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Since the beginning of the last decade, it is unanimously admitted that large 
organizations are facing business pressures from intense competition in the business 
world. These business pressures may take the form of new entrants threatening, or 
margin shrinking due to business environment changes , or attack of customers base by 
other competitors. [ 1]

Earlier the Total Quality Management (TQM) has been the driving force and 
philosophical foundation for companies eager to regain market share lost to global 
competition. Recently, reengineering has struck a chord among business leaders as the 
approach to fundamentally change processes in order to dramatically improve cost, 
quality, and customer satisfaction. The goals strikingly similar to those of TQM. 
However, two of the recognized leaders in TQM, Juran and W. Deming have talked a 
great deal about such breakthrough change.

What is Reengineering ?

Usually when an organization has downsized or restructured their work 
activities , the reengineering strategy is applied in order to decrease the work flow that 
no longer adds value to the organization. In other words , reengineering helps to 
eliminate the problems and to keep the qualified elements of the organization for 
continuous improvements. The objective of reengineering is to maximize cost 
reduction ,prevent population regrowth, and optimize organizational efficiency and 
effectiveness.

While automation may play a role in BPR , it is important to realize that it is 
not the solution, but rather a tool of the movement. It should be used to improve the 
processes ,and may even be used to introduce organizational change. The focus is on 
reorganizing the work of the organization around key business processes rather than 
distinct functions.

The reengineering has several definitions.
• Radical redesign of business processes to achieve quantum improvement in business 

performance ,as perceived by the customer and realized by the company. [2 ]
• The fundamental rethinking and redesign of business processes to achieve dramatic 

improvements in critical contemporary measures of performance such as cost, 
quality, service, and speed. [3]

• ... to rethink, restructure and streamline the business structures, processes, methods 
of working, management systems and external relationships through which we 
create and deliver value.[4]

_________________________________________________________
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• Stepping back from a process in inquire as to its overall business objective ,and then 
effecting creative and radical change to realize orders-of -magnitude improvements 
in the way that objective is accomplished .[5]

• A cross-functional initiative, focused on business processes, requiring simultaneous 
change to organization design , culture ,and information technology, that enables 
radical performance improvements. [6 ]

As mentioned by several authors ,the end of the 20th century has been 
characterized by a faltering administration based on principles built upon the Taylor's 
theory of decomposition of job into elementary tasks to be performed by different 
people for their specialization and the high productivity. Taylorism has generated the 
lack of control and overall coordination of activities in large organizations ; some 
examples are given about this lack of coordination leading to the overall poor 
performance.

Also, it is crazy to observe that this could happen albeit the entrance and the 
development of computer in business. Most of large organizations functioning 
according the principles of division of work and decomposition of tasks are actually 
clumsy and bulky, loosing money and not managed. So they are particularly sensible 
when facing the competition.

This competition in which business are engaged has entailed a huge need for a 
revolutionary approach of performance. This approach should give way to order-of- 
magnitude of improvement in a few key business processes. No more than four to six 
core processes is the norm for most organizations.[7] Texas Instruments, for example, 
identified the following four core processes: strategy development, product 
development, customer design and support, and order fulfillment.

Benefits o f Reengineering:

• Revolutionary thinking. It encourages organizations to abandon traditional 
approaches to problem solving, and to "think big".

• Breakthrough improvement. It helps organizations make noticeable changes in the 
pace and quality of the response to customer needs.

• Organizational structure. It helps the organization to identify real customer needs , 
rather than create products that ignore the needs and wants of the customers.

• Organizational renewal. It results in new organizational designs that help companies 
respond better to competitive pressures , increase market share and profitability, 
and improve cycle times, cost ratios ,and quality.

• Corporate culture. It helps the culture of the organization to achieve change and 
know how to deal with it.

• Job redesign. It helps create more challenging and more rewarding jobs with broader 
responsibilities for employees. [8 ]

The reengineering is the process of trying to break away from outdated rules, 
and guidelines and strive for change. However, one of the biggest problems is trying to 
get the people to believe that change is good.
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BPR adopts a process perspective of the business, where the other programs 
retain functional or organizational perspectives. It also involves a willingness to 
rethink how work should be done, even to totally discard current practices if that 
should prove necessary.

