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Introduction  
In Italy the Region plays an extremely significant role in socio-economic development and because of its characteristic management it fully merits the considerable attention devoted to it by both the academic world and the world of consultancy.
However, evaluating public administration activity is a problematic operation from a methodological and operational point of view, with regard to both the efficiency of operations carried out and the effectiveness of the results obtained.
The case of the Region, in which the institutional authority to adopt functions of government policy, planning and control is located, generates an higher level of complexity.
On the one hand, this complexity has hinged on the lack of attention devoted to assessment of performance and, on the other hand, on the limited foresight regarding processes applied to the workings of public administration.
Furthermore, intermediate enterprises do not generally provide services for the final consumer and the effectiveness of public policies, of which they are the promoters, is mediated by the intervention of a great number of subjects, both public and private.
In view of the interlocutors’ expectations with regard to the Regional authorities, the latter also need to avail themselves of  methods and tools in order to obtain systematic feedback regarding the activities carried out.
This research project aims to verify how combining the Business Process Reengineering technique (BPR) and the System Dynamics (SD) methodology applied to the specific context of relations between the Sicilian Region and its municipalities, can highlight the critical points and bottlenecks in these contexts and suggest possible scenarios for improvement.
Since an understanding of the problems relative to this issue is closely linked to themes regarding the public administration, the first chapter will present the aims and the research approach of the thesis in the light of peculiarities of the Region, making explicit the relevance of the investigate phenomena  outlining the research questions and the methodology used.
The second chapter will cover the analysis of the literature; it will conduct through the two lines of research regarding the instruments that, over the course of the thesis, are proposed as support tools for improving actual performance thus the Business Process Reengineering technique and the System Dynamics methodology. The third chapter will be oriented to introduce the case study carried out in the Department of “Beni culturali”(Cultural Heritage). The results of the case study  were drawn from interviews carried out with those responsible  for the funds delivery process to municipalities. Furthermore, this service was mapped out in accordance with the approach of the BPR technique, which helped to spotlight the critical points regarding the single processes; after that, the use of System Dynamics models allowed to test the hypothesis and to formulate alternatives scenarios.
Based on the empirical analysis conducted in the department of “Beni Culturali e dell’Identità Siciliana” main findings are provided.
Chapter 1
The aims and the research approach of the thesis
1. The domain of the research

The following research project has an exploratory nature and it aims to examine the ways in which a Region provides given services to the local municipalities, identifying difficulties and  possible scenarios for overcoming such lacks.
The specific feature of this research aims to identify methodologies, tools and conceptual models to foster both internal co-ordination among activities carried out by the Sicilian Regional authority’s various departments, and external co-ordination between the Region’s activities and those of the municipalities.
The basic hypothesis is that inter-departmental level co-ordination in the Region (i.e. the Regional public administration) is an indispensable condition for achieving a satisfactory level of service.
The Region, as a public body, has to meet the expectations of its own economic subjects, i.e. its “clients” (citizens, enterprises, non-profit organisations).
Only through a close and continuous monitoring of the external context,  the Region can formulate and eventually reinterpret its own mission;  to achieve this goal, the Region return to the European Union to acquire the necessary resources, and the latter, on the other hand, precisely through their power of co-ordination and planning of the whole system, it tend to foster local autonomy. 
The following figure
 shows the system of relations between the  Region and the external context: 









Fig. 1 Relations between the  “Region” and the external context.
Defining the mission takes on a particular importance for the definition of the strategy of a public corporation; the relations with the external context and the relevance of institutional role need to take into account the distinction between the concept of public “function” and the concept of “service” (understood as the realisation of specific tasks).
This distinction implies that a deterministic approach (induced by a bureaucratic/formal vision of its activity) can be replaced and the clients expectations, in terms of homogeneous needs to be satisfied, can then be considered in terms of the impact of the services supplied
.
Therefore, if the external context and the institutional role are interpreted as guide-lines for the satisfaction of the requirements and needs , and not only for specific duties and services , the space for a strategic choice grows larger.
 If the administrative activities of the Region are analyzed with regard to the socio-economic context, the ability to create stable and lasting value over time depends on the delivery of services aiming at properly coordinate local authorities within the Region itself; in particular, the relation between the Region and the local authorities is critical for long-term success of such economic institute.
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1. the

In the Italian system, the public administration carries out a very important role in both the life of the citizen and in the activities of the various enterprises. Therefore, ensuring effectiveness in administrative relations helps to bring about a reduction in relative expenses, with resulting benefits, also in terms of development for the country as a whole.
Moreover, the public administration is the principal driving force for social policy, so an ineffective functioning of the administrative apparatus might have repercussions, above all, for sectors of the population with a greater need of active intervention on the part of the administration. On the other hand, with regard to enterprises, simplifying relations with administrations and rendering them more effective, entails, above all, reducing costs linked to activities of the administration’s operational life-cycle, in terms of development and competitiveness. Examples of some of the most relevant administrative activities are requests for financing and registrations. 
In order to achieve an effective administration of services, a qualifying factor for success is  the efficiency and effectiveness of supplying services, with the consequent adoption of processes and instruments for strategic assessment that consent a constant upgrading of the services provided to the consumer.
There are various difficulties involved in mapping out on a wide-scale the services provided by public administrations, i.e. the recognition of the public services provided and their association with the public body or bodies being supplied. The basic aspect of the whole question is the definition of the juridical notion of public service, which is still rather vague in legislation, as well as in doctrine and jurisprudence.
Since the 1990s the Legislator, jurists and judges have proposed various juridical definitions for public service; the reasons for the numerous changes of perspective can be traced to phenomena of a general nature, all affecting the evolution of our juridical system.

The reconstructive problem can be expressed in the following terms: “public services” need to be individuated among all the activities launched by public administrations. This problem is a practical problem and not merely one of classification.
In brief, a public service activity is different from other activities launched by administrations that are not public services, in that it has a specific system of supplying and specific rules regarding the protection of the consumer/beneficiary being supplied. Above all, with regard to the juridical regulations of supply, activities that constitute a public service can be provided in conformity with the principles of adaptation, continuity and equality in supplying
. Whereas the issue might seem clear on the theoretical level, its solution on the practical administration level is very complex.
Apart from cases where the Legislator expressly attributes a juridical nature of public service to a determined administrative activity, in the remaining hypotheses the only univocal definition that enables one to deduce the juridical nature of an activity’s public service seems to be reserved for the Italian penal code.

All administrative activity can be sub-divided into three collectives: public functions, public services and, as a substantially residual category, cases “of carrying out simple, ordinary duties and merely material jobs” (art. 358 c.c.). 
Since the 1930s, unfortunately, the system has been expecting a norm regarding administration that might define in an univocal manner, if not the list of activities considered to be public services, then at least the principles on the basis of which an activity can be deemed to be a public service. From this it can be seen that it is extremely complicated to try to define which are public services and, therefore, which are the activities that public administrations should provide in conformity with the principles of adaptation, continuity and equality.
Whereas the code definitions are clear enough with regard to classification, they do not manage to take on board the present complexity of the phenomenon, especially in relation to adopting technologically innovative ways of supplying.
Although there has been no expressly resolute norm regarding this issue, in the last few years the instances of administrative reform have led to normative output (as well as in literature) that has extended the number of public service activities (usually “to the detriment” of the totality of activities as laid down in the Italian penal code). 
This has partly produced, and ought to continue to produce and guarantee, an extension of the principles of adaptation, continuity and equality to entire sectors of activity as provided by public administrations. In some cases the Legislator has singled out certain subjects (e.g. energy, gas and telecommunications), relating them to the principles of public service. 
In other cases the Legislator has attributed new competences to administrations, which, when not expressly described as “public service”, seem to be so, at least with regard to the activities’ juridical system; this is the case, for example, with the services of information and communication.
In yet other cases, the Legislator has designated specific groups of administrative activities; this is the case with bureaucratic services, or rather services that consists in administrative provisions and acts whenever  requested by one of the parties.
Furthermore, the administrative reform, has brought about new principles that are radically different from those on which our public administration was partly, and is still based. These new principles lead to an extension of a system typical of public services because they are geared towards making supply more adaptable, continuous and equal.
In this regard the principle of transparency of administrative action is particularly relevant; this aims to a more equal participation. Customer satisfaction looks at the consumer as the most effective beneficiary of the service. It is important to reiterate that the principle of customer satisfaction overturns structures of the relations between public administration and civil society. 
The traditional organisation, dating back to the 19th century, indicated the task of administration as being to define public interest; the possibility that public interest might derive from listening to private parties was unheard of. On the other hand, customer satisfaction is the legitimization of a precise and potentially incisive form of involvement and manifestation of needs and requirements. 
This should contribute towards defining public interest in a dynamic manner that is continually being adapted to the greatest possible number of instances on the part of private parties; these requirements should be mediated  in administrative  and legislative spheres.
The Region’s centrality in managing the local institutional system is today again at the heart of the political and socio-economic debate; this is because the Region’s central role is not restricted to the passing of norms and regulations, but is also carried out through the financial transfers and real services that the Regional administration provides for local bodies.
This presupposition is fundamental for the understanding of the significance of the object of this research, which, for this reason, will be examined along three different lines of analysis: the socio-economic perspective,  the corporate perspective and  the normative perspective.
From a socio-economic point of view, a Regional public administration in Italy has considerable importance, depending to a significant extent on the institutional role that it carries out. It perceives the needs arising from various subjects and aims to give them an adequate response through the adoption of policies in line with the European Union and towards co-ordinating the activities of minor state bodies, such as: the Provinces, municipalities, mountain municipalities
. 
The Regions constitute higher-level governing bodies, whose spheres of intervention have been regulated by various legislative provisions.
In particular the decree D.P.R. 616/77 (delegating the Governmental provision via L.328/75) included rather a wide range of subjects on which the Regions might exercise their legislative and administrative power.
This range embraces various spheres, including:
· emanation of laws/norms aiming to safeguard rights and regulate companies (so-called institutional activity);
· supply of various public services;

· production of various non-sharing services (assignment);
· regulating interventions (surveillance and control) of support and information, geared towards influencing the conditions in which the process of consumption and production are carried out;
·  actions of simple transferral of assets (support).
With regard to the mentioned intervention-areas it is possible to individuate corresponding types of service through which the Region, can, directly or indirectly (as is often the case, through local bodies) respond to expectations of its own economic subject.
Only through an effective and continuous activity of “interpreting” the external environment, the Region can be able to formulate and eventually re-interpret its own mission in such a way as to incorporate it into its political programmes, outlining the consequent managerial goals to be pursued.

In function of these goals it is possible to single out the required resources and the ways in which these can provide opportune economic managerial combinations for various processes and different activities.
In order to respond opportunely to the expectations of its own economic subject, the Regions, on the one hand, fall back on the European Union to acquire the necessary resources, and on the other, by using their own power of co-ordination within the system, foster the activity of autonomous local bodies (and other bodies such as, for example, health authorities) in the numerous and heterogeneous spheres where their direct intervention is not envisaged.
Financing for the Regions might take the form of funds received from the European Union or patrimonial disinvestment. Another source of financing would be through indirect proceeds from their own independently imposed taxes (i.e. taxes raised directly by the Region) and therefore, from sums administered entirely by the Region, with no intervention on the part of the State or any other public enterprise. In fact, the actual tendency is to attribute to the Regions greater power not only in normative terms, but also as regards the possibility of recourse to tax drawings.
On the one hand, this greater autonomy erodes the link between Region and State; on the other, it increases the importance of managerial aspects such as the efficiency of the administrative apparatus and the effectiveness, in both the launching of specific projects and in the ability to inform and sensitize the Regional socio-economic structure with regard to opportunities for access to financing.
Financing received from various sources is useful for carrying out investments aimed at:
· providing services directly to families, enterprises, non-profit bodies; 
· providing services for the benefit of local enterprises (e.g. consultancy for Provinces and municipalities with regard to collection of governmental concession taxes from corporations or consultancy of a juridical-administrative nature);
· transferring resources to benefit local and other bodies possessing public legal status (e.g. money transfers to municipalities for road-building, to hospital authorities, to the Provincial administration and institutions in charge of Regional tourist organisation).
In the last two cases the Region is not directly responsible for providing a service to the citizen, to the enterprise or to the non-profit private body; however the providing of services, or also in certain cases the financing of other public institutions (and principally local bodies), is instrumental to the activity of these institutions, which are geared towards satisfying public needs within the Regional territory.
Therefore, if we analyse the Region’s administrative activity with reference to the socio-economic structure in which it is inserted, it is possible to observe how its well-established skill in generating value and its long-term endurance, can only be evaluated fully if we also consider its capacity to generate services designed to adequately co-ordinate the activities of local bodies and other public administrations operating in the Sicilian region. 
More specifically, the relationships between the Region and local enterprise are of critical importance for the long-term success of the institute in question.
If the Region’s administrative activity is considered from the perspective of an administrative analysis, we can observe that the Region’s activities are carried out, as in every other type of corporation, on three inter-connected levels: strategic, tactical or directional, and operative
.
In its turn the first level regards two distinct and inter-related areas
:
· strategic activity in the broad sense (government), which concerns the fixing of goals and the consequent formulation of public policies;
· strategic activity in the strict sense (managerial), which concerns the single services provided and is concerned with individuating objectives that are coherent with the goals and means required to accomplish them.

In order for the two activities to be coherent with each other it is necessary to develop a strategic dialogue between subjects in high places in government and those with important managerial duties.
The implementation of service strategies concerns tactical activities, which, starting from determined strategic objectives, are geared towards the defence of managerial processes that provide each service.
Finally, activities of an executive type are charged with the handling of each process through the execution and co-ordination of elementary activities.
In practice, in the Sicilian Region, in function of the provision of the Regional law (L.R 10/2000), the strategic government is referable to the President of the Region and the district councillors; strategic management is in the hands of department heads; the level of tactical management refers to areas and services; the level of executive management concerns the basic operational units.
It thus follows that for the Regional public administration the pursuit of a mutual goal and coherent administrative action constitutes an indispensable condition for the continuity or evolution of the institution. However this necessity is hampered by the specific complexity of the Region, which makes it necessary to resort to opportune mechanisms of co-ordination. 
The complexity factors that characterise the Regional public administration might be:
· internal organisational factors such as the separation of political and managerial roles, the heterogeneity of organisational positions, the numerous hierarchical levels and the expansion of the relative service industry;
· institutional factors of a wider range.
Among the latter, for the purpose of the present research, the interdependence of responsibilities (not only between internal units, but also with external, public or private subjects) is the factor that most needs to be emphasised. This factor, together with the ambiguity of the citizen’s role,  the formalisation of the activity,  the difficulty of direct influence on the results, constitutes a source of complexity that can also be individuated in other types of public corporation
. 
This interdependence constitutes a factor of managerial complexity since it entails a need for co-ordination; furthermore the various subjects with which the council departments interact are not only to be seen as final “consumers” but must also be considered as the Regional public corporation’s partners in the process of creating value in Sicily’s economic system
.

Last but not least, some considerations should be given to the dimension of normative analysis, with specific reference to the Region-Autonomous local bodies Conference and to the departmental organisation of the Sicilian Region.
The permanent Region-Autonomous local bodies Conference was instituted via a decree from the President of the Region as a linking instrument between the Regional council and the executives of Local enterprises. 
In order to guarantee the participation of the Provinces and the municipalities in the decision-making process, which is of some interest and relevance for autonomous local bodies, the Region-Autonomous local bodies Conference:
· formulates proposals on topics of interest for autonomous local bodies;
· expresses opinions, according to art. 30;

· fosters and ratifies agreements, according to art. 31;

· ensures an exchange of data and information between the Region, Provinces and municipalities;
· promotes and examines reports and studies regarding the process of launching administrative reform, regarding public employment and the activation of Regional and local public policy.
Furthermore, the Region-Autonomous local bodies Conference expresses to the Regional council its views regarding:
· trends of the financial law, final balance and settling of the budget; 
· parliamentary bills regarding organisation and disciplining of functions of local enterprises;
· parliamentary bills regarding regulation of local enterprises;
· general acts/proceedings for Regional planning.

However the Regional council can request the opinion of the Region-Autonomous local bodies Conference as regards its own proposals and initiatives involving the carrying out of functions of governmental policy and co-ordination. The opinions pertaining to the competence of the Region-Autonomous local bodies Conference are approved with the consensus of a majority of members.
On the other hand, as for the departmental organisation of the Sicilian Region, reference should be made to the presidential decree dated December 5th, 2009, no.12. This brings into effect Document II of Regional law, 16th December, 2008, no.19, which includes norms for the re-organisation of Regional departments; this decree disciplines the functions and duties of the regional departments and the organisation of the relative intermediate structures, whilst at the same time providing for the individuation of principles and modalities for the transfer of duties and functions (in accordance with the principles in Article 10 of the same Regional law,16th December, 2008, no.19). 
During the initial phase of application, the regulation itself re-defines the organisational and managerial areas dealing with the initiation of the re-organisation of Regional administration; it also defines as suitable transitory measures, acts to be avoided in this phase and solutions for continuity in the exercise of the Regional administration’s activities.
2.   The relevance of the research
The relevance of the research is based on the support methodologies used in order to describe the ways in which the Region provides given services to the local municipalities, individuating their difficulties and the possible scenarios for overcoming and improving on them.

