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Abstract:

Abandoning the traditional functional model of business organization and implementing the concept of process-oriented organization, managements of companies engaged in public utility operations can significantly improve business performance. Traversing to process-oriented organization and business process management within the company contribute to a clear division of responsibilities. In such a way that the owners of single process, the core process, support process or management process is appointed. Also, thus during the course of an action is shortened which makes the overall operations more efficient. The entire organizational structure is more flexible. It is more easily and quickly adaptable to external changes in the environment that are not under the control of management. This contributes to lower number of hierarchical levels in an organization that should be shallow but with a very developed lateral communication. Organizational structure takes on the characteristics of the process-oriented one. It is done by combining managerial and non-managerial activities, training and education of employees, grouping employees in teams and by developing multiple competencies. Process-oriented organization creates a competitive advantage over the slow traditional organizational structure through implemented  business process management. In transitional countries, awareness and knowledge of the importance and benefits of implementation of the process concept in an organization is very small, so it is high time traditional organizations started leaving the functional model and building process-oriented organization. Today, in modern times, when changes in business environment are more frequent and increasingly demanding, it is not possible to operate without a developed IT support. The degree of development of IT support affects the timely elimination of "bottlenecks" in the business, rationalization of operations, transparency of business processes and cost savings in human resources. Automation of business processes, rationalizes the number of executors of an action, which creates financial requirements for implementing a new system of rewarding employees. The concept of process-oriented organization of public utility company is based on the changes. A great degree of flexibility that exists in these organizations enables the various business units to create their own solutions for conducting business and to carefully monitor and record the process efficiency. Changing approach to business and implementing process changes, sharing the ideas about the processes as well as the results lead to the basis of management, and this is precisely the knowledge and organizational learning. The aim of the organization of public utilities is to make them more flexible, easier, cheaper and more efficient through the various functions of expertise. All these changes should be accomplished through a management process that must be planned and in long-term build on one-time change of organizational structure. Top managers in utility companies should be named the owners of certain processes, and authorized to work and budget. Thus the business focus is corrected the focus of process measurement systems become process goals.  Possible further success may be based on compensation policy of the selected company. After completing the organizational and functional redesign of the selected utility company, it can be said that the organizational culture that is now radically changed, and that in the middle of business are teamwork business and end-user satisfaction, rather than hierarchy managerial authority. After all changes are made, the chosen utility company becomes process-oriented enterprise whose management structure is in balance with its key core process management. Thanks to such changes benefits for the company are numerous, and it is reflected in better overall business performance.
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1. The characteristics of analysed public utility companies

The basic mission of public utility companies is meeting customer needs of the population in a certain area. Therefore, it is not the profit, but the satisfaction of the users of public services that is the measure of success. Public utility companies are still largely the ownership of the local government and self - government, depending upon the territorial organization of the country. Our research analyses a sample of public utility companies whose founder and majority owner is the City of Split. A total of ten utility companies have been analysed, nine of which are exclusively services companies and one is a productive enterprise. All of the observed companies use budget funding and co-financing of joint business activities and only one is entirely market-oriented and does not use budget funding. Public utility companies have many advantages, one of the most important one being a better market position in respect to the competition. Public utility companies use their dominant position and a market niche to better satisfy and fulfil the demands of their users. Nevertheless, there is a downside to having a dominant position and it has to do with satisfying momentary political interests of majority owner who often, for populist reasons, set the service or product price well below its real market price wittingly accumulating a loss compensated through political loyalty of end users. Unlike the traditional functional organization, process-oriented public utility companies are characterized by an increased flexibility, lower business expenses, a simpler and shallower management based on micro-managers, that is, on process owners responsible for all business related ventures, a developed IT support system, a simple and flexible possibility of improving information flow, a short-term possibility of multiple enhancing service and production capacities with an emphasis on developing and upgrading support (not core) processes. The central figure in the business process is the man himself which means the dynamic of the process is determined by the weakest link in the production of the service chain.

