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Abstract 

Process reengineering (PR) is a newly introduced approach to process management; it pays 

close attention to all the processes that are related to the achievement of organizational 

objectives. Although originally developed for and applied in the private sector, PR is 

expected to constitute a handy tool for the transformation of work processes in public sector 
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organizations (PSOs), especially in this era of information and communications technology. 

This paper x-rays PR in African public sector organizations (APSOs) with an emphasis on 

lessons to be learnt from the private sector. This paper adopts a descriptive approach, to 

validate and modify extant theoretical models that are relevant in explaining PR in APSOs. 

The paper observes that APSOs, unlike the private sector organizations (PrSOs), PSOs have 

failed in the adoption of PR as well as carrying out logically related tasks in such a way that 

well-defined results are achieved. It reveals further that poor PR in APSOs has been a clog in 

the wheel of achieving high performance, efficient service delivery, public satisfaction, 

efficient management of resources, and sustainable development in Africa. This paper 

concludes that APSOs can fully adopt PR if they cut down on excessive bureaucracy and 

learn more from the private sector in terms of readiness and adaptability to environmental 

changes and transformation as advocated by the contingency theory (CT). The paper 

recommends, amongst others, that there should be the availability of information technology 

(IT) infrastructure and the willingness on the part of government representatives to deploy 

new technologies through adequate support for information technology companies and the 

prioritization of IT application's needs for high system automation. Managers of APSOs 

should be given the power to effect changes when the need arises, without any form of 

influence. Also, there should be concerns about the future of PSOs, and citizens who are 

clients thereof should be held in high esteem and not to be treated as „people in need of 

favour‟. Finally, APSOs should embrace radical changes associated with PR especially by 

ensuring that promotions are based on merit and not on seniority alone.  

Keywords: bureaucracy, process reengineering, information technology, performance, 

service delivery 

1. Introduction 

Public administration has been in existence in Africa for many decades now and still operates 

with its hierarchical fashion and central management principle which offers highly 

bureaucratic and delayed services that stands against enhancement, duty focus, and 

excellence (Bokhari & Qureshi, 2016). Although many African governments have adopted 

information technology (IT) infrastructures to deliver some services to the citizens, at the 

moment, these operations are merely the reflection of the actual bureaucratic operations as 

the continent is yet to undergo a total and radical process reengineering (PR) to achieve 

marked improvements in terms of performance. Excessive bureaucracy as practised in 

African public sector organizations (APSOs) have been a clog in the wheel of rapid and 

sustainable development, service delivery, and public satisfaction with government-owned 

enterprises. PR explains possible ways, in which organizations can adequately apply IT to 

routine activities, restructure and modernize organizational processes as well as develop the 

employees to act in consonance with the new organizational outlook for maximum 

performance, sound service delivery, public satisfaction and efficient management of 

resources. The adoption of PR in APSOs will provide an excellent opportunity for high 

performance, better customer service and a better way to manage resources in the interest of 

the public (clients). Oberoi (2013) observes that PR comes after a broader concept of new 

public management (NPM) and is expected to amalgamate organizational processes, 
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introduce enhanced computerization and remove unnecessary actions that cause delays in 

APSOs.  

Although public sector organizations (PSOs) have unique attributes that differentiate them 

from the private sector organizations (PrSOs), it can adopt PR for better organizational 

processes and performance if it learns from the private sector's critical successes and failure 

factors through the adoption of an improved strategy to accrue relevant PR resources and 

capabilities, the mobilization and application of all skill sets, systems and technologies that 

are essential in improving PR impacts as well as the development of strategies to overcome 

every barrier to PR implementation and sustenance. This paper examines the impact of PR on 

APSOs‟ service delivery and public satisfaction, and how resources can be effectively 

managed to produce results that will aid sustainable development in Africa through the lens 

of the contingency theory, which explains the influence of the environment on organizational 

leadership, the need for IT application as well as the need to give managers the power to 

effect rapid changes when the need arises without any form of influence, as seen in many 

PrSOs. Here, attention will be paid to Venkatraman‟s (1994) model for reengineering APSOs, 

primary barriers to APSO‟s PR, critical success and failure factors of PR, why APSOs need 

PR, the role of IT in PR and functional methodology for the application of PR in APSOs.  

2. Statement of the Problem 

Today, both public and private organizations experience fundamental changes as a result of 

the swift advancement in information technology (IT), environmental changes, competition 

and the need for prompt service delivery. This requires managers to pay close attention to all 

the procedures that are related to the transformation of work processes as well as the 

achievement of organizational objectives. Although PR was initially developed and applied in 

the private sector, it is today considered as a handy tool for the transformation of work 

processes in PSOs, especially in this era of IT and as a result of the present day changes in the 

work environment. PSOs in Africa have been faced with numerous problems mostly 

attributed to excessive bureaucracy, work procedures, and systems that are hard to deal with, 

not limited but, corruption and inability to focus on customer (public) service as well as 

manager‟s inability to effect rapid changes due to excessive bureaucracy. APSOs unlike the 

PrSOs, have often failed in carrying out a logically related task in such a way that 

well-defined results are achieved. This problem is a 'clog in the wheel‟ of achieving high 

performance, sound service delivery, public satisfaction, efficient management of resources 

and hinders sustainable development in the continent.  