These support methodologies are:
· the analysis of processes with BPR  technique;

· the SD as a methodology for a better understanding of the processes carried out and, wherever possible, to define improving scenarios.
BPR is a technique that, since the nineties, has captured the attention at the academic level, influencing many disciplines, such as management and organisation, and also at the corporate level with the activation (not always successful) of numerous projects for change. 
Although it has been widely criticised as a method, BPR has valid principles and contents for change and organisational innovation, also in a public sector such as the Region. 
          In accordance with Hammer and Champy
, a Regional authority could be urged to launch a BPR project with the following aims:
· the need for urgent change in order to increase the effectiveness of corporation activity;

· the need for change so as not to have to tackle probable future problems;

· the need for change in order to seize opportunities that might grant the enterprise advantageous competitive conditions.
Therefore, adopting BPR technique in order to map and analyse corporate processes proves necessary when tackling any action for improvement like streamlining the organisation, reducing costs and time of processes, reducing bureaucracy, optimizing procedures and information systems, as well as increasing the individual involvement and accounting for results.
The introduction of an overview of processes, in order to foster more integrated management and to fully exploit the synergy and inter-dependence that might exist at the organisational level, could be supported by the development of a System Dynamics models, which require, above all: 
· the individuation, together with corporation decision-makers, of planned objectives and correlated performance indicators;
· preparation of a model geared towards supporting the understanding of the main causes underlying corporation results, focusing the critical management processes in function of the indicators individuated (this phase highlights the strategic resources needed to achieve the aims pursued);
· clarification of main managerial strategies, through which each area of responsibility can intervene in the processes
.
Recourse to these models consents the in-depth understanding of the causal relationships underlying corporation performance, in such a way as to be able to point it towards the pursued aims, individuating critical areas and potential bottle-necks that might hamper development. 
The basic hypothesis is that the combined adoption of BPR technique and SD methodology might increase the opportunities for understanding the functional dynamics of complex structures such as that of the Sicilian Region; this might foster the improvement in decision-making processes leading towards a more efficient and effective management of public assets.
3.   The research questions
When applied to the Sicilian Region context, the  analysis of the performance is relevant to give an answer to a wide scope of challenges, such as an effective implementation of change programs in order to increase the efficiency and effectiveness of critical processes. 
This research project presents the following research questions:
· How can a Business Process Reengineering approach  be introduced in a public administration context to improve the funds delivery process? Does this approach allow decision makers to overcome critical processes?
· How the System Dynamics methodology can support local government to cope with critical processes?
· How can a combined use of Business Process Reengineering and System Dynamics produce benefits in terms of better understanding of the main processes in a local government? How can this integrated approach support decision makers in outlining new scenarios to improve a public administration performance?
4. The research methodology 

The research is of an explicative nature; in other words, it aims to explain the where and how of a specific social phenomenon. To be more precise, this research has as its objective an analysis of the procedures of allocating services that the Regionan provides to the municipalities, whilst focussing on the ways in which these processes are carried out.
The aim is to highlight potential critical areas, or more generally speaking, complexity factors, and provide back-up instruments, such as the BPR technique and the System Dynamics models, which might lead to a better understanding of the functioning of the procedures being analysed, in order to hypothesise, wherever possible, schemes for improvement.

On the basis of these considerations the research methodology adopted by this project has a qualitative character.
Qualitative research investigates the modalities and reasons for change of a specific social phenomenon and has an open and interactive substructure; here the theoretical elaboration and the empirical research proceed hand in hand, which is to say that the researcher sees in the initial formulation of the theory a possible conditioning that might hamper the capacity to understand the phenomenon being analysed.
A de-structured research plan is envisaged; this should be open, well-equipped to handle the unforeseen, and will be moulded over the course of the study. It is not so much the statistical findings that are of interest here as the importance that the single cases apparently express
.
In the case of the Regional public administration this kind of approach permits the analysis of a phenomenon (i.e. the process of supplying services) by inserting it in its social context of reference. In fact it is impossible to consider focussing attention on procedures regarding an institutional body such as the Regional public administration without bearing in mind the socio-economical, normative and corporative perspective, since these perspectives are closely linked to each other.

Lastly, with regard to analysis of data, qualitative research does not usually fragment the subjects into variables but considers them as a whole, on the basis of the idea that the individual is something more than the sum of the parts. Therefore a further aim of the research is  to understand people, interpreting the social players’ point of view.

The qualitative technique that is best indicated for the achievement of the above-mentioned objectives is the case study.
According to Yin
, every time « … a “how” or “why” question is being asked about a contemporary set of events, over which the investigator has little or no control … » the social players  presents itself as a valid line of research.  Yin
 defines the case study as « … an empirical enquiry that investigates a contemporary phenomenon within its real-life contest; when the boundaries between phenomenon and context are not clearly evident; and in which multiple sources of evidence are used … ». 
A case study is a research methodology that is based on an in-depth investigation of a single individual, group or event. Rather than using samples and following a rigid protocol (strict set of rules) to examine a limited number of variables, case study methods involve an in-depth, longitudinal (long-term) examination of a single instance or event: a case. 

It provides a systematic way of looking at events, collecting data, analyzing information, and reporting the results. As a result the researcher may gain a sharpened understanding of why the instance happened as it did, and what might be examined more extensively in future research. Case studies lend themselves to both generating and testing hypotheses. Case study research means single and multiple case studies can include quantitative evidence, and relies on multiple sources of evidence and benefits from the prior development of theoretical propositions. 

Case studies can be based on any combination of quantitative and qualitative evidence. To be more precise the case study technique proves to be the most appropriate for the carrying out of the project under examination because:

· it permits the establishing of very complex cause-effect relationships between variables, which are very difficult to spot through recourse to other techniques, such as, for example, a survey;

· it consents analysis of a social phenomenon in its context of reference;

· it is useful for exploring a social phenomenon in which there is no clarity regarding definite causal relationships.

The results obtained from the case study will be used to answer the research questions and verify the correctness of the research hypothesis (literature replication).

The case study will be carried out exclusively by the person responsible for the research project. The corporate interlocutor is the person responsible from the Department of “Beni Culturali e dell’Identità Siciliana” (Cultural Heritage). Two encounters lasting about two hours will take place in the Department, the second of which will serve for the verification of the final report. 

In order to facilitate the administration of the interview and to optimize the collection of data a presentation was drafted containing a description of the project and the aims of the investigation.  
Chapter 2
Towards an integrated approach to process analysis: BPR and SD to improve a public administration performance
1. The definition of the field of the research
This research deals with the ways in which the Regions provide municipalities with certain services, its aim being to highlight the critical areas and the potential bottlenecks which might hamper their functioning, and to individuate possible improvements that might help overcome these obstacles. 

The unassuming contribution that this research aims to provide consists in verifying whether a joint utilisation of Business Process reengineering and System Dynamics might prove effective for hypothesising scenarios for improvement with regard to potential stumbling blocks (e.g. poor co-ordination within the Regional departments) coming to light  during the providing of specific services by the Sicilian Region to the municipalities.
As can be seen in Figure 1, the analysis of the literature regards the  measuring performance in the public sector (a much-debated theme in both national and international literature);  two lines of research will be pursued about the methods  proposed, over the course of this thesis, as support instruments for improving actual performance. 

The utilisation of the BPR technique, supported by a simulation model using SD methodology, could lead to a better understanding of the functional logic of administrative processes and, consequently, facilitate the individuation of potential scenarios to improve the relative performance.
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Figure 1: the field of research for the literature 
            Over the last ten years ever greater attention has been devoted to the problems concerning the recuperation of efficiency, effectiveness and cost-reduction on the part of the public sector
.
The efforts of local government and the public sector have been increasingly directed towards defining planning and verification tools as back-up for measuring performance and a better allocation of resources
. These tools are geared towards stimulating, in decision-makers at the various levels of organisation, an awareness of their responsibilities and improving the quality of the choices adopted, in the spheres of both politics and management
.

However, the frequent recourse to these instruments has produced collateral effects, provoking for example:

· an increase in bureaucracy, which is evident in the prominence given to data rather than information, and emphasis, which is excessive with regard to elaborating data but scant regarding the organisational aspects (e.g. individuation of main “products”, processes and elementary activities);
· low communication between the political level and that of management (with a consequent lack of interconnection between the strategic, managerial and operrative aims);

· a scanty definition of objectives, activities and lagging indicators
, and a low level of coherence between these;

· a static and partial vision of the relevant system for adopting public policies and managerial choices.
By applying such an approach we run the risk of creating a mere illusion of control and provoking a manipulation of the definition of aims and assessment of results. These defects can be tackled by trying to adopt a perspective of a non-mechanistic type, geared towards strategic learning
, that is to say, towards providing operative decision-makers on various levels in a political-organisational context, with awareness of the causes underlying the phenomena in which their decisions are intended to intervene.
As regards this a relevant contribution could be given by adopting the BPR technique in conjunction with the utilisation of simulation models (or Sytem Dynamics). 

With regard to the Region, the introduction of a vision for processes favouring more integrated management and exploiting the synergy that might exist at the organisational level could be backed up by the development of dynamic simulation models. The development of conceptual and simulation models in a context geared towards exploiting the various decision-makers’ skills is capable of improving communication within the organisation and between one organisational unit and another; communication between various units could favour the creation of a network of inter-dependence; within the Region public corporation, this is an indispensable condition for arriving at co-ordination at the inter-departmental level aiming to achieve a satisfactory level of performance in its services.
The realisation of these models could be useful for clarifying and understanding the managerial processes underlying the realisation of various products” that derive from administrative activity (in the case in question, the Region’s providing of services to the municipalities). Furthermore these models are of help in understanding the causes and effects behind phenomena that extend beyond the juridical boundaries of a single public administration. In these contexts the definition of objectives and the evaluation of results from the Region public corporation’s activities often comprise the need to understand how the services provided will be able to influence other institutions, and in our case, other municipalities.

2. Performance management in public administration
A relevant part of the literature
 dealing with the study of the mechanisms by which a public administration can highlight and overcome the complexity factors present within the structure, has drawn attention above all to an efficient and effective management of resources. The basic requirement  epitomizing the public body as a corporation is certainly the scarcity of available resources when compared to the needs to be fulfilled
; this condition requires the exercise of rationality in corporative administration and attention towards satisfying the needs represented by various categories of subjects
.
In order to promote an effective management control in public context, politicians and officials at various level should make decisions and should take actions in a direction that is desirable to the municipality. In other words, municipalities must have a clear strategy to align actions and responsibilities for a good municipal resource management. However, as Pettegrew et al. argue
, strategy is not only a matter of deciding upon strategy content. Good performance cannot be explained by only looking into strategies and strategic plans; strategy is something people do.

There is always a risk that the strategy cannot be implemented according to intentions and Minzberg
 characterizes the phenomenon as the difference between the intended strategy and the realized strategy. Even though there may be advance intentions, what actually comes out of a process is something different from the initial intention. Mintzberg
 highlights two reasons for this: the lack of both control of most critical success factors and strategic learning by the actors. Managers tend to take decisions with a problem solving approach, to evaluate the situation and available emerging alternatives successively; then they alter or redirect the strategic focus in accordance with the present situation.

A strategic perspective in resource management can foster, as depicted by authors like Barney
 and Grant
, organization’s ability to use them, i.e. the capabilities to deploy and combine the resources in a more effective way than its rivals. The organization’s collective ability to learn about combining resources is thereby the base for developing and gaining sustainable competitive advantage through the strategy, as argued by Porter
. As all municipalities have more or less the same structural conditions, it appears important to find how a municipality can improve management of intangible resources, that is, human and organizational (without disregarding structural factors)
.

In this regard, Grant
 identifies four different factors
 that can impact the resource management:
· internal factor: resources. The presence of organizational or human resources referred to as resources. Organizational resources include the organization’s history, relationships, culture and internal management system as well as leadership philosophy. It also comprises administrative routines and other individual organizational processes.
· internal factor: capabilities. The decisions which the municipality can influence depend upon the municipality’s resource base, which is the actual foundation of its ability to do anything. The capability to deploy different resources in concert has important influence on the results a municipality produces in terms of services and democratic processes to the stakeholders. The municipality’s ability to manage changes in and around it reveals itself in how the municipality makes necessary adaptations of the original goals or the allocation of resources.
· internal factor: goals. Goals embody the objectives set for the municipality’s departments, i.e., which needs, requirements and wishes are to be met, and or whom. Resources are utilized to fulfil these goals. 

· external factor: external conditions. All municipalities must come to grips with this factor, and it ties in strongly to local conditions and historical decisions affecting the municipality’s situation with respect to resource management. The municipal territory traditionally defines the limits for municipal decision-making. These limits per se can be affected, for example, by cooperation between municipalities. As Sangle argues
, a  successful municipality resource management presents  common traits : 

· one trait is associated with the municipality’s ability to continuously and simultaneously work with several resource management factors; 

· a second trait is the use of a municipality-wide scope, i.e., not working with solely one department but instead embracing all parts of the municipality when managing the municipal resources (coordination);

The co-ordination between the parts of an organization appears really important into a public organization. As Hodge et al argue, organizational structuring could be defined as the sum of the ways in which an organization divides and coordinates its labor into distinct tasks
. 
Mintzberg
 sustains that organizations could be synthetized in five basic configurations (the Simple Structure, the Machine Bureaucracy, the Professional Bureaucracy, the Divisional zed Form, and the Adhocracy) that serve as the fundamental elements of structure in an organization.   

    Mintzberg’s work is very relevant in this sphere since it represents the most successful attempt in the eighties to constitute a single framework uniting the numerous opinions emerging from the bureaucracy debate. Moreover, he formulates a truly interesting model that indicates the bonds and logic to be respected in designing organisations’ internal structures. Mintzberg moves from those that, in his opinion, constitute the essential reference elements for organisational planning: co-ordination mechanisms and the component parts of an organisation. The co-ordination mechanisms underline the importance of the organisation as an instrument of co-ordination and control, as well as (in more conventional perspectives) of division of labour. 
The co-ordination mechanisms considered include:  
1. direct supervision, thus, recourse to the hierarchy; 
2. standardisation of work processes, intended as pre-determination of work behaviour;

3. standardisation of output, i.e. the specification of the goals to reach; 
4. standardisation of input, that is the required know-how and knowledge; 
5. reciprocal adaptation, i.e. recourse to informal processes of communication among people that cannot be co-ordinated with standardized model.
The component parts of an organisation include: 

· strategic top management, which ensures that the organisation carries out its mission effectively and responds to the needs of those controlling it; 

· the operational line, made up of employees carrying out the activity directly connected to production of goods and services; 

· the intermediate line, i.e. the hierarchy of managers linking the strategic top management and the operational line; 

· the techno-structure, which takes care of determining standardisation interventions; 

· the back-up staff providing services not directly linked to the operational workflow.

Mintzberg’s alternative organizational configurations are defined taking into account both the different importance of the co-ordination mechanisms and the different role played by the single elements of the organisation, concerning with contingent factors. Mintzberg complements these basic elements with an examination of the parameters for organisational design, i.e. the various organisational variables that, taken as a whole, define the structure of an organisation. 

In fact the parameters correspond to variables that influence the division of labour and the co-ordination mechanisms, affecting the workflow, and thus contributing to determining the role of the various parts of the organisation. The parameters in question regard: 

· definition of individual positions, 

· design of the macro-structure, 

· lateral connections and 

· decision-making system.

The design of parameters are described  (based on the above five basic parts and five theories) and used as a means of coordination and division of labor in designing organizational structures, in order to establish stable patterns of behavior
. The parameters described by Mintzberg can also be taken into account with reference to an organisational structure of a public type, such as the Region, in which interdependence constitutes a relevant factor in managerial complexity, comprising, as it does, a need for co-ordination between the various operational units. 
The topic of complexity linked to interdependence and co-ordination has gained attention, especially over the last twenty years, with the development of the literature field known as New Public Management
, which aims to introduce a management perspective in the public administration, in order to improve efficiency and effectiveness.

The New Public Management (NPM) is the term utilized in current international literature and official documentation to synthesize the paradigm of administrative modernization. The NPM defines a theoretical framework on which to base programs for the radical reform of Public Administration systems. 
NPM reforms shift the emphasis from traditional public administration to public management. Key elements include various forms of decentralizing management within public services (e.g., the creation of autonomous agencies and devolution of budgets and financial control), increasing use of markets and competition in the provision of public services (e.g., contracting out and other market-type mechanisms), and increasing emphasis on performance, outputs and customer orientation. 

NPM reforms have been driven by a combination of economic, social, political and technological factors. A common feature of countries going down the NPM route has been the experience of economic and fiscal crises, which triggered the quest for efficiency and for ways to cut the cost of delivering public services;                  the crisis of the welfare state led to questions about the role and institutional character of the state. In the case of most developing countries, reforms in public administration and management have been driven more by external pressures and have taken place in the context of structural adjustment programmes. Other drivers of NPM-type reforms include the ascendancy of neoliberal ideas from the late 1970s, the development of information technology, and the growth and use of international management consultants as advisors on reforms. Additional factors, in the case of developing countries, include lending conditionalities and the increasing emphasis on good governance. 

Until recently, NPM was largely seen as a developed country, particularly Anglo-Saxon, phenomenon. The 1990s have, however, seen applications of variants of NPM techniques and practices in some developing and transitional economies. 
The components of NPM have evolved over the years .The central feature of NPM is the attempt to introduce or simulate, within those sections of the public service that are not privatized, the performance incentives and the disciplines that exist in a market environment.

 The assumption is that there are benefits in terms of efficiency and effectiveness in exposing public sector activities to market pressures and in using markets to serve public purposes, and that government can learn from the private sector despite contextual differences
. Some observers have argued that there are convergent trends or diffusion of reforms or a globalization of public sector management
 as an increasing number of crisis and non-crisis states in Africa, Asia and Latin America are also embracing elements of the new public management approach. A noticeable trend in public sector reforms, in the context of economic crisis and structural adjustment, is that a wider range of administrative functions and the delivery of public services are being subjected to the approach.
The large and growing literature on public sector management reforms in Western countries (e.g., Australia, Canada, New Zealand and the United Kingdom) has emphasized that changes in the economic, social, political, technological and administrative environments combined to prompt and drive radical changes in public administration and management system. The central objective of change was improvement in the ways in which government is managed and services delivered, with emphasis on efficiency, economy and effectiveness
.
A synthesis and a rationalization which over time grew to include contributions arising from reflections on other issues which were assailing the public sector in the same period, the most important of which was undoubtedly the debate regarding the more or less active role of the State in the processes of public services provision.
Precisely because it was the result of the integration of indications arising on one hand from real experiences, and, on the other, from reflections as to which State model is best adapted to the postindustrial age, into which industrialized societies have now entered de facto, the NPM has assumed the nature of a reference paradigm for reform processes in industrialized nations, particularly those belonging to the OECD. This paradigm expresses general principles on which to base reform initiatives and regulations governing the functioning and behavior of the PA. It is generally possible to affirm that the contents of NPM propel actors in the same direction – that which seeks to stimulate a more “corporate” approach in a PA that up till now has been prevalently dominated by juridical criteria such as legitimacy, impartiality, and the attention to formal correctness, best summarized by the concept of the “bureaucratic” functional modality, such many authors have underlined
.
The greatest merit of the NPM has been that of embracing and giving order to the innovative administrative ferment that was being produced in the back corners of bureaucracies world-wide.
Such as Lane argues
, the NPM constitutes a set of general principles, a set of guidelines, that to be translated into concrete facts must first be somehow rendered operational by their conversion into application models which take into account the unique aspects of the sometimes wildly different national, regional, and local contexts in which PA changes occur .

