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Who runs Business Redesign?  Who owns it? 
Where is the driver for Business Redesign? 
Who should own it and why? 
What is the impact on the rest of the organisation? 
Overcoming the contradictions. 
Ownership of Future Redesigns. 

In most circumstances we should consider Business Redesign once we understand the 
model of what we are trying to achieve.  Business Redesign for its own sake is not going to 
achieve very much.  In fact it is likely to steer us down the 'wrong' path in terms of restricting 
how the business may operate.  Often the driver for Business Redesign springs from a desire 
to implement new technologies and to save processing costs. 

As we have discussed before, this is all very well but does it fit with the model of The 
Compleat Biz?  The answer has to be “we don't know”.  We will only know if we have the 
model (our Jigsaw Lid plus associated strategies) to validate against. 

Where is the Driver for Business Redesign? 
In terms of location, in our model it could be anywhere in the business.  Traditionally it has 
been within the operations area (perhaps prompted by finance).  And it has come from the 
view that current processes cannot be improved sufficiently to deliver the required benefits.  
Instead a redesign will replace the business process model with something new.  The enabler 
for this is often technology but this is not always the case.  For instance processes may 
change with the introduction of newer products or services. 

In a Compleat Biz the location of the driver is the strategy that emanates from the Jigsaw Lid 
and the later planning.  It would be foolish of me to predict where that will lie within your 
business.  On the other hand we can look at some likely candidates.  For instance if we are 
trying to achieve an organisation that looks after people who get left behind, we may expect 
our Training and Competencies to be the focus. 

This may mean that a redesign will be driven by the need to ensure that the ways in which we 
train are reshaped.  In turn this will make certain that a broader range of skills are developed.  
Suddenly our business is no longer solely focused on the old model.  We are putting in place 
something for the people that is not of direct use to the business but which fits our overall aim. 

Another candidate might be the relations with our customers.  In this case we will redesign 
around the communications and customer interface.  This may mean that we intend to 
physically alter the layout of our store.  Perhaps we want to allow customers to access us via 
completely different routes and at different times.  This is not the same as taking the existing 
business and redesigning those interfaces.  Here we are looking at it from the customer 
relations we have set out to achieve in our Jigsaw Lid.  There are many businesses that will 
look at redesigning their customer interface.  Most of them are doing it from the perspective of 
improving efficiency. 

For The Compleat Biz the extent to which efficiency is mitigated by other factors is part of our 
philosophy.  And how many existing businesses can honestly say that?  In fact the way in 
which we are going to approach Business Redesign is very much from a philosophical 
viewpoint.  This does not mean that it will be theoretical.  On the contrary, we will be very 
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pragmatic.  After all there is no point in tying ourselves in knots.  That will merely make 
matters worse. 

As I mentioned in an earlier chapter, we are engaged in a process to change everything in 
every direction and therefore changing the use of resources is very much part of our plan.  
Don’t forget that we are also trying to make this relatively painless for all concerned. 

Among other candidates as driver (in a Compleat Biz) we may consider a Not Too Late way 
of doing things.  This will require different processes from a Just In Time approach.  And the 
way in which we redesign will have a different emphasis.  In case you are still wondering 
about the difference, I’ll explain.  With JIT, it is a requirement that each part of the process 
completes its output just in time for it to be used by the next stage.  This is often thought of as 
a ‘Pull’ because the demand comes from the next stage along the line.  With NTL we 
anticipate that Pull.  But then we decide how far in advance it makes sense for us to complete 
our stage.  As long as we aren’t too late, it will not matter to the next stage.  It requires better 
understanding on both sides.  Otherwise the anticipation can go horribly wrong. 

To some extent Benetton achieve this by making up garments in natural colours 
(anticipating that part of the manufacture).  They only dye and finish them when the 
demand comes through the system. 

Overall the whole process of Business Redesign is going to require a great deal more 
thought.  This should start with understanding who owns it. 

Who should own Business Redesign and why? 
This should be governed by the philosophy we are trying to implement.  The question to ask 
is “Who, in the organisation, is responsible for this aspect?”  The aspect under scrutiny is that 
part of our Compleat Biz philosophy. 

You could argue a case for ownership to rest with our group of individuals who challenge how 
things are going to be.  (See Chapter 2)  At least they have a vested interest in understanding 
why things should be different.  But I’m not sure they are the right grouping to use in this 
instance. 

Instead we should really focus on our philosophy of where the responsibility lies.  And that is 
going to be different in different organisations.  There is no simple answer that fits all. 

Having established in our own mind who owns the redesign, we have to make sure that they 
can drive it.  Building on established models of business change we know that they require 
sponsorship at a high level to have a chance of taking hold.  ‘Normal’ Business Redesign is 
no different.  Business Redesign within a Compleat Biz is no exception either. 

