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Question 1a: Enterprise Capabilities
Leadership 
A process-based transformation requires effective leadership to achieve the goals and objectives of changes within an organization. According to Hammer’s PEMM framework, the leadership strengths of an organization are pegged on awareness, alignment, behavior, and style of leadership. 
Awareness – MGH’s top executives understand the need to enhance performance at the hospital by effecting some changes within the facility[footnoteRef:1]. For instance, the Clinical Improvement Steering Committee tried to establish the applicability of total quality management at a hospital and established that the technique is applicable but faces various challenges such as quasi-religious enthusiasm and management jargons that surround it. Further, the top executives also express the need for improvement in various aspects that would improve the service rendered to the clients and the overall cost of the organization.   [1:  Wheelwright, Steven, and James Weber. 2004. "Massachusetts General Hospital: CABG Surgery (A)."] 

Alignment – MGH’s leadership alignment supports the process transformation to a greater extent. The leadership lies in various ranks including the Clinical Improvement Steering Committee, Clinical Improvement Steering Committee, and the Clinical Improvement Steering Committee[footnoteRef:2]. Therefore, in this case, the support for the process transformation is not centralized but decentralized and through teamwork, the process transformation is highly likely to be a success through the commitment and collaboration of the varying leadership ranks[footnoteRef:3].  [2:  Wheelwright and Weber. 2004. "Massachusetts General Hospital: CABG Surgery (A)."]  [3:  Hammer, Michael. 1990. "Reengineering Work: Don't Automate, Obliterate". ] 

Behavior – the leadership behavior plays a crucial role in the execution of a process transformation[footnoteRef:4]. MGH’s leadership behavior can be considered to be effective in executing a transformation in the hospital’s processes to reduce costs and enhance quality service delivery to the clients. For instance, the Clinical Practice Council that contributes to the hospital’s leadership endorses and invests in improving operations through initiating improvement programs[footnoteRef:5].  [4:  Hammer, Michael. 1990. "Reengineering Work: Don't Automate, Obliterate"]  [5:  Wheelwright and Weber. 2004. "Massachusetts General Hospital: CABG Surgery (A)."] 

Style – the type of a leadership style within an organization plays a crucial role in determining the success of changes initiatives[footnoteRef:6]. The leadership style that is exhibited by MGH’s senior executives is a collaborative leadership style. The top executives collaborate with other senior operational groups and delegate them with responsibilities and thus, provide an opportunity to effect process transformation within the hospital.  [6:  Hammer,1990. "Reengineering Work: Don't Automate, Obliterate"] 

Culture 
According to Hammer’s PEMM framework, organizational culture has a significant influence on process transformation. Culture on PEMM framework involves teamwork, customer focus, responsibility and attitudes towards change. 
Teamwork – successful process transformation requires a teamwork spirit within the entire organization as well as collaboration from the external stakeholders such as suppliers and customers. MGH’s teamwork spirit is demonstrated by the hospital's various operational groups in collaboration in effecting changes within the organization[footnoteRef:7]. However, the teamwork spirit is not reflected in the external stakeholders such as suppliers and clients by excluding their contribution such as feedback and thus, minimizing the chances of making effective process transformation.  [7:  Wheelwright and Weber. 2004. "Massachusetts General Hospital: CABG Surgery (A)."] 

Customer Focus – customer focus approach on effecting changes in processes plays a crucial role in successfully executing process transformation. The process transformation at MGH’s hospital is customer focused and not necessarily focused on reducing the hospital’s operational costs. For instance, on improving the quality of services provided to the patients, the Clinical Data Management Unit reviews the treatment administered to a patient after complication appears upon surgery and thus, establish the type of treatment that provides better outcomes[footnoteRef:8]. Besides, a review on historical treatment to 500 patients provides the hospital with an opportunity for establishing the kind of treatment that produces the desired outcomes on patients[footnoteRef:9].  [8:  Wheelwright and Weber. 2004. "Massachusetts General Hospital: CABG Surgery (A)."]  [9:  Wheelwright and Weber. 2004. "Massachusetts General Hospital: CABG Surgery (A)."] 

Responsibility – having responsibility and being accountable for the operations within an organization enhances process transformation. The top executives including the nurses and doctors of the hospital among other direct stakeholders are responsible for the services they provide to the patients. For instance, the hospital management is responsible for quality treatment administered to patients, and the hospital’s management is concerned on the complications that arise to the patients upon surgery and making the necessary improvement to provide quality services[footnoteRef:10].  [10:  Wheelwright and Weber. 2004. "Massachusetts General Hospital: CABG Surgery (A)."] 