Apart from the above, the optimism of NPM advocates is countered by critics who argue that NPM has produced some disagreeable consequences. 
As Pollitt has noted
, NPM techniques may work better in some contexts than others. The public service sector covers a wide variety of activities, some of which have high technological content (e.g., telecommunications) and others low; some are person-centered (e.g., health and education) and some not; some competitive, some very hard to remold into a competitive format. It is important to bear these differences in mind, because they increase or decrease the chances of NPM being a good fit in crisis states. 

Clarke and Newman
 have also argued that NPM is often portrayed as a global phenomenon a core element in the process of convergence between states, overriding distinct political and cultural characteristics. Given the potential risks mentioned above, it is doubtful whether a universalistic and .evangelical. approach to NPM is a tenable option. Even in developed countries such as the United Kingdom, experience suggests that change toward NPM .has not been smooth and linear, but uneven and contested. and that social actors are not shaped unambiguously by large-scale trends or forces for change.
The NPM can be considered an application of business logic in public with reference to the mode of operation and the theory developed by Penrose for business, in a logic NPM example, you can also describe the public companies as bundles of resources that must be organized in a dynamic, characterized by the limits to growth are the level of available resources, resources which, in an even greater extent than private firms (because of bureaucratic procedures and constraints related to the procurement of human resources and materials:AscolTrascrizione foneti Dizionario - Visualizza dizionario dettagliato bankruptcy, public procurement procedures etc..) can not be increased instantly. An example is the financial resources and, in particular, budgetary pressures and the need to control / containment of public expenditure (resource constraints) which led to the financial crisis in the '70s, on the other hand, was just one of the main thrusts to the introduction of logic derived from private companies.
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With reference to the way decisions are made, you can apply the theory of bounded rationality introduced by Simon and behaviorist theory developed by Cyert and March for private companies also to public authorities.
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Public administrations are, in fact, characterized, (it could be argued, including in relation to this second aspect, to an extent even more effective than private companies) from decision-making processes that are the result of the interaction of different actors, often located in places logistically distant (not only within the institution, but also outside), with its hierarchy of goals and each with bounded rationality, and access to information restricted to their local situation, and no extended body as a whole .
This aspect is even more pronounced today than in the past linked to the development of logics of Public Governance, which recover the focus on the long-term orientation on the outside, with the development of cooperative relations and the emergence of complex networks in the social system. Important for a better understanding of the relationship between policy makers and interest groups in society, closely linked to the paradigm of public governance, therefore, are the theories on pluralism decision. It is an important principle that guides the SD analysis is precisely the explanation of the fragmented nature of decision-making to highlight the systemic structure.
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On the other hand, in defining their goals and find solutions, including public administrations using procedures that are serving all limits of human rationality and are taken according to the experience: the distortion in the search for alternatives is in fact the result of past experience, training (mostly legal, at least until a few years ago), and individual expectations and be in conflict.
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The need of efficient administrative procedures has pointed out several important aspects, such as: 
·  a clear definition of accounting areas, the products depending on these areas and the resources controlled;

· a collaborative approach to the strategic goal setting;

· an effective communication between the various organisational levels;

· a clear definition of objectives to be achieved.

The need of efficient administrative procedures should be satisfied in an attempt to overcome the numerous complexity factors, often of an organisational nature, within the Region, such as, for example, the various organisational levels within the same department. The organizational complexity often consists not only in extensive fragmentation of organisational positions on various hierarchical levels, but also in many horizontal processes to supply services, through numerous operational units positioned on the same hierarchical level within the same department. The complexity of the organizational structure is determined also by the influence of rules defined by law; this, however, leaves it up to the department manager to select with a certain degree of autonomy, the organisational positions responsible for various roles. Therefore, if on the one hand fragmentation of responsibility represents a constraint, on the other hand the department manager’s relative autonomy enables to find a suitable solution to the factor of complexity itself 
.
Resolving the complexity factors observed in the Region needs the adoption of techniques and methodologies in line with this goal. The ones suggested in this research are: BPR technique and SD methodology.
3. Business Process Management and Business Process Reengineering

3.1. Defining aspects and classification aspects  
Over the years numerous meanings have been applied to the term process. Nevertheless, the process has never been considered merely an analytic instrument, to be identified, mapped out, simplified and measured. It has been considered as :
· an element for the interpretation of the strategic management of an enterprise, in the sense that it comprises distinctive key resources of the enterprise to be combined and also generated;
· organisational form, i.e. the place where co-ordination and learning are realised.
Various disciplines relative to business economics recognise in entrepreneurial processes a critical dimension of analysis, evaluation and planning of the business system. From an analysis of literature there is a particularly interesting contribution by Beretta
, according to whom an initial  contribution is provided by a line of studies of strategic analysis, which highlights the centrality of processes in methodologies analysing the functioning of enterprises. The process is seen as an opportunity for the exploitation of strategic resources as a crucial element in the sustainability of the competitive edge built up around the resources.

When two or more enterprises are competing in the same market, one enterprise is said to possess a competitive edge over its rivals when it has achieved, over a certain period of time, greater profitability (or when it has the possibility of achieving it)
. The competitive edge does not necessarily manifest itself under the guise of greater profitability, and in fact an enterprise can renounce its present profits in order to invest in a share of the market, technology or customer satisfaction. According to traditional theories the sustainability of an enterprise’s competitive edge depends on the durability, transferability and answerability of resources and competences. A development in the concept of a sustainable competitive edge has been provided by an important contribution from G. Hamel
.  Hamel believes that the age of continuity is over and that enterprises have now entered the age of devolution, in which the value of a consolidated position is eroded in favour of enterprises that implement innovative change in their running of the business
. Managerial innovation has an unmatchable capacity to create consistent and lasting changes for the competitive edge. By managerial innovation Hamel means all that alters substantially the way in which management activity is carried out, or significantly modifies traditional organisational forms,  and so doing it fosters the pursuit of business goals
. 
Several authors in the strategic line of thought have based themselves around the theory of Resource Based View to explain the achievement of economic-financial success and the attainment of a competitive edge. Barney was the precursor of this theory, followed subsequently by other important authors such as Grant and Peteraf
.

In the 1990s analysis of the success of many enterprises on the world stage shifted attention to the resources and competences of an enterprise as a basis for strategic manoeuvre, the principal goal of which being maximisation of profits. The Resource Based View theory defines an enterprise as a heterogeneous collection of resources and competences, which represent the priority basis for achieving a competitive edge, and where the determining principle of profitability is the enterprise itself. Greater profitability than that of one’s competitors is achieved by exploiting the differences existing between enterprises. The Resource Based View demands awareness of the effective validity of the competences which the enterprise possesses through three types of verification:

· that the choice of strategy is actually based on the principal resources and competences of the enterprise;

· that the resources are fully utilizable; 
· that the base of  resources available to the enterprise is not wasted through decision-making out of line with the vision, mission and strategy of the enterprise. 

The resources are a series of instruments that the enterprise utilizes to react to any opportunities and threats from the market. Three categories of resource can be identified:

· tangible resources made up of financial and physical resources, which can be assessed in the accounts and financial records of the enterprise (real estate, machinery, raw materials, equipment, capital from third parties and circulating capital);

· intangible resources represent a much larger share than tangible resources of the total value of chattels. However, since they comprise technology, reputation, culture etc., they are not immediately visible on perusing accounts and financial data. In the present competitive context intangible resources have a determining role for the goals of success;

· human resources include all productive services that employees and managers carry out within the enterprise in the form of competences, know-how, capacity to communicate and collaborate, motivation, ability to analyse and decide. Identification and evaluation of an enterprise’s human capital is complex and difficult.

Of equal importance is the concept of organisational competence, i.e. the ability of an enterprise to undertake a particular productive activity
. More specifically, the core competences include the collected fundamental abilities to arrive at an elevated performance-level on the part of the enterprise. These contribute to the creation of value for the consumer or to efficiency in the ways of providing the service, and form the basis for entering a new market.

Therefore, there exists a relationship between property, resources and the attainment of economic-financial returns that are above the average. In order to achieve strategic objectives that are sustainable over a period of time the enterprise must have not only distinctive tangible and intangible assets
, but also the capacity to launch processes that can exploit the potential of these resources. This capacity can be seen in organisational processes, the systems, the procedures and routines which the enterprise possesses. 

Studying strategic analysis highlights two important aspects with regard to the management of business processes, i.e.:
· the first aspect is that there are two levels of analysis of potential for creating value in the enterprise
, which are, respectively, the resources and the processes of combining them; 
· the second aspect being that there is the possibility within the processes of generating new resources. The process is an arena for the integration and combination of resources and capacity, thanks to which it is possible to generate new competences to exploit.

A second contribution is provided by the line of study of organisational analysis, which suggests that the process is not only a dimension of re-planning of the organisation, but also a means for interpreting the levels of performance attained. Organisational re-planning and managerial praxis have for many years been based around classical theories, where the aim was to make organisations function like efficient machines in close association with the development of the hierarchy and bureaucracy
. The precursor of the classical perspective was Frederick Winslow Taylor
, who proposed the theory of Scientific Management, in which he suggests that decisions regarding organisations and the organisation of work must be based on precise scientific studies of single situations. Basing themselves on this approach, managers then develop precise standard procedures for the carrying-out of every activity; they select workers in possession of adequate skills, teach them standard procedure, plan the work and provide adequate incentives so as to increase output. A sub-section of the classical perspective analyses the organisation from a broader perspective. Whilst Scientific Management is focused mainly on the operational nucleus (factory-production), Administrative Management deals with the organisation’s overall planning and functioning. Henry Fayol
 was one of the exponents of this perspective, proposing fourteen management principles for organisational re-planning and modern managerial praxis. Administrative Management has contributed considerably towards development of bureaucratic organisations, which have emphasised the planning and management of organisations in an impersonal and rational framework, through elements such as clearly-defined authority and responsibility and an application of standard regulations. Since the 1980s the world of businesses has gone through a profound change and on a large scale. Values such as flexibility, swiftness of response with regard to the client, quality of services and products, internet, progress in information communication technology, globalisation, rapid social and economic changes and other environmental challenges, have rooted the belief in experts in organisational analysis that there is a need for a new and more flexible approach to management and organisational planning. Many enterprises are shifting from rigidly vertical hierarchies towards flexible and decentralised structures, which emphasise horizontal collaboration, a common sharing of information and adaptability. The growing expectations of workers with regard to the actual content of their work and their own opportunities for personal and professional growth have also contributed to the emergence of a need for organisational forms that are different from those emphasised in classical theories.
Several studies have shown how workers’ expectations and motivation
 represent an element to be borne in mind in organisational re-planning because of the importance that they have in achieving a certain level of success for the enterprise. Lyman Porter and Edwar Lawer III have worked out a motivational model (based on expectations) that aims to identify a person’s source of values and expectations and link effort and performance to job satisfaction. According to this theory of expectation, managers should improve expectations of causality between effort and performance by helping members of the team achieve their performance goals. Managers can achieve success with their workers by determining individual and group goals, by investing individuals and members of the group with responsibility for their goals, by showing members of the team how to accomplish difficult tasks, by advising members of the team how to overcome blocks in performance, by expressing their support verbally, by listening to members of the team and by encouraging two-way communication, by sharing and acknowledging their progress. The implications (for organisations) deriving from the expectation theory are:
· remunerating persons for the desired performance and not keeping secret decisions regarding retribution; 

· planning work in a challenging way; 

· linking some retribution to group results in order to boost team-work and co-operation;
· remunerating managers who create, check and maintain all expectations, instrumentality and results that involve a great effort and lead to the achievement of goals;

· keeping a check on the workers’ level of motivation through interviews or anonymous questionnaires;
· adapting to individual differences by making motivational issues flexible.

The authors who devoted themselves to the scientific research within this area of study of organisational analysis pointed out how certain phenomena led to the obsolescence of traditional models of functional co-ordination (coordination
  functional
):
· the globalisation of markets and productive processes, at the same time as the pervasive effect of information and communication technology, have gradually shifted contractual power from the hands of the producer to those of the consumer, with a considerable impact on the planning logic of the enterprise’s supply chain. In this type of context, procedure and bureaucracy as a linking-factor between the phases of standardised economic production prove to be obsolete.
· The instability in the present-day competitive field, characterised by rapidly accelerating change, necessitates going beyond simple forms of learning of a mechanical type, endorsed by organisational forms of a functional type. In order to find one’s way through a competitive minefield with fewer and fewer points of reference, learning of a higher level is required, to provide swift and effective responses
.

On observing the intrinsic limitations that the traditional structures of functional form possess, experts in the field of organisational analysis single out the process as a basic criterion for an organisation of work that ensures efficiency and effectiveness for any business activity in today’s world.

The approach of organisation through processes confirms the concept of the process as a differentiating factor in the supply of products and services. In organisational studies the crucial importance of organisational interdependence in the same business process clearly emerges. As the complexity increases (i.e. when the number and relevance of situations that entail co-ordinating ability increases) new types of organisation that can be integrated into traditional structures need to be adopted
. In brief, this area of study shows how processes are structured actions focusing on customers, and for this reason they entail a shift of attention from economic efficiency to organisational effectiveness (specifically management of learning).

A third contribution is provided by studies in economic analysis, the theories
 of which maintain that, as the complexity of management processes increases, the effectiveness of systems of traditional cost-accounting decrease; these systems are based around cost-control logic (where and how resources are consumed – orientation at the cost centres) rather than cost-management (why resources are consumed – orientation towards activity/process). According to this view the activity becomes the principal driver of accounting systems and the factor that determines consumption of resources. It follows that the concept of activity and process as interpreted here assume importance in measuring the performance of an enterprise from a multi-dimensional angle. As well as fluxes of activity, processes should be seen as keys for interpreting the actions of an enterprise, a linking element between resources employed in activities and the functionalities supplied to the market, for which the customer recognises a monetary value.
The various definitions for a process as proposed in literature are synthesised in table 1:

	Author
	Definition of process

	Pall, G.A. 1987

	The logical organisation of persons, materials, energy, equipment and procedures in work activity with the aim of producing a well-defined end result (work product).

	Davenport and Short, 1990

	A series of logically-connected tasks carried out in order to achieve a clear result. 

	Lynch R.L. and Cross K.F. (1991)

	The operational system of an enterprise as a series of functions and sequences of activity (wherever they are located in the organisation) required to implement a given business strategy and provide a product or service for the customer. 

	Hammer and Champy, 1993

	A series of activities that use one or more types of input and create an output that has value for the customer.

	Davenport, 1993

	A series of structured and measured activities planned for the production of a specific output for a particular client or market.... thus, a process is a specific logical order geared towards work activities in time and space, as a beginning, an end, and with a clearly identified input and output: a structure for action.  

	Morris D.C. and Brendon J.S., 1993

	An activity carried out in phases, producing a specific result or an interconnected  series of specific results. The only critical factor is that the processes are groups of activities with a common goal, the attainment of which contributes to the success of the enterprise. The scale of each process is only relevant insofar as it deals with the correct unit to analyse, change and manage. 

	Scherr, 1993

	A series of customer-supplier relationships that produce a clearly-defined result in a specific moment. 

	Johansson et al., 1994

	A series of connected activities utilising an input and transforming it in order to generate an output. The process should add value to the input and generate an output that is more useful and effective for the consumer.


Table 1: various definitions of a process taken from an analysis of literature
Although the above-mentioned definitions differ from each other, they contain common features that consent a synthetic definition of processes: the process is a series of activities and decisions in sequence, carried out by various organisational units in order to transform one or more input items into an output (product/service) destined for the client. It follows that the essential elements of a process are:
· Activities: this represents the basic unit of the process, and as defined previously, is a series of elementary operations carried out as individual functions, and measurable in quantitative and qualitative terms. Activities transform their own input into output by modifying their state and adding value for the client. The activities have features such as:
· repetitiveness. This is obtained when, in the decomposition phase of the process, the repeated execution of the activity always produces the same output;
· checkability. The activities are assigned to the person responsible, who has a clear overview of the complete process and guarantees respect for agreed timing and costs.

· manageability. The activities must be short-term, otherwise there is a risk of not being able to handle them in the event of problems or delays;
· measurability. The activities must be measurable, allowing clarity of criterion for completion; 
· significance. The activities must contain clear, significant and relevant objectives; 

· Sequence: is the order in which activities follow one another;

· Resources: can be personal energy, the time factor, material and financial elements used in the process and which occasionally (with the exception of time) take the name of input. The term input is also used in relation to the event that unites the process. The resources consumed in the process cannot be ascribed to the output of the actual process directly, but through activities, which are in fact the real entities utilising resources;

· Outcome of process: can be a material entity, such as a mechanical item, or non-material such as information or a service;
· Customers: represent an integral part of the process and are seen as the recipients of the output of the process.
The process is not seen as a series of routines, but as something in which the various actors from the enterprise participate in the operation. Efficient and effective management of a process is represented by its codification and dissemination of all necessary information to all the actors. In fact, informational asymmetry may jeopardise the integration of activities, bringing about difficulties in the production of the output. The evolution of computer technology has improved dissemination of information between operators.