We need to be sure how we tie the right senior person (or group) to this proposal.  And in this 
context we are the people who are driving the idea of The Compleat Biz.  And driving the idea 
must continue as we continue to redesign the organisation.  So perhaps it would be better if 
we used the same mechanisms that we used to establish the idea of The Compleat Biz to 
decide who is responsible for the particular redesign work.  If you recall under Getting the 
Right Solution we talked about starting with a small group and going round in tight circles to 
gain buy-in.  This has also taken shape in the groups we set up to run the DIRFT Spiral.  As 
with many good ideas we will have a similar shape to the way we appoint owners for the 
redesign of elements of the business. 
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What this shows (amongst other things) is that The Compleat Biz model is reinforced at every 
stage provided we start off on the right foot.  Our initial ways to achieve things to alter our 
business are repeated to set up more complex changes.  Having a business model that 
reinforces what we aim to achieve is very helpful.  I can think of many instances where this is 
not the case.  The results in those instances are confusion over direction.  Worse it may even 
lead to activity that undermines the core values of the business. 

What is the impact on the rest of the organisation? 
If you have ever participated in a business redesign exercise you will know how chaotic it can 
be.  Those people whose work is being redesigned often exhibit lots of fear and resentment.  
Of course this is not always the case and there are good examples where this has been 
overcome through quality of communication.  But we should have no illusions; it is likely to be 
painful. 

One factor at play is the inability for everyone to see the whole picture in a way that presents 
the change in a positive light.  But we ought to be better at that.  After all isn’t that what we 
are looking to achieve?  Elsewhere in this book we talk about open communications.  In fact 
you may want to go there now to see how this can help. 

The owners of Business Redesign in our business have a responsibility here.  They must 
ensure that the ways in which Business redesign is communicated fits with The Compleat Biz 
model.  This is partly because, until the redesign has occurred, it is likely that the organisation 
is some way from being an effective Compleat Biz.  Therefore there are going to be members 
of the organisation who may not understand what is happening.  In turn some of them may 
not be around once the business has been transformed.  Yet we have a duty to behave 
towards them as if they are going to be.  Inclusion is a critical component of redesign.  It also 
makes it easier for those who are going to be left behind to understand why. 

This may sound as if I believe that business redesign exercises inevitably mean that 
redundancies are to follow.  In practice this is often the case.  But even if redundancies are 
not on the cards there are going to be sufficient changes for some roles to disappear.  For 
people who currently fulfil these roles, they are effectively redundant.  Whether and how they 
are re-deployed is part of the redesign work. 

What other impacts might there be?  Well we should consider the timing of business redesign.  
If, as may be the case, it precedes a transition to The Compleat Biz then the resultant 
organisation may not be exactly what we would wish.  It should be on the way to our ultimate 
goal, unless the redesign has been started outside The Compleat Biz group of people. 

However this chapter has focused on business redesign that is integral to developing a 
Compleat Biz.  Therefore it will be known that our goal is to have a different shape of 
organisation.  Moreover this new shape is going to be more inclusive than what has gone 
before.  (It would be very hard to imagine an organisation that is adopting The Compleat Biz 
as its strategic direction becoming less inclusive!)  So what other impacts are likely? 

Timing is the biggest impact that I can envisage.  It is rather like the chicken or the egg.  If we 
don’t execute some business redesign then we don’t achieve a Compleat Biz.  Unfortunately 
we have not yet fully worked out how we are going to execute our Compleat Biz.  In earlier 
chapters on Strategy and Who Does What I have talked about the ownership of these matters 
once a Compleat Biz model is in place.  But during the transition from the status quo to the 
desired state, we run the risk of alienating key stakeholders. 



 

 
This is an extract from The Compleat Biz - ISBN 978-0-8561305-0-1 
© Rob Wherrett, Reroq Publishing, 2009 

The impact of timing is twofold.  First if our timing of parts of the redesign is wrong, we will not 
achieve what we set out to do.  This may mean that we end up with even more obstacles or 
resistance towards our goal.  This would apply to any business redesign, irrespective of the 
objective.  Second, we will run the risk of destroying our timetable for transition to a Compleat 
Biz.  As is obvious, we cannot expect to get too many bites of the cherry in this regard.  
Human nature being what it is, if we don’t deliver at the first attempt, subsequent tries will be 
more difficult.  Resistance to change is a natural behaviour.  Even when the aim of the 
change is to make life easier for everyone concerned. 

The rest of the organisation may be expected to view business redesign critically.  Especially 
if it is clearly associated with a move towards being a Compleat Biz.  That will then show in 
the way they react to our ongoing dialogue about The Compleat Biz and the Jigsaw Lid.  If the 
redesign is not in keeping with the ideals set out in the Jigsaw Lid we are going to be in 
trouble. 

To a great extent we are able to see that the impacts on the rest of the organisation are under 
the control of the business redesign team.  Managing the risks around this is a task that 
requires thought.  It is common for business projects and programmes to identify risks - and 
then to do little in practice to prevent the risk becoming reality.  We must not allow that to 
happen.  So part of the issue of who owns business redesign (in our model world) must also 
address who will be responsible for the risk management. 

