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‘This thesis analyzes the reengineering efforts of the Dep of Defense (DoD) travel

system. It includes a functional economic analysis of the DoD travel system, design of a new
travel system for the Naval Postgraduate School (NPS), and a framework for reengineering the
travel system. This framework has been developed for the travel system, but can be applied to

any DoD reengineering cfforts
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1. INTRODUCTION

A. BUSINESS PROCESS REENGINEERING

1. Overview

Business Process Reengincering (BPR) is a term coined by Michael Hammer
(1990) to describe a philosophy of how a business should change. BPR involves a "clean
sheet" approach to changing the way people do business. It focuses on "why" people do
things before questioning "how" they are done. Hammer and James Champy (1993)
define BPR as:

The fundamental rethinking and radical redesign of business processes to

achieve dramatic imp in critical, measures of
performance, such as cost, quality, service, and speed.

There are several characteristics that Hammer and Champy feel are common
among successfully reengineered projects. They include empowering the workers,

reducing the number of controls, Jjobs, the I process,

and making the workflow more logical and natural. Each of these different steps places
more responsibility and authority on the individual workers. Combining these
characteristics allows an organization to move towards a more productive and profitable
work environment.

2. When to use BPR

BPR is not practical for every organizational process. There are several
guidelines that need to be analyzed before beginning to reengineer a process. Before the
organization can choose a process to reengineer, they must identify the different
processes in the organization.

After defining the processcs, the organization must decide which processes are in
the worst shape. The next step is to determine which process affects customers the most.
The final step is to determine which processes are most likely to accept change. (Hammer
and Champy, 1993)




These steps arc general to use after that recngineering is

The decision to incer will probably rest with senior level management.

Some reasons to reengineer include survival in a changing market place, halting a decline
in productivity or sales, or maintaining a competitive edge.

3. When does BPR Fail to Produce

BPR is one of many tools that an organization can usc to produce change.
However, as with any tool if is not used correctly it will not work as advertised. Some of
the problems that could hurt the BPR process include not having senior level support,
trying to automate current processes before reengineering, letting technology limit the
scope of the change effort, or pretending to have a clean slate instead of realizing the

limits of existing hnology (IT) i

BPR stresses the usc of teams throughout the process. However, the organization
must be truly committed to change and the reengincering teams must have senior level
management involved with the reengincering process. Without senior level support, the
team will be able to design a new system but will be fighting an uphill battle toward
implementation.

A second area that causes BPR to fail is trying to automate a process without first
reengincering it. Simply automating is only a quick fix to a larger problem. Eliminating
the root causes of the problems within a process is necessary to recognize dramatic
improvement or radical redesign.

Reengineering teams fail to produce radical improvements when they allow
technology to be a limiting factor. When redesigning a process the team should focus on
what is really needed. Once the process has been redesigned, available IT should be
used to facilitate the implementation of the new process.

On the other end of the IT pendulum, is the concern of not including existing IT
infrastructure in the process redesign. While it is easy to wish away a legacy system in
order to envision a "clean sheet," it is unlikely that an organization can ignore the

existing infrastructure and implement a process from scratch. It is more realistic to



acknowledge the resources available and any real constraints and develop a fundamental
understanding of their implications on the process redesign (Davenport, 1993).

4. Conclusion

Business Process Reengineering is a tool that can produce drastic changes within
an organization. This process is a management tool and can not be considered the only
solution to a problem. Overall BPR will succeed if the top-level of the organization
wants to change, can identify their processes, and provides the resources and support

needed.

B. BACKGROUND
The Director of the Defense Performance review, General McInerney, stated the
Department of Defense (DoD) spent more money ($2.3 billion) overseeing and

admunistering the travel system in 1993 than was spent on travel (S2 billion) (Cohen,

1994). This was clearly an unsuitable allocation of resources that screamed for
corrective action. Those screams did not go unheard. The Defense Performance Review
(DPR) as part of the National Performance Review (NPR) led by Vice President Al Gore
(Gore, 1993), identified the travel system as a reinvention candidate in September of
1993

Initiatives to reinvent the travel system have surfaced at every level of DoD.
Some specific examples range from the DoD-wide Defense Travel Pay System (DTPS)
proposed by the Defense Finance and Accounting Service (DFAS) (DFAS, 1994), to
service-level proposals like the Financial Accounting System for Travel (FASTravel)
proposed by the United States Air Force (Berk, 1994), to agency initiatives like the
proposals of the National Security Agency (Mahan, 1994) and the Naval Command,
Control and Ocean Surveillance Center in San Diego, California (Porter, 1994).

DoD officially became part of the reinvention effort by forming a task force to
reengineer the current travel system. The charter of the task force was to design a
temporary duty travel system that meets operational mission requirements, improves

customer service, reduces overall cost to the government and is equitable to all DoD

3




organizations [Cooke et al., undated). Concurrent with the formation of the task force,
the Ranking Minority Member of the Governmental Affairs Subcommittce on Oversight
of Government Management, Senator William Cohen, requested that the General
Accounting Office (GAO) conduct a review of the current travel system (Cohen, 1994).

Although the focus of these travel initiatives was to reduce the overall cost to the
government, other problems exist that provide a strong justification to reinvent the travel
system. These problems include excessive outstanding travel advances, unmatched
vouchers, and poor customer service. Each problem is serious and needs dramatic--not
merely incremental improvement.

Realizing the problem is a good first step. However, DoD must realize that there

arc numerous obstacles to cffecting an change of this In order

for DoD to be successful in reinventing travel, they will have to make meaningful
changes both technically and culturally. The vehicle that DoD has chosen to effect these

changes is business process reenginecring

C. SUMMARY

This chapter provided an overview of BPR--when to use it, the benefits, and the
limitations of BPR. Addtionally, the chapter provided a background of the initiatives to
reengineer the travel delivery system in DoD. The next chapter will provide more detail

of the major travel initiatives at the federal government level.



II. TRAVEL REINVENTION EFFORTS

The need to reinvent the travel system has drawn high-level attention. Several

government agencies initiated i studies, or ing teams to analyze

both the capability to change and the benefits of changing the current system. This
chapter will review the cfforts of four organizations: the Air Force District of
Washington (AFDW), the National Security Agency (NSA), the DoD Task Force to
Reengincer Travel, and the Government Accounting Office (GAO).

A. AIR FORCE DISTRICT OF WASHINGTON'S FEDERAL AUTOMATED
SYSTEM FOR TRAVEL (FASTRAVEL)

FASTravel is a concept to reinvent travel in DoD proposed by AFDW (Berk,
1994). The idea is to cmploy a fully automated and paperless system for processing
travel orders and vouchers. The system would be totally clectronic inchuding the
creation, transfer, approval, computation, accounting, disbursing, and retention aspects of
the travel system.

Specific details of FASTravel include a one-level review and approval feature
using electronic signatures and clectronic funds transfer (EFT). Random post payment
audits of an appropriate statistical sample of travel vouchers cnsures internal control of

the travel system in licu of prior approval by multi-level review. Al receipts required to

be ined by travel enti or ions would be retained by the traveler.

FASTravel includes an on-line transportation and lodging reservation system to

reduce "hand-off" time of travel d The use of a g charge
card for all costs, including cash advances climinates outstanding advances and increases
the charge card rebate to the government. Integrating the system from travel request to

voucher computation and payment the ing voucher

process associated with travel.

FASTravel would allow direct disbursements to the charge card contractor. This
feature would reduce the amount on the traveler's charge card statement. The traveler
would receive a statement displaying all charges incurred and payments received through

s




EFT would appear as credits. This would dramatically reduce the rate of charge card
delinquency and would result in increased contractor rebates to the government.

A detailed description of the FASTravel Concept of Operations is included as
Appendix A. An IDEFO model of the FASTravel concept of operations is included as
Appendix B.

B. NATIONAL SECURITY AGENCY TRAVEL SYSTEM

1. Background

In April 1994, NSA selected a Travel Reengineering Team (TRT) to redesign
Temporary Duty (TDY) travel (NSA, 1994). The goal was to provide excellent service

at the lowest cost by \p! g and ing all the

associated with travel (i.c., planning, initiation, exceution, reconciliation, and policy).

The TRT used the tools, techniques and methods identified in Business Process

Reengineering (BPR). NSA established a Senior Steering Committee as the guiding
body for the ing project. The provided a link between the TRT and
senior The steering acted as the champion of the approved

Implementation Plan and in areas concerning changes in policies, procedures, and
information technology.

NSA conducted an in-depth review and analysis of the current travel process.
The TRT gathered data including statistical information, costs involved in the
administration of the program, and detailed flowcharting of the process. From these
flowcharts, costing data and both cycle and process times were calculated.

2. Problems and Requirements

The TRT found a number of problems relating to processes, technology, and
organizational structure. A summary of some of the problems and corresponding
requirements for improvements quoted from the TRT Executive Summary (NSA, 1994)
follows:

Process Problems

* process was very time consuming (cycle/process time)
* process was very expensive
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..

process did not meet customer needs or

process did not utilize "best practices"

process involved significant amount of traveler's time

customer confusion regarding who to contact when questions arose
existing rules/regulations were not customer service oriented, cost
effective, or easily interpreted by the customer

inconsistency in the way processes were performed across organizations
manual, time consuming, and repetitive processes

Process Requirements

.
.

.

eliminate processes that are redundant and/or repetitive

streamline the travel process to eliminate time consuming manual
processes

simplify rules and regulations to make them more casily understood,
more cost effective and more customer oriented

standardize processes and ibilities across Key C

Technology Problems

.

.
.
.
.

all travel data not maintained in one central database

separate databases maintained by Key Components

lack of real time on-line budget information for key components
MIS information not being captured by current database

lack of tracking or status capability by travelers/management

Technology Requirements

.

.

Planning
- travel information available on-line at travelers desk
+ electronic submission of request for reservations to CTO

Initiation

« electronic request for travel approval

- approvals done on-line

« real-time budget information and drawdown

- policy built into system

- exceptions to policy flagged to management

- automatic notification to management where required
(supervisor, sensitive travel, security, medical)

+ MIS reports generated from database

- personal information remains in database, eliminating nced for
repetitive input of information

- history file

- tracking and status capability available





























































































































































































































































































































































































































































