It is instructive to note that several studies have been conducted on public sector and PR, 

however, less attention has been paid to APSOs which have been noted for its continuous 

poor performance in terms of public satisfaction and organizational development (Vrček, 

Brumec, & Ibrahimpašić, 2009; Simasiku, & Ngoma, 2018). Some previous studies focused 

more on developed economies like Australia, England, the United States of America, and 

New Zealand, which are already ahead with the use of newer techniques of public 

administration (Martins & Montagna, 2006). Extant literature has also revealed that private 

sectors in Africa are far ahead of APSOs in the application and management of IT 
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infrastructure for modernized and efficient service delivery (Lucas, 2016). Meanwhile, few 

studies on PR in APSOs focused mainly on descriptive surveys without deep theoretical 

model explanations and consideration for regional ecological factors. A critical review of the 

extant literature on PR further revealed that most of the studies concentrated on the 

applicability of PR as seen in Scholl (2003) and MacIntosh (2003); PR description (Sia & 

Neo, 2008; Debela & Hagos, 2011); the depth and breadth of process reengineering in the 

public sector as well as how public sector PR is unique (Anderson, 2006). It is this identified 

gap in the literature that forms the basis of the discourse in this paper. The paper, therefore, 

attempts to re-validate some theoretical models that have proven valid in explaining the 

importance of applying the principles of process reengineering in APSOs with clear empirical 

evidence from the extant literature review. More specifically, attempt is made in the article to 

explain:  

a. Venktraman‟s model for reengineering APSO‟s work process, 

b. the primary barriers to APSO‟s PR, 

c. modify Abdolvand et al (2008) model of critical success and failure factors of PR, 

d. why APSOs need PR, 

e. the role of IT in PR, and 

f. methodology for the application of PR in APSOs 

In line with the above stated objectives, the article seeks to provide answers to the following 

questions in an attempt to underscore the relevance of PR in APSOs. 

i. What are the primary barriers to APSO‟s PR? 

ii. What are the critical success and failure factors of PR 

iii. Do APSOs need PR? 

iv. What are the roles of IT in PR? 

v. Is there any methodology that can aid the application of PR in APSOs? 

3. Methodology 

This paper adopts a descriptive approach to validate some theoretical models that are relevant 

in elucidating PR in APSOs. It relies heavily on models derived from a critical review of 

extant literature (secondary data). Each of the models discussed pertinent issues under 

selected themes and sub-themes within the paper using structural and procedural diagrams 

that are designed in an understandable and self-explanatory format. Some of the models have 

also been modified by the authors to further fit in the context of this discourse. This 

methodological approach typifies the qualitative mode of inquiry which the paper typically 

exemplifies.  
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4. Conceptual Review  

Process Reengineering (PR) 

Different concepts have been used to describe PR. These include new industrial engineering, 

working smarter, and core process redesign. Although the concept of PR has received the 

attention of scholars, little has been published about the subject matter in APSOs. There is no 

doubt that there are still several questions that are yet to be answered particularly concerning 

the processes and the method that can be used to effectively implement PR (Bhaskar, 2018). 

According to Mekonnen (2019:109) “PR is the fundamental rethinking and radical 

redesigning of an entire organizational system – the process, jobs, organizational structures, 

management systems, values, and beliefs to achieve dramatic improvements in critical 

measures of performance, such as cost, quality services, and speed".  

PR can be described as a tool for process change and management as well as the 

transformation of the work process. It connotes all procedures needed for the optimizing 

organizational processes and structures to achieve the best possible result (Bhaskar, 2018). 

The role of PR in engendering organizational improvement in terms of productivity and 

performance as seen in previous studies by Hussien et al (2013, 2014) and Essam and Mansar 

(2012) was not incorporated in Bhaskar‟s study. Here, PR is seen as a tool to promote 

organizational efficiency, most especially in terms of time and cost (Hussein et al., 2014; 

Essam & Mansar, 2012). There is no doubt that in the last few decades, private sector 

organizations have tried to improve in the way they manage their work processes as a result 

of increasing demands by customers for better products and services (Hussein et al., 2013; 

Dutta, 2007).  

PR can be used in a whole organization (Goksoy et al., 2012), a part of it, or even a single 

unit within the organization. Habib & Shah (2013) posits that organizational performance can 

be enhanced through PR which remains one of the newly introduced approaches to process 

management that can bring about a radical change. PR explains possible ways in which 

organizations can adequately apply IT to routine activities, restructure and modernize 

organizational processes as well as develop the employees to act in consonance with the new 

organizational outlook for maximum performance, sound service delivery, public satisfaction 

and efficient management of resources. Bhaskar (2014) observes that information technology 

has an important role to play in PR most especially in improving the level of performance in 

public and private organizations. Again, attention needs to be paid to the tendency of misuse 

of technology in organizational processes, an aspect that has been ignored by Bhaskar. It is on 

this note that scholars like Morabito (2013) and Amanquah et al (2013) advocate that the 

introduction of computers in solving an existing organizational problem does not necessarily 

cause the process to be reengineered. The likelihood of misuse of technology can block 

reengineering and lead to the reinforcement of old ways of thinking and old behavior 

patterns. 