In public utility organizations the significance and investment in development and process upgrading can be shown as following:

1. operative processes

2. support processes

3. management processes

4. direction finding processes

The order of the above process activities appears in all the observed organizations and has been confirmed during data acquisition process.
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Figure 1. – Business workflow in a function-oriented organization

2. The components of the business process model in public utility organizations

Every business process model describes the workflow strategy of all business processes taking place inside an organization. Particularly important is consumer presence and involvement in the business process because their feedback is key when it comes to improving the overall business performance, and from the process point of view it helps to locate and remove bottlenecks in production and service type activities. Of course, it is not necessary for consumers to be the end users of the products and services, internal consumers can also give input (employees, contractors etc.).

Each business process models is defined by its goals, activities and sub-processes, resources, information, owners and challenges (Buble, 2010).

Business goals in the observed business organizations are to be reached by adapting a process approach and require a radical re-designing of business activities which requires resources (three months minimum), financial assets and sufficient knowledge and skills of available human resources. 

Transforming input into output in order to better satisfy the needs of end users is dependent upon the available production and service capacities and other basic resources, stagnations and breakdowns and feedback. 

Resources in the observed public utility companies, a lack of knowledge and skills was noted in a part of human resources management regarding IT, unsuitable age and educational structure, a low internal and external employee fluctuation rate, an undeveloped personnel selection, training and motivation system of employees. Financial, material and technical resources are satisfying, as in most of the observed organizations. The human and IT potential represent the main limiting factor of improving process business. 

Information essential to business activities is available to the majority of those involved in the business process with notable time delays due to insufficient IT implementation which later causes a financial expense and a burden for financial indicators. In process oriented organizations communication is immediate, timely and very shallow making it possible for such systems to have a lateral way of communicating and an information flow on the same level inside the chain of business activities (Bosilj Vukušić, Hernaus, Kovačić, 2008).

Business process owners have a micro-managerial role, assuming a model of business already exists. They are responsible for making sure all business activities (all sub-process and whose beginning, course, the ending and process) whose duration can be easily determined inside the chain are done properly. Owners who have been assigned business processes in public utility companies are often in charge of effectively managing processes arranged in groups of technical, financial and personnel activities. The owners assigned for a business process have a key role in the concept of Business Process Management. 
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Figure 2. –  An overwiev of process- oriented activities in public utility companies
3. Research results

In the observed utility organizations which have partially or entirely implemented the concept of process oriented organization an improvement of both financial and non-financial business performances is clearly visible. Knowing that financial and accountancy criteria are only one way of measuring the total performance of decision makers, during the analysis and the observation of business organizations, special attention has been paid to non-financial criteria and performances due to demands of today's age of technology.  

Particularly focus was placed on customer satisfaction, service providers’ innovation, product and service quality and product efficiency and on main carriers of business activities (Kaplan, Atkinson, 1998). It would be fair to conclude that the importance of improving the non financial performance is the true indicator of progress in achieving long-term goals, superior to short-term financial criteria. Some of the observed organizations have a quality system implemented which additionally strengthens process business. All stagnations are noted, efforts are made to remove or minimize the manipulating factors which occur during various business activities and important feedback is sent to the management. This feedback later becomes the basis for the planning of the removal of bottlenecks and eventual parallel strengthening of one or a group of activities for which there is reasonable doubt they might be negatively influencing the effectiveness of the entire process (Prahalad and Hamel, 1990). Utility companies whose business organization is traditionally function-oriented continue doing their business through three basic sectors: technical, financial and personnel sector. The functioning, grouping and communicating inside such an organization is vertical which leads to a great loss of time in transferring operational information and a great deal of delays. We have come to a conclusion that companies which have adopted process-oriented business and have arranged their activities according to logical order of business activities have longer operative lines, lesser delays, faster and more effective information flow and a well defined distribution of assignments and responsibilities for each business activity. A direct connection has also been confirmed between the activities undertaken by the process management and the success of the business performance. All the results resulting as outputs in the process business can be quantified, bottlenecks are easily notable and, when needed, can be temporarily removed creating inexpensive parallel systems which do not require