).

Management is particularly important task before implementing the decision on
the application re-engineering using the method of benchmarking to understand the
essence of the technique. In fact, you should know that the benchmarking technique
is reflected in the activities of defining, analyzing and measuring their own processes.
This method can reveal problems and weaknesses in their own organization. Practice
shows that benchmarking should be seen as the final step is taken only when companies
implement all the necessary changes and improvements and execute when measuring the
results achieved by introducing these improvements. The realized value of the process
depends on the results of work teams. Each task force is focused on business process.
Benchmarking and teams are techniques that need to be jointly used to improve the
performance of the business process and the entire organization.

Key phases of the benchmarking process are:

1. Detailed analysis of the business process;

2. Measuring the adequacy of carrying out this process in their own

organization;
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3. Compare the ways in which this technique is implemented and the
achieved level of its implementation in relation to its competitors, that is,
companies with the best pragmatic experiences within their own company
or companies ‘world-class’;

4. Improving your own processes and business performance to the level of
‘world-class’.

Benchmarking procedure includes the following steps:

*  Systematization objectives of benchmarking;

* Identification of relevant facilities to be improved in accordance with the
standard;

*  Applicability of the current practice of benchmarking;

* Finding typical, illustrated examples that will serve as a standard for
comparison;

+  Examine potential problems and future research directions.

Experiences of developed companies indicated that the paradox in benchmarking
lies in the fact that it is difficult to become ‘the best’ by copying others, also the best
business entity. In fact, just copy the best practices of other companies is not enough. It
is necessary to fully understand the process of its own, in order to create safety in terms
of which one of them will reach the limit so important. If this is not understood correctly,
all of the implementation of reengineering efforts may be in vain. A key step in achieving
a successful outcome is to determine: What business processes should be comparable
benchmarking? (Dragomanovi¢,1998). The first step is to create a ‘process model’ of
business, that show what the organization does and how it looks. When the processes
of study and accept the impression that the organization does two things: Creates and
develops something that makes and sells; and makes and sells something that is created
and developed. When an organization makes a model of the process and understand how
the processes are in operation, can initiate simplification and elimination of redundancies
(engineering business processes). (Janicijevié¢, 2008).

However, the management of the operation is required the ability to allocate
priorities i.e. key processes for competitiveness. Another priority of the process model
is to determine the process owner, or the owner of a set of benchmarks benchmarking,
which will be responsible for their implementation.

What process should be benchmarked

When you define the model and introduce business processes, organizations
need to find the most convenient way to choose where to start the implementation of
benchmarking as an important technique in business process reengineering. Therefore,
it is necessary to create a clear picture of the business objectives and understand the
market in which the company is located, in terms of customer demands and competitive
pressures. The best starting point for this is to define for each product or service that
you offer the customer the criteria for qualifying orders and receiving orders that are
quickly becoming industry standards. However, that company got the job, i.c. satisfy the
customer needs to create a diversity that the buyer will be seen as an additional expense,
over those offered by the competition. (Klarin, 1996) It is the criterion of obtaining
orders for business, which are in fact the performance of the company must achieve in
a market.
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It is important to add another aspect of this model. The fact is that over time,
changing customer expectations and competitive opportunities, and what today brings
business can become a qualification for tomorrow or today’s model criteria receiving
the order will become tomorrow’s qualifying orders. In addition to these requirements
should be included so ‘critical success factors’ relating to the organization internally to
the organization meet the external needs in focus. The key success factor is the need
for an environment that encourages innovation and the need  for effective teamwork.
(Zivanovic, N., Zivanovic, V., Todorova, & D., Zivanovic, M. (2013).

The most successful performance benchmarking is when companies can see what
they do in a whole new light and use the results to identify the source of benchmarking.
Sources occur through developing a clear picture of the business as a set of processes
that enable the actual activities that can increase competitiveness or to expose the main
causes of the lack of competitiveness.