Public versus Private Sector Organizations 

PSOs are government-owned enterprises that are established to provide essential services to 
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the citizens. PSO is not a profit-seeking venture. They are established to generate funds 

through taxes, fees, and loans. In the words of Callender (2001:1), "PSOs are entities that 

have been formed to manage the policy and operating requirements that enable a government 

to achieve its goals of public governance". PSOs are not-for-profit entities that are established 

by the government to manage its (government) policy and operating requirements for public 

satisfaction. PSOs in Africa have been known for their wastefulness, inefficiency, high level 

of corruption, bureaucratic bottleneck, and inability to achieve its core objectives which 

usually include good service delivery and public satisfaction (Nchuchuwe & Etim, 2020). 

PrSO, unlike PSO, is owned and run by private individuals for profit generation. The private 

organization is established in the form of corporations, partnership, agency, etc. These sector 

makes up a greater part of the economy and is very viable in a capitalist system of 

government where private property ownership is most preferred to collective or communal 

ownership. The private sector over the years has been more effective and efficient as 

compared to the public sector. The private sector continuously develops strategies to enhance 

performance and efficient resources management. This attribute stands as a plus to the private 

sector and remains lacking in PSOs, especially in Africa. 

Owing to the adoption of privatization policy by many countries of the world today, the 

private sector is also gaining relevance as compared to the era when only the public sector 

was prevalent in the economy (Surbhi, 2018). For any country to develop and progress, both 

the private and public sectors must own up to, and deliver adequately on their respective 

economic responsibilities, and where necessary, both sectors collaborate in the interest of the 

national economy. The private sector is owned and controlled by individuals and, most often 

than not, are for profit-making, whereas, the public sector is controlled by the government. 

The public sector includes all business enterprises that are owned and managed by the 

government. Figure 1 below shows some basic features of the PSOs and PrSOs. 

 

Figure. 1. Public versus Private Sector Organizations 
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Source: Surbhi (2018). 

From figure 1, it is clear that PSOs carryout departmental undertakings, statutory 

corporations and are government companies created to generate employment opportunities, 

delivering on postal services, providing security, education, healthcare, and railway services 

at a lower cost. On the other hand, the PrSOs are owned and operated by sole proprietors, 

with options of partnership where necessary. Some of the major services provided by the 

public sector are educational services, IT services, courier services, telecommunication 

services, and infrastructure development. Scholars have observed that the government is a 

bad manager with an incremental decision-making approach and excessive bureaucracy 

(Khan & Khandakar, 2016). The distinction in the basic features of the public and PrSOs 

have made the application of PR easier in the later when compared to the former.  

The environment at which the private sector operates remains highly competitive. Hence, 

there is need for a rationalized decision-making approach and the adoption of modern 

technologies that have been designed to promote clients‟ satisfaction, and organizational 

efficiency and effectiveness (Sujová & Čierna, 2018). PrSOs have made headway in the 

application of PR due to the nature of the environment they operate which is made up of a 

countless number of competitors. However, APSOs have taken advantage of less competitive 

environments and monopoly in some cases to become redundant and less productive. 

Services rendered in APSOs include, but not limited to, security, electricity, less expensive 

education, and health. These services are cheap and sometimes free and are funded by taxes, 

penalties, loans, sales of natural resources, and etc, there is less competition and profits are 

not expected. The organizational structure of APSO is bureaucratic with poor change and 

managerial styles. Promotions are made on a seniority basis and not by merit as it is in the 

private sector. This makes the application of PR difficult in PSOs as less attention is paid to 

performance, especially in the ugly face of corruption. 

5. Theoretical Framework 

This paper is anchored on the contingency theory (CT). Historically CT originated as a result 

of researches conducted separately by scholars from Ohio State University and the University 

of Michigan in the 1950s. CT holds that specific situations can affect the leader's 

effectiveness. Hence, the manager needs to be able to adapt to these situations. Several 

factors determine the effectiveness of a leader or leadership style. These are; the leader's 

personality, the tasks at hand and the nature of people that constitute the group that is meant 

to be led (Islam & Hu, 2012). CT was popularized by Fred Fiedler in the early 1960s. Fiedler 

debunks the idea of having a single best way of organising or leading an organization (Fiedler, 

1964; Fiedler, 1986). Earlier, in 1958 Joan Woodward suggested that there is a need for an 

organisational structure to be put in place to allow for the deployment of different 

technologies. In the words of Scott (1981) "the best way to organise depends on the nature of 

the environment to which the organisation must relate". This lends credence to Woodward's 

argument on the need to make use of different technologies, because technology is an enabler 

of process re-engineering and it eases communication stress, introduce new features and 

promote positive change in the work environment. 
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CT challenges the positions of the bureaucratic and scientific management theories, as the 

duo neglect the fact that various aspects of the environment (or all the contingency factors) 

influence organisational structure and the style of management. Although the scientific 

management school contributes to PR in the sense that it acknowledges the importance of 

educating and strengthening employee skills and knowledge which is a key factor of PR, the 

theory failed to address the need for the independence of managers (Uddina & Hossain, 2015; 

Gull, 2017). This has been a ' clog in the wheel' of successful PR, since managers need to 

possess powers to exhibit their leadership potential without any form of influence. Using the 

lens of the CT, the bureaucratic theory also stands as a major hindrance to APSO's successful 

application of PR because it creates no room for radical changes to be applied by managers 

without following existing rules (Yazaki, 2016). From the bureaucratic theoretical perspective, 

organizational authority is expected to flow downward from the top (Samier, 2012; Kumar, 

2016; Serpa & Ferreira, 2019). This is accompanied by rigidity and unnecessary rules and 

regulations that are capable of delaying processes (Harney, 2016; Mori, 2017; Köybaşi, 

Uğurlu & Bakir, 2017: Shaikh, Islam & Jatoi, 2018). 

