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work status to be referred for approving references and thus creating a delay in

approving the SOP.
Late SOP Approval-KDSR1 & KDSR2
45% 41%
40% 359%
35%
30%
25%
20%
15% 13%
10% 8% .
CoE e
outstation duty onlongleave  approver required waited for other reason
further verification  Subcontractor to
collect
Figure 4.1

The reasoning for Late SOP Approval-KDSR1 & KDSR2

4.3.1.2 Desired State

Being developed in two (2) phases, i.e., i) to establish benchmark results (KDSR3),
and ii) to validate the benchmark results (KDSR4 and KDSRS). The details

walkthrough for the revamping system can be seen in Appendix G, while Appendix H

shows the improvement of the process flow at the desired stage.

4.3.1.2.1 Established Benchmark System Output

Table 4.13 shows the completed SOP approval days for KDSR3 in four (4) categories,
ie., 1) 0-2 days, ii) 3-4 days, ii1) 5-6 days, and iv) more than 7 days. As per

establishment of the “desired state” of project disbursement process in Table 3.13,
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established the improvement, the system was set up to make the information easily
accessible, to give notification, to reduce human errors, and to make the work more

organized.

However, due to certain reason, 11.02% of the SOPs were approved longer than the

targeted four (4) days.
Late SOP Approval-KDSR3
60% 56%
50%
40%

30%

23%

20%
12%

10% &%
Al -
0% b
approver change  approver on long approver on approver required  other reasons
because MSS leave outstation duty  further verification

Figure 4.2
The reasoning for Late SOP Approval-KDSR3

Figure 4.2 shows five (5) main reasons why the SOP for KDSR3 was approved in
more than four (4) days. 56% of the delay was because of the changes with the
approver due to Mutual Separation Scheme (MSS) which happened in January and
June 2016. The MSS offered were taken by the current approver, and this change the
job functions among the remaining staff, and it took some time to reorganize. Other
reasons stood at 23% and the second highest reason for late approval, it is a
combination of minor reasons such as approver is serving his notice of resignation,

approver just being promoted to approver level, reorganization of department, unit,
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more than four (4) days (a total of 12.28%) is also noted in the sample of KDSR4.
Figure 4.3 below displays the reasons for the SOP which was approved in more than
four (4) days. Approvers on long leave (36%) and the approver changed because of
MSS (30%) are the influencing factors for a SOP to be approved in more than four (4)
days in KDSR4. While for the reason that the approver requires further verification on

agreed project progress be at a minimum level of 2%.

Late SOP Approval-KDSR4

40% 36%
S 30%
30%
25% 21%
20%
15% ' 11%
10%
Q% ==
approver change  approver onlong approver on approver required  other reasons
because MSS leave outstation duty further verification
Figure 4.3

The reasoning for Late SOP Approval-KDSR4

Table 4.15 below shows the completed SOP approval days for KDSRS which are
displayed in four (4) categories, i.e., i) 0-2 days, 1i) 3-4 days, 111) 5-6 days, and iv)

more than 7 days.

Table 4.15
SOP Approval Days for KDSR5
Days Frequency Percentage
SC1_ 8C3* SCS5* S8Cé6* SC7* SC8 SCl10 (%)
0-2 2 i 1 7 6 7 - 2638
3-4 4 8 3 19 2 5 2 47.25
5-6 6 - 4 - 1 2 5 15.78
more than 7 - 4 - 1 1 - - 6.59
Total 12 13 8 27 10 14 3 100

Notes: *subcontractors who made complaints
: data collected in AR Cycle 4
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The results show that 73.63% of the SOP was managed to be approved within 4 days,
and 26.38% of it was completed and approved within two (2) days. KDSRS results
show that approving the SOP within four (4) days is still achievable (at 73.63%) even
though the percentage of completed SOP in two (2) days were reduced to 26.38%. The
duration of data compilation for KDSRS5 is shorter, i.e., eight (8) months compared to
KDSR3 which is twelve (12) months and KDSR4 in ten (10) months. It is also noted

that 26.37% of the samples within KDSRS5 were approved in more than 4 days.

Figure 4.4 below shows the reasons for the SOPs which were approved in more than
four (4) days for KDSRS. The approver was on long leave (38%), and the approver
changed because of MSS (33%) are the main reasons for approving the SOP in more
than four (4) day. It also noted that the criteria of the approver required further

verification on agreed project progress is non-existence in the sample data of KDSRS.

Late SOP Approval - KDSR5

40% 38%

5% 33%

20%

25%

20% 17%

15% 13%

10%
5%
0%
0% .
approver change  approver on long approver on approver required  other reasons

because M35 leave outstation duty  further verification

Figure 4.4
The reasoning for Late SOP Approval-KDSRS5

The trends in the completion of SOP approval days for KDSR4 and KDSRS are in

alignment with the results of SOP approved for KDSR3, whereby it can be completed
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pressure to change, transformation agenda, new job description, internal pressure to
change, in-house training, communications, top management support, and employee’s

empowerment.

4.4.1.1 Current State

In pre-step: context and purposes, an initial assessment was made on the current ERTC
status within Shipyard working environment and follow up with interview and FFA in
AR Cycle 1. FFA results were brainstormed, discussed, and presented with the team
members and the results of driving forces towards revamping of the project
disbursement process are shown in Table 4.20. Eight (8) driving forces at the “current
state” is discussed and linked with potential BPR CSF’s that can be used to strengthen
further the driving forces in creating and forcing the needs of change to take place and

accommodate the revamping of project dishursement process.