Attitude towards Change – the attitude towards change also impacts on the success of process transformation. A negative attitude towards change creates some degree of resistance that eventually fails change initiatives. From a general perspective, MGH’s stakeholders on attitude towards change are positive with various initiatives taking significant shape on improving the facility. Both the hospital’s management and the junior staff are committed to making improvements at the facility[footnoteRef:11].  [11:  Wheelwright and Weber. 2004. "Massachusetts General Hospital: CABG Surgery (A)."] 

Expertise 
People – process transformation and changes are made by people having competencies and expertise concerning the process transformation. The process changes in a hospital setting are effected by experts in the medical field including multi-disciplinary doctors, administrators, and nurses. This is a cadre of experts with the necessary skills in process transformation towards achieving the hospital’s goals and objectives on cost reduction and improving quality of treatment administered to patients[footnoteRef:12].  [12:  Wheelwright and Weber. 2004. "Massachusetts General Hospital: CABG Surgery (A)."] 

Methodology – the methodology of making incremental process improvements determines the success of such initiatives. MGH uses more than one methodology in improving within the hospital. The organization executes the improvements through operational groups such as Clinical Improvement Steering Committee, Clinical Improvement Steering Committee, and Clinical Improvement Steering Committee[footnoteRef:13]. The groups comprise of experts and professionals such as doctors, nurses, and administrators.  [13:  Wheelwright and Weber. 2004. "Massachusetts General Hospital: CABG Surgery (A)."] 



Governance 
The governance of an organization plays a crucial role in making changes initiatives a success. Under the PEMM framework, factors that influence the process transformation include process model, accountability and integration. 
Process Model – a process model provides a framework on how organizational processes are expected to be executed and illustrates who executes the activities in process transformation. MGH has identified some business processes such as improving the treatment administered to the patients; cost reduction within the facility and different operational groups executes different roles towards process transformation[footnoteRef:14]. The hospital’s processes have also been communicated throughout the facility with the activities aimed at transforming the hospital well defined to each team within the hospital.  [14:  Wheelwright and Weber. 2004. "Massachusetts General Hospital: CABG Surgery (A)."] 

Accountability – accountability in process transformation is critical in having people or groups understanding their responsibility and being accountable for their actions and decisions. Although the accountability of the various processes is not well defined in the hospital, different operational groups within the hospital are held accountable for the organization’s processes. For instance, the hospital’s Clinical and Data Management Unit is accountable for the type of treatment administered to the patients. The unit is responsible for the quality and type of treatment provided by the hospital to the patients[footnoteRef:15].  [15:  Wheelwright and Weber. 2004. "Massachusetts General Hospital: CABG Surgery (A)."] 

Integration – the integration of business processes determines the synergy of the overall business operation. At MGH, different groups support and advocate for different operational improvement in the facility. For instance, the hospital’s Clinical and Data Management Unit is concerned with the improvement on the treatment given to the patients[footnoteRef:16]. The hospital’s Clinical Improvement Steering Committee is committed to improving the facility such as the use of total quality management technique within the facility[footnoteRef:17]. Therefore, the integration of the different groups, therefore, creates synergy in making improvements within the organization like the quality improvement of the treatment given to the patients.  [16:  Wheelwright and Weber. 2004. "Massachusetts General Hospital: CABG Surgery (A)."]  [17:  Wheelwright and Weber. 2004. "Massachusetts General Hospital: CABG Surgery (A)."] 

Question 1b: Process Enablers
Design 
Process transformation is supported by the design of an organization’s processes.  Under the PEMM framework, design as a process enabler is determined by factors such as purpose, context, and documentation. 
Purpose – The purpose of a process transformation gives the direction and the need to make improvements in a clear way. Therefore, for successful process transformation, a clear purpose for making improvements should be present. The purpose of process improvement at MGH is meant to enhance the quality of treatment given to patients and reducing the operational costs of the organization. The purpose is communicated in the hospital’s care path that was developed for coronary artery bypass graft (CABG)[footnoteRef:18].  [18:  Wheelwright and Weber. 2004. "Massachusetts General Hospital: CABG Surgery (A)."] 