To some extent, CT aligns with the system theory (ST) which holds that environments, space 

and time can influence the structure and functioning of the system. Here, alteration or change 

of one part may impact negatively or positively on the whole (Lai & Lin, 2017). However, 

the point of divergence between the CT and ST is in the former's agitation for more powers to 

the manager to effects urgent and vital changes when they need arises. PR in APSO is 

important especially in the 21
st
 Century due to high-level competition and the ever-increasing 

demand for effectiveness and efficiency in public sector organisations. Today every 

organisation is expected to beat every obstacle along the way to optimise client satisfaction.   

The CT also has some weaknesses as identified by critics of the theory. One of the identified 

weaknesses of the theory is in its inability to provide an adequate explanation for its 

submission that there is a correlation between contingency variables like technology and the 

structural features of an organization (Omoluabi, 2016). However, the three major aspects 

that make CT suitable for this paper are; first, its recognition of the importance of technology. 

Second, it recognizes the influence of the environment on leadership style (Omoluabi, 2016). 

Third, the call for more powers to the manager to make urgent decisions following changes in 

the environment. These three aspects have been major sources of PR‟s success in private 

sector organisations and there is need for APSO to also modernize its process in this manner, 

to achieve optimal performance and client satisfaction. 

6. The Role of Information Technology (IT) in PR and Organizational Performance 

IT and its infrastructure are known to be vital components for efficient and effective service 

delivery and automation in both public and private sectors. Through IT, features like 

teleworking, multimedia communication, virtual conference, online purchase, etc are made 

possible in a faster way. IT is known as an enabler in PR because it helps introduce new 

features and promotes positive change in the work environment (system redesign). According 

to Johnson (2011:7); “working together, PR and IT have the potential to create more flexible, 

team-oriented, coordinative, and communication-based work capability. It can fundamentally 
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reshape the way business is done and enable the process redesign. Although PR and IT are 

natural partners, the potentials of these relationships have not been fully explored.  

From the contingency theory‟s point of view, to transform APSOs, the relationship between 

IT and PR needs to be clearly defined and understood by top management. The major role of 

IT in APSOs is to enable new organizational forms as well as patterns of collaboration 

between the organization, its external partners, and within the internal system. This is done 

through the application of computers, software, and other business communication 

technologies. PR has triggered the use of IT to increase the speed of work and to do things 

differently in developed economies like the United States of America, Australia, New 

Zealand, to mention a few. In Africa, the private sector was the first to enjoy the dividends of 

IT in particular and PR in general. Sudhakar (2010) makes a good illustration of the role of IT 

in PR. In his words; 

 … With the advent of IT and communications technology, it is possible 

to roll out the product in days in current days. The marketing executive 

gathers the requirements and sends them to the design centre through the 

Internet. Then the design centre sends the designs through Internet or 

email to the manufacturing plant…  

At this point, the importance of IT in PR cannot be over-emphasized. This is because when 

software tools are competently and effectively applied, PR stands more chances of achieving 

success. To maximize this potential, APSOs should develop on effective IT infrastructure, 

channel more investments to IT infrastructure, promote measures that are needed for IT 

infrastructure effectiveness, properly integrate IT, and effectively reengineer all IT legacies 

within the organization (Lilian, Uzochukwu, & Francisca, 2015). Further, while top managers 

are expected to involve in this process through strategy formulation and the provision of 

commitment for the redesigning process, the IT managers should take charge of the designing 

and implementation processes.  

There is no doubt that IT plays a vital role in PR. While PR is expected to enable the adoption 

and adequate application of IT, IT capacities, on the other hand, should support PR. This is 

evidence in the transformation of the unstructured work process into standardized 

transactions, easing of complex analytical methods, reducing human labour, attracting and 

managing vast volumes of business information, bridge distance gaps, allowing multiple 

tasks to be worked upon simultaneously, the connection of two or more parties without 

intermediaries, knowledge dissemination, and detailed tracking of status. All these processes 

lead to efficiency, effectiveness, and high performance in the organization. Effective and 

efficient performance by APSO will lead to sound service delivery and public satisfaction. 

7. Why APSOs Need PR 

Rezaie (2018) identified some organizational issues that APSOs face and why PR is necessary.  

These include; "ambiguity in purpose, complicated operation, low efficiency and low results. 

Organizational inefficiency and ineffectiveness are the main outcomes of such organizational 

problems which ultimately led to cclient dissatisfaction and may distance the people from 
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government activities". Thus, there is a need for a total reengineering of the process. Rezaie 

also highlights some benefits which apply to PSOs in Africa, especially in the aspect of 

technology and process automation. African PSOs lack clarity of purpose as leaders and 

managers fail to understand every aspect of the business ranging from organizational mission 

to customer base.   