Table 4.20

Driving Forces at Current State-Hierarchica) List
Driving Forces Points  Potential BPR CSF’s
transformation agenda 4.25  effective top management support, effective
internal pressure to change 4,13  communications, effective training, employee's
external pressure to change 4.13  involvement, and employee's empowerment
top management support 4.00
communications 3.88
In-house training 3.75
employee’s empowerment 3.63
new job description 3.63

An early assessment from FFA shows the scores for transformation agenda, internal
pressure to change, external pressure to change, and top management support of above
4,00 point as available known driving forces that can mfluence the BPR change
acceptance within Shipyard working environment. While the scores for
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communications, in-house training, employee’s empowerment, and job description is

below 4.00 point respectively.

The BPR teams aim to increase the scoring for driving forces below 4.00 points and
maintain all the driving forces above 4.00 points at the “desired state” to ensure the
driving forces can be sustained and help to reduce the possible ERTC while revamping
the project disbursement process. The influence of Shipyard BPR CSF’s such as
effective top management support, effective communications, effective training,
employee's involvement and employee's empowerment were used to influence the

available driving forces to achieve this.

4.4.1.2 Desired State

After the deployment of BPR and changes taking places in the “desired state” (during
AR cycle 4), there are changes in influence and strength of the available driving forces
within Shipyard working environment. As per FFA produced by BPR team members
in Table 4.21 below, driving forces, 1.¢., top management support, communications,
employee’s empowerment, and in-house training are topping the hierarchical list with
scoring above 4.50 points, and the remaining driving forces stood steadily above 4.00
points. The driving forces above 4.50 are further discussed to establish the total impact

towards the revamping process.
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Table 4.21

Driving Forces at Desired State-Hierarchical List

Driving Forces Points BPR CSF’s

top management support 4.75  effective top management support, employee's empowerment,
employee's involvement

communications 4.63  effective communications

employee’s empowerment 4.63 employee's empowerment

In-house training 4.50  effective training, employee's involvement

transformation agenda 438  effective communications, effective top management support

internal pressure to change  4.25  employee's involvement

external pressure to change  4.25  effective communications

new job description 4.13  effective training, employee's involvement

Top management support increased from 4.00 to 4.75 with an increase of 18.75%,

communications increased from 3.88 to 4.63 with an increase of 19.33%, employee’s

empowerment increased from 3.63 to 4.63 with an increase of 27.55%, and in-house

training increased from 3.75 to 4.50 with an increase of 20.00%. As per detailed

brainstorming with the BPR team members, there are significant influences from BPR

CSF’s that further strengthen these driving forces such as effective top management

support, effective communications, effective training, employee's involvement, and

employee's empowerment.

1. Top management supports as driving forces are being further strengthened by BPR

CSFs such as effective top management support, employee's involvement, and

employee's empowerment. Top management in Shipyard had portrayed positive

support and reaction towards deployment of the project from beginning till the end.

Top management showed great commitments in making the change happened by

getting involved in the BPR change activities such as selecting training and

meetings, helping in resolving dispute within cross-functional department interest,

allowing BPR team members to highlight, discussed, and propose the best

solutions, and understanding the financial requirement for design changes and
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support the budget requirement to further invest in IT system changes. The
interviewees mention the same view during interviews session in AR Cycle 1 and

AR Cycle 4 as per quotes below.

“Our DOQO frequently highlighted this issue in our departmental meetings. DOO
reminds us that we must make sure all the documentation from our ends (WO,
SOP, and QIR) must be ready and completed for Subcontractors to submit their
disbursement timely and properly. We must review our current process. It is a
huge blow, when Subcontractors already completed the work, but cannot submit
their disbursement because of documentation not ready and in place, either
Subcontractors faults or Shipyard faults does not matter, but the situation of delay
is unacceptable”

Interviewee#()3

“DOO0O frequently seeks for our feedback regarding the new way of SOP being
processed during our tea time and meeting outside. He shows great support to
resolve our problems. We must support this change initiative and show our
involvement and commitments as well. For us, the process now is far better from

before.”
Interviewee#08

“Our top management show great support and encouragements towards our
progress. Our IT budget will not get through if he did not support and recommend
it. Without financial support, it is very difficult to amend the design process, and
the whole project could stop just there only.”
Interviewee#(1

All of the interviewees above agreed with the influence of top management support
in ensuring the change progress are moving in the right direction. Top management
showed great supports and concern for revamping progress by getting involved,
give financial support on IT system requirement, and communicate with all

stakeholders concerned.

Top management willingness to empower BPR team to propose and plan for

revamping processes, ability to change the management style from top-down
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approach to bottom-up approach and vice versa, have encouraged all the affected
employees to get involved in the change process and contributed for the revamping

needs.

2. Communijcations as driving forces become stronger with the support of BPR CSFs
of effective communications. During the change progress, BPR team is constantly
relaying to all parties the objective of the revamping process, positive news
regarding revamping benefits and progress of the change initiative. The
communications towards revamping objective are captured through the

interviewee's quotes during interviews in AR Cycle 1 and AR Cycle 4 as below.

“for me, revamping objectives are very clear. I also feel ashamed with such
delay. I did not realize it took so long for an SOP to get completed, might be [
Just complete my part and did not follow up on what their next action and what
causes the delay. Anyhow, it is good to feel that we have moved on and beat the
long delay in this process.”
Interviewee#05

“the objective was very clear, we must cut short of the approval process to a
reasonable time, but definitely not 30 days. I believed it is unfair to
subcontractors to face such delay in this process. Hopefully, this will help the
subcontractors to submit their disbursement earlier and get prompt payment

JSrom Shipyard.”
Interviewee#06

“we can communicate to BPR team member easily either by email, WhatsApp,
meeting or just walk-in to meet them. Sometimes we are packed with our routine
work, so do the BPR team, but our queries to them will be responded within 24
hours or less than that. Furthermore, the help desk is available, and we do it
locally, easy to discuss and decide.”

Interviewee#04

“We do receive a constant update from Shipyard on the change progress, for us
we want this change faster because we have direct benefits towards this change.
But we know planning must be in great details and covers all the cross-functional
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department requirements. We want the change to be everlasting and not just to
resolve one or two issues only.”