Finally, BPR takes a holistic approach to business improvement, encompassing 
both the technical aspects of processes (technology, standards, procedures, systems, 
and controls) and the social aspects (organization, staffing, policies, jobs, career paths, 
and incentives). In other words, business process reengineering leverages technology 
and empowers people.

Although the definition and benefits of BPR are clear, that does not mean that 
the way to achieve those benefits is obvious.

What is TQM?

Total quality management (TQM) is "an approach to improving the 
competitiveness, effectiveness and flexibility of a whole organization. It is essentially 
a way of planning, organizing and understanding each activity, and depends on each 
individual at each level".[9]

The literature on TQM is extensive, and the number of definitions probably 
equals the number of authors. In general these definitions describe TQM as a 
philosophy and attitude about doing business and managing that focuses on integrating 
strategic and quality plans, delighting the customer, using data to analyze problems 
and make decisions, empowering the workforce to be active participants, and 
continuously improving products, services, and processes. [7]

Total Quality Management's main goal is to aim for a structural system is order 
to satisfy internal and external customers and suppliers ,while changing organizational 
culture. It's main objective is to make qualify a guiding factor in every process.

T- Total, simply means that everybody involved in providing the product or service 
also works to improve its quality in every aspect.
Q- The customer defines quality. In manufacturing businesses , customers want a good 
product at a reasonable price. In service business , customers usually want prompt, 
polite, and correct responses to their requests. Quality is what the customer thinks it is. 
M- Management is planning and organizing work, management includes the actions an 
organization takes to continuously improve the quality of products and services.
TQM- Total Quality Management means continuously improving the quality of 
products and services by working together with everyone involved in the process .[1 0 ]

A fundamental basis of TQM is a culture of continuous improvement. It is a 
culture rather than a project ,because the aim is to improve continuously. It is an 
endless process. After one project,there is another project. This culture postulates that 
workers are the experts because they have the detailed knowledge of how the work is 
done.[ll] They are the best to improve the process. This view contrasts with the 
traditional Tayloristic approach in which the experts were the engineers and the
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operators just a pair of hands ,who were asked to leave their brains at home! However, 
implementing this change of culture requires years.

New measurement techniques -- based on criteria originally developed for 
quality awards - have been developed in both Europe and the USA. The use of such 
techniques to monitor the "health" and performance of organizations is termed "self- 
assessment.[9][12] The most common frameworks for self-assessment are based on 
the Malcolm Baldrige National Quality Award (MBNQA) criteria (from the USA), the 
European Quality Award (EQA) criteria and the Hungarian National Quality Award 
(HNQA) criteria.

TQM and BPR

Most companies undertaking reengineering today have some experience with 
total quality management. TQM and reengineering share many characteristics, 
including a focus on customers, orientation toward processes .and commitment to 
improved performance. In general the reengineering teams use the Plan-Do-Check-Act 
(PDCA) cycle, as further described by the Quality Improvement Process (QIP) and 
Problem Solving Process (PSP).

Flow charting and process mapping are additional tools utilized to describe the 
process being reengineered and to understand the inter-relationships among processes 
These are all tools that have long been part of the TQM lexicon. [7]

TQM involves placing the customer as the focal point of operations. The aim is 
to continuously improve process performance in order to satisfy customer 
requirements. [9] [ 14]

TQM involves the bottom-down communication and deployment of objectives, 
and the bottom-up implementation of continuous improvement activities. At the center 
of TQM is the concept of the management of processes, and the existence of internal 
suppliers and customers within organizations. Organizations which have adopted 
TQM are likely to have developed an understanding of the processes which are 
operated, and attempt to make the customer the target of improvement activities. [9]