From the above it can be clearly seen that a process is characterised by “inter-professional” behaviour, or rather, by the joint presence of different professional skills in the carrying-out of the activities envisaged. Process effectiveness is conditioned by the ability to integrate various interpretations of the information provided by actors from different professional backgrounds. Another critical tool in managing a process is represented by the capacity to separate into units the various professional skills participating in the activity.

3.2.  Business Process Management

A new managerial approach, no longer based around functions but around processes, has been rendered necessary by the ever-increasing attention of enterprises to: the customer’s needs and to quality of product/service;  the need to spotlight the enterprise’s strong-points and weak-points; the need to have a clear overview of costs and their origin. Recognising how activities are linked and how the flow of information spreads through an enterprise may enable one to simplify the structure of the enterprise, eliminate redundant activities, handle available resources effectively, and thus improve response-times to market developments.
Adopting Business Process Management (BPM) techniques and methodologies in order to map out and analyse business processes is necessary if one wishes to bring improvements by streamlining the organisation, diminishing costs and times for carrying out a process, reducing bureaucracy, optimising procedures, perfecting informational systems, not to mention increasing individual involvement and responsibility for results
. Business Process Management represents an evolution towards a systematic utilisation of the analysis approach for processes of change and managerial re-shaping. 
Over the last few years, presupposing an orientation towards the process on the part of the organisations that utilise it, BPM has developed and improved various methodologies for process management. Among the most common are:
· Total Quality Management (TQM)
 –is a Japanese model based on orientation towards the process and represents one of the primary sources of the fundamental principles regarding processes. The success it has obtained derives from the fact that TQM has enabled passing from quality analysis carried out with a statistical sampling based only on productive processes, to an analysis of the enterprise as a whole (including management). With TQM we go from the concept of negative quality, based on final products with no defects, to a concept of positive quality understood as a motivating factor for consumer preferences. The objective is that customer satisfaction is not limited to the quality/service offered, but is also evident in the enterprise’s results (punctuality of delivery, extent of the range available for choice, length of time-to-market, post-sales assistance, the product’s technical features, simplicity of use). TQM is defined as an effective system for integrating efforts to develop, maintain and improve quality on the part of an organisation’s various groups, so that the activities of marketing, planning, production and assistance are carried out at the maximum levels of economy, and compatibly with customer satisfaction.

· Quality Function Deployment – QFD
 is a technique that emerged from the manufacturing sector in Japan in the 1970s, starting from TQM concepts, and subsequently developed further in the United States. QFD methodology has as its principle objectives the matching customer requirements to the service/product offered and the individuation of the operative modes necessary for efficient and effective supply and production. The technique is based on a model report (acknowledged as a benchmark of quality) in which the customer’s expectations are documented, along with technical requirements, planning requirements, the table of correlations, the technical table of correlations, objectives and priorities. The basic requirements for a profitable employment of QFD are a profound knowledge of the market and low variability in customer needs (which should remain reasonably stable over a period of time).
· Business Process Improvement – BPI
 is a methodology that seeks the maximum functionality in processes by improving operational fluxes in which the changes are handled in an incremental manner starting from the on-going operational modes and eliminating inefficiency and bureaucratic stages. It differs from TQM in that the latter has a bottom-up approach to company structure, whereas BPI acts contemporaneously on all levels of the organisation, involving from the very beginning both management and those responsible for the medium-to-long-term functioning of activities. The aim is to render the overall process adequate and effective, avoiding the oft-repeated error with the optimisation of complex processes, of improving the sub-processes without the process in its entirety receiving due benefits.

· Business Process Reengineering – BPR
. The concept of BPR originates as a managerial approach geared towards the radical re-planning of the principal processes in an organisation which is aiming for a considerable improvement in results. In the space of a few years BPR has become the principal vehicle for spreading the process approach. Other innovative approaches such as TQM have also been based around the management and improvement of processes, but BPR has fostered a broader and inter-functional vision. It also differs from other methodologies as a result of the profundity of change that it has engendered, the wide scope of the interventions and the diverse importance given to the objectives of effectiveness and efficiency. A distinctive aspect characterising BPR is the emphasis placed on its radical approach in not directing attention solely to operational flow, but to a profound analysis examining and questioning the organisational aspects, responsibility, structures, competences,  technological and informational systems.

· Six Sigma – SS is a technique that emerged at the end of the 1970s thanks to a pool of engineers co-ordinated by M. Harry
, in a pilot project to satisfy the need for improvement in quality. The technique that was developed represents an actual operational philosophy in that it aims not only to modify a process positively, but also to spread throughout the enterprise the awareness of the importance and the application of the new technology. The main priority of Six Sigma is to determine the goals to pursue, bearing in mind the importance of understanding the shift from “how it is” to “how it should be”, and endeavouring to bring to the organisation as a whole the changes necessary to achieve these objectives. Six Sigma is oriented towards the customer’s needs, to the elimination of waste and an improvement in quality and performance.
In the following pages the analysis of managerial change in enterprises will focus on BPR methodology because of its systematic approach to change and the important ideas contained therein.
3.3.  The Business Process Reengineering
The origin of the concept of Business Process Reengineering can be traced back to the efforts made, in the second half of the 1980s, to redefine the role of information and communication technology in innovation processes in organisations. 

BPR was first introduced by Hammer, Champy and Short
, who outlined a new approach to process management, the application of which produces radical improvements in performance. In the change in profile of the customer (varied or segmented), in the changes in competition (much more intense than in the past) and in much swifter environmental change, Hammer and Champy individuated the motivations driving enterprises towards this new management approach. The new scenarios at the level of customer needs, competition and change, have led in many cases to organisations, built to compete in rather different competitive contexts, becoming obsolete.

BPR is seen by Hammer and Champy as a rethinking of fundamental aspects and the radical re-design of business processes geared towards obtaining extraordinary improvements in the critical performance parameters of costs, quality, service, timeliness, all generally carried out with the support of information technology. This definition stresses three features of Hammer’s vision:
· Wholesale rethinking of rules for managing enterprises;

· Total reinvention of way of working and not mere modifications;

· Extraordinary, radical improvements obtainable with the exclusive modification of processes. 

Rather than organise an enterprise into its functional specialities and then look at the tasks that every function involves, Hammer and Champy suggested looking at processes with an eye to rebuilding the company through these processes. Many organisations have changed their way of organising their business processes so that they might maintain the required competitiveness to survive and evolve on the world market. The guide-lines proposed by Hammer refer to:
· Selection of processes. Reengineering must be selective, i.e. it should concern a sub-group of processes in the enterprise; the choice should be made on the basis of a system of scores that each process might obtain with regard to these parameters: poor functioning, importance (in the sense of the utility of the process for the final consumer), and feasibility (in the sense of BPR’s probability of success);

· Comprehension of the process. According to Hammer the process should be studied using two criteria, the first of which being the focus on input and output. In fact it is essential to concentrate on these rather than on existing activities, because reengineering should revolutionise the process and not modify the existing one. The second criterion is to concentrate on the customer’s point of view; in fact, in order to understand a process in depth it is necessary to analyse the output from the consumer’s angle to consent a correct perception of his/her requirements. In this way the system can be organised so as to satisfy these requirements with maximum quality and minimum costs;
· Re-planning the process. In order to re-plan processes Hammer proposes six principles: 

· Organise with an eye to results to be obtained and not tasks to be carried out;

· Whenever possible, have the process carried out by whosoever is to utilise the output;

· Integrate the elaboration of information in the actual process of gathering it;

· Treat resources distributed geographically as if they were centralised;

· Connect parallel activities instead of integrating their results afterwards;

· Place decisional points wherever the work is actually being carried out and incorporate controls within the process (empowerment). Empowerment consents improvement in response-times to the market, a reduction in hierarchical levels and enhancement of tasks entrusted to individuals.
In subsequent years the rapid growth process of the BPR technique brought, on the one hand, a broader sense to the meaning of reengineering, transforming it into a synonym for Business Process Change
, and on the other hand, a proliferation in methods, techniques and instruments for the realisation of projects for change, generating a certain confusion in approaches and language. One might add that many of the projects for radical change (and of a top-down type) subsequently proved to be excessive, if not useless
. 

After the popularity achieved by the theories introduced by Hammer, the various concepts in Business Process Reengineering were analysed by Davenport
. Davenport opposed the radical theory with a gradualist theory, which had as its objective the rationalisation of processes and an improvement in the subsequent steps. Davenport outlined a possible future development for reengineering, e.g.:

· Since it is a phenomenon of managerial fashions, a decline in its life-cycle;

· Its incorporation as part and component of more traditional and affirmed approaches to change, such as methods of strategic planning, methods of planning and development of information systems, total quality programmes;
· A re-launching based on a re-examination of the constituent elements. The guide-lines to follow according to Davenport are: 
           To try to integrate better with approaches to change, thanks to the combination 
            of radical and incremental changes in the actual  initiative;

· To institutionalise the management of processes: not only their radical re-design (whenever necessary), but changes in all aspects and instruments of management to spark an orientation to processes (systems of measurement and evaluation of performance, mechanisms for allocation of resources, information systems, management of personnel etc.);
· To foster the spread of BPR application, from processes of a mainly administrative type to less structured and centralised ones regarding knowledge , such as the development of new products and services, supply of professional services, management processes;

· To overcome a purely top-down approach, in order to involve persons operating in the processes (participative reengineering);
· To reduce the time required for definition and implementation of BPR projects  (rapid reengineering);

· Orientation towards the creation of value and growth, and not only in efficiency (reengineering for value and growth).

Davenport was not only one of the major exponents of the gradualist theory, but also the person that more than any other was responsible for methodological engineering. Davenport proposes a method in five phases within the Business Process Reengineering model, i.e.: 
1. to develop an overview of business and the aims of the process. The BPR method needs to be guided by an overview of business that entails specific business objectives, such as cost reduction, time reduction, improvement of quality of input;

2. to identify the business processes to be re-planned. There are various existing approaches for the selection of processes to be identified, such as, for example, the “high impact” method, which concentrates on the more important processes or those that clash most strongly with the company vision. An alternative, though less utilised, approach is the method, which attempts to identify all the processes within an organisation and places them in chronological order according to urgency of re-planning;

3. to understand and measure the existing processes, in order to overcome the existing problems and provide a solid base for future improvement; 

4. to identify ICT levers 
, which need to be borne in mind when re-planning processes;

5. to plan and develop a proto-type for a new process.

Around the 1990s, in order to spark organisational change in enterprises, BPR methodology was integrated with Benchmarking
 and Workflow. Benchmarking is a systematic method for analysing processes in those companies that are recognised as having the best performance (Best in Class), whereas Workflow includes techniques for analysis of processes that concentrate on workflow, also consenting their automation using software tools. Workflow consents the specification of: 
· all the tasks to be carried out;

· the order and conditions according to which they should be carried out;

· the synchronisation of tasks and the information flow.
Workflow is useful in a BPR project since it is a powerful reengineering tool, especially in improvement operations, since it consents the automation of tasks, their synchronisation and their execution. In fact, in the analysis phase it compels a systematic schematization of the activity flow, whilst in the project phase it consents linking of the re-design phase with the project phase. Workflow Management is therefore another example of methodology that consents improvement in process performance by developing a co-operative network in the work sphere.
The progression analysed so far, towards the end of the 1990s, led to the defining of the BPR concept as an approach to change of a general character . This re-interpretation was proposed by Kettinger et al.
, who defined BPR as a form of organisational change, characterised, when compared to previous approaches, by the fact that its primary objective was the process. These authors developed a systematic framework of methods, techniques and tools to be used as back-up for re-planning activities in various dimensions (strategy, organisation, management, technology) of business processes. They proposed a phase/activity model of reengineering projects (starting from 25 methodologies prepared by various consulting companies), classified 72 techniques (drawn from industrial engineering, from total quality, from socio-technical planning of the organisation, from project management, from planning of information systems) and 68 tools (software packages), arranging them in various phases of a BPR project. The three authors also proposed an approach contingent to the planning of the BPR projects, based on an a priori evaluation of the degree of radicalness of the intervention, the degree of structuring of the process, the need to focus on the customer and the degree of criticality of the contribution demanded from ICT. 

In subsequent years the three lines of development envisaged by Davenport proved valid at the same time; in fact, at the end of the 1990s BPR was overtaken by newer managerial trends and in particular by e-business. Furthermore, from the moment in which it was integrated with other approaches geared towards process management, it partly lost its forceful identity in approaches to handling of change.     An a posteriori examination, carried out by experts such as Harari
, highlighted the main reasons that brought on a crisis in the BPR approach:
· downsizing interventions. These took place in the first half of the 1990s with the application of BPR serving as a tool merely for drastically reducing costs, with the accompanying risk of losing human capital. With these interventions, over the medium-long term BPR was unable to steer the enterprise towards new areas of development, improvements in overall performance or competitive affirmation;
· introduction of software packages for business management, such as Enterprise Resource Planning (ERP) system. Re-planning of processes did not kick off from the identification of original new configurations and functioning modes of the specific organisational unit (object of the intervention), but on the basis of the introduction of largely standardized solutions, defined outside the actual organisation. Expectations in terms of advantages deriving from information integration have prevailed over the perception of the risks in the standardisation of processes, and potential clashes between the logic underlying ERP systems and the requirements of the business and the organisation. In spite of many unsuccessful cases these systems have been affirmed on a large scale.
Over the last ten years the BPR approach has again started to greatly interest enterprises, and its application has been geared towards new objectives. Attention in the last few years has been directed at inter-company processes, interaction with customers, handling suppliers and integrating them into internal processes, in parallel to the spread of software for supply-chain management and customer relationship management. To this end BPR has adopted new definitions such as collaborative reengineering or x-reengineering
. At the core of these themes we find supply-chain management, organisational networks and the management of relations between enterprises. 

At present  reengineering  tends to be considered one of the components of an overall vision in which change is interpreted as a constant challenge for every enterprise and organisation. The application of this technique may generate benefits for the enterprise with: 

· a reworking of the essential aspects and components that have characterised it;
· a reformulation of the cardinal principles, in the light of the changes taking place in the competitive context of the enterprises and the evolution of technology; 
· its introduction into a systematic approach towards management of innovation and organisational change. From this angle process management cannot be exclusively considered as a redefinition of fluxes of activity, but as a general orientation towards process on the part of all managerial tools.

After highlighting the evolutionary path characterising BPR, it is necessary to consider the ways in which this technique might be applied in projects for change
.

These are the phases of one of the most common BPR project models
 to be realised:
· definition of strategic goals. The typical objective of every BPR project should be a significant and measurable improvement in the performance of the process in question. Improved performance should be linked to one or more of the dimensions that might have an impact on the progress of company activity and on customer satisfaction, such as, for example, process costs, quality of output and amount of time;

· mapping-out of processes. Analysis of the activity has as its aim knowledge of all the processes and the environmental context. In order to re-plan certain processes it is important to create the right co-existence between re-designed processes and older ones, so as to maintain a high level of effectiveness. Mapping out the present situation (as-is) consents the definition of the present configuration of the process, and constitutes the launch-phase of every BPR project. As-is mapping-out is carried out through observation and interviews with the persons involved.

· identification of critical processes. The analysis carried out should lead to the identification of processes with most critical areas and priority areas on which to focus re-planning.

· organisation of work. The project team should plan the work to be carried out on the basis of the new project goals.

· analysis of the process. In this phase it is necessary to carry out an analysis starting from the hierarchically decomposed processes. The hierarchical decomposition can be sub-divided into five levels:
· Macro-processes. Each macro-process is identified in function of input and output. Customers can be external, as in primary processes, or external, as in back-up processes;

· Processes. They are drawn from two lines of thought: that of disaggregation (meaning a process as part of a macro-process) or specialisation (which identifies the process as a sub-type or variant of a macro-process);

· Phases. These are also divided into disaggregation and specialisation. Each phase has customers and clearly-defined input and output;

· Activities. These are a part of a phase and produce a clearly-defined output, but only assume a value in the company context; normally they are carried out by a large number of persons belonging to the same functional area. The activities are correlated as regards qualitative and quantitative parameters and this consents the spotlighting of anomalies and critical areas that hamper and render inefficient the correct flow of processes, making it difficult to achieve the expected level of performance;
· Operations. These generate and describe the division of work of a specific activity; normally the operation is carried out by a single person and produces an output that has a value only within the activity;
· re-planning processes. In this phase correction and re-planning interventions are carried out on the processes as a whole or simply in certain phases deemed particularly critical, by acting on the causes and not only on the effects of the anomalies.
· implementation. In this phase changes in the organisation (as defined in the previous phase) are gradually introduced.
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Figure 2: the initial phases of a BPR project

In general it can be affirmed that a BPR project might interest one or more of the following areas: 

· Information systems; 
· processes (primary or back-up);
· organisation (organisational structures, proxy and decision-making levels); 

· human resources (systems for measuring and evaluating performance, compensation policy, paths of development, etc.).  

From the theoretical point of view BPR ought always to intervene in all the above-mentioned aspects, but in actual fact the field of activity for projects of this type is often limited to one or more areas. The decision regarding the aspects to analyse in a BPR project must be taken in accordance with a contingent logic, on the basis of internal factors (present performance, internal climate, company cultural level, quality of resources, resistance to change) and external ones (customer satisfaction, competitive pressure, share-holder expectations). 
3.4.  Business Process Reengineering in the public sector 
The drive for reform of organisational and management systems in Public Administration involves the problem of defining and evaluating the managerial tools and approaches in handling processes of change; the problem of managerial change in the public sector is in fact forcefully posed
 by the dissatisfaction of the citizen, the need to contain public spending, legislative innovation (e.g. the Bassanini laws, d.lgs. 29/93 and 80/98, and L. 421/92.) and all the literature regarding the need for public administrations to completely renovate their own organisational and managerial models. 
Organisational change in the Public Administration is an extremely complex process involving countless factors
: individual and organisational learning, development and adaptation of human resources and means for potential new scenarios, the re-distribution of decision-making power and the re-defining of the organisational structure and operative systems.