Many PSOs in Africa operate as if they are rendering some sort of voluntary services to the 

people. This is not supposed to be the case. The people are to be treated as esteemed clients 

which they are. Hence, the introduction of PR in PSOs will address the need for more clarity 

of purpose and the leadership can re-familiarize itself with the organizational business and 

focus more on achieving the correct goals with the right information. Going by the doctrine 

of CT, when the purpose of PSOs is well understood by managers and employees, there is 

bound to be total streamlining of superfluous processes that usually slow down work 

processes. Hence, with more logical work processes, things move easier and more efficiently 

in the organization. This efficiency is seen in the management's focus as well as employees' 

dedication and willingness to invest more energy in the on-going meaningful work. A 

reengineering process helps in product improvement which results in the maximization of 

profit by the organization. 

When APSOs fully adopt and apply all the vital principles of PR as seen in PrSOs, there will 

be excellent service delivery and public satisfaction. This will give room for public trust and 

confidence in public servants and APSOs' managers. Every citizen wishes for ease of 

transacting business and communicating with the government when the need arises through 

relevant organizations and authorities. This important aim can be achieved with IT. In Nigeria, 

the Joint Admission and Matriculation Board (JAMB) is making significant effort to fully 

apply IT in its operations. Though this move is not without challenges and criticisms, the 

result so far remains encouraging and to a greater extent applaudable with room for more 

improvements. IT is expected to make service delivery, efficiency, effectiveness, and public 

satisfaction a part of APSOs and this can be achieved with PR.  

8. Venkatraman’s Model on the Levels of IT Application in Organizational Design 

The contingency theory lends credence to the position of the Venkatraman‟s model on the 

need to adopt IT in PSOs. Venkatraman discusses five (5) levels of IT application in 

organizational design as shown in figure 2 below. According to him, these 5 levels are further 

categorized into two (2) categories; evolutionary (efficiency-seeking level) and revolutionary 

(where capacity is being enhanced). The former includes localized exploitation, horizontal 

integration, and ends with business process redesigning, while the latter begins with business 

process redesigning to include business network redesign and scope redefinition.   
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Figure 2. Venkatraman‟s model on the levels of it application in organizational design 

Source: Venkatraman (1994:74). 
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oriented individual, instead of four different persons as the case would have been.  

Business process design (reengineering): The difference between internal integration and PR 

is that while the former interlink different applications and systems to eliminate functional 

boundaries through the re-arrangement of the elementary activities to achieve high-level 

work process, the latter implies a complete renovation of the work process. This renovation is 

expected to take effect before the application of ICT to disable inefficient activities from 

being automated into the process. According to Venkatraman (1994:5), “research from the 

MIT management in the 1990s program strongly indicated that IT functionality should not be 

simply overlaid on existing work processes but should be used as a lever for designing the 

new organization and association‟s work processes". PR begins at the revolutionary level and 

radical changes are expected in the organizational practice. Reengineering the entire process 

not only leads to more efficiency but enhances competitiveness. 

Business network redesign: After a successful overhauling and re-arrangement of the 

elementary activities, there is need to create room for strategic alliance and cooperation 

among business network participants. This includes, but not limited to linking the 

organization to both suppliers and clients. In the case of the public sector, the citizens are the 

customers. A well-designed business network will shorten distances, eliminate walls, and 

create more opportunities for partnership because services can be rendered to clients 

anywhere and anytime. 

Redefining organizational scope: At this stage, emphasis is placed on how business scope is 

influenced by IT. Debela (2009: 33) wrote: "scope redefinition involves the rethinking of the 

mission of the organization, the business it is in, and the network it has with strategic partners 

and allies to bring a paradigm shift in the business activity”. This is the level where IT is 

deployed to fast-track the repositioning of a firm‟s business scope. 

Thus, Venkatraman‟s model highlights the need to progress from an evolutionary level to a 

revolutionary level of IT application in organizations. Many PrSOs like banks, insurance, and 

telecommunication have sufficiently moved from self-seeking IT level to an enhanced 

capacity level. Sadly, APSOs are still wallowing in the disadvantaged internal integration 

(self-seeking) level trying to link different systems and applications to make the work process 

more interdependent and functional (Venkatraman, 1994). This is not totally a bad idea, but it 

is far below expectations in the 21
st
 century where IT infrastructures, applications, and 

systems have been designed to suit different needs. It is not out of place for APSOs to move 

through these stages where business scope and relationship are influenced by IT (enhanced 

capacity). To achieve this, APSOs need to reduce its bureaucracy to give way to a 

contingency approach where the environment is expected to be a determinant factor of 

structure and processes within organizations. The present era demands faster, easy, and more 

reliable ways of dealing with the public, and this gap have been adequately filled by IT 

applications. It is expected of APSOs, therefore, to tap into this blessing for optimal 

performance in the interest of public satisfaction (Duke, Okudero, Etim & John, 2020). 

Primary barriers to PSO’s PR (internal and external) 
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Ghatari, Shamsi and Vedadi (2014) categorize the barriers to PSOs‟ process reengineering 

into five; political, technological, social, economic, and organizational as shown in figure 3 

below. 