Interviewee#(08

The interviewees agreed that effective communications towards change program,
get the employees clear with revamping objectives, giving prompt feedback to
queries and issues asked and put the employees in perspective towards the issues

in project disbursement process.

The platform of communications varies, from as simple as “WhatsApp”
discussions, emails, notes of the meeting, Shipyard directives, and discussions
during the training session. The most important part was how the messages reached
the audience and getting back their respective responses to further explain to their

needs and queries.

During the earlier kick off the new processes, Shipyard through DeptF had
established “Helpdesk team” to follow up and resolve any queries from the user of
the system. Using “help desk” as a communications platform, users know whom to
refer to when they encounter any problem in the system either technical or non-
technical. The availability of “Helpdesk team” and fast responding to queries
eliminate the habits or the possibility to return and used the old process when the
users are stuck with some issues or problems. Helpdesk maintains a log to record
any queries, questions, comments, and feedback towards the new system and the
records were reviewed to seek system weaknesses or further improvements. BPR
CSF's of effective communications help to strengthen the forces of communication

during this change progress.
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3. Employee’s empowerments as driving forces are fostered by empowerment
concept through BPR CSF's of employee's empowerment. During the
brainstorming session, one of the team members commented that project
disbursement process carries too many clerical and tedious work especially at
approving the SOP level and submission of disbursement documents. One of the
suggestions that were being put forward to be explored and worked on was the
empowerment of employees to revamp the project disbursement process and

manage (compile) disbursement documents by themselves (the Subcontractors).

BPR change involved cross-functional department, and the revamping process
needs a lot of explanations and discussion with all parties involved. Empowerment
helps to create collaborative working conditions whereby employees can speak and
say their opinions without feeling afraid or being discriminated. From collaborative
scenario, employees are easily involved in the change process and contribute their
opinions and ideas for betterment. This will ensure the BPR change direction
moving forwards by implementing a best possible solution that is agreed and
accepted by all parties. Interviewees supported this notion which can be seen in the

following quotes during interviews in AR Cycle | and AR Cycle 4:

“yes, we brainstorm, discuss, brainstorm, present, and decide together with
cumulative understanding and decision. We resolve and propose our solutions
to the management, they listened, considered, approved, and supported it.
Korean Best Practice emphasized on weekly planning, we took advantage on
that to capture weekly progress in the system, then we propose online approving
process using MARS system, but we don’t have the same platform with
Subcontractors to access the output of MARS. We propose to expand the usage
of I-Mars platform, by putting online reports/status for SOP and QIR. All the
ideas came during a brainstorming session, and we realized it through the BPR
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change process. and finally, it helps and working well.”
Interviewee#t()]

“there is pressure to complete the project on time, but it is manageable and
reasonable. We ensure the project progress are shared and make it known by
all employees involved. Team leader ensured and monitored our progress
continuously. If we get stuck, all members will meet, and we discuss. No extra
pressure, just working in a faster way. "

Intervieweeft(3

“as far as I remember, none, if fop management does not agree, they will give

comments and propose the options available for us to further discuss and think.

We do not receive any instruction in terms of "order" or "directive.”
Interviewee#(7

All interviewees agreed that empowerment helps to move on the change initiative
with minimal pressure to complete the project. Empowerment encourages the
employee to be involved during a brainstorming session by forwarding ideas and
solution to be discussed. From a spark of an idea being further explored and debated

will become a holistic solution to revamp the process.

Empowerment only can happen when the top management support it, because from
their authorities, top management who are willing to empower the lower level
employees to proceed with change process, hold the accountability, responsibility
and make the BPR change happened. This will indirectly release unnecessary
pressure from the BPR team to manage the project smoothly. Using empowerment,
BPR team was able to allocate necessary resources from Shipyard to be in the

project.

Through empowerment, Subcontractors are now capable of doing self-compilations

of their disbursement documents. Online reports for SOP and QIR are now
218



available to be accessed from [-Mars at their office. This revamping is not just to
instill accountability to Subcontractors but help them to eliminate unnecessary cost
of hiring a runner to do this compilation. Forces of employee’s empowerment are
being strengthened by BPR CSF's during the revamping of the project disbursement

process.

. In-house training as driving forces are stronger with the influence of BPR CSF’s
effective training. In-house training helps to reduce the job skill gaps between
“current state” and “desired state,” to manage the training event efficiently, to
reduce training cost, to plan and organize for continuous training events, and being
used as a platform for live communications with the system’s user. With the
influence of effective training, in-house training programs became effective and

received numerous involvement from all stakeholders concerned.

During the interviews session held in AR Cycle 1 and AR Cycle 4, the interviewees
highlighted their involvement in the training and its benefits to them as per below

quotes.

“I remember attending three trainings organized by Shipyard for this new
process. Training was conducted locally, easy for us to attend and organize our
time with daily job routine. There are staffs from DeptB, DeptC, DeptCl,
DeptC2, DeptC3, and DeptD, and many subcontractors were involved in the
training as well. All of them took part and ask questions, might be because they
are eager to use the new processes, and using an in-house trainer, it was easy
to communicate.”

Interviewee#03

“ves, I remember attending a few trainings organized for the SOP new
processes. As approvers, we need to know how to use the system, and how it can
assist me to do fast checking and approving of the SOP. I must understand how
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the system works, how data are being inputted, and what is the expected output.
All this will influence my decision to make fast approving later.”
Interviewee#(07

“After the main (raining conducted earlier, we had several Iraining
refreshments course in small groups to discuss specific issues and technical
problems. The beginning of the process flow started in our department, and
many changes took place especially to capture the work progress on a weekly
basis. Luckily the training is not a one-off event. Our in-house trainer and BPR
team are easy to be approached and ask questions.”