Public structures with an organisation set-up of the bureaucratic type
, which takes the shape of the “original” organisational model in public administrations
, have such peculiar features that it is often necessary to adapt BPR principles. For this reason some authors
 have coined the expression Public Administration Reengineering (PAR) to indicate a series of features characterising BPR as applied in the context of Public Administration. Before reflecting on a definition of the characteristic features of PAR, it might be useful to synthesise (Tab.2) the critical success factors of BPR in the public administration sector.
	Critical success factors
	Past reference framework
	Present reference frame work

	Legislative situation
	Rigid legislative situation fostering bureaucratic behaviour 
	Innovative legislative framework inspired by company logic of defining space for intervention for the enterprise. Definition of company goals.

	Institutional structure
	Binding models for  institutional structure 
	Models for  institutional structure moving in the direction of autonomy 

	Operative mechanisms 
	Construction of operative mechanisms focussing their attention on the formal legitimacy of the act and the ex post checking of activity 
	Construction of operative mechanisms focussing their attention on the public employees’ basic motivations for action and on checking how the activity is run.

	Cultural level in organization
	Culture that rewards behaviour attentive to principles of models  of professional bureaucracies. 
	Culture that develops managerial principles.


 Table 2:  critical success factors with regard to BPR in the public administration sector 

The specific features characterising BPR in the Public Administration can be traced back to two considerations, i.e.

· The first consideration concerns the purposes of public institutes, which are determined through forms and tools of representation by the expectations of the administration. It follows that the BPR goals constitute specific variations of countless general objectives. In individual situations this leads to a need to define indicators that cannot only be connected to categories for containment of costs and for the generation of positive additional economic fluxes that can measure the specific goals (contributing to the pursuit of the general goals of the public corporation);
· The second consideration concerns the features of the prevailing organisational model in public corporations. One might mention:
· The role expressed by the system of norms for administrative law, which brings a series of constraints that need to be borne in mind; yet these constraints can also occasionally constitute stimuli/opportunities;
· Discipline of personnel, characterised by institutes that are still significantly different and overall more rigid than those that regulate private-law work relations;
· Many elements from the bureaucratic model that still  make up a large part of the Public Administration (not only in Italy) and the dichotomy between top politicians and top managers.
The launching of reengineering initiatives in Public Administration requires careful consideration of various contextual factors. The specific principal elements characterising BPR interventions in the public sector, which contribute to defining the PAR concept, concern:

The need to individuate indicators capable of measuring non-monetary benefits, with regard to the various categories of subjects benefitting from the reengineering intervention;

· The need to consider, alongside the most strictly organised elements, the system of constraints/opportunities deriving from the mass of norms for administrative law that discipline the functioning of public corporations;
· The need to consider institutes that regulate work relations in public employment, and specifically contracts in force in the particular area in which it is intended to launch the initiative;
· Attention to the external relevance of the reengineering project, to which the political level is particularly sensitive, the project itself being able to constitute one of the elements of the circuit of creation of a political-electoral consensus.

Furthermore, all these elements taken together seem to suggest the importance, and almost a need, to proceed slowly and one step at a time,  in launching the initiative, because of the extreme complexity of public corporations.
The approach followed by Regione Umbria in its studies regarding a reengineering of the process of acquisitions
 provides a significant in-depth case-study when analysing potential modes of launching BPR.
In developing the model the first step consisted in mapping out the activities characterising the process. These activities were divided up into three macro-phases:

· phase for generating requirements; 
· phase for managing tenders;

· phase for managing the order after adjudication. 
The second step led to the identification of performance indicators for the process, individuated in:
· average duration of supplying process;  

· number of procedures (for each type of call for tenders) completed during the year;

· saturation of human resources; 
· personnel costs.

The new model of functioning was subsequently developed, through a comparison of performance carried out via simulations of various potential reengineering alternatives. In order to develop reengineering alternatives, above all three types of criteria were  used:

.
· Criteria relative to the organisation, in particular based on constraints/opportunities resulting from the norms regarding managerial responsibility;  

· Criteria relative to the adoption of new technological resources based on computerisation of part of the activities;

· Criteria relative to the structure of the process; several elementary reengineering alternatives were individuated based on the re-design of tasks, activities and relative sequences.
The new model of process functioning could easily be distinguished among the compound alternatives, i.e. obtained by combining organisational re-design, process structure and the adoption of new computer techniques. The potential of BPR for reengineering  in the public administration is amply demonstrated in the application of BPR to a process in Regione Umbria, with the same technique also being  applied to various health centres
; its functioning is based above all on productive processes utilising resources in order to produce output that can satisfy demand
.
Furthermore, from the normative point of view, the introduction of organizational models
 and administrative simplification represent opportunities for launching BPR interventions that could assume significant proportions over even a short period of time; from the technological point of view, the introduction of civic networks in Public Administration demands reorganisation interventions that can be handled very effectively if process logic is adopted. All these factors might therefore open up ample possibilities for application of BPR in public administrations.
4. The System Dynamics methodology
4.1 Defining elements

System Dynamics is a methodology applied to the study and management of complex dynamic systems marked by feedback mechanisms. It focuses on the role of the interplay of policies, decision-making structures and chronological delays. The extremely pragmatic rationale behind the methodology is based on system thinking and adopts elementary circuits as basic concepts to generate complex system representations. The emphasis is placed not so much on the model's ability to foresee specific punctual system states or the rigor by which the hypotheses have been empirically tested, but rather on the possibility that the model allows for an understanding of the logic behind the interaction of the main variables, the role that each one plays, the points in which the system is sensitive to interventions and the scenarios arising as a result of alternative hypotheses on the system's initial state.
 The use of this methodology envisages a series of phases that can be summarized as follows:
· identification of a problem;
· development of dynamic hypotheses and causal maps to explain the cause of the problem;
· computer simulation model that represents the system at the root of the problem;
· testing of the model to determine whether it can replicate the behavior observed in the real world;
· processing and testing of alternative policies aimed to alleviate the problem;
· implementation of the optical solution.
It is widely used in the study of specific business realities to perform an ex-post analysis to determine the causes leading to a given phenomenon/problem observed or an ex-ante analysis to identify the conditions that can lead to specific objectives. This instrument can actually be extremely useful for any political, institutional or entrepreneurial decision-maker dealing with complex dynamic systems (social and/or economic). 
The reaction of the systems to changes made by decision-makers is not immediate and linear at times, but can take unexpected and elaborate turns that can amplify, delay and nullify any action aimed to change a system's state. The causes of this behavior lie in the limited rationality of decision-makers, which becomes manifest in two ways. The first regards the tendency of decision-makers to break down problems in order to make tasks easier to handle. This behavior leads to the loss of the feeling that they are bound together in a whole and hence of the view of the consequences of the single actions. Rationality is also limited by the cause (as well as the effect) of the mental models that decisions are base upon. Mental models are generalizations, deeply rooted hypotheses that are the result of education and past experience and which decision-makers are not consciously aware of, but which influence their way of understanding the world and acting.
From a strictly business perspective, System Dynamics helps decision-makers recover the analysis of the horizontal relations existing between the phenomena and their development in the course of time. It must be specified that the simulation adopted by this methodology is not understood as a forecast or an activity to qualify the optimal pathways for making a choice, but rather as a creative activity that leads those involved in the design and use of the model to reflect on the characteristics and ways in which the systems they operate in work.
System Dynamics models are applicable to all companies operating in dynamically complex contexts:
· private and public enterprises;
· for-profit and non-profit undertakings;
· large and small-sized enterprises;
· those that are developing and those that are undergoing reorganization.
The need to foster communication and the knowledge to govern complex dynamics is the element shared by all the various contexts.
Building, exploring and designing future scenarios are the four keywords which the System Dynamics approach centers upon
.
The System Dynamics methodology is based on the Systems Thinking; the Systems thinking methodology in fact, consider the same kinds of problems from the same perspective of SD. The two methodologies also share the same circuit causal mapping techniques. However, in the System Dynamics the causal maps are enhanced by the construction of a simulation model that allow to confirm that the proposed structure is the basis of observed behavior and to test the effects of alternative policies on the main variables over time.
The  Systems Thinking represents the logical tool used to analyze the "entity" under observation (an aquarium, a study group company, a network of companies, etc..) that is not in itself a system but, for some ts main features can be studied as a system or using system models.
The systems have often been classified according to their characteristics.
Boulding
 classifies them according to the complexity of the reports identifying nine categories: static structures, mechanisms "clock", the control mechanisms, systems open, the lower organisms, animals, humans, systems and socio-cultural systems transcendental.
Checkland
  identifies five classes of systems that differ according to their
origin: natural systems (with origin in the birth of the universe) in which is present
the man who, in turn, creates three types of systems (systems designed physical ,systems abstract patterns and systems of human activity) and transcendental systems (whose origin can not be understood and explained by man). Social systems are placed in this classification  between natural systems and human activity systems.

Ackoff
 gives a classification of the systems based on the purposes identified three types: mechanical systems (they have no intrinsic purpose, or as a set or as individual parts), bodies (the system has intrinsic purpose, the individual pieces no) and social systems (they purpose of self as a whole and as parts).
The use of a particular system model as a tool for study, therefore, depends on assumptions about the object of observation (its purpose, its origin and its composition) and the type of phenomenon to be explained and, consequently, the principles of behavior of systems that will be applied.
The use of systemic models to study the governance challenges of enterprises is deeply rooted in the tradition of Italian business management studies. Suffice it to mention the analysis of cause-effect relationships in business governance and the development of a strategy model based on Coda's systemic concept of enterprise
, the system concept of business decisions developed by Brugnoli
, and the systemic thought elaborated by Bianchi
 .
A business has a systemic nature because it consists of various elements that interact: people, machines and economic quantities. Mutual cause-effect relationships can be identified among these elements, which are interconnected by means of operations and activities.
Airoldi, Brunetti and Coda, in discussing the concept of unitarity in business governance, have underscored that the business activities carried out in an enterprise can be analyzed as a unitary system of operations in which processes and process aggregates are closely interdependent.
According to Von Bertalanffy
, the existence and relevance of these interrelations make it possible to conceive an enterprise as a “complex of interacting elements” and suggests the use of systemic models to understand how it works.
The relationship between variables is expressed through what are defined feedback loops. A feedback loop exists each time that a system's state stimulates a decision that leads to an action capable of bringing about a change in the system's original state thus creating the premises for future decisions.
A feedback loop can be broadly defined as a chain of two or more variables that mutually influence one another.
Identifying and representing these circuits and their connections is a key step in interpreting the system's very behavior, as the feedback loops are associated to known dynamic behaviors.
The configuration of these cause-effect circuits becomes, within the framework of the dynamic analysis of company systems, the key to interpret the variety of dynamic phenomena that affect an enterprise, such as its birth and growth, its end, transformation and metamorphosis.
Besides defining feedback circuits, system dynamics resorts to models whose key elements are:
· a set of level variables, represented as containers, which describe a system's state as the build-up of past actions (but provide also the basic resources based on which future actions are possible).
· a set of flow variables, represented as valves, which collect the information derived from the level variables and contain the instructions for the change of state of the latter.
· a network of channels that transfer the information from the level variables to the flow variables.
· a set of decisions or decision functions, which describe how information on the state of the level variables is used to activate the flow variables.
Assuming that time is blocked and that every action is frozen at a given instant, only the level variables could be observed, as the flow variables linked to the existence of an action in progress would disappear. These variables can be described only with reference to a given time-frame.
4.2 Short overview of the history of System Dynamics

The birth of System Dynamics is associated with the name of Jay Forrester, an assistant engineer of Gordon Brown, the pioneer in the study of feedback circuits applied to the construction of antiaircraft defense systems in WWII.
System Dynamics was born around the end of the 1950s at the Massachusetts Institute of Technology: the watershed is marked by the foundation of the Sloan School of Management at MIT where Forrester went to work in 1956.
A first project assigned to Forrester at MIT was the analysis of a problem at General Electric: the unexplainable oscillations that characterized the use of the production capacity in the household appliances business. The explanation of the problem marks the beginning of System Dynamics because Forrester understood by analyzing the company's organization that the oscillations were endogenously generated and that the cause lay in the delays and in the structure of the feedback circuits behind decision-making processes. The need to corroborate this insight led Forrester and his team to develop a mathematical model to simulate the system's behavior and then to build a program (Dynamo) by which it was possible to build and simulate other simulation models.
The advances made in processors has allowed for the development of an approach to the study of dynamic systems based on the numerical analysis of their behavior by means of computer simulation.
In the wake of this effort, Forrester started to systematically develop his methodology for the analysis of company behaviors based on the application to management of the theories on servomechanisms and on the control of feedback circuits. In 1961 he published the book “Industrial dynamics”
.
The SD team at MIT started to grow and Forrester worked on several projects. Of these, the ones that contributed most to promoting the work done at MIT both for the praise and fierce criticism received regarded the dynamics of urban settlements and public intervention. The results of these studies led to the publishing of the book Urban Dynamics
 and the one on sustainable development (World Dynamics model
).
Forrester's commitment led to the development at MIT of an important field of studies that gave life to the System Dynamics Group. The members of this group include some of the researchers who have played a major role in the advancement of System Dynamics. Suffice it to mention here Peter Senge who in his book “The Fifth Discipline”
 explained in a clear and accessible manner how the principles of System Dynamics can be applied to business management. 
John Sterman has continued Forrester's work at MIT applying the principles of System Dynamics to study the problems related to decision-making in companies. Sterman
 has also developed an analysis method for economic systems and business decisions centered on the use of flight simulators or micro-worlds: mathematical models that replicate a given economic system. A graphic interface allows a user to define strategies and implement choices observing the consequences. 
Finally, John Morecroft
 has carried out studies on the links between System Dynamics and on the limited rationality and the behavioral approach to decisions by investigating into the role of System Dynamics models as an instrument supporting strategic choices. After leaving MIT, Morecroft became Professor at the London Business School, where he has contributed to spreading System Dynamics in Europe consolidating the bond between System Dynamics and management.
System Dynamics has spread in Europe thanks also to the work of several scholars who after studying at MIT have returned to their home countries bringing along with them the knowledge gained in the U.S.
4.3 System Dynamics applied to the public sector
After 50 years of applications, the SD is now considered an established methodology to investigate the nonlinear behavior of complex systems, able to analyze in a formal way and to uncover the mental models of institutional decision makers.
          The scope of the SD is significantly increased over time, both in terms of
terms of number of people involved in that goal, namely heterogeneity of the problems treated with this approach, also trough the work of the System Dynamics Society 
,a non-profit organization dedicated to encouraging the development and use of Systems Thinking and System Dynamics in the world.Ascolta
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The brief overview of the history of System Dynamics provided above clearly shows that System Dynamics has been applied in public decision-making right from its very beginning. Forrester's first project at MIT was on the study of the dynamics of urban settlements to assess alternative policies especially with regard to the low-income housing problem. 
This project led to the publishing of the book Urban Dynamics in 1969. Thanks to the simulation experiments carried out on the model, Forrester challenged the long-term sustainability of many policies that characterized public intervention in major U.S. cities. The book gave rise to controversy, but the application of the methodology to the development, analysis and assessment of the impact of public policies has continued in the course of time.
This is corroborated by the fact that “Public Policy” is one of the topics of International System Dynamics, the conference held by the System Dynamics Society one year in North America and the other in Europe, with occasional events in Asia and the Pacific to encourage cultural exchanges.
The table below lists the topics used to classify the contributions submitted to the International System Dynamics Conference.
	International System Dynamics Conference
Topics


	‐ Business applications
‐ Complexity/agent-based/nonlinear
‐ Economic dynamics
‐ Education
‐ Energy and resources
‐ Environment and ecology
‐ Health
‐ Information science
‐ Methodology

	‐ Military applications
‐ Operations management/ supply chains
‐ Organizational dynamics
‐ Psychology/social dynamics
‐ Public policy
‐ Qualitative system dynamics
‐ Security
‐ Strategy


	New topics proposed for 2009

	‐ Climate change/ energy transition
‐ Infrastructure resilience

	-Challenges of terrorism
‐ Emergency preparedness/ response



Table 3: international system dynamics conference topics - Source: www.systemdynamics.org
The source of information on publications is represented by the System Dynamics Review (SDR), the official journal of the System Dynamics Society, which can be considered the leading publication in the field. 
The articles on public policies represent the 7% of the total number of articles published in the SDR from 1985 to 2008,  recording tips of 27%r in 1998 (at the  Publication of the Special Issue on Sustainable Development) .

The articles published in the SDR on public policies in order to highlight the diversity of the approaches and issues addressed covered range from strategic planning and in fact ways of involving stakeholders in decision-making, policies, anti drugs, financial, fiscal, energy and waste disposal related to sustainable development (Bianchi C., Montemaggiore G.B. (2008); Cavana R.Y., Clifford L.V. (2006); Cavana R.Y., Clifford L.V. (2006); Cavana R.Y., Clifford L.V. (2006) ;Coyle R.G., Alexander M.D.W. (1997); Sudhir V., Srinivasan G., Muraleedharan V.R. (1997); Alfeld L.E. (1995), Mashayekhi A.N. (1993), Naill R.F. (1992) ; Ford A., Bull M. (1989), Meadows D.H. (1987). 

It is emphasized that only one article on "public policy" on the SDR is of Italian origin and concerns the application of the Balanced Scorecard in strategic planning in the field of public utilities
.
Referring then to the health sector, it is marked the presence of the theme "Health" of the themes of the International Conference of SD.
To confirm the presence of the SD quality applications in the health sector , there is a big number of articles published in System Dynamics Review with application of the methodology for years 1985 to 2008, distinguishing between products containing simulation models of clinical health policy (analysis the spread of an epidemic of a disease or response to therapy) and articles with models aimed at evaluating the impact (in economic / managerial / social) health policy or facilitate the formulation of the same.

The distinction, however, is both necessary and the SD models showing positive clinical impact, resulting, for example from the use of a new therapy, could affect, directly or indirectly to health policies.
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Until 1997 it is not found the presence of articles in the health of "economic / managerial" approach but only articles with "clinical". Since 1997, it highlights the growing number of articles in the health of "economic / managerial" approach with respect to articles "clinical. The dynamic analysis of systems in recent years has in fact found, after a period of stagnation followed the wide use that has characterized the introduction in the late '70s, a new period of development within the health system, both at the macro level (evaluation of various options for health policy, support the strategic choices of companies and healthcare organizations) and at the micro level (support the choices of operation management, the scheduling of operating rooms, the management of emergencies or code).

