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[0 O Companies that have redesigned their internal processes know that success requires a rigorous,structured
approach. The same is true for streamlining2 cross-company processes, but here thechallenges are even greater. No
matter how tough it is to get different departments to worktogether, getting different companies to collaborate is
even harder. It's best to structure the projectinto four major stages: scoping, organizing, redesigning, and
implementing.[J O Seoping. First, you have to set your sights on the right targets. Start by identifying
theintercompany process that offers the greatest opportunity for improving your overall businessperformance,
whether it's a supply chain, product development, distribution, or other process. Typically, you'll want to select a
process that you've already brought to peak internal efficiency;it makes little sense to merge processes that still
harbor inefficiencies.(J [0 Organizing. The operating and cultural consequences of intercompany process redesign
areso far-reaching that strong executive leadership is needed from the outset. An executive steeringcommittee,
comprising leaders from both companies, should be convened3 very early. One of itsfirst responsibilities should be
to define the rules of engagement. What will each party invest inthis effort[]

How will benefits be shared

How will conflicts and disputes be resolved(]

Collaboration on processes is fairly unfamiliar territory for most organizations, and setting groundrules at the start
will avoid a lot of misunderstandings later. The steering committee also needs todecide which performance
measures [] such as cycle times, transaction costs, or inventory levelsC] will be targeted for improvement and to
establish specific, quantified goals.(0 [0 [ [
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