As defined processes for benchmarking helps to achieve competitive advantage,
is a question that needs an answer to that company’s management. On the basis of
efficiency in modeling, business processes are increasing efficiency benchmarking.
In fact, the efficiency can be achieved so that the established critical factors and
associated processes contribute to the definition of performance that connects business
goals within the organization. Regulated processes can be measured, which allows all
parts of the enterprise to measure their own performance against the objectives of the
business performance. Effective measures contribute to monitoring the development of
improvement activities within the company at any time in relation to the needs of business
in a reasonable manner, and not in relation to what individual departments may wish. An
example of an industrial company illustrates how processes help identify benchmarking?
According to the data, the company is having difficulty in the redistribution of daily
operations at the plant. The initial step in solving emerging problems was to study the
best practices to control plant and systems deployment. After the modeling process, it
was determined that the problem lies in the management order.

When they get orders from customers to production, which normally delayed by
two to three weeks, it meant that everything will have to be redeployed to the more
shortened deadlines. Practice shows that the competitive advantage of innovative
technology driven processes much more difficult to copy than the one driven by the
product, especially when it is to be achieved for the first time in the company, which
would later use the other.

Main features benchmarking in process reengineering

In the business world, our companies need to know a few important characteristics
in comparison with the best in the market, namely: (Khan, 2004).

1) For the application of benchmarking as an important technique to improve
processes and overall organizational performance in the market it is important to
question the type of benchmarking. It is considered in two cases: First, consider the
internal benchmarking to be carried out within the company. Analyzed similar trends
work in different departments (regions), and therefore their values are compared with
each other. Advantages of this type are:

* Rapid rise and the organization’s performance,

< Efficient collection of information and the number of data,

* Application in medium and large companies, sometimes in small businesses.

Second, consider the benchmarking relating to competition in the industry: The
point is to identify and compare the strong and weak points of direct competition. This
strategy differs from the classical analysis of competition. The advantages are:
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¢ Manufacturing and business processes that are compared directly which
facilitates fast transfer,
*  Clear own position against the competition.

Bench marketing how it’s done

Way as to ensure the successful implementation of benchmarking in the
implementation and development of reengineering is as follows:
1. The objectives in doing so, we have in mind:

* Net position in the market. The key question is: What effect enterprise
customers the highest prices? Is it necessary and is it possible to compare
the production? The key question is: Where are our problems? Where
deficits arise?

*  Performgoals. Forexample,shortendeliverytime. Developalistofpriorities.
Establish Benchmarking procedure: define what we want to subject
benchmarking (procedure, process, product, strategy). Define how to
most effectively implement benchmarking (internally, in relation to
the competition, functional) and establish benchmarking, project team
assigned responsibilities and tasks.

2. Implemented internal analysis

»  Conducts analysis to set benchmarks in the areas of internal and production
processes. Defines who is doing what, how, and why, at what time and
with what results?

*  Defines the market to which it refers benchmarking. Define the measured
variables (egg. Determining production costs per unit, share of F & E (cost
of sales, reclamation and quota stocks on hand).

*  Develop a catalog of questions that serve as a basis for comparison with
the benchmarking partner.

3. Implemented comparison

e Choosing the right partner. Define which companies in the industry that
have the desired competence? Determine whether you can get under the
circumstances the anonymous data from those companies that are the best
in practice?

*  Developed a catalog of questions compared with the benchmarking partner.

*  Data benchmarking partners realize preferably as pre-testing.

*  Compare these data with the data from our company. Analyze the causes of
declining results. Determine whether you can exclude measurement errors.
Determine whether the processes that are being compared are identical.
Determine whether there is a real deficit own power. (Zivanovi¢, N., &
Luki¢, S. 2009, p. 142).

4. Measures to improve. Measures to improve it are necessary to determine
the specific deficit of power, the goals of their own company and determine priorities
necessary:

e Make plan of action, what you need, what you can and assess the situation
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according to the introduced changes? (It is important to know that when
you do not need to copy the best practical methods of benchmark partners,
but should be optimized and do not carry the product has passed the target).
*  Identify the tasks and responsibilities: who, what and when to do it?
*  Define boundaries to time quickly noticed success in trade.

5. Transfer and control of benchmarking Re-examine the application of measures
to determine:
e Are the boundaries established and whether they meet the goals?
*  Isthe increased success?
e Are the improvements cost?
e Furthermore, introduce further measures related to the development and
qualification.

After the implementation of measures to improve the techniques in the context of
benchmarking (comparing to the market), the results should once again compare with a
partner. In doing so, to determine:

*  Can the results really transferred, i.e. ‘Transferred’ to the business partner
with whom the comparisons?