Through all the articles regarding the health care sector, the are some that report applications in the prevention of health / epidemiology and management of care and emergencies (i.e Dangerfield B.C. (1999); Fett M.J. (2001); Hirsch G., Homer J., McDonnell G., Milstein B. (2005); Homer, J.B. and Hirsch, G.B. (2006); Lattimer V., et al. (2004); Lattimer V., et al. (2004); Wolstenholme E., Monk D., McKelvie D., Smith G. (2006).
After the 2008, an original contribution reguarding the benefits of using a dynamic model to address policy question is given by it an article published recently in which the authors Ghaffarzandegan, Lyneis and Richardosn
 highlight how despite the high applicability to public problem, System Dynamics is currently not utilized to its full potential in government policy making. The 2008 system dynamics publications database lists only 94 entries containing the phrase “public policy” out of more than 8800 total entries (System Dynamics Society, 2009). In addition, a search of the top 20 Public Administration journals, ranked by the ISI web of knowledge impact factor, reveals very few system dynamics studies published during the past 10 years.
Given Forrester’s opinion that “the failure of system dynamics to penetrate governments lies directly with the system dynamics profession and not with those in government”
, the authors argue that it is important for the system dynamics community to discuss how the contribution of system dynamics to policy making be increased. Moreover, the recent increase in policy maker’s attention to mostly disaggregated, agent-based simulation models provides an opportunity to highlight the unique benefits of more aggregated models in system dynamics tradition.
Forrester
 argues that “powerful small models” can be used to communicate the most crucial insights of a modeling effort to the public.

Richardson et al. individuates several characteristic of public policy problems that impede resolution using traditional non simulation approach:

· policy resistance from the environment

· need to experiment and the cost of experimenting

· need to persuade different stakeholders

· overconfident policy makers

· need to have an endogenous perspective.

Public system and public policy problems have numerous characteristics that inhibit both the making and implementation of effective policies; small system dynamics models can illustrates the sources of policy resistance in the environment, facilitate learning through extensive experiments, overcome the issues of overconfidence, bring different stakeholders to a shared understanding and help poly makers learn about the importance of an endogenous perspective to problem solving.
System dynamics encourage thinking clearly about the causalities and how variables actually are connected to produce behavior
.

Modelers should be clear in how a variable ultimately influences another variable by stating step by step the path of the causal link. Being precise in the formulation of the causal links and clarifying important capacity constraints are essential aspects of good modeling practice.

A system dynamics model can greatly aid the policy making process.

5. The integrated approach: BPR and SD for the analysis of the processes in the public administration
As already presented, the value added of this research is based on trying to verify the advantages of an integrated approach to process analysis in order to  map constraints and the possible scenarios for overcoming and improving on them.

These support techniques and methodologies are:

· the analysis of processes with BPR  technique;

· the SD as a methodology for a better understanding of the processes carried out and, wherever possible, to define improving scenarios.

Although it has been widely criticised as a method, BPR has valid principles and contents for change and organisational innovation, also in a public sector such as the Region. There is a wide literature about this topic, as reported in the previous pages. 

This technique, if well implemented, lets organizations to introduce a process perspective to increase the possibility to achieve breakthrough performance. The implementation of this technique often makes part of a change program (incremental or radical), focused to improve the value stream and to eliminate wastes and inefficiencies. In effect, most of the application of BPR is for improvement like streamlining the organisation, reducing costs and time of processes, reducing bureaucracy, optimizing procedures and information systems, as well as increasing the individual involvement and accounting for results. On the contrary, the most important weaknesses of this technique are:

1. the absence of a strategic perspective in driving change programs;

2. the dependence on ICT technologies requirements to trig change in the organization;

3. too much expensive in time and cost with respect to the real benefits offered;

4. a static approach in process mapping or, it is the same, a lack of quantitative dimension to catch the consequences in time and space of actual critical decisions;

5. the lack of wide-accepted best practices which has led to the proliferation of many different approaches to change with BPR technique. As a consequence, this aspect has often determined a confusion about BPR, increasing the number of projects failed.  
To go further these weaknesses, and in particular, the fourth – one,  the introduction of a process perspective, in order to foster more integrated management and to fully exploit the synergy and inter-dependence that might exist at the organisational level, could be supported by the development of system dynamics models. The SD methodology can be used as a complementary approach to the BPR technique for the analysis of the administrative processes.

 The recourse to these models consents the in-depth understanding of the causal relationships underlying corporation performance, in such a way as to be able to point it towards the pursued aims, individuating critical areas and potential bottle-necks that might hamper development. There is wide literature about SD and the use of this methodology, also in the public sector, as well – discussed in the previous paragraph. The main problem, concerning with this research project, is the lack of literature about an integrated approach to process analysis with BPR technique and SD methodology. So, as a consequence, hypothesis about the advantages to integrate BPR and SD and, above all, the way to do this are directly deducted from the literature about BPR and SD, as separate technique and method.  

The basic hypothesis about advantages is that the combined adoption of BPR and SD might increase the opportunities for understanding the functional dynamics of complex structures such as that of the Sicilian Region; this might foster the improvement in decision-making processes leading towards a more efficient and effective management of public assets.

About the way to integrate BPR and SD, the basic hypothesis is to use BPR to map the actual situation and to use SD method to simulate both the impact of potential constraints on the effectiveness and efficiency of the processes and the scenarios planning to remove the constraints mapped. In other words, rather than defining new ways to performe a process, it is preferred to use BPR only to formalise the actual  process. This could lead, on the one hand, to clear spotlighting of the critical points in the process, and on the other hand, to potential best practices for tackling the critical points that had been discovered. On the contrary, the decision to adopt a simulator is meant to overcome the shortcomings of the BPR technique, i.e. the static dimension with which the processes, and possible critical points that have emerged, are represented. The dynamic dimension of a simulator should consent greater guarantees of effectiveness in the learning processes. 
So, from an integration of BPR and SD there are expected the following advantages:

· a better understanding of the operational context which characterizes the organization with the use of BPR;
· the development of a holistic and clearer picture of the analysed context in order to take more effective decisions with SD;

· a better understanding (with the recourse to the quantitative approach of SD) of both the critical areas in which the constraints are present and the identification of the necessaries resources in order to obtain an improve processes performance. The improving of the learning process lets the decision-maker to better assess the impact of intangibles resources on the organizational performance. In this way, the decision – maker can simulate different scenario in order to find the one that could maximizes outcomes without increasing the available resources.
Chapter 3
An analysis of the funds delivery process in the department of “Beni Culturali e dell’Identità siciliana” (Cultural Heritage) of the Sicilian Region through an integrated approach
1. The organizational structure of Sicilian Region

As remarked in the first chapter, the following research project has an  exploratory nature and it aims to explore the ways through which the Sicilian Regions deliver funds to municipalities, identifying the problem and possible scenarios for improvement in order to overcome this.
The basic hypothesis is that an inter-departmental coordination within the region is a prerequisite for obtaining a satisfactory performance of services which is therefore extremely important to provide some guidelines about the organizational structure of Sicily.
The Sicilian region has suffered since January 1, 2010 a comprehensive reform of its organizational structure, it is an unprecedented reform of the Departments , designed to improve skills, simplify the structure organization and  enhance the capacity of Regional administration to give timely responses to citizens and businesses.
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The reform of the regional administration can become a powerful tool of development and growth for Sicily, intellectual infrastructure that can be an important added value.
From a legislative point of view, the organization department of the Region of Sicily, is defined by presidential decree of December 5, 2009, No 12.
Through the implementation of Title II of Law 16 December 2008, n. 19 laying down rules for the reorganization of the regional departments, the decree defines the functions and tasks of the regional departments and the articulation of its intermediate structures, shall also endeavor to identify the principles and modalities for the transfer of tasks and functions, in compliance with the principles laid down in Article 10 of the Regional Law 16 December 2008, n. 19.
The implementing regulation redefines, in the first phase of implementation, the areas of organization and management aimed to launch the new organization of the Regional Administration and determined appropriate transitional measures to avoid at this stage, any disruption in the performance of activities of the Regional Administration.
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Specifically, this regulation governs:
· the functions and duties of the regional departments of Article 8 of the   regional law no.19 of 16 December 2008;

· the articulation of its intermediate structures in different areas and services within the limit laid down in Article 11 of the regional law December 3, 2003 n.20;

· shall also identify the principles and procedures for the transfer of  tasks and duties in accordance with the principles laid down in Article 10 of the same regional law December 16, 2008.

The principles to which it refers are:
· principle of completeness;

· the principle of efficiency and economy, even with the deletion of tasks and functions become redundant;

· the principle of responsibility and uniqueness of the administration and  given to one branch of administration functions and related tasks;

· principle of adequacy in relation to the organizational structure of administration.

Ascolta

Trascrizione fonetica

 

Dizionario - Visualizza dizionario dettagliato
That regulation, finally, identify the departments of the Presidency of the Region and the Regional Councils and declines the core competencies.
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2. The department of “Beni Culturali e dell’identità siciliana” (Cultural Heritage)
The choice to conduct this case study within the department of "Beni Culturali e dell’Identità siciliana”(Cultural Heritage), here after “Beni Culturali”, was dictated by the importance that our country plays in the artistic and architectural heritage. To support this claim, there is a quote by Guy de Maupassant, a famous French writer and one of the fathers of the modern novel:Ascolta
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« Sicily is the land of oranges, which flourished in the soil air in the spring, everything is a perfume ... But that is only one earth and only needed to look at the world, is the fact that from end to end, it can be described as a strange and divine architectural museum ». 

Following the reform, the department has changed its organization, the table below shows the areas covered by the Department:
	 31 December 2009 

Assessorato regionale Beni culturali, Ambientali e Pubblica Istruzione:

·  Dipartimento Beni culturali e ambientali, architettura e arte contemporanea (teatri e cinema)


	1° January 2010 

ASSESSORATO REGIONALE DEI BENI CULTURALI E DELL’IDENTITÀ SICILIANA: Dipartimento regionale dei beni culturali e dell’identità siciliana 

·  Patrimonio archeologico, architettonico, archivistico, bibliotecario, etnoantropologico e storico-artistico;

· Tutela dei beni paesaggistici, naturali e naturalistici. 

· Attività di promozione e valorizzazione delle tradizioni e dell’identità siciliana


Table 1: areas covered by the department after a change in its organization
Finally, the regulation have defined the following areas 
:
	     Areas and services
 

Area 1 - Affari generali

Servizio I - Tutela ed acquisizione

Servizio II - Patrimonio archeologico, architettonico, archivistico, bibliografico, etnoantropologico e storico-artistico

Servizio III - Promozione e valorizzazione

Servizio IV - Ispettivo

Servizio V - Museografico

Servizio VI - Architettura e urbanistica contemporanee

Servizio VII - Arte contemporanea



	

	


Table 2: the actual areas and services  in the department of “Beni culturali e dell’identità siciliana”
The call for tender  that the Sicilian region has issued on the grants for the development of architectural contexts, urban planning and landscape-related activities is drawn from Servizio VI “Architettura e urbanistica contemporanee”.
3. The funds delivery process from Sicilian Region to Municipalities mapped with a static approach: the use of  BPR technique to outline critical processes areas
It can be clearly seen from an analysis of literature that BPR projects are usually carried out in phases. Most authors are generally agreed on the following macro-phases for implementing a BPR project:

1. creating an overview of how critical processes will have to be altered. This phase comprises an attentive analysis of company goals and the direction of change expected by top management; 

2. understanding the functioning and the critical state of the present company processes (AS-IS). This phase is particularly critical since a significant trade-off is engineered, in accordance with company expectations, between the depth of analysis (in order to discover the characteristics of functioning of the present processes) and the costs involved in implementing this phase. In literature there are several orientations that suggest concentrating greater attention on the future functioning of processes
; however, others do stress the importance of having a clear overview of the on-going situation before undertaking any new changes
. The latter approach is apparently more costly, but in reality consents a minimizing of certain risks; these might be the planning of new processes where issues of inefficiency remain unresolved, the loss of precious managerial knowledge accumulated over the years or a lack of awareness with regard to certain critical areas, which might not be dealt with or might crop up again in the future if they remain unidentified. The advantages of this approach are all the more tangible in company contexts characterised by a high level of senior employees and a low degree of formalisation of working procedures. For these reasons, as will be subsequently illustrated, a more analytical approach has been preferred when examining the process of allocation of funds via the drafting of a call for tenders on the part of Sicilian Region; 

3. Defining new reference models for critical processes of change (TO-BE). In this research project the BPR technique was not applied for the defining of new reference models; the formulation of scenarios for improvement was implemented by setting up a simulation model. This research project does not have the nature of consultancy, having as its priority aim support in learning processes for the personnel in charge at the Sicilian Region.  In other words, rather than defining new ways to draft a call for tenders in a competition geared towards the allocation of funds, it was preferred to formalise the actual drafting process. This led, on the one hand, to clear spotlighting of the critical points in the process, and on the other hand, to potential best practices for tackling the critical points that had been discovered. The decision to adopt a simulator is meant to overcome the shortcomings of the BPR technique, i.e. the static dimension with which the processes, and possible critical points that have emerged, are represented. The dynamic dimension of a simulator consents greater guarantees of effectiveness in the learning processes;

4. Launching programmes for change in order to modify existing processes in function of what is described in macro-phase 3, as well as measuring the results obtained. This phase is not envisaged as part of the present research project, although it represents a possible object of future evaluations involving Regione Sicilia personnel. 

This is a project of applied research and the above-mentioned phases can be traced back to the reference-model proposed by Zuber-Skerrit
 and from which the four following principal phases derive:

· Planning phase. This phase has as its aim a clear understanding of the problem to be tackled in the specific company context, both from a scientific point of view and a practical point of view. With reference to the research project in question, the planning phase envisages the creation of a project governance structure, the formalisation of research goals as well as the preparation of a plan of activity to be implemented;

· Action phase. This phase envisages the implementation of all that was laid down in the planning phase. It is crucial to be able to refer to available literature and for this reason the project envisages national and international literature analysis. Among the activities carried out during this phase direct observation assumes particular importance, along with workshops for the appropriate personnel directly involved in the project, in order to provide a complete overview of the activities carried out in the area being studied;

· Observation phase. This is an organisation phase of all the data collected for analysis of the processes and critical points (e.g. flow of activities, process timing, critical points etc.)

· Elaboration phase. This phase envisages analysis of the data collected in order to formulate possible solutions to the problems identified. With reference to the research project this phase envisages the consolidation of evidence collected in the simulation model in order to provide back-up for Sicilian Region personnel in identifying best practices for tackling the critical areas in the process analysed.  

With reference to analysis of the on-going process of allocating funds through an announcement for a public competition, the methodology in question envisages:

· An analytical mapping-out of activities via causal analysis of the activities carried out (logic input/activity/output). This activity was the most critical of the whole research project as a result of both the organisational typicality of the Sicilian Region enterprise; this was allied to the lack of adequately formalised documents for reference, which might provide a clear representation of the activities carried out and the critical points connected to each of these. To this it should be added that the employees’ level of competence in the function analysed is of a medium-low type, with experience linked in most cases exclusively to activity carried out with the Sicilian Region. This aspect has made the employment of the methodology presented in this section a little more complex, at least at the beginning of the project. More specifically, for each phase of the process the following information was collected:

· Description of phase; 

· Main activities carried out; 

· Identification of input and output for each activity; 

· Presence of possible critical factors for each phase; 

· Frequency;

· Duration and Worktime
;

· Human resources involved; 

· Customer (internal/external).

· Identification of the critical factors associated with the activities carried out; 

· Codification and evaluation of information gathered with suitable instruments: 1) graphic representation of processes via Power Point; 2) database created ad hoc for information gathered in the field; 3) creation of a simulation model for a dynamic representation of the logicality of functioning of the process being analysed.

Application of the BPR technique has consented the formalisation of the following process: “drawing up call for tenders to support funds delivery process from Sicilian Region to municipalities in order to develop architectural, urban and landscape context, related to contemporary artistic arts”. The mapping-out of activities envisaged: 
· The break-down of the process into four main phases (fig 4), i.e.

· WP0 – Call for tenders drawing up;

· WP1 – Call for tenders enacting;

· WP2 – Application receipt and assessment; 

· WP3 – List formulation; 

· WP4 – Funds authorization. 

· Identification of the 17 activities with identification of human resources involved in their implementation:

· 35 input/output factors regarding the activities mapped out; 

· Identification of 1 an operational constraint
.
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Figure 1: main phases of the process drawing up call for tenders to support funds delivery process from Sicilian Region to municipalities in order to develop architectural, urban and landscape context, related to contemporary artistic arts.
3.1. WP0: call for tenders drawing up

The process “drawing up call for tenders to support funds delivery process from Sicilian Region to municipalities in order to develop architectural, urban and landscape context, related to contemporary artistic arts” starts with the call for tenders drawing up. 

This phase is structured in 5 activities and 14 input/output factors. It starts with the activity “Collection and analysis of law references”, that is triggered by three inputs, namely:

· regional resolutions n. 83 del 16/03/2009 e n. 84 del 08/02/2010 related ti fund allocation;
· the European operational program for the regional development (PO FESR) 2007/2013, asse III (development of both the cultural identity and the landscape  resources to increase competitiveness), operational goal 3.1.3 (to experiment and develop actions aimed at designing, promote and use contemporary arts) line of intervention 2 (development of architectural urban and landscape context, related to contemporary artistic arts);
· article 2 of regional law n. 15/06 (promotion of quality of architecture, with a special regard for projects aimed at supporting social and cultural activities, integrated with the historical and artistic context).

The activity “WP0.1 – Collection and analysis of law references” produces only an output, that is the knowledge about legal obligations. This knowledge is critical success factor for an effective call for tenders drawing up, as legal obligations are constraints to respect for a correct fund allocation.