Interviewee#05

The above interviewees agreed that effective in-house training helped them to get
ready with the new processes. Training in effective planning allowed effective
involvement from all parties and became a platform to discuss raised issues. The
forces of in-house training are being strengthened by the influence of BPR CSF's
in terms of effective training and have helped Shipyard to close the skill gaps of
employees and the Subcontractors to adopt with the new processes of project

disbursement.

BPR CSF’s of effective top management support, effective communications, effective
training, employee's involvement, and employee's empowerment become
strengthening agents to strengthen the driving forces within the Shipyard working

environment during the revamping of the project disbursement process.

4.4.2 Restraining Forces for Change

Restraining forces are forces that may hamper the change in project disbursement
process to take place by way of pushing Shipyard employees into undesired direction.
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These forces need to be analyzed and neutralized so that it can help to shift the forces
towards the intended direction, reduce possible resistance from employees, and
increase the possibility for change acceptance among the stakeholders of the process.
Restraining forces will be accessed twice at the “current state” and “desired state”
status. The assessment was made using FFA and interviews with Shipyards employees

and the subcontractors during AR Cycle 1 and AR Cycle 4.

As shown in Table 3.18, the available known restraining forces during the revamping
of the project disbursement process are job insecurity, system complexity, prevent
status quo, afraid of losing authority, afraid of the unknown, intensive training, BPR

top-down approach, and high IT cost to invest.

4.4.2.1 Current State

During AR cycle 1, an initial detail assessment was made on the possibility of
restraining forces that may occur in corresponding to revamping project disbursement
process. BPR bring change, and change carries resistance, anchored by various

restraining forces especially from employees involved.

Table 4.22

Restraining Forces at Current State-Hierarchical List
Restraining Forces Points Potential BPR CSF’s
job insecurity 4.75 effective top management support, effective
high IT cost to invest 4.75 communications, effective training, employee's
system complexity 4.63 involvement, and employee's empowerment
afraid of unknown 4.63
intensive training 4.63
BPR top-down approach 4.38
prevent status quo 4.38

221



Table 4.22 shows results from FFA of “current state” restraining forces, which the
seven (7) restraining forces are identified and linked with potential BPR CSF's within
Shipyard working environment that can be used to neutralized or weaken the
restraining forces. The results show that all of the restraining forces scored point of
above 4.00 which led by job insecurity and high IT cost to invest at 4.75 points each,
system complexity, afraid of the unknown, and intensive training at 4.63 points each,
and BPR top-down approach and prevent status quo at 4.38 points each. It indicates a
lot of uncertainties from employees regarding revamping process that might be
clouded by negative perceptions towards BPR implementation and not enough

information on the change process reaching lower level employees at an earlier state.

The BPR team aims to neutralize and reduce the restraining forces with the influence
of Shipyard BPR CSFs such as effective top management support, effective
communications, effective training, employee's involvement, and employee's
empowerment. Restraining forces cannot be eliminated or removed, but it can be
neutralized or reduced to support the driving forces or reduce the resistance that comes

from Shipyard employees.

4.4.2.2 Desired State

After the completion of revamping project disbursement process with the application
of Shipyard BPR CSF's, it is noticeable that the impact of the restraining force
becomes smaller and marginal within Shipyard working environment. From FFA
assessment made by BPR team members as per Table 4.23, most of the restraining

forces had been reduced from 42.92% to 51.40% respectively. Afraid of the unknown
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was reduced by 51.40% become 2.25, intensive training was reduced by 51.40%
become 2.25, prevent status quo reduces by 48.63% become 2.25, high IT cost was
reduced by 49.89% become 2.38, BPR top-down approach was reduced by 42.92%
become 2.50, job insecurity was reduced by 47.37% become 2.50, and lastly system

complexity was reduced by 46.00% become 2.50.

Further discussions with BPR team members shows that BPR CSF's such as effective
top management support, effective communications, effective training, employee's
involvement, and employee's empowerment become a neutralizing agent to reduce

respective restraining forces to become smaller and marginal.

Table 4.23
Restraining Forces at Desired State-Hierarchical List
Restraining Forces Points BPR CSF’s
afraid of unknown 2.25 effective top management support, effective
communications, effective training, employee's
involvement
intensive training 2.25 effective top management support, effective training,
employee's involvement, employee's empowerment
prevent status quo 2.25 effective communications, employee's involvement,
employee's empowerment
high IT cost to invest 2.38 effective top management suppont, effective training,
employee’s involvement, employee’s empowerment
BPR top-down approach 2.50 effective top management support, employee's
involvement, employee's empowerment
job insecurity 2.50 effective top management support, effective
communications, effective training
system complexity 2.50 effective communications, effective training,

employee's empowerment

1. Restraining forces afraid of unknown: was further reduced with the influence of
BPR CSF's of effective top management support, effective communications,
effective training, and employee's involvement. When employees first heard about
the proposed planned change of project disbursement process, they might not have

full detail on how it will be implemented, how it will affect their daily work, what
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a chance for BPR team to smoothen the big impact of revamping process. The top
management influence to reduce the feeling of afraid of the unknown is also noted

through below mentioned quotes during interviews in AR Cycle ] and AR Cycle 4.

“Shipyard DOQ took this revamping of project disbursement process very
seriously, I still remember he was always saying that " if you want to make any
changes in any of your work processes, do it now while we are still working on
transformation initiative and when I am still around. I will fully support all the
proposal/changes that will bring good to our Shipyard”. DOO was very
supportive, he listens to our idea, make amends and recommendations when
necessary, and support the implementation. In return, we make good project
progress and ensure this project can be completed on time. DOO involvement
and /detail concerns on project progress help to clear the view of change
direction and make other employees speak up and discuss revamping process as
well. This indirectly makes all employees aware of the situation and eliminate
the feeling of the unknown.”