Overcoming the contradictions 
So we come full circle in assessing who is going to own and drive the business redesign.  
After all, getting this bit wrong could screw up the whole affair.  It is likely that we have a good 
idea of the people, based on our views of the core who will guide the change to a Compleat 
Biz.  It is fair to assume that they have as good an understanding as anyone of what is going 
to need changing.  So they are the people who should own it. 

That may introduce a contradiction within the organisation as compared to ‘normal change’ 
(whatever that might be).  But it is useful to consider just how often real changes don’t take 
place.  In my experience there are two reasons for this.  First, senior people just don’t trust 
others to do it.  Second, there is too much inbuilt inertia (often based on organisational 
mistrust) for people to be bold enough to do anything radical. 

A couple of examples of what I mean.  First, a large company with several hundred 
bright employees would not trust them to self-manage incremental changes within 
their work areas.  The step to allow them to do so would have required trust that 
simply did not exist.  To enable this change in senior management attitude would 
have been a major step forward.  Instead they threw away millions of pounds of 
potential effectiveness gains. 

Second, after multiple mergers a multi-national company had asked its subsidiaries 
to engage in a corporate project to improve planning.  The principal subsidiary paid 
lip service to the initiative on the grounds that “we only tell Group what they want to 
hear”.  This betrayed a fundamental problem with the organisation.  Senior 
executives didn’t trust other parts of the Group.  It was easier to carry on as before 
and fudge the issues.  Yet introducing the change would have had significant positive 
impact on the way the business was run.  Decisions would have become more 
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transparent.  The business could have reacted faster to market conditions.  And 
shareholders would have had a better view of their company. 

How do we overcome these contradictions?  For change to happen, someone has to want it 
badly enough.  So who is it that wants The Compleat Biz in the organisation?  Where do they 
sit?  What influence do they have?  Go talk to them.  Or, if it is you, then go spread the word 
with people who are prepared to listen.  Gauge the response.  Work out who is for, who is 
against and who is sitting on the fence. 

It is amazing the effect of actually talking to senior people.  I recall the Chief Executive of a 
building society being very surprised when I told him that one of his directors was blocking a 
key change programme.  The block disappeared almost instantly.  These are people who 
genuinely want to know what is going on.  Unfortunately too many people are afraid to speak 
out.  In a Compleat Biz that barrier should be much lower.  So there lies a benefit for the 
executive - they will be better able to manage in an open environment. 

Showing the benefits of change is one simple way of selling it to a sponsor.  If it will make 
their life easier, they are even more likely to respond positively. 

If we are talking about other redesigns (once we have a Compleat Biz) then the same 
questions apply.  Except that it should be easier as the dialogue is open and the trust will 
exist. 

This may all sound rather vague.  “Hang on” you say “just who IS the owner of Business 
Redesign?”  The answer is in your hands.  You have to dig for it.  Take heed of the comments 
above, about the Driver, the Reasons and the Impacts.  It is a serious process and the 
answers are often in unexpected corners. 

 

The truth is that there isn’t a simple answer.  ‘Context Dependent’ is as close as I can come to 
summing it up in a couple of words.  However once you have come up with your suggested 
answers there is someone who can tell you if you are right. 

Go back to the core team who have been driving the Compleat Biz concept.  Be frank with 
them about what you think and why.  Ask them to validate this against their perceptions of 
The Compleat Biz as it will be evidenced in your organisation.  If their views are broadly in line 
with the proposal then you are on the right track.  Minor disagreements about ownership 
should remain that, minor.  Basic disagreement shows a lack of understanding of the 
philosophy. 
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In itself that is not a fatal flaw but it should be addressed using the mechanisms for 
developing the core of the Compleat Biz before you put in place any major redesign.  
Otherwise you might as well commit hara kiri. 

Ownership of Future Redesigns 
Beyond the redesign that is inherent in getting some of the key structures of The Compleat 
Biz in place, the organisation will continue to need periodic redesign. 

The ownership of that activity is more likely to rest with the Executive.  Of course this depends 
to some extent on how participative the Compleat Biz has become.  But there will always be a 
need for a guiding group whose responsibility it is to ensure that things are done.  The ship 
needs someone on the bridge. 

This is not an excuse for the Executive to step back in post the CB implementation and 
resume as if nothing had changed.  That would be equally foolish.  Indeed it might be 
regarded as a disgraceful waste of the effort and resources used up to that point.  It certainly 
would not map to an ideal of an organisation that has really decided to behave differently.  
One that tries to take its people along and use them effectively. 

What you want to see is an identifiable group who, using Compleat Biz methods, continue to 
own redesign over time.  They will consult.  They will be participative.  They will be open and 
honest.  Their proposals will often evolve naturally from other activities and will not come as a 
surprise to the staff and other stakeholders. 

It’s a long way from where most organisations are today.  Yet strangely it is only ‘just over the 
fence’.  The impacts will be considerable because resistance to change is likely to be 
lessened.  Not quite an organisation on auto-pilot but perhaps akin to having cruise control on 
a car.  The stress of long journeys is considerably less for the driver. 

 