This activity is characterized by an operational constraint in terms of a lack of legal competencies. The performance of the activity doesn’t require a degree in law, but a lack of legal professional background determines longer time to complete the analyzed activity.
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Figure 2: map of activities of wp0 phase – call for tenders drawing up
The activity of “collection and analysis of law references” has a frequency of una tantum, as it is run only once for the call for tenders drawing up. The activity is performed by only one human resource in charge to the department, namely the “Responsabile Interno Operativo (R.I.O.)” who represents also the beneficiary of the same activity (activity’s client).

	Phases
	WP0 – Call for tenders drawing up

	Activity
	WP0.1 – Collection and analysis of law references

	Description
	This activity is aimed at developing knowledge about national and European legal obligations for call for tenders drawing up



	Input
	· P.O.F.E.S.R. Sicilia 2007/2013, Asse III, operational goal 3.1.3, line of intervention 2;

· regional resolution  n.83 16/03/09;  n.11 08/02/10 (fund allocation);

· regional law n° 15/06

	Output
	Knowledge about legal obligations

	Constraints
	Lack of legal competencies 

	Frequency
	Una tantum

	Work time
	Not available

	Duration
	Not available

	Human Resource
	R.I.O

	Client (external/internal)
	R.I.O


Table 1: description of activity WP0.1 – Collection and analysis of law references 

Knowledge about legal obligations is, together with “PO FESR Sicilia 2007/2013” and regional law n. 15/06, an input for the following activities “WP02 –intervention fields definition” and “WP03 – goals setting”. 

The activity WP0.2 – intervention fields definition aims at defining the intervention fields to fund; it gives back only an output, as easily to understand, intervention fields defined.

The frequency of the analyzed activity is “una tantum”, as it is worked once for the call for tenders drawing up. This activity is performed by only one human resource, namely the “Responsabile Interno Operativo (R.I.O.)”. Activities’ clients are the beneficiaries as defined by the call for tenders. 
 
	Phases
	WP0 – Call for tenders drawing up

	Activity
	WP0.2 –Intervention fields definition

	Description
	This activity aims at defining the intervention fields to fund.

	Input
	· P.O.F.E.S.R. Sicilia 2007/2013, Asse III, operational goal 3.1.3, line of intervention 2;

· Regional resolutions n.83 16/03/09;  n.11 08/02/10 (fund allocation);
· Knowledge about legal obligations.

	Output
	· Intervention fields defined

	Constraints
	-

	Frequency
	Una tantum

	Work time
	Not available

	Duration
	Not available

	Human Resource
	R.I.O

	Client (external/internal)
	Beneficiaries


Table 2: description of activity WP0.2 – Intervention fields definition

The activity WP0.3 – intervention goals setting aims at setting the general and particular goals to fund; it gives back only an output such as goals set
.

The frequency of the analyzed activity is “una tantum”, as it is worked once for the call for tenders drawing up. This activity is performed by only one human resource, namely the  “Responsabile Interno Operativo (R.I.O.)”.  Activities’ clients are the beneficiaries as defined by the call for tenders.
	Phases
	WP0 – Call for tenders drawing up

	Activity
	WP0.3 –Intervention goals setting

	Description
	This activity aims at setting the general and particular goals to fund.

	Input
	· P.O.F.E.S.R. Sicilia 2007/2013, Asse III, operational goal 3.1.3,line of intervention 2;

· Regional law 15/06;
· Knowledge about legal obligations.

	Output
	Goals set

	Constraints
	-

	Frequency
	Una tantum

	Work time
	Not available

	Duration
	Not available

	Human Resource
	R.I.O

	Client (external/internal)
	Beneficiaries


Table 3: description of activity WP0.3 – Intervention goals setting

The activity WP0.4 – policy definition aims at defining policies for an accurate application presentation and assessment in order to a correct fund delivery. There is only an input for this activity, thus the intervention fields defined, but there are multiple outputs such as: intervention fields and costs entitled, application presentation procedure, score attribution procedure, necessary documentation, appointing commission and assessment applications procedure, transparency and publicity procedure, list formulation procedure.

The frequency of the analyzed activity is “una tantum”, as it is worked once for the call for tenders drawing up. This activity is performed by only one human resource, namely the “Responsabile Interno Operativo (R.I.O.)”.  Activities’ clients are the beneficiaries as defined by the call for tender.
	Phases
	WP0 – Call for tenders drawing up

	Activity
	WP0.4 –Policy definition

	Description
	This activity aims at defining policies for an accurate application presentation and assessment in order to a correct fund delivery

	Input
	· Intervention fields defined

	Output
	· Intervention fields and costs entitled

· Applications presentation procedure

· Score attribution procedure

· Necessary documentation
· Appointing commission and assessment applications procedure

· Transparency and publicity procedure

· List formulation procedure

	Constraints
	-

	Frequency
	Una tantum

	Work time
	Not available

	Duration
	Not available

	Human Resource
	R.I.O

	Client (external/internal)
	Beneficiaries


Table 4: description of activity WP0.4 – Policy definition

The activity WP0.5 – call for tenders drawing up aims at drawing up the definitive version of the call for tenders.

The inputs of this activity are the outputs of the previous activity WP0.4 – policy definition. The output is the call for tenders drawn up. 

The frequency of the analyzed activity is “una tantum”, as it is worked once for the call for tenders drawing up. This activity is performed by only one human resource, namely the “Responsabile Interno Operativo (R.I.O.)”.  Activities’ clients are the beneficiaries as defined by the call for tender.
	Phases
	WP0 – Call for tenders drawing up

	Activity
	WP0.5 – Call for tenders drawing up

	Description
	This activity aims at drawing up the definitive version of the call for tenders

	Input
	· Intervention fields and costs entitled

· Applications presentation procedure

· Score attribution procedure

· Necessary documentation
· Appointing commission and assessment applications procedure

· Transparency and publicity procedure

· List formulation procedure

	Output
	· Call for tenders drawn up

	Constraints
	-

	Frequency
	Una tantum

	Work time
	Not available

	Duration
	Not available

	Human Resource
	R.I.O

	Client (external/internal)
	Beneficiaries


Table 5: description of activity WP0.5 – Call for tenders drawing up

3.2. WP1: call for tenders enacting

The phase WP1 – call for tenders enacting starts and ends with the activity “WP1.0 – call for tenders publicity”. This activity aims at giving publicity of the call for tenders into “Gazzetta Ufficiale della Regione Sicilia”, the web site of «Programmazione della Presidenza della Regione Siciliana» and the web site of Sicilian region. It is triggered by the last output of the previous phase, thus call for tenders drawn up. The output is the call for tenders published into “Gazzetta Ufficiale della Regione Sicilia” and put on the cited web sites. No constraints are collected for this phase.
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Figure 3: map of activities of WP1 – Call for tenders enacting
The frequency of the analyzed activity is “una tantum”, as it is worked once for the call for tenders drawing up. This activity is performed by only one human resource, namely the “Responsabile Interno Operativo (R.I.O.)”.  Activities’ clients are the beneficiaries as defined by the call for tenders.
	Phases
	WP1 – Call for tenders enacting

	Activity
	WP1.0 – Call for tenders publicity

	Description
	This activity aims at giving publicity of the call for tenders into “Gazzetta Ufficiale della Regione Sicilia”, the web site of «Programmazione della Presidenza della Regione Siciliana» and the web site of Sicilian region.

	Input
	· Call for tenders drawn up 

	Output
	· Call for tenders put on the web site of «Programmazione della Presidenza della Regione Siciliana»
· Call for tenders published on the  «Gazzetta Ufficiale della Regione Sicilia»
· Call for tenders put on the web site of Sicilian Region

	Constraints
	-

	Frequency
	Una tantum

	Work time
	Not available

	Duration
	Not available

	Human Resource
	R.I.O

	Client (external/internal)
	Beneficiaries


Table 6: description of activity WP1.0 – Call for tenders publicity

3.3. WP2: Applications receipt and assessment
The phase WP2– applications receipt and assessment starts with the activity “WP2.0 –Applications receipt”. This activity aims at collecting all the applications received. It is triggered by the fund applying input. There is only an output, such as the applications received. The frequency of the analyzed activity is “una tantum”, since it is worked once for the applications receipt and assessment. This activity is performed by three human resources in charge at “Servizio Architettura e Urbanistica contemporanea”. They represent the internal client of the same activity.
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Figure 4: map of activities of WP2 – Application receipt and assessment

	Phases
	WP2 Applications receipt and assessment

	Activity
	WP2.0 – Applications receipt

	Description
	This activity aims at collecting all the applications received

	Input
	· Fund applying 

	Output
	· Applications received

	Constraints
	-

	Frequency
	Una tantum

	Work time
	Not available

	Duration
	Not available

	Human Resource
	“Servizio Architettura e Urbanistica Contemporanea”

	Client (external/internal)
	“Servizio Architettura e Urbanistica Contemporanea”


Table 7: description of activity WP2.0 – Applications receipt

The second activity of the phase WP2– applications receipt and assessment is “WP2.1 – Check for legal obligations observance”. This activity aims at controlling the observance of the legal obligations, such as the delivery of the applications within 12 p.m. of the 90th day from the publicity of the call for tenders in the “Gazzetta Ufficiale della Regione Sicilia”. It is triggered by two inputs, such as applications received and the applications delivery procedure. There are two outputs, namely the valid and invalid applications. The frequency of the analyzed activity is “una tantum”, since it is worked once for the applications receipt and assessment. This activity is performed by three human resources in charge at “Servizio Architettura e Urbanistica contemporanea”. Activities’ clients are the beneficiaries as defined by the call for tenders.
	Phases
	WP2 Applications receipt and assessment

	Activity
	WP2.1 – Check for legal obligations observance

	Description
	This activity aims at controlling the observance of the legal obligations.

	Input
	· Applications received

· Applications presentation procedure

	Output
	· Valid applications

· Invalid applications

	Constraints
	-

	Frequency
	Una tantum

	Work time
	Not available

	Duration
	Not available

	Human Resource
	“Servizio Architettura e Urbanistica Contemporanea”

	Client (external/internal)
	“Servizio Architettura e Urbanistica Contemporanea”


Table 8: description of activity WP2.1 – Check for legal obligations observance
The following activity of the phase WP2– applications receipt and assessment is “WP2.2 – Check for documents enclosed”. This activity aims at controlling the formal validity of the applications delivered and the documents enclosed. It is triggered by an input, such as the valid applications. There are two outputs, such as the valid applications to list and the invalid applications to reject. The frequency of the analyzed activity is “una tantum”, since it is worked once for the applications receipt and assessment. This activity is performed by three human resources in charge at “Servizio Architettura e Urbanistica contemporanea”. Activities’ clients are the beneficiaries as defined by the call for tenders.
	Phases
	WP2 Applications receipt and assessment

	Activity
	WP2.2 – Check for documents enclosed

	Description
	This activity aims at controlling the formal validity of the applications delivered and the documents enclosed.

	Input
	· Valid applications

	Output
	· Valid applications to list
· Invalid applications to reject

	Constraints
	-

	Frequency
	Una tantum

	Work time
	Not available

	Duration
	Not available

	Human Resource
	“Servizio Architettura e Urbanistica Contemporanea”

	Client (external/internal)
	“Servizio Architettura e Urbanistica Contemporanea”


Table 9: description of activity WP2.2 – Check for documents enclosed

The next activity of the phase WP2– applications receipt and assessment is “WP2.3 – Applications rejecting”. This activity aims at rejecting the applications classified as invalid in the previous phase. It is triggered by two inputs, such as the invalid applications (from WP2.1) and the invalid applications to reject (from WP2.2). There is one output, such as the applications rejected. The frequency of the analyzed activity is “una tantum”, since it is worked once for the applications receipt and assessment. This activity is performed by three human resources in charge at “Servizio Architettura e Urbanistica contemporanea”. Activities’ clients are the beneficiaries as defined by the call for tenders.

	Phases
	WP2 Applications receipt and assessment

	Activity
	WP2.3 – Applications rejecting

	Description
	This activity aims at rejecting the applications classified as invalid in the previous phase.

	Input
	· Invalid applications (from WP2.2)
· Invalid applications to reject (from WP2.3)

	Output
	· Applications rejected

	Constraints
	-

	Frequency
	Una tantum

	Work time
	Not available

	Duration
	Not available

	Human Resource
	“Servizio Architettura e Urbanistica Contemporanea”

	Client (external/internal)
	“Servizio Architettura e Urbanistica Contemporanea”


Table 10: description of activity WP2.3 – Application rejecting

3.4. WP3: List formulation
The phase WP3 – List formulation starts with the activity “WP3.0 –Commission appointing”. This activity aims at appointing the commission which examines the applications received. It is triggered by three inputs, the law by decree n.163/2006; the appointing commission and assessment applications procedure and the decree of “Dirigente Generale del Dipartimento regionale dei Beni Culturali e dell’identità Siciliana”. There is only an output, such as the commission appointed. The frequency of the analyzed activity is “una tantum”, since it is worked once for the list formulation. This activity is performed by the “Dirigente Generale del Dipartimento regionale dei Beni Culturali e dell’identità Siciliana”. The activity’s client is the assessment commission.

[image: image7.png]WP3 - List formulation

Appointing
‘commission

WP3.0 - Commission WP3.1 -
Commission Applications
appointing assessment

WP3.2 - List
formulation

Decree of
«Dirigente
Generale del
Dipartimento

«Commissione
di valutazione»

«Commissione
di valutazione»

di Dipartimento»




Figure 5: map of activities of WP3 – List formulation

	Phases
	WP3 List formulation

	Activity
	WP3.0 – Commission appointing

	Description
	This activity aims at appointing the commission which examines the applications received

	Input
	· the law by decree n.163/2006; 
· the appointing commission and assessment applications procedure

· the decree of “Dirigente Generale del Dipartimento regionale dei Beni Culturali e dell’identità Siciliana”

	Output
	· commission appointed

	Constraints
	-

	Frequency
	Una tantum

	Work time
	Not available

	Duration
	Not available

	Human Resource
	“Dirigente Generale del Dipartimento regionale dei Beni Culturali e dell’identità Siciliana”

	Client (external/internal)
	Assessment commission


Table 11: description of activity WP3.0 – Commission appointing
The next activity of the phase WP3 – List formulation is “WP3.1 –Applications assessment”. This activity aims at assessing the applications received with a score attribution. It is triggered by three inputs, the valid applications to list, the commission appointed and the score attribution procedure. There is only an output, such as the applications assessed. The frequency of the analyzed activity is “una tantum”, since it is worked once for the list formulation. This activity is performed by the assessment commission. The activity’s clients are the beneficiaries of the call for tenders.

	Phases
	WP3 List formulation

	Activity
	WP3.1 – Applications assessment

	Description
	This activity aims at assessing the applications received with a score attribution

	Input
	· the valid applications to list 

· the commission appointed 

· the score attribution procedure

	Output
	· applications assessed

	Constraints
	-

	Frequency
	Una tantum

	Work time
	Not available

	Duration
	Not available

	Human Resource
	Assessment commission

	Client (external/internal)
	Beneficiaries


Table 12: description of activity WP3.1 – Applications assessment 
The last activity of the phase WP3 – List formulation is “WP3.2 –List formulation”. This activity aims at listing the applications received ad then notice them in the “Gazzetta Ufficiale della Regione Siciliana”. It is triggered by two inputs, the applications assessed and the list formulation procedure. There is only an output, such as the list noticed. The frequency of the analyzed activity is “una tantum”, since it is worked once for the list formulation by the assessment commission. The activity’s clients are the beneficiaries of the call for tender.

	Phases
	WP3 List formulation

	Activity
	WP3.2 –List formulation

	Description
	This activity aims at listing the applications received ad then notice them in the “Gazzetta Ufficiale della Regione Siciliana”

	Input
	· the applications assessed 

· the list formulation procedure 

	Output
	· list noticed

	Constraints
	-

	Frequency
	Una tantum

	Work time
	Not available

	Duration
	Not available

	Human Resource
	Assessment commission

	Client (external/internal)
	Beneficiaries


Table 13: description of activity WP3.2 – List formulation

3.5. WP4: Funds authorization
The phase WP4 – Fund authorization starts with the activity “WP4.0 – Executive projects collection and cost entitled assessment”. This activity aims at collecting and assessing executive projects taking into account funds available. It is triggered by two inputs, the Intervention fields and costs entitled and the executive projects received. There are two outputs, such as the projects to fund and the project not to fund. The frequency of the analyzed activity is “una tantum”, since it is worked once for the funds authorization. This activity is performed by the assessment commission. The activity’s client is the “Dirigente Generale del Dipartimento regionale dei Beni Culturali e dell’identità Siciliana”.
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Figure 6: map of activities of WP4 – Funds authorization

	Phases
	WP4 Funds authorization

	Activity
	WP4.0 – Executive projects collection and cost entitled assessment

	Description
	This activity aims at collecting and assessing executive projects taking into account funds available

	Input
	· the Intervention fields and costs entitled 

· the executive projects received

	Output
	· the projects to fund 
· the project not to fund

	Constraints
	-

	Frequency
	Una tantum

	Work time
	Not available

	Duration
	Not available

	Human Resource
	Assessment commission

	Client (external/internal)
	 “Dirigente Generale del Dipartimento regionale dei Beni Culturali e dell’identità Siciliana”


Table 14: description of activity WP4.0 – Commission appointing

The next activity of phase WP4 – Fund authorization is “WP4.1 – funds decree enacting and noticing”. This activity aims at enacting and noticing the fund decree. It is triggered by an input, that is the projects to fund. There is an output, such as the fund decree enacted  and noticed. The frequency of the analyzed activity is “una tantum”, since it is worked once for the funds authorization. This activity is performed by the assessment commission. The activity’s clients are the beneficiaries of the call for tenders. 