Interviewee#02

“Seldom I see our DOO change his management style to bottom-up approach
and empower many people. Normally ex-top servicemen will stick to their top-
down approach and run the project as per his direction, might be the influence
of transformation initiative provided more view and options in terms of
management styles for him to choose and decide. Anyhow our BPR team did
provide him with effective information, and DOO needs to intervene during
departmental conflicts and assist him in making the correct management
decision. This flexibility gives much comfort to all employees, when you feel
comfortable, you will not be distracted by the feeling of the unknown.”
Intervieweett06

All of the interviewees highlighted the positive influence displayed by top
management towards the revamping process. Top management positive influence
indirectly helps to eliminate the feeling of afraid of the unknown, putting the change

direction clearly and manage the change process using flexible management style.

Constant communication from top management and BPR teams to the employees
involved in revamping process helps to clear the unknown status from all

employees. The proposed change is to resolve the delay issue by way of improving
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the work process, and those invoived will be trained and equipped with relevant
skills to do the job. Should the employees feel that they are not capable of
performing the new job description, they will be allocated and transferred to other
suitable places. To further eliminates the feeling of the unknown, all employees are
encouraged to get involved in the revamping process by way of sharing their ideas
with the BPR team, attending the training organized, asking questions, and focusing
on the project objectives to resolve the current issue in project disbursement
process. Interviewees share their same thought as per below-mentioned quotes

during interviews in AR Cycle 1 and AR Cycle 4.

“Shipyard does give us frequent feedback and communicate on the revamping
progress update. We are being informed clearly of what we must do next and
what is our role to play to support the change in this work processes. They also
invited us to join the training for new work processes (project disbursement
process). We believe that the effort is for betterment, not moving backward.”

Interviewee#09

“during training, our trainer shared how the new processes would be and what
our roles are in this new process. At first, we feel afraid also because many
changes happened at our level, anyhow the new process being established using
our input. I am not comfortable doing so many messy works, but it is being
simplified by way of introducing the effective system.”

[nterviewee#04

Interviewees agreed that effective communications help to eliminate the fecling of
the unknown when the revamping status being communicated effectively. It makes

employees feel comfortable and get involved in the change process.

. Restraining forces of intensive training: being neutralized by BPR CSF's of
effective top management support, effective training, employee's involvement, and

employee's empowerment. Employees feel the burden to get retrain and follow the
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intensive schedule for training, workshop, and classes organized by Shipyard to fill
the skill gaps from the “curremt state” to the “desired state.” To reduce this
perception, top management had promised that the change impact will be
smoothened and rearrange accordingly and will not become an additional burden
on top of the current daily work routine. The training emphasized on back to basic
processes, making people, and job creation to foster the belonging from employee’s

and Subcontractors towards the Shipyard.

BPR team had planned for local training to be conducted, using in-house who are
familiar with the Shipyard surrounding, and flexible training time to avoid clashes
with the tight Shipyard operational schedule. The top management empowers the
employees to design the change process and propose the best solution, where these
will create conducive collaborative training environment and help to foster
involvement from the employees and Subcontractors during training sessions.
Interviewees gave some comments towards the intensive training as per quotes

below during interviews in AR Cycle 1 and AR Cycle 4.

“When the BPR team table up their training plan for project disbursement
process, and adding up additional training for transformation program, I felt a
bit congested and boxed up. Luckily the project disbursement process does in-
house training so that we can request for flexible time, sometimes it is very
difficult to get approval from the HOD to be excused from work to go for
training. This help to reduce intensive training for us.”

Intervieweeit0!]

“kami di panggil untuk hadir banyak latihan bagi memahami cara baru untuk
menghantar dokumentasi pembayaran. Banyak perkara yang diubah, dan
penerangan diberi sebaik mungkin oleh jurulatih untuk memastikan kami boleh
buat dan ikut keperluan. Masa latihan juga boleh pilih, saya dan kumpulan saya
pilih untuk datang semua latihan. Latihan juga percuma, tanpa ada apa-apa
bayaran yang dikenakan.” (we were asked to attend much training to
understand the new process to submit payment documentation. Many things
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were changed, and the trainer sufficiently briefed us to ensure that we can use
it according to our needs. We can also choose the time for the training, and our
group chooses to attend all training. The training is free.)

Interviewee# 12

The Interviewees highlighted their concerns for the intensive training and how it is
being reduced by the Shipyard. The perceptions of intensive training being reduced
with a combination of effective top management support, effective training,
employee's empowerment, and employee's involvement when it changes the
intensive and tiredness of training made them eager to see the outcome from their

own design which is developed together to resolve the Shipyard current problem.

. Restraining forces of preventing status quo: become smaller with the application of
BPR CSF's of effective communications, employee's involvement, and employee's
empowerment. Employees felt that what they are doing is correct, for the best
interest of the Shipyard, and should be protected. The feelings come from so many
years of doing the same work routine, and nobody highlighted to them what went

wrong and what needs to be improved.

Highlighting the impact of delays in the SOP approval through constant
communications with employees, and accumulated problems from that delay for
both Shipyard and Subcontractors, employees involved are now aware that their
work routine needs to be revisited and changed. Apart from that, BPR team had
engaged and get them involved in sharing ideas and propose for improvement
solutions together. Quotes from interviewees during interviews in AR Cycle | and

AR Cycle 4 regarding how the status quo is being reduced are as below.
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“At first, we did not realize what really cause the delay that makes
subcontractors sent a complaint, when BPR team put the overall view of the
problem, only then we realized on the impact and consequences for both
Shipyard and Subcontractors. Our current process has many loophole and
redundancies; we have to improve and resolve the problem that we created by
our own complexity (messy processes).”