BPR also emphasizes focus on the process. However, some authors such as 
Klein [15] suggest that BPR is much more radical than TQM, while others, notably 
Davenport[12] and Harrison and Pratt [16] suggest that TQM and BPR can and should 
form an integrated strategic management system within organizations. Davenport [12] 
suggests there is a need to undertake process value analysis, in order to identify which 
processes should be re-engineered, and which should be managed on the basis of 
continuous improvement. The situation is in reality less clear-cut than re-engineering 
versus continuous improvement, since improvement activities form a continuum from 
small incremental improvements to wholesale radical restructuring of operations. [13] 

Several authors on BPR appear to consider continuous improvement of 
processes to be the only link to TQM. However, other aspects of the management of 
processes are considered vital in both TQM and re-engineering, including 
benchmarking 15][16], culture change [17], and performance measurement [13][16],. 
There is therefore a need to clarify the relationship between BPR and TQM in order to 
maximize the benefits from each.
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Successful Reengineering is defined by an empowered, educated workforce 
with individuals doing multi-dimensional work in process teams. The number of 
checks and controls is minimized, organizational structures have fewer levels of 
authority, and executives are leaders rather than managers. It is interesting to note the 
similarities between these characteristics of a reengineered environment and Deming's 
14 Points for Management.[7]

TQM stresses incremental improvement through structured problem solving 
.whereas reengineering is about radical improvement through total process redesign. 
TQM assumes the underlying process is sound and looks to improve i t ; reengineering 
assumes it is not and seeks to replace it. [18]

Reengineering proponents compete that since continuous improvement implies 
making incremental changes to existing processes, it does not foster the total redesign 
of processes viewed as necessary for organizations to make the significant advances 
required to stay competitive. Reengineering starts from the premise that existing 
processes are inadequate to compete and also are rife with inefficiencies. 
Consequently, radical redesign is required, and previous methods are to be 
challenged. [7]

BPR differs from many other quality movements in that those movements 
focused on continuous change and process improvement. BPR is design work, 
requiring it's followers to apply discontinuous process change.

Conclusion

1. While TQM seeks continuous improvement,reengineering seeks a one time gain. 
Furthermore, reengineering is used in producing a good basic design yielding 
dramatic improvements .and TQM is used to perfect processes, gradually improving 
efficiencies.

2. These methodologies involve different risks, are aimed at different levels of 
improvements over time and involve a different attitude towards learning. 
Reengineering has a relatively high risk because it aims at very high improvements 
in a short time. For a company with processes suspected to be far from efficient or 
in an industry facing big changes, re-engineering c b e the required tool. 
Michael Hammer and James Champy, authors of Reengineering the Corporation and 
the foremost proponents of this new improvement technology, estimate that 50 to 70 
percent of organizations that undertake reengineering efforts do not achieve 
dramatic results. [3] The continuous improvement has a low risk but requires a 
major effort to change corporate culture.

3. Reengineering does not include the policy deployment methodology among its basic 
principles. Policy deployment is a quality planning approach for deploying strategic 
cross-functional change initiatives seeking breakthrough performance.[7]

4. Process reengineering focuses on selected core processes for a redesign project. In 
contrast, TQM is more system-wide and hopefully never ending story.

5. BPR pursues multifaceted improvement goals, including quality, cost, flexibility, 
speed, accuracy, and customer satisfaction, concurrently, whereas programs focus 
on fewer goals or trade off among them.



6 . Information technology has been more formally integrated into the reengineering 
process.
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Reengineering vs. TQM
Reengineering TQM

Process orientation 
Dramatic improvement goals 
Contrast with Taylorism 
Radical change 
Customer centered 
Project 
High risk

Process orientation 
Incremental improvement goals 
Contrast with Taylorism 
Change step-by-step 
Customer centered 
Never end process 
Low risk

After a company has reengineered its thinking style or mental map, the next step 
toward becoming customer-centered is to change its management methods. The two 
dominant management approaches of the past quarter century have probably been 
MBO (management by objectives ) and TQM (total quality management). Both of 
these approaches have been heavily internally focused with very little consideration 
given to the customer’s interest.

The experience seems to indicate that it is better to start with re-engineering and 
benchmarking , if appropriate, and then later pursue the cultural change towards 
continuous improvement.
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