 

Figure 3. Ghatari et al‟s model 

Source: Ghatari, et al (2014) and authors’ compilation 

As shown in the figure, the first four are external barriers that influence the internal barrier 

(organizational). Internal barriers are those factors within the organization, which stand 

against the achievement of laid down goals and objectives. APSOs have been faced with 

severe bureaucratic challenges that have rendered managers incapable of rapidly responding 

to vital changes without delay. For instance, recruitment into the Nigerian civil service is 

done through the office of the Head of Service, from where recruited persons are posted to 

various Ministries, Departments and Agencies (MDAs). Going by this process, it is difficult 
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to drive the affairs of the MDA at a given point in time. This situation meets a poorly defined 

jobs, poor staff training, inflexible decision making, goals complexity, contention, and 

insufficient (qualified) staff strength. To solve this problem, emphasis should be placed on the 

doctrine of CT, especially in the aspect of granting managers the power to make critical 

decisions in the interest of the organization as well as the re-engineering of APSOs processes 

to fully incorporate IT.  

Ghatari et al (2014) categorized the external barriers into technological, social, economic, and 

political. In PR, external barriers are those impediments that the organization has no 

significant control over which occurs from outside. For instance, APSOs don't have control of 

the system of government in operation. Same with government policies of IT infrastructure 

acquisition, management unwillingness to embrace change, lack of attention for the IT sector 

are other cases where APSOs cannot influence and control. These are external factors that 

stand against efficiency in APSOs. 

9. Harnessing Venkatraman’s Model With Ghatari et al’s Model: How PR Can Apply in 

APSOs 

Venkatraman‟s model reflects the need for organizations to progress from the evolutionary 

level, which harbours localized exploitation and internal (horizontal) integration which are 

self-seeking, to the revolutionary level, which categorizes levels as total business process 

redesign (reengineering), business network redesign and scope redefining (enhanced 

capacity). Venkatraman explained that the degree of business transformation in the 

evolutionary level is often low as ICT is applied for the mere purpose of enhancing 

employees' efficiency as well as the re-arrangement of elementary activities to achieve 

high-level work process through interlinking different applications and systems. However, 

according to Venkatraman (2004), there has to be a complete renovation of the work process 

to transit to the revolutionary level, where business process redesign is the first step and the 

renovation is expected to take effect even before the application of ICT to disable inefficient 

activities from being automated into the process. These inefficient activities have been 

identified by Ghatari et al (2014), as shown in figure 3, and are classified into five categories 

as political, technological, social, economic, and organizational. 

 

Figure 4. Applying PR in APSOs 
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Source: Authors‟ compilation (2020). 

Going by Venkatraman and Ghatari et al‟s models, for PSOs to fully embrace process 

reengineering, there has to be less political interference and senior managers must be willing 

to or/and allowed to take formal control of the organization with a reduction in the legal 

restrictions, laws, and regulations, irrespective of the system of government in current 

operation. The reduction of legal restrictions does not mean a total absence of laws and 

regulations but allowing PSO managers some freedom to make strategic decisions in the 

interest of the organization when the need arises (Venkatraman, 1994; Ghatari et al, 2014). 

Further, there should be concerns about the future of PSOs, and the citizens who are clients to 

PSOs, should be held to very high esteem as in the case of the private sector and their clients. 

Employees within PSOs should develop a good entrepreneurial spirit and willingness to 

embrace change through adequate preparedness to accept risk (Ghatari, et al, 2014). Lastly, 

Ghatari and Shamsi‟s model shows that over-dependency on the government budget, lack of 

attention to market needs, lack of adequate investment in process reengineering resources and 

lack of attention for IT sector are some of the reasons why PSOs in Africa cannot fully 

embrace any level of Venkatraman‟s model of PR. 

10. Internal Difficulties in PR Application in APSOs 

The APSOs continue to suffer from internal challenges to the application of PR as leadership 

structure both at the political and organizational level continue to scale below the expected 

average. One of the major causes of this problem is the changes that take place during 

elections as incoming government derives pleasure in installing their loyalists instead of 

maintaining experienced persons with proven integrity and several on-the-job pieces of 

training (Martin & Montagna, 2006). This meets with a system that is not ready to change 

and embrace IT and the incorporation of relevant stakeholders. This reduces the scope of the 

entire process (Fountain, 2001). Further, the APSOs are not designed to overcome any 

restrictions posed by legislations, so managers are unduly restricted to only approve 

processes. Also, if any decision appears significant and necessary, it still faces hindrance in 

terms of majority acceptance, as not everyone is ready to accept change and the cost it carries 

(Joia, 2004).  

To achieve process reengineering in APSOs, huge resources should be invested both in 

human and material aspects and there should be a clearer definition of the goals of 

participating parties (Wu, 2002). Also, to fully automate the entire process, there should be 

less bureaucracy and more dependency on IT and its capabilities (Wimmer, 2002). 

Leadership in APSOs has affected PR in more ways than one. First, corrupt practices by 

politicians have led to the inability to fully maximize the potentials of PR. Second, managers 

in APSOs are deprived of express permission to effect necessary changes that are devoid of a 

bureaucratic bottleneck. Also, employees of APSOs have been found lazy in many aspects as 

a result of the nature of the requirements for promotion which is based on seniority instead of 

merit as obtainable in the private sector. PR requires constant training and retraining of 

employees to better be able to manipulate IT infrastructure to yield visible results. Further, 

institutional restrictions have hindered the smooth application of the manager's ingenuities, 
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employees‟ talents, and change management processes. There is also a lack of resources and 

techno-centrism in APSOs. Finally, unnecessary extensions, employees‟ attitudes, and the 

inability of APSOs to properly define its objectives have hindered process reengineering 

application in APSOs. 