Intervieweett07

“our daily job routine changes a lot after we started using the new process flow,
at first it is not easy to adopt new work process, after two or three months, when
everything starts to click, and all parties respond correctly to the new process,
it becomes easier, and [ feel more excited, Furthermore, for the old process, 1
did inherit this flow from previous people, and there is no chance to improve
this. It is a correct call now lo revamp everything when the problem starts
coming and knocking on our door for solutions.”
Interviewee#02

“the first time when BPR team discuss with us to change our current job routine,
we thought of what this guy wants to do, change other people job. After that,
they called us and explained and communicated with us clearly; then they
manage to put us in correct perspective. For so long we are doing this job
routine, we thought it helps, but the other way around happened., BPR team
asked us to give ideas, now we forward to them our suggestions, and our
proposal becomes the solution for the new process., We are glad and happy to
contribute.”

Interviewee#05

All interviewees agreed on the influence of effective communications, employee's

involvement, and employee's empowerment in defusing a feeling to protect the

status quo. A little empowerment to the employee’s concerns, with constant

effective communications from the Shipyard, managed to get the employees

involved in the revamping process and reduced their feeling or action to protect the

status quo.

. Restraining forces of high IT cost to invest: is being reduced with BPR CSF's of

effective top management support, effective training, employee's involvement, and

employee's empowerment. When the new system takes place, all stakeholders are
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concerned about how many shipyards must spend on new IT technology since the
proposed change use BPR and adapting IT as its main enabler. Shipyard employees
are aware of the high cost to invest in [T system as they are familiar with the IT
enabler within Shipyard working conditions since the year 2000. Any proposed
change to use new IT system might invite unnecessary comments and perception

from Shipyard employees and raises their resistance.

During CBA process to choose the appropriate IT-based system, top management
stressed on the concern to control the unnecessary [T cost, optimize what Shipyard
already have in place, considered an open concept of 1T system so continuous
improvement/system changes can be applied, and considered Subcontractors
involvement and their ability to invest in the new system. Effective top
management support in understanding the financial cost on IT system and setting
up effective directions, helped the BPR team to make the right decision on selecting
IT-based system and avoiding BPR project to be burdened by unnecessary financial
cost. The high cost of IT system 1s being discussed as per below-mentioned quotes

during the interviews session in AR Cycle 1 and AR Cycle 4 below.

“We did attend the training planned by the Shipyard for this new process. So, 1
need to schedule my people to attend the training. First, I thought that the
Shipyard would bill our company later, but all the training is free of charge for
us to attend and to be involved. Even when the Shipyard changes the design
process, we also do not need to pay for anything (buy a new system or
upgrading). It helps us a lot to control our cost in the new process.”
Interviewee# 11

“I saw a lot of improvement in the process flow and a lot of training organized

locally by the Shipyard for this revamping work. I did ask my staff whether the

Shipyard charge us any fees for training, they said it is all free. [ heard the

Shipyard pay some money for changing their design process in MARS system, I

guess they will pass to us the cost or at least, asked us to buy or invest on some
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IT software, but they plan it otherwise. Optimize the same platform we are using
in I-Mars.”
Interviewee#09

“I believed DOQ advised us to use and optimized (with some changes in the
design process) the MARS system to help us to control the burden of financial
cost. If not, we must think of how to get a subcontractor to invest in the new
system, and we need to get trained first before we can train other people. it will
be difficult and take a longer time to complete this project if we move to new IT
system.”

Intervieweet01

“we did the right choice of not changing too much on the IT system because it
gives us the opportunity to get more involved in providing local training,
redesign based on our own proposal, and most importantly reduce unnecessary
financial cost. Of course, we cannot change the system without using the MARS
consultant, but at least we manage to control the situation and less money spent
by everybody involved.”
Interviewee#(2

All interviewees agreed that effective top management support, effective training,
employee's involvement, and employee's empowerment managed to control and
avoid unnecessary financial cost on IT system during the change process. Effective
training in terms of doing in-house training, using Shipyard in-house trainer, help
desk assistance, flexible training time, and collaborative training conditions help to
further reduce the IT cost by reducing and controlling associated cost related to the
training requirement. Changes in process flows which relies on IT system, critically
need new training to be conducted to close the skill gaps from the “current state”

to the “desired state.”

Employee's empowerment in designing the system change eliminate unnecessary
obliterate concept in revamping existing process and avoiding rework to redesign

the workflow which is already in place. Designing the system change internally
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reduce design change cost and excess training which are not required and taking
employees and Subcontractors precious time. When the users are empowered, they
are more likely to be vigorously involved in the change initiative, easy to
understand the change needs, increase their acceptance towards change process,

and avoid needless cost on training and designing the new IT system.

. Restraining forces of BPR top-down approach: being neutralized by BPR CSF's of
effective top management support, employee's involvement, and employee's
empowerment. Employees feel that BPR only work with top-down approach
whereby they will be forced and ordered to do something against their will and
beliefs. This type of resistance coming from a negative perception of deploying

BPR when top-down approach become the key elements for BPR project success.

To reduce this restraining force, Shipyard top management had shown their
capabilities to change the management style from top-down approach to bottom-up
approach and their willingness to empower the employees to chart and design for
the change to take place. Top management allowed the change to be cultivated from
the inside, giving ample time for internal change requirement to be established, and
allowing employees to plan and monitor the change progress. The influence of
effective top management support is noted in the below-mentioned quote during

interviews in AR Cycle 1 and AR Cycle 4.

“Our DOQ play an important role as an effective change agent during
revamping process. His capability to change the management style, empower
the employees, and invite us to get involved in change process helps to clear
much perception among us. At first, we thought these changes would come as
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direct order or instruction to follow from Shipyard management, then we were
invited to give an idea for revamping process, they use our idea, and realized
ir.”

Interviewee#05

Effective top management support in showing positive support and reactions
towards change program, flexible management style has allowed employee's
involvement and employee's empowerment to become more effective. The
perception of the hard part of top-down approach was reduced and replaced by
giving more responsibility and accountability to certain employees to lead the
change process. This eventually reduced the resistance of BPR top-down approach

and increase more chances for change acceptance.

