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1 Introduction

We have a lot of results about participatdasign and

gating how companies organize projects itdroduce
workflow managemensystemsand how they involve
their employees. During the case studies we tookrdlee

also an extensive discussion about how to conduct a conof consultants whdad tosummarize thelifferent modes

tinuous improvement of businepsocessesvith the help
of workflow managemergystems.However, the synthe-
sis of bothperspectives idacking. In the following we
make some suggestions on how to overcohie gap.
The necessity of participation in tleourse ofbusiness
process improvement iwidely acknowledgedbut with
differentintentions. Themanagement hagcognizedthat

and experience and to support the information transfer.
2 A Framework

From theperspective of evolutionary life cycles we
can construct a workflow lifeycle which starts with the
gathering of data. In the next step tiea is used to mo-

they need to explore the knowledge and experience of theirdel, analyzeand improve the business process. Then a

staff. Employeesnd their representativesry to prevent
negativeconsequences afationalizationand expect their
working conditions to be improve@€aused bythese di-
verging interests we have a variety of modadways of
how participation is practiced. Therefore we trydascribe
a frameworkexplaining whichmode of participation is
sensible orcrucial for which phase ithe course of con-
tinuous business process improvement.

Our method is to contrast the literature Barticipa-
tory Design (CACM 93) with the publications on busi-
ness process reengineering (e.g. Hammer et al.w&#k-
flow managemente.g. Swenson et. al. 9ahd continu-
ous improvement with evolutionary lifeycles (James
89). Furthermore we have made thoasestudies investi-
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Figure 1. The life cycle of participatory business im-

provement

workflow management system &elected and configured
to support themproved version othe business process.
Afterwardsthe system isused andexperience ismade
which helps to investigate theeak points. With this
investigation the cycligprocess of continuousnprove-
ment starts again. Similarly thenicipatory desigr{and
introduction) of software systemdifferentiates between
phases of requirements engineering, software development
(firstly, of prototypes)and testing. During thephase of
prototyping the users try to fix their expectations with the
aim of beingpreparedor the testing. While testing the
system, the users develop nesquirementsaindthe cycle
starts again. Fig. 1 combines these two perspectives.

The boxes of fig. lrepresentthe different phases.
Boxes with shadows contain more detddsefigs. 2 and
3). Every phase shown ifigs. 1, 2,and 3can be com-
binedwith a set of documents. Wean differentiate be-
tween thredypes of documentglocuments whichrepre-
sent information about how participation agganized and
the whole project isnanagedsuch as how decisions are
made, how the exchange of informationoiganized, who
is involved with which rightsdutiesandresponsibilities,
what happens when conflicteccur and which resources
are available. Theecondtype of document represents the
methods andesults which areelated to each phase, for
example, the method of hodata andrequirements are
gatheredthe method of modelingnd the models of the
business process, the documentation ofstflected work-
flow managemensystem, thenethodandcontent of the
education and training of the staff, thi&t of weakpoints
and — most important — the agreements which are the out-
come of participation. The third type dbcuments is
related to the effects of the business process improvement
and to the interests of ttaffectedemployeesTherefore it
contains information about ergonomical aspects (such as
workload and mssibilities for free decisionsand flexibil-
ity), privacy aspects, cognitive requiremenisie needed
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pertask, costs, communicativand so-
cial relations, etc. Thislocumentation
of the potentialeffects is an important
basis for thedecision making of the
participants.

The whole cyclic process stamsth
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the project’s establishment. As figure

shows, this guarantees early informatiomn
about visions, ideas, concepts and plans.
This kind of information is verydeci-

sive because it provides the context for furthiéects of a
concrete project and makes theinterdependenciesvith
other projects comprehensible. In tteurse of establish-
ing the project, the critical succesgtors should béden-
tified and the conditions ahe projecthave to be negoti-

Figure 2: Details of project-establishment

ity.

ated (see Kensing et. al. 96). We suggest thah¢igetia-

tion should beused tomake the potential benefits and
disadvantagedor the involved parties comprehensible.
Thus, diverging interestscan become appareind the
project’'s organization can bgpecified in away which
avoids this divergence evolving into serious conflicts.