	Phases
	WP4 Funds authorization

	Activity
	WP4.1 – funds decree enacting and noticing

	Description
	This activity aims at enacting and noticing the fund decree

	Input
	· the projects to fund 

	Output
	· fund decree enacted  and noticed

	Constraints
	-

	Frequency
	Una tantum

	Work time
	Not available

	Duration
	Not available

	Human Resource
	Assessment commission

	Client (external/internal)
	 Beneficiaries


Table 15: description of activity WP4.1 – funds decree enacting and noticing
The following activity of phase WP4 – Fund authorization is “WP4.2 – rejecting from the list”. This activity aims at rejecting all the executive projects delivered on late with the respect the 90th day after the notice of the list in the “Gazzetta Ufficiale della Regione Sicilia”.  It is triggered by an input, that is the projects not to fund. There is an output, such as the projects rejected. The frequency of the analyzed activity is “una tantum”, since it is worked once for the funds authorization. This activity is performed by the assessment commission. The activity’s clients are the beneficiaries of the call for tenders. 

	Phases
	WP4 Funds authorization

	Activity
	WP4.2 – rejecting from the list

	Description
	This activity aims at enacting and noticing the fund decree

	Input
	· the projects not to fund 

	Output
	· the projects rejected

	Constraints
	-

	Frequency
	Una tantum

	Work time
	Not available

	Duration
	Not available

	Human Resource
	Assessment commission

	Client (external/internal)
	 Beneficiaries


Table 16: description of activity WP4.2 – funds decree enacting and noticing
The last activity of phase WP4 – Fund authorization is “WP4.3 – funds authorization”. This activity aims at authorize the delivery of funds allocated.  It is triggered by two input, that are the fund decree enacted  and noticed and the regional resolution n.83 16/03/09;  n.11 08/02/10 (fund allocation). There is an output, such as the funds authorized. The frequency of the analyzed activity is “una tantum”, since it is worked once for the funds authorization. This activity is performed by the “Dirigente Generale del Dipartimento regionale dei Beni Culturali e dell’identità Siciliana”. The activity’s clients are the beneficiaries of the call for tender. 
	Phases
	WP4 Funds authorization

	Activity
	WP4.3– funds authorization

	Description
	This activity aims at enacting and noticing the fund decree

	Input
	· Fund decree enacted  and noticed
· Regional resolution n.83 16/03/09;  n.11 08/02/10 (fund allocation)

	Output
	· Funds authorized

	Constraints
	-

	Frequency
	Una tantum

	Work time
	Not available

	Duration
	Not available

	Human Resource
	“Dirigente Generale del Dipartimento regionale dei Beni Culturali e dell’identità Siciliana”

	Client (external/internal)
	 Beneficiaries


Table 17: description of activity WP4.3 – funds authorization
4. The funds delivery process from Sicilian Region to municipalities with a dynamic approach: integrating the BPR with the SD to improve processes performance 
In this research project SD methodology has been applied to support the analysis of the funds delivery process from Sicilian Region to municipalities in order to overcome the limitations that have caused in the past the failure of BPR, that are the lack of a strategic approach to change management and the primary role of ICT in triggering change projects
.

The application of SD model needs, at first, the definition of goals and key performance indicators. The second step, in order to clarify the cause and effect relationships determining the organizations’ outcomes, is about the selection of critical processes concerning with the defined goals. The process analysis points out the strategic resources necessary to reach the desired goals. This analysis must be integrated with the analysis of the decisional areas related to the management of the activities within the selected processes.

The third phase is about the identification of the strategic drivers impacting on the analyzed processes and the related key performance indicators to the desired targets. It follows the identification of cause and effect relationships related to the simulation of the strategic drivers, considering also possible constraints from the external context. The pointing out of feedback makes clear the inflow and outflow processes for the strategic resources which can influence the key performance indicators. These ones are not affected by the simulation of the strategic drivers, which can determine changes only in the stocks of strategic resources. 

The following picture shows the main phases to design a SD model.



           The SD model starts from the evidences produced with the BPR technique. The main goal of the simulation model is to find possible corrective actions to the main constrain mapped in the process analyzed. So, the SD model is structured in working phase like the map drawn with the BPR. The time unit of the model is the day and the time step is 1 day. The time horizon is 365 days. The following pictures depict the structure of the model.
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Figure 8: WP0 - call for tenders drawing up
Figure 8 shows the WP0 phase, that is the call for tenders drawing up. The model synthetizes in two main sections all the activities of the phase. The first one is about the law references to analyze and the second one concerns the other activities of the phase, here summarized in the sections of the tender to draw up. The distinction of the phase in these two main sections is due to a better understanding of the main constraint identified in this phase of the process, namely a low productivity caused by a lack of competencies about laws. Later in the paragraph it is presented a policy identified to correct this constraint. Notes that the two sections of the model are characterized by a flow driven by a work force computed as the result of human resources in charge in the department per the productivity of the same. Notes also that the second section is triggered by a threshold signal that informs when the first section is concluded, that is when the value of the flow is equal to zero.  
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Figure 9: WP1 - Call for tenders enacting
Figure 9 shows the WP1 phase, that is the call for tenders enacting, namely the activity needed to give notice to the call for tenders in the website of the region and in the “Gazzetta Ufficiale della Regione Sicilia”. There is a main stock, the communication areas to update, that is outflowed by the activity call for tenders enacting; the flow changes the main stock in the one of communication areas updated. The main flow of the phase is driven by a work force computed as the result of human resources in charge in the department per the productivity of the same. Notes that this phase is triggered by a threshold signal that informs when the previous phase is concluded, that is when the value of the related flow is equal to zero. In this phase there are not constraints.  
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Figure 10: WP2 Applications receipt and assessment and WP3 - list formulation
Figure 10 shows the WP2 and WP3 phase, that are: 

· the applications receipt and assessment, namely the activities needed to receive and assess the applications delivered by beneficiaries. The structure of this phase is similar to the previous ones in terms of flow. The stocks depicted represent different states of the same resource. In other words it is represented the different states of the potential applications, that are the condition of being received and then considered valid. Notes that this phase is triggered by a threshold signal that informs when the previous phase is concluded, that is when the value of the related flow is equal to zero. In this phase there are any constraints.

· the list formulation, namely the activity needed to put the applications in list (if considered valid applications) or to reject them if the applications  are considered invalid. The depicted process is based on a co-flow structure (flow generates flow
). In other words, the stock of valid applications is outflowed and linked to two other flows, the one of the applications listing inflowing in the stock of applications listed and the one of the applications rejecting inflowing in the stock of applications rejected. In this phase there are not constraints.
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Figure 11: WP4 - Fund authorization

Figure 11 shows the WP4 phase, that is the fund authorization, namely the activity needed to select the executive projects to be funded and to authorize the fund delivery. The structure of this phase is similar to the one of the WP3 in terms of:

· representation of different states of the same resource, that is the executive projects (to receive – received – to fund or to reject);

· characteristics of the flow, namely a co-flow that generates both the flow of the executive projects assessment inflowing in the stock of executive projects to fund and the flow of rejecting from the list inflowing in the stock of executive projects rejected. 

Notes that in this phase are designed two different triggers. The first one is activated by a threshold signal that informs when the previous phase is concluded. The second one triggers the fund authorization flow when there is a list of executive projects to fund. In this phase there are not constraints.
The phase WP0 is characterized by an operational constraint, namely a low productivity caused by a lack of competencies about laws. In other words the lack of competencies of the human resources in charge at the Department determines longer time to analyze the law references needed to draw up all the sections of the call for tenders. 

In order to better define this constraint a causal loop diagram (CLD) has been drawn (figure 12). A CLD can help the modeler to improve the learning of the part of the system to study. As a consequence a CLD can improve both the design of a dynamic model and possible scenarios to correct the constraint observed. 

As shown by figure 12 a positive change in the gap of productivity determines a positive change in the stock of knowledge need, which as a consequence determines a positive change in investment training. This variable is the strategic driver in the conceptual model designed. It has been supposed a positive relationship between the investment in training and learning. This relationship assumes different intensities in function of the quantity of investment in training. So a positive change in the investment training determines a positive change in learning and, as a consequence, a negative change in the gap of productivity. The structure of the model designed is driven by a negative feedback (balancing) which moves the part of the system analyzed to a goal seek. In other words if the increase of law references to analyze and the lack of competencies can determine lower productivity and longer working time, a policy of increase the investment in training activated by the Department of “Beni Culturali e dell’identità Siciliana” (Cultural Heritage) can improve the productivity of human resource in charge at the Department.   
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Figure 12: a CLD about the constraint observed in WP0
The next step is the design of a dynamic model based on a stock and flow representation. The stock and flow is a quantitative representation of the feedback within the part of the system analyzed. The quantitative approach makes possible the understanding of the consequences of scenarios assumed to correct the constrain mapped in WP0 (figure 8). There are three main scenarios assumed, in function of the amount (low, medium and high) of investment in training made by the Department (figure 13).

[image: image14.png]Standard | Graph

x v Input: Training Investments” [SE"
02 01

03 015

04 018

05 04

06 045

07 08

08 085

03 08

170

Uniy:

Poirts X s ¥ as

Cont  [fpg) Mn Step: Min Ma
10 01 01 0 1





Figure 13: effect assumed of investment in training on learning
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Figure 14: policy to correct constraint in WP0
The first scenario is concerning with a low amount of investment in training as shown in figure 15. In this case the law references to analyze are outflowed in 10 days with a productivity decreasing from 40 pages/day to about 13 pages/day. 

The second scenario is concerning with a medium amount of investment in training as shown in figure 16. In this case the law references to analyze are outflowed in lower days than the previous scenario (6 days) with a lower decrease in productivity (from 40 pages/day to about 34 pages/day).

The last scenario is concerning with a high amount of investment in training as shown in figure 17. As supposed, this is the case in which the law references to analyze are outflowed in the lower time (5 days) with a different behavior of the productivity with respect to the other scenarios. The different impact of high investment in training on learning always determines a goal seeking behavior of productivity but with an initial positive (reinforcing) feedback before to reach the goal. 
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Figure 15: scenario 1 - low investment in training
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Figure 16: scenario 2 - medium investment in training
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Figure 17: scenario 2 - high investment in training
Without taking into account the impact of investment in training in the economic and financial equilibrium of the Sicilian Region, the latter scenario is the one to prefer because only with an high level of training investments, the curve of the productivity increases up to reach a desired level of productivity.
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Figura 18: results of the simulations 
The analysis developed shows such as the development of a simulation model can support improvement scenarios relating to the policy adopted by the decision makers ; these models, which are applied in contexts of complexity and dynamism, do not have the role of providing analytical information on the value that the variables will take in future, but they aims to understand the cause-effect relationships and trends related to the working hypothesis adopted
.
Modeling through the SD methodology with reference to the phases of the process of funds delivery by the Sicilian Region to municipalities can bring to light not only the critical areas in which the constraints are present (in this case the lack of personnel skills) but also allows to identify the necessaries resources in order to obtain an improved process performance analysis.

In addition, the integrated approach to BPR and SD can explain the role played by the intangibles resources (i.e the knowledge level of staff) on the performance of an administrative process; the public decision-maker, through the use of the SD models,  will be able to formulate alternatives policies (investment low, medium or high in training) in the light of different assumptions.
Conclusions

The aim of this research project is to highlight how an integrated approach of the BPR technique and the SD methodology can help to improve the administrative processes in a public administration.

Although many contributions in the literature show how BPR can help to improve the performance in public administration, however, these contributions often put the attention on the validity of this technique in order to identify  the critical areas to investigate; the SD is a complementary methodology to BPR for the performance analysis because it helps not only to individuate the areas of critical processes, but also to identify the levers decision (policy levels) on which the decision makers can take action to improve the performance of the phenomenon investigated.
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             In particular, the relevance of this research is based on the support methodologies (i.e. the analysis of processes with BPR technique; the SD methodology for a better understanding of the processes carried out and, wherever possible, to define improving scenarios) used in order to describe the ways in which the Region provides given services to the local municipalities, individuating their difficulties and the possible scenarios for overcoming and improving on them. More in particular this research project has been focused on mapping (BPR technique) and modelling (SD methodology) the process of “drawing up call for tenders to support funds delivery process from Sicilian Region to municipalities in order to develop architectural, urban and landscape context, related to contemporary artistic arts”. 

The basic hypothesis on which it is structured this research is that the combined adoption of BPR technique and SD methodology might increase the opportunities for understanding the functional dynamics of complex structures such as that of the Sicilian Region; this might foster the improvement in decision-making processes leading towards a more efficient and effective management of public assets.

The research is of an explicative nature; in other words, it aims to explain the where and how of a specific social phenomenon. On the basis of these considerations the research methodology adopted by this project has a qualitative character. All the research activities have been oriented to find answers to the following research questions:
· may the BPR be applied to draw the system of the services provided to municipalities by a local government (i.e. the Sicilian Region) and to map the critical processes performed to deliver them? May this technique be useful in order to introduce or change a process perspective in a local government?
· may the SD be considered a supporting tool to improve the learning of how a local government performs and should perform the critical processes, in order to increase the effectiveness and the efficiency of the same? How to apply it?

· may the combined use of Business Process Reengineering and System Dynamics produce benefits in terms of better understanding of the main processes in a local government? How Business Process Reengineering may support System Dynamics in reproducing more effective simulations? How System Dynamics can support Business Process Reengineering in defining new improving scenario for critical processes?

The BPR technique has been applied both to map the process of drawing up call for tenders for funds delivery from Sicilian Region to municipalities and also to put in evidence constraints which can affect the efficiency and effectiveness of the process analysed. 

To give an answer to the first research question, although the case study technique does not lead to formulate conclusions with an high external validity (outcomes generalization), the evidences pointed out with this research project represent a first good signal of the potential applicability of BPR technique also in a local government to support change management programs. The personnel interviewed have supported this research with a great interest without erecting any kind of barriers to both the formalization of the process studied and the operational constraint emerged. Despite this good form of collaboration, it is due to underline that the absence of operational implications for personnel, because of the research nature of the project, limits the possibility to conclude that the BPR technique can represent an effective tool to promote effective change management programs in a local government. In other words, the awareness of the absence of any kind of implications in the way to perform the daily activities, it has helped a positive approach to the process perspective (collaboration) rather than a negative approach, erecting barriers to the use of BPR, presented to them as a technique to promote change in the organization. 

As for all the management tools and techniques, also the BPR does not represent a “panacea” to remove the natural obstacles which come out in any situation of radical or incremental change. Nowadays, change is a critical success factor also for local government and not only a distinctive factor as in the past. To be successful, organizations must develop the competence of change and innovation at all the organizational levels, promoting a culture focused on performance and value creation. BPR may play a relevant role in this direction only if organizations will avoid the limitations that have afflict this technique in the past, namely the absence of a strategic approach to change management and the dependency on the information and communication technologies.

It has been possible to collect more evidences to support a reinforcing answer to the second research question.  The SD methodology has been applied to simulate the map of the process studied with the BPR technique and to outline the policy levels on which decision makers can take action. Although it has not possible to design the same structure of the process, as drawn with BPR, the simulation model has make possible to catch to following advantages:

1. a clearer representation of the dynamic of the workflow in the process of drawing up call for tenders, from the law references analysis to the funds authorization;

2. a focus on the critical areas of the process studied (WP0 – Call for tenders drawing up and in particular in the activity of law references analysis);

3. a clearer representation of the operational constraint which affect the process (low productivity due to a lack of law competences);

4. a better understanding of the strategic drivers needed to correct the operational constraint emerged, and so, a more effective scenarios planning to correct it and to support change management programs definition and implementation (training investment).

Concerning with the second research question it is possible to converge to the following conclusions:

· the SD can improve the learning of how a local government performs critical processes, in order to increase the effectiveness and the efficiency of the same;
· there are still less evidences on how to apply SD in an effective way in order to support management in change programs and on how to transform this methodology in a competence within the organization. This is probably due to the lack of competence both in the business process management and in SD or to a management approach still focused on a the day-by-day operations rather than to an approach based on strategy, planning and control mechanisms.
In this research project the BPR technique was not applied for the defining of new reference models; the formulation of scenarios for improvement was implemented by setting up a simulation model.  In other words, rather than defining new ways to draft a call for tenders, it was preferred to formalise the actual drafting process. This led, on the one hand, to clear spotlighting of the critical points in the process, and on the other hand, to potential best practices for tackling the critical points that had been discovered. The decision to adopt a simulator is meant to overcome the shortcomings of the BPR technique, i.e. the static dimension with which the processes, and possible critical points that have emerged, are represented. The dynamic dimension of a simulator consents greater guarantees of effectiveness in the learning processes. So with concerning the third research question it is possible to outline the following conclusions:

· it is possible an integration of BPR and SD in the process analysis. 

· BPR lets the modeller to a better understanding of the operational context which characterizes the organization, and so, it increases the possibility to catch the right variables and strategic drivers to define new improving scenarios to support change management;

· SD lets the decision maker to develop an holistic and clearer picture of the analysed context in order to take more effective decisions. 

· an integration of BPR and SD let the decision maker to be challenged in the actual mental model, namely the way to look at the actual operations in order to improve the search for new ways (more effective and efficient) to manage them;

· SD can better support BPR in change programs based on stretching goals in order to downsize organizational structure. This kind of programs is frequent in crisis period, like the one that is characterizing the actual economic context. The possibility to simulate the consequences in time and space of actual critical decisions minimizes mistakes in the design of new configuration of organizational structure.

As already outlined, the case study technique does not lead to a high external validity (outcomes generalization). Despite this, the research wants to show that BPR and SD can be integrated with more benefits than the relative costs. The specific condition of the process analysed (only one process linked to a particular goal, such as the funds delivery to municipalities) and the absence of implications for personnel in charge at the department is a trigger to starts new research projects in this direction. The suggestion is to conduct more applied projects in order to experiment on the field the outcomes of introducing a process perspective with an integrated approach based on BPR and SD; in particular in order to validate the integrated approach, it is necessary to apply it in other different Regions and/or in other departments of Sicilian Region.

In other words, the suggestion is to come out from the field of theory and to observe what happens when it is required a strong commitment of the organization to change the way to perform the daily activities.
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Figure 7: the main phases to design a SD model
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