Context – context as a process enabler relates to the inputs, outputs, customers, and suppliers. Identification of these factors provides a clear purpose of a process transformation in an organization. It can be considered that the context in MGH process transformation has known output, input, clients, and suppliers. Therefore, the output of process transformation at the hospital is improved quality and type of treatment given to patients; the inputs are the drugs, hospital appliances and equipment, and human resources requirement; the customers are the patients while the suppliers are the professionals and other external suppliers for hospital’s inputs[footnoteRef:19].   [19:  Wheelwright and Weber. 2004. "Massachusetts General Hospital: CABG Surgery (A)."] 

Documentation – documentation of a process is essential in achieving success in transforming a process. Documentation of the processes lacks at MGH with no clear path to take in initiating process improvement. Therefore, lack of proper documentation creates ambiguity in making improvements on the hospital’s processes. 
Performers 
Performers under the PEMM framework on process enablers refer to the knowledge, skills, and behavior. 
Knowledge – having the relevant knowledge on the process a process is critical in achieving success in process improvements. MGH human resources such as doctors, nurses and administrators know the organization’s processes such as administering treatment to patients[footnoteRef:20]. Therefore, based on knowledge, process improvement at the hospital is achievable.  [20:  Wheelwright and Weber. 2004. "Massachusetts General Hospital: CABG Surgery (A)."] 

Skills – skills facilitates practical execution roles among an organization’s human resources. The human resources at MGH have the skills in problem identification and providing a solution to a problem. Therefore, based on skills the facility can successfully make improvements at the facility. For instance, through historical data on a patient’s treatment, the Clinical Data Management Unit can provide a solution to complications after surgery by improving the type of treatment given to patients[footnoteRef:21].  [21:  Wheelwright and Weber. 2004. "Massachusetts General Hospital: CABG Surgery (A)."] 

Behavior – the behavior of performers on process improvement plays a crucial role in improving processes. AT MGH, the performers such as the doctors and the nurses try to follow the care path on CABG[footnoteRef:22]. Therefore, the general behavior of the performers is provided an opportunity to successfully makes improvements on processes.   [22:  Wheelwright and Weber. 2004. "Massachusetts General Hospital: CABG Surgery (A)."] 

Owner
Identity – having a sense of responsibility on a process makes people own a process. At MGH, different groups have distinct roles in improving the process at the facility. Therefore, the decisions made by each operational group have an owner such as the hospital’s committee among other groups. 
Activities – owning activities is essential in improving the process. Different groups understand their activities that are aimed at improving the hospital’s process[footnoteRef:23].  [23:  Wheelwright and Weber. 2004. "Massachusetts General Hospital: CABG Surgery (A)."] 

Authority – a sense of authority determines the level of making an independent decision on a process. At MGH, the authority is given to various groups to make independent decisions on improving the hospital’s processes[footnoteRef:24]. The chain of command is of less significant at the hospital.   [24:  Wheelwright and Weber. 2004. "Massachusetts General Hospital: CABG Surgery (A)."] 


Infrastructure   
Information Systems – information systems ease process improvements initiatives[footnoteRef:25]. At MGH, the use of information systems is not mentioned, and thus, this factor on process enabler lacks at the facility. The facility also lacks important information concerning patients’ history other than the demographic factors[footnoteRef:26].  [25:  Karim, Akram Jalal. 2011. "The Significance of Management Information Systems for Enhancing Strategic and Tactical Planning". ]  [26:  Wheelwright and Weber. 2004. "Massachusetts General Hospital: CABG Surgery (A)."] 

Human Resources Systems – efficient human resources systems motivate employees and enhance commitment to organizations operations among them. MGH case does not consider motivating employees and thus, might hinder the processes improvements. 
Metrics 
Definition – definition of metrics provides a clear view of process enhancement with clearly defined metrics on process improvement performance. At MGH, the metrics are only based on costs on implementing care path improvement at the facility[footnoteRef:27].  [27:  Wheelwright and Weber. 2004. "Massachusetts General Hospital: CABG Surgery (A)."] 

Uses – the metrics are aimed at assessing the trend on the required improvement. The hospital has metrics on assessing the cost of making improvements. The metrics such as some complication upon a surgery, waiting time before administering services to patients and the improvement on the overall operational costs can be assessed[footnoteRef:28].  [28:  Wheelwright and Weber. 2004. "Massachusetts General Hospital: CABG Surgery (A)."] 