Furthermore, the project’'s establishme
also contains théetermination of theproj-
ect organization, like initial planning of the
projectandthe preparation ofthe participa-
tion process. The project organization can
refined, if necessary, before a particulg
phase starts. The plannirand preparation
includesthe initial specifiation of most of
the documents asdescribed above. One
shouldfind agreements concernirtge cru-
cial aspects of participation, fozxample:
how to solve conflictend who takes part.
The main purpose of participation is bal-
ancediverging interests. If suchdivergence
did not exist, participationwould not be
necessary. Therefore it important toiden-
tify the interests involved asarly and con-
tinuously as possible toavoid conflicts
which might causeextensive costs if they
are detected too late. Other measures to av
conflicts can also be taken into aount:
The sizeandstructure of the teams aom-
mittees should be chosen in a wa#nich
allows them peer-to-peernegotiation and
social sensitivity;furthermore, mediators or|
moderators can be introduced swmpport a
group to solve conflict§Okamuraet. al.,
94). Conflicts which cannot bsolved are
mostly passed on to aigher level in the
hierarchical structure of an organizatio
(Wicke 92, p. 207). Usually, groupend to
avoid this manner of delegating a decisio
This tendency can be facilitated by person
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relationships between the members of a
group. The more voluntarily peopleake
part in the participatory process, theore
willing they are to find a consensus

(Mambreyet.al. 86, p. 72). Apparently, tharganization
of participation has to badaptable duringhe phases of
business process improvement (see figd)rebut thebal-
ance ofinterests should not hestricted bythis flexibil-

After the project’'s establishment, the gathering of in-
formation starts and is followed by the phaseaoélyzing
and improving the business procesEhese phases are
distinguished as shown in figure 3. The organization of
participation during analysis and improvement is adaptable

as expressed bthe parallel boxnamed
coordination of the participatory process.
That means that the participargisould
have the possibility tanfluence the par-
ticipatory processand to negotiate the
circumstances of participation (like re-
sources, modes of participation etc.).
Beforethe new organizationatructures
are appliedand supported by a workflow
managementsystem, one mustheck
whetherall measures are in compliance
with the agreements being a result of the
participatory process. Therefore the
documentsdescribedabove have to be
completed during the two parallel phases.
The responsibility for this inspection and
for the coordination ofthe participatory
process should lie in the hands dftaer-
ing committee in which the members of
all involved parties areepresented. Par-
ticipants who mainlyhave tocarry out
tasks as part of the businepsocesses
are not as responsibfer the strategic
decisions of a company as thegpresen-
tatives are. While“normal” employees
can concernthemselves mainly with
their job conditions, the members of the
steering committee have to focus on the
success of the whole company. The
members of this committee shoulepre-
sent thedifferentinterests beingelevant
for the whole project. The extent of
responsibility participantdiave in the
course ofbusiness process improvement
should be tailored inaccordance with

Figure 3: Details of analysistheir organizational position. To support

processes

and improvement of business a continuous process of improvement,

the employees involved in the new or-



ganizational structures should document and visualize their

gained experience to providee basis for a newycle.
This newcycle can become necessary thg detection of
weak points or by considering of informatioconcerning
the situation of a company.

3 Modes of participation

One candifferentiate between waariety of methods of
how participationcan be organized. There adifferent
ways through which the work counahd (or) the staff
can be informedsuch as meetings of the wholeork-
force, newsletters fronthe company, presentations for
selectedrepresentatives othe staff, company meets an-
other companywherethe plamed measures hawaready
been brought into reality) and direct talks wittanagers.
In these cases, employem® more or less passiv®ther
methods providenore possibilitiesfor employees to ac-
tively influence thebusiness process improvemestich
as consultation withiepresentatives, hearings, opportuni-
ties to make proposals, workshops, usageexternal
know how toelaboratethe proposals. The highest influ-

ence becomes possible if the work council has the right of

co-determination. This rightan beguaranteed byaw, as
is thecase inGermany, if the decisionsoncern an elec-
tronically supportedmonitoring of employees or é&r-
reaching organizational change. These conditionsfiudre
filled if businessprocessesre improved and workflow
managemensystems aréntroduced. Therefore, unsolved
conflicts can lead to awkward legal consequencesyviid
them, the management of a compangstly attempts to
find a consensus with the work council.

It is sensible tcanalyze each ofhe phaseslescribed

above under the question which modes of participation are
appropriate and what is the content of the participation. In
the most phases it is not sufficient to only inform the

employees, for example, when timproved concept is
underconstruction. They shoultlave anopportunity to

4 Conclusion

Participatory continuous improvement of business
processesvith workflow managemensystemsrequires
very complex organizational structures. The organizing of
participation and the changing of busingsscesses can
both be considered as organizational processes themselves
which have to beoordinatedFurthermore, at leashree
differentinformation spaces have to be integrateicu-
mentsrepresenting the organizational structuresthods
and results of the phases of business prodegwove-
ment, and the documentation of theequirements which
have to be fulfilled bythe improvement. It is an impor-
tant task of the project management to maintainctire-
prehensibility of these complex structures — especially for
the work force. We suggest that software based methods of
modeling andvisualization (such abypermedia tools) be
employed to makell the relevant perspectivesompre-
hensible. It is achallenge for future research tevelop
these kinds of tools which support the integration of the
three different information spaces outlined above.
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