11. Critical Success and Failure Factors of PR in Public and Private Sector 

Organizations 

This section attempts to modify Abdolvand et al‟s (2008) model of critical success factors 

(CSF) of PR as shown in figure 4. Abdolvand et al‟s model has been used to identify some 

structure decisions that have been adopted by managers in PrSOs that are known to produce 

with the implementation of PR (Virzi, 2019). However, the model failed to include the 

benefits of IT, which is the hallmark of process reengineering, especially in the public sector. 

Earlier, a study conducted by McAdam and O'Hare in 1998 to identify critical success factors 

in the public sector shows that as in the PrSOs, CSF is also important in PSO and there has to 

be top management commitment, open and effective communication, and teamwork (Habib, 

2013). Proper communication, as rightly observed here, can best be driven by IT to serve cost 

and for more accuracy. Thus, the model presented in figure 4 below is modified by the 

authors to accommodate the benefits of IT as stated above. 

 

Figure 4. Modified Critical Success Model  
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Source: Abdolvand Albadvi & Ferdowski (2008); Authors’ compilation (2020). 

For more clarification, these factors presented in the figure are explained as follows:  

Egalitarian leadership: this is a form of organizational leadership where top managers and 

team leaders look to the team for direction when faced with a project, decision, or plan that 

requires consensus. Here, when employees are clear about the channel of communication and 

the shared value of the organization or team (as the case may be), they become more 

responsive and tends to understand each other better (Grant, 2002; Motwani, Subramanian & 

Gopalakrishina, 2005). Also, from this model, it is expected that top managers should create 

avenues for inter and intra-organizational confidence and trust, and optimal process operation 

(Terziovski, Fitzpatrick & O‟Neill, 2003). In an organization where an egalitarian leadership 

style is in operation, positive changes occur with little resistance (Crowe, Fong, Zayas-Castro, 

2002; Ruedena, Alamib, Kaplanc & Gurvenb, 2018). 

Collaborative work environment: teamwork creates room for more effective and quicker 

service delivery as compared to projects that worked on an individual basis. When employees 

collaborate, they become more responsible, and their motivational level increases, especially 

when they work virtually. However, this can only be achieved in a friendly work environment 

where there is a free flow of interacting cooperation and mutual trust, with their respective 

roles being recognized by top management (Maull, Tranfield & Maull, 2003; Assbeihat, 

2016) 

Top management commitment: when the board of directors formulates policies, it is 

expected that top management translates the same into goals and objectives, strategize on 

how to achieve the policy aim as well as project a shared vision of the future. Decisions made 

by top management affect everyone within the organization, hence, it is held responsible 

when a failure occurs (Tzempelikos, 2015; Syaifullah, 2017). In the words of Abdolvand et al 

(2008), "… it is necessary to have a piece of sufficient knowledge about the PR projects and 

realistic expectation of PR”. 

Supportive management: Unlike other forms of management and leadership, supportive 

management is less interested in just giving orders and/or managing every detail. Rather, it 

enables the employees to work themselves through the provision of necessary tools. One 

essential aspect of supportive management is the delegation of function. Therefore, 

reengineering the process has to do with redesigning the human resource architecture and 

other facilities to promote information sharing, decision making, and the achievement of 

organizational objectives (Vakola & Rezgui, 2000; Baxter, 2013).  

Use of information technology: IT remains one of the biggest enablers and soul of PR. 

Through IT, manual systems are computerized, virtual markers are made possible and there is 

increased efficiency and effectiveness of the work process (Arasteh, Aliahmadi, Mahmoodi, 

& Mohammadpour, 2010).  

Resistance to change: resistance to change is the only failure factor that has been identified 

by Abdolvand el at in their model of critical success and failure factors in PR in public and 

PrSOs. According to them, the fear of middle management and employees losing their job, 

https://www.sciencedirect.com/science/article/abs/pii/S1090513817302520#!
https://www.sciencedirect.com/science/article/abs/pii/S1090513817302520#!
https://www.sciencedirect.com/science/article/abs/pii/S1090513817302520#!
https://www.sciencedirect.com/science/article/abs/pii/S1090513817302520#!
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skepticisms about project results, feeling uncomfortable with a new working environment 

constitute some of the resistance to change that stands as a failure factor in PR, especially in 

APSOs (Jain, Asrani & Jain, 2018). 

12. Methodology for PR Application in APSOs and Lessons From the Private Sector 

As was stated in the introductory part of this paper, PR‟s adaptation in PSOs follows the 

wider trend of NPM, which emphasizes the introduction of core management principles like 

efficiency and accountability principles, organizational forms, etc into PSO‟s operations to 

help solve the challenge of “limited budget for ever-increasing demands” usually faced by 

PSOs (MacIntosh, 2003). The improvement in PSO‟s efficiency and service delivery have 

narrowed the gap between private and public organizations‟ management practices in many 

developed economies and is expected to do even more in less developed ones, especially in 

Africa. The applicability of PR in APSOs met with three dominant views; 

 Skepticism 

 Optimism 

 Pragmatism 

Skeptics believe that process reengineering (PR) is unsuitable to the characteristics of APSOs 

because the objectives of PSOs are different from that of the PrSOs. According to skeptics, 

while the former is aimed at providing essential and low-cost services, the latter aims at profit 

generation and maximization (Stemberger, Kovacic & Jaklic, 2007). In contrast to the PrSO, 

the value definition in PSOs remains non-economic and subjective. Also, while the PSOs 

stakeholders measure service delivery in terms of equity and process transparency, the private 

sector stakeholders are more concerned with efficiency and effectiveness. Further, the level of 

acceptability to change differs in these organizations. It is on this basis that the skeptics posit 

that bureaucracy, interdependence, top-level administrators' turnover, less management 

authority and resistance to change are clogs on the wheel of successful PR in APSOs.  