Question 2: Top 3 Lacking Process Enablers at MGH
MGH has capabilities necessary to make improvements in the anticipated processes. The capabilities range from effective leadership, culture, expertise to governance. However, the company lacks important process improvement enablers such as documentation of process design and infrastructure in both information and human resource systems. These important process enablers can hinder the attainment of the desired processes improvements within the hospital. 
Process Design Documentation 
Documentation of a process plays a crucial role in having a deeper insight on an organization’s processes and facilitates identification of the processes that require improvement. Having an end to end documentation of a process design also provides a clear description of process interfaces and provides an understanding of the link between the processes. Besides, documentation of a process design facilitates an understanding of the environmental changes as well as process reconfigurations. 
MGH’s management need on improving various processes require documentation of the process design with an objective of attaining the desired results. The hospital management requires improvement on the type of treatment administered to patients, minimizing the waiting time before patients are attended to, minimizing the costs among other processes[footnoteRef:29]. However, the lack of documentation creates ambiguity on understanding the specific processes. Through process design documentation, the MGH management would be in a position to identify the processes that need an inordinate amount of energy and time. Besides, the management can be in a position to establish whether processes improvements can be executed on a parallel basis or otherwise. Therefore, the hospital lacks a significant process enabler in lack of documenting the process design.  [29:  Wheelwright and Weber. 2004. "Massachusetts General Hospital: CABG Surgery (A)."] 

Process design documentation is complex and thus, can be a challenge to the hospital. End to end process design requires consideration of various factors including environmental changes consideration.  However, by having clearly defined processes interfaces, project design documentation can be easy. Besides, the hospital can use external services to obtain appropriate project design.  Business reengineering consultation is readily available from consultants and thus, can assist in design the processes and documenting them.  
Infrastructure – Information Systems 
Process improvements require information technology systems in contemporary business operations[footnoteRef:30]. Information technology systems act as a catalyst, enabler, and a driver in process improvement[footnoteRef:31]. It act as a support tool for human resources in various ways[footnoteRef:32]. They assist in data collection, storage, processing and providing more insights concerning a process and thus, ease the process of process improvements. However, the MGT case does not mention the use of information technology systems at the facility. Bohmer talks of lack of appropriate accounting systems at the facility[footnoteRef:33]. It is difficult to obtain relevant information concerning patients, and the Clinical Data Management Unit can only use general information concerning patients such as demographic information[footnoteRef:34]. Therefore, through the appropriate application of information technology systems, the hospital can be in a better position to capture the necessary information required in making processes improvements at the facility.  [30:  "The Evolving Role Of Information Systems And Technology In Organizations: A Strategic Perspective". 2016]  [31:  Karim, Akram Jalal. 2011. "The Significance of Management Information Systems for Enhancing Strategic and Tactical Planning". ]  [32:  Najjar, Lotfollah, Ziaul Huq, Seyed-Mahmoud Aghazadeh, and Saeedreza Hafeznezami. 2012. "Impact of IT on Process Improvement". ]  [33:  Wheelwright and Weber. 2004. "Massachusetts General Hospital: CABG Surgery (A)."]  [34:  Wheelwright and Weber. 2004. "Massachusetts General Hospital: CABG Surgery (A)."] 

The major challenges in implementing the information technology systems at the facility can be a lack of the relevant skills to run the systems. However, the challenge can be overcome through the provision of training to the hospital’s workforce and effective communication of the intended benefits of implementing the information systems at the facility. 
Infrastructure – Human Resources Systems 
Human resources are valuable assets to an organization since they determine the success or failure of a company. With motivated workers, an organization is much assured of success as opposed to working with de-motivated employees[footnoteRef:35]. The level of motivation is, however, determined by various factors. Therefore, establishing the appropriate motivational factors to an organization’s workforce is one step away from achieving organizational goals and objectives.  [35:  Odukah, Mary Elector. 2016. "Factors Influencing Staff Motivation Among Employees: A Case Study Of Equator Bottlers (Coca Cola) Kenya". ] 

Employees are the agents of making changes in an organization. Therefore, a special focus on an effective human resources system plays a crucial role in enhancing the success of an organization in achieving the desired goals and objectives. The MGH case on making processes improvements does not consider the human resources. This is a major limitation in achieving success on gradual improvements of the intended processes improvements at the facility. Therefore, lack of consideration on human resource systems at the facility is a major lacking in enabling processes improvements at the hospital. 
Establishing what motivates employees is a complex activity and thus, can become a challenge to the hospital[footnoteRef:36]. Employees are motivation varies from individual to another and what motivates someone can be meaningless to another person. However, the hospital’s human resources management can establish the most appropriate motivational strategy to implement in the hospital by encouraging employee participation in motivational strategy formulation[footnoteRef:37].  [36:  Odukah, Mary Elector. 2016. "Factors Influencing Staff Motivation Among Employees: A Case Study Of Equator Bottlers (Coca Cola) Kenya". ]  [37:  Odukah, Mary Elector. 2016. "Factors Influencing Staff Motivation Among Employees: A Case Study Of Equator Bottlers (Coca Cola) Kenya". ] 