. Restraining forces of job insecurity: being reduced with the influence of BPR CSF's
of effective top management support, effective communications, and effective
training. Employees are concern whether their current job is secured, or they will
end up with the jobless situation after the revamping process is completed. Top
management ensures all employees that adequate training will be provided to fill in

the gaps and none will be left behind.

For those who cannot contribute to the new process and incapable of absorbing the
new training and requirement, they will be relocated to other places, so that they
can contribute to the Shipyard through other means. Constant and effective
communications on the impact of the revamping process will help employees to be
ready with change requirement, while effective training can develop or sustain their

current work skill for the new job requirement. Restraining forces of job insecurity
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are being neutralized as per below-mentioned quote during an interview in AR

Cycle 1 and AR Cycle 4.

“our DOO always communicate with us that we must be able to change for us
to grow and contribute better for future of Shipyard. Shipyard supports us by
ensuring our job in safe hands and provided necessary training for us to
improve, we must involve and move towards the same directions. Furthermore,
Shipyard cannot be in static condition, so do us. If we refuse to change and move
on, who want to secure, or at least make sure Shipyard have a future project,
and we have more work to do. Our job is secured if we protected the future of
our Shipyard.”

Interviewee#04

Restraining forces of job insecurity is reduced by way of comfort given by top
management, constant effective communications to the employees, and effective

training provided to the employees to get them ready for the change process.

. Restraining forces of system complexity: become smaller with the impact of BPR
CSF's of effective communications, effective training, and employee's
empowerment. Employees are of the opinion that revamping will introduce system
complexity that will be difficult to follow and push them out from the job
requirement. The biggest hurdle during the revamping of project disbursement
process is to ensure that the work progress can be captured in the system on a

weekly basis.

To capture the work progress on a weekly basis, detailed planning, progressive
work monitoring, and weekly reporting must be in place which is the backbone of
the Korean best practices during Shipyard transformation process. The Korean best
practice concept is not just involving the Shipyard employee’s but Subcontractors

as well. To accommodate adapting to Korean best practices and reducing system
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complexity; effective communications, effective training and employee's

empowerment are combined and deployed rigorously.

“we were asked what the best way will be to improve project disbursement
process. I was thinking the new approach to ship repair project that we embark
through transformation initiative. Since we emphasis on detail planning,
monitoring, and weekly work progress for ship repair work, there must be
something that we can tap and flow for revamping of project disbursement
process. Ship repair project planning done through MARS, so it becomes easier
to capture the work progress in MARS system, and link to respective WO.
Through this, we explore the possibility of the automatic creation of SOP, when
the progress of work reaches the agreed milestone, MARS will trigger to create
the SOP. The idea then grows and being further improved to complete the whole
process flow. The work process becomes understandable since we design it
internally, being trained, and tested as per our requirement set earlier.”
Interviewee#04

Training for Korean best practice activities 1s constantly conducted parallel with
the training requirement for revamping project disbursement process. This will
ensure that the training provided is sufficient for employees to face any system
complexity. The feeling of afraid of system complexity become neutralized and
manageable when the change is constantly communicated, the design is locally
made through empowerment concept, and in-house training is provided to reshape

further the job skill required for the work.

4.5 Summary

In summary, this chapter discusses data analysis and findings of this research which
started with interviewees personal demographic, BPR process output, and an
assessment on ERTC during revamping project disbursement process. BPR process
output is concluded with three (3) major findings, i.e., ) improvement in approving of

SOP at the “desired state”, ii) gaining of cost saving associated with project
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disbursement process which saves time in approving SOP and verification of
documents for disbursements, iii) improvement in project disbursement process flow

whereby the process becomes shorter and simpler.

The assessment on ERTC showed how Shipyard BPR CSF's of effective top
management support, effective communications, effective training, employee's
involvement, and employee's empowerment helps to strengthen the driving forces and
reduce/neutralized the restraining forces of possible ERTC from Shipyard employees
during the revamping of the project disbursement process. The assessment is being
concluded with strengthening the driving forces and reducing the restraining forces
towards acceptance of change in BPR implementation. Strengthening the driving
forces and reducing the restraining forces directly helps to reduce ERTC and increase

the success rate of BPR implementation.

The next chapter will discuss the findings from BPR process output and assessment
on ERTC, and its direct impact towards achieving the research objectives and any

other findings indirectly concluded throughout this research.
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2. To revamp Shipyard’s project disbursement process through BPR with the

intention to:
a. reduced time is taken to approved one SOP
b. create cost saving associated with project disbursement process flow

3. To reduce possible resistance to change from users of project disbursement process

using BPR CSF.

To further understand the requirement to deploy BPR and threat that is coming from
ERTC towards BPR implementation, the detailed relationship between BPR, change
reaction process, and ERTC are reviewed in the literature review in chapter two. BPR
implementation steps as per (Davenport & Short, 1998) were chosen to suit with
Shipyard environment, issues related to BPR key elements in radical change, clean
slate process, and top-down approach are discussed as per Table 2.1, influence of BPR
CSF's in Shipyard working environments such as effective top management support,
effective communications, effective training, employee's involvement, and employee's
empowerment are discussed in Table 2.3, and threat of ERTC towards BPR

implementation were deliberated in paragraph 2.2.5.

Underlying theories of Kurt Lewin’s three steps model of change in terms of
unfreezing, change, and refreezing are studied to get a better understanding of how the
change will happen or evolved in this research. A planned change through Action
Research as per Figure 2.6 is used to create the direction and urgency for internal
change requirement by establishing the “current state” and “desired state” status of

project disbursement process as per Table 3.13.
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Appendix A
Graphical view of I-Mars Portal
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Appendix B
Shipyard Transformation Mission
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Appendix C
Shipyard Transformation Committee
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Appendix D
Force Field Analysis Worksheet

FORCE FIELD ANALYSIS: PRACTICAL APPLICATION TOOL

Driving Forces
(for change)

Rate
it?