On the other hand, the optimists think that although the aim of PSOs is different from that of 

PrSOs, process reengineering is still needed in PSOs, especially in transformation, 

automation, speed, and modernization. In the words of Kassahun; “PR can serve as a key 

reform tool to transform the public sector from its existing hierarchical bureaucracy model 

into a customer-centric process model and to modernize it using the latest developments in 

IT” (Kassahun, 2012:61). This can be achieved if APSOs continue to rethink, radicalize, and 

redesign its activities to make way for powerful transformative ideas. 

The performance problem as experienced in APSOs can be adequately addressed through the 

adaptation to process reengineering (PR) and a clear understanding of its CSFs which were 

discussed in the preceding part of this paper. Finally, the pragmatists think that although PR is 

applicable in APSO, there is need for a customized methodology owing to the unique 

characteristics of APSOs and lessons should be adapted rather than adopted from the private 

sector, together with keen attention to basic success and failure factors (Fragoso, 2015). The 

pragmatists also recognize several regulatory, statutory, and legal issues that affect swift PR 
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principle application in APSOs and the need for major stakeholders to lend their weights on 

every proposed idea before acceptance, adoption, and application. Fragoso (2015) in his 

study disclosed that “the private sector PR methodology can be applied to the APSOs if a 

change institutionalization phase is included at the end and radical redesign is excluded 

because the public sector context does not lend itself to radical redesign”. However, in the 

overall, the pragmatists believe in the applicability of PR in APSOs and this is expected to 

follow certain processes. 

To achieve PR in APSOs therefore, IIE (1995), Manganelli & Klein (1995), and Harbour 

(1995) have all agreed that there should be adequate preparation for a swift startup of the 

project (process) with well-defined limitations. This should be followed by identification and 

comprehension of the process which has been carefully observed (Step-by-step). This process 

should be designed in line with well gathered and analyzed data with a clear vision of the 

solutions it will proffer to business transactions. Further, there should be a readiness to 

embrace change, transformation, and improvements that are carefully monitored.  

13. Conclusion and Way Forward 

This paper x-rayed PR in APSOs with emphasis on lessons to be learnt from the private 

sector, using the lens of the contingency theory which explains the need for the adoption of 

IT as well as the importance of granting powers to managers of APSOs to take urgent 

decisions as required by changes in the environment without any form of influence. It fills the 

gap in the literature by validating and modifying some theoretical models which highlight the 

importance of applying PR in APSOs. Some of the models validated in this paper are; 

Venkatraman's model for reengineering APSOs, and Ghatari et al‟s model of primary barriers 

to PSO‟s PR. Abdolvand et al‟s model of critical success and failure factors was also 

modified in the study to show key areas that may pose challenges to the adoption of IT in 

APSOs. This paper argues that the adoption of PR in PSOs will provide an excellent 

opportunity for high performance, better customer service and better way to manage 

resources in the interest of the public. Also, it further submits that a radical change is required 

in APSOs. This change is expected to be driven by PR with a focus on learning from the 

private sector where managers are given the powers to make urgent decisions when the need 

arises without being trapped in unnecessary bureaucratic processes. It has been discussed 

here that APSOs can fully adopt PR tools to achieve the needed performance and 

transformation. This can take effect after APSOs get rid of excessive bureaucracy that has 

continued to stand as a clog in the wheel of organizational transformation and performance. 

Finally, the paper explains some internal and external difficulties to PR application in APSOs 

as well as the role of IT. It suggests that: 

1. There should be less political interference and senior managers should be allowed to take 

formal control of the organization with a reduction in the legal restrictions, laws, and 

regulations, irrespective of the system of government in current operation. 

2. There should be the availability of IT infrastructure and the willingness on the part of the 

government to deploy new technologies through adequate support for IT companies and the 

prioritization of IT application‟s need for high system automation.  
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3. There should be concerns about the future of PSOs and the citizens who are clients to 

public service organizations should be held to very high esteem and not to be treated as 

people in need of favour.  

4. Promotion in African public sector organizations should be based on merit and not on 

seniority. This will trigger more seriousness and dedication to service excellence in the public 

sector.  

5. Employees within PSOs should develop a good entrepreneurial spirit and willingness to 

embrace change through adequate preparedness to accept risk.  

6. To achieve process reengineering in APSOs, huge resources should be invested both in 

human and material aspects and there should be a clearer definition of the goals of 

participating parties.  

7. To fully automate the entire process, there should be less bureaucracy, more contingency 

planning and more dependency on IT and its capabilities.  

8. There should be adequate preparation for a swift startup of the project (process) with 

well-defined limitations. The process should be designed in line with well gathered and 

analyzed data with a clear vision of the solutions it will proffer to transactions in APSOs.  
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