Question 3: How Information Systems can be utilized to Support MGH Care Path Initiatives
The contemporary business environment is characterized by complex processes that cut across different units in an organization. However, some of the business processes have experienced less change since their implementation due to lack of embracing the technological advancements and best practices. The adoption of information technology is considered to have various benefits including streamlining business processes, removing or minimizing wastage and reducing costs[footnoteRef:38]. Therefore, MGH can benefit significantly from the benefits and enhance the attainment of care path initiatives’ objectives through continuous improvement of the processes in the hospital.  [38:  Najjar, Lotfollah, Ziaul Huq, Seyed-Mahmoud Aghazadeh, and Saeedreza Hafeznezami. 2012. "Impact of IT on Process Improvement". ] 

Information systems and computers can significantly enhance MGH’s process of consolidating information useful in support for the hospital’s care path initiatives[footnoteRef:39]. Health information technology comprises of a broader range of clinical databases, networking technologies, electronic health records as well as other specific administrative, financial and biomedical technologies. The hospital can, therefore, utilize information technology systems to generate information necessary for making improvements on the hospital’s processes, reduce the costs and improve efficiency in communication in the facility[footnoteRef:40].  [39:  Karim, Akram Jalal. 2011. "The Significance of Management Information Systems for Enhancing Strategic and Tactical Planning". ]  [40:  "The Evolving Role Of Information Systems And Technology In Organizations: A Strategic Perspective". 2016] 

Generation and Storage of Information 
The Clinical Data Management Unit utilizes the historical data in making improvements in medical practice[footnoteRef:41]. However, lack of enough data makes the process of improving the medical practice slow since the unit utilizes general information concerning patients as opposed to a wider range of information and thus, minimize errors in the processes. Therefore, implementation of information technology would facilitate generation of the required information necessary for improving the medical practice at the facility by establishing the suitable treatment to patients. Computerized patients records are commonly used in hospitals and minimize errors and time in accessing information concerning a patient as opposed to manual records.  [41:  Wheelwright and Weber. 2004. "Massachusetts General Hospital: CABG Surgery (A)."] 

Cost Cutting 
Information systems are considered to have long-term benefits to an organization through cost-effectiveness, the safety of medical deliveries and efficiencies. The use of information technology reduces the costs of record keeping while at the same time meet privacy regulation standards, improve practice management, workflows, and billing [footnoteRef:42]. Therefore, MGH can benefit from such opportunities towards realizing gradual improvement of the care path initiatives.  [42:  Najjar, Lotfollah et al. 2012. "Impact of IT on Process Improvement". ] 

Communication 
Communication plays an integral role in process improvement by sharing the required information between the agents of change. The use of information technology systems is considered to have a positive impact on communication between units, employees, customers, and suppliers among other organizational stakeholders[footnoteRef:43]. Therefore, MGH can enhance the process of communication on care path initiatives and achieve the desired improvements. Besides, the hospital can provide education to patients through information technology systems and thus, enhance the efficiency in educating the patients through websites, email, social media platforms among other channels supported by information technology systems.  [43:  Najjar, Lotfollah et al. 2012. "Impact of IT on Process Improvement] 

Medical Imaging 
Information technology systems are pivotal in medical imaging as well as signal processing. This is a critical aspect of using the technology at MGH in minimizing errors and having a deeper understanding of the patient’s health condition[footnoteRef:44]. Complications after surgery are common at the facility probably due to lack of a deeper insight of a patient’s consideration that lays the basis of deciding on the appropriate medication to the clients.  [44:  "The Evolving Role Of Information Systems And Technology In Organizations: A Strategic Perspective". 2016] 

Managerial Decision Support Systems 
The advancement in technology has made the tasks among human resources easier. Through the information technology systems, managerial decisions are easily made through support systems and thus, minimize the challenge of making strategic decisions among managers[footnoteRef:45]. The support systems facilitate a channel that the managers can utilize in making informed decisions at MGH. The care path initiatives involve a lot of consideration and thus, require a longer process of making decisions. However, with the use of information systems at the hospital the policymakers would benefit from support systems by providing solutions to challenges facing the hospital.  [45:  Najjar, Lotfollah et al. 2012. "Impact of IT on Process Improvement] 
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