RESULT
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Change:
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Appendix E
Interview Questionnaire

IMPROVING PROJECT DISBURSEMENT PROCESS IN ONE OF LOCAL
SHIPYARD IN MALAYSIA

Name

Position

Department/

Company Name

Date

Time

Place

Age and Gender

Direction (to be read to the interviewee)

These interview sessions were conducted as a part of the research study in Improving
Project Disbursement Process in One of Local Shipyard in Malaysia. The purposes
of this research study are:

1) To identify employees and subcontractor’s views regarding current project
disbursement process.

2) To identify ways to improve project disbursement process in term cost and time.

3) To assess any resistance from employees and subcontractor’s that might exist in
revamping project disbursement process.

4) To further understand how BPR CSF’s can help to reduce ERTC during the
revamping project disbursement process.

Part 1: Introduction and Demographic Information

1) Tell me about yourself?

2) What is your current position with Shipyard/Company?

3) How long have you have been working with Shipyard/Company?
4) What is your current position with Shipyard/Company?

5) What is your higher qualification background?

6) What is your employment status with Shipyard/Company?

7) Are you married?
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Part 2:
Research Question Number 1

What is the “current state” of Shipyard’s project disbursement process in terms
of a) time taken to approved one SOP? b) cost incurred associated with “current
state” of project disbursement process flow?

1) Are you satisfied with the current project disbursement process? Please elaborate
your view especially in time and cost.
2) What were redesigns process involved in your department or daily task?

Research Question Number 2

How to revamp the “current state” of Shipyard’s project disbursement process
through BPR in terms of a) reducing the cycle time to approved one SOP b) cost
saving associated with project disbursement process flow

1) Does revamping project disbursement process eliminate any unnecessary task from
your daily routine?

2) Does the time take to approve SOP reduce compare to before BPR implementation?
Please elaborate your reasoning

3) Did you observe any saving especially on cost after revamping project
disbursement process? Please elaborate your reasoning

Part 3: Research Question Number 3

What is the BPR CSF used to reduce (possible) resistance to change from users
of project disbursement process?

1) In this revamping exercise of project disbursement process, what are the roles of
top management?

2) How would you evaluate top management support for BPR project?

3) Does top management frequently communicate with project team and employees?

4) Is the communication channel efficient to convey necessary information about
revamping project disbursement process?

5) Is there an efficient channel to get feedback from employees about the change in
project disbursement process?

6) Does the objective of project disbursement process being communicated to all
Shipyard employees?
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Part 3: Research Question Number 2 (Continued)

7) Did the Shipyard provide training on BPR requirements and how frequently it has
been conducted?

8) Is continuous training being offered as per new job requirement after BPR?

9) Please discuss your involvement in designing a new process for project
disbursement process if any?

10) Have your job routine or task change after revamping project disbursement
process? Please explain to what degree? High, moderate, Low

11) Are the employees empowered to make decisions in project disbursement process
especially at designing stage?

12) Does top management put extra pressure or too much high expectation to
complete revamping of project disbursement process?

13) Any of you view or proposal being rejected by Shipyard management which
relates to project disbursement process?

Part 4: Closing the Interview Session

Is there anything else that you would like to offer that I did not specially ask about?

Researcher’s Remarks:

Thank you for your valuable time in participates in the interview session. The
information you shared and give will contribute a significant understanding and
values of this research project. If you have any further thoughts on this topic, you
are welcome to call me at any time.
Thank you.
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Appendix F
Interview Transcript

IMPROVING PROJECT DISBURSEMENT PROCESS IN ONE OF LOCAL
SHIPYARD IN MALAYSIA

Name

Position

Department/

Company Name :

Date

Time

Place

Age and Gender :

SUMMARIZE RESULTS OF INTERVIEW

Part 1: Introduction and Demographic Information

Part 2:
Research Question Number 1
What is the “current state” of Shipyard’s project disbursement process in terms of a)

the time taken to approved one SOP? b) the cost incurred associated with “current
state” of project disbursement process flow?

Research Question Number 2
How to revamp the “current state” of Shipyard’s project disbursement process

through BPR in terms of a) reducing the cycle time to approved one SOP b) cost saving
associated with project disbursement process flow
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Part 3: Research Question Number 3

What is the BPR CSF used to reduce (possible) resistance to change from users of project

disbursement process?

Part 4: Closing the Interview Session

Is there anything else that you would like to offer that I did not specially ask about?

Verification

Signature : Date Interview:

Thank you for your valuable time in participates in the interview session. The
information you shared and give will contribute a significant understanding and values
of this research project. If you have any further thoughts on this topic, you are welcome

to call me at any time.
Thank you.
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Appendix G
Walk Through Project Disbursement Process-Desired State

Assuming RFQ process, and selection of subcontractor completed, now at the stage of

creation the WO, the next stages are:

1. Creation of pay plan in WO to trigger system to create SOP and send to the
approver for approval.
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. Capturing work progress through MARS*Production Planning

4} General Data
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4. I-Mars portal interface, (subcontractor view)
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5. WO interface inside I-Mars portal, the status of work progress approved and
captured in MARS is available for Subcontractor to review and check
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6. When DeptE completely approved the QIR, the screen will be displayed as below.

UPON PROGRE OIR read ‘
50 AFTER COMPLETION =Y [QR, N N |S0P| N
50 AFTER COMPLETION ¢ v i ar 0P| N

-
Indication QIR ready to be 1.3
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QIR printing icon

QIR icon to allow for
printing options

7. Once QIR printed, the status will be change as follows
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8. Example of QIR printed through I-MARS portal
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9. Email notification from MARS help desk to individual approval to approve the SOP.
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11. SOP I-Mars portal interface, SOP ready to be printed
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12. Example of SOP printed through I-Mars portal
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14. Print Screen invoice capture inside I-Mars platform
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