*  Subject to further work needs to initiate a new benchmarking project
with a new partner.

*  Plan long term goal: It means continuous improvement process with the
help of benchmarking.

The Importance of Teams in Process Reengineering

Teams are the driving force in the business of any organization. To improve
any process or operation in this technique, it is necessary to include a team of experts
of different professional. For high efficiency of the team, it is essential that the team
is motivated, trained, and that his clear goal, that is creative and innovative and has
provided funds for the work. Capable team may lead the company to a high position of
competitiveness (Aston,1998, p. 62-65). The meaning of the teams is the participation
of employees in achieving continuous process improvement process re-engineering,
in order to achieve organizational efficiency. Teamwork is the means by which the
company becomes better in the market, achieves faster customer requirements and
implements secure business applications. That is exactly what the competition wants to
reach. (Collins, 1994).

The Role of Team in the Implementation
process Reengineering

Given the fact that success in business enterprise creates the principle of teamwork
and proper cooperation of employees who encourage and accelerate the achievement of
that success, every manager knows that after the missions and goals of the business, you
need to determine and evaluate the level of cooperation and teamwork in a group. This
is necessary to achieve the desired results and the plan set. If people are not working
together to solve tasks, especially for complex structures activities reengineering

190 EKOHOMUKA EXA1



©JlpywtBo ekoHomucra “Exonomuka” Hun http://www.ekonomika.org.rs

process, it may appear different problems that lead to the problem of achieving success in
carrying out tasks of individuals. (Towers, S. 1996.) This leads to poor communication,
inefficient labor, poor customer service, increased operating costs, low productivity, poor
quality products and services, and poor overall performance of the company. Teamwork
is a type of group work in which members have their clear responsibilities, scope of work
and responsibilities, agreed by working with other team members and contributing to the
achievement of set objectives.

How to Remove Bad Factors that Hinder Teamwork
in the Reengineering

The task manager is to remove all obstacles that stand in the way of success, and
which in practice occur due to:
1. Lack of common goals of teamwork and cooperation;
2. Created conflict among people of different opinions about the process of re-
engineering;
3. Unsolved problems in achieving success;
4.  Unclear roles of employees and their duties and responsibilities;
5. Individual plans, conflicts and struggles for prestige, and competition among
employees;
Unequal reward for the success of individuals;
Dissolution of good communication;
Bad planning;
Lack of desire and mood for giving initiatives for teamwork;
0 Lack of resources needed for the success of the team and others.

SweNo

Conclusion

Industrial companies today, at home and abroad, are largely dependent on foreign
knowledge and pragmatic application of the doctrine of know-how. Development and
application of modern techniques, methods and technologies that increase market share
and product quality, it is imperative to today’s management. For the implementation of
the above methods are needed to improve the business strategic management decisions.
These methods of self-assessment, teamwork and benchmarking with the application
process reengineering, enabling the planning and implementation of strategies to improve
the operation of industrial enterprises. The implementation of these methods contribute
to: improving the quality of business processes, achieving the necessary bandwidth
of continuous improvement, efficiency and economy of operations and continuous
monitoring of the work of the best companies in the class. This makes it possible to
incorporate a wide range of modern knowledge which is constructed a large number of
optimal solutions as the essence of strategic intentions, choices and target companies.
Management by efficiently creating the space needed to quickly and efficiently penetrate
with its strategy of producing products on the market and thus create a brand as a basis
for competition. Reengineering is an effective technique in recent years has been rising
and implemented in a large number of modern industrial enterprises. The strategic
objective of this technique should be a priority management, in order to quickly generate
their planning and strategic solutions.
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Generating the best knowledge planners, designers, and strategic management
through modern solutions, increases the level of flexibility, achieves greater motivation
of employees and implement a continuous monitoring of performance achieved self-
assessment. Modern business, economic conditions incorporated in the factors of product
quality and service, are placed in the foreground. That said, it’s basically all companies,
it is important to achieve the goal of such a way to achieve efficiency. Accordance with
the functional and performance benchmarking applied in practice companies, within the
context of modern business, both evolutionary and internal benchmarking exercise to
determine the level of the key parameters of benchmarking as a development and modern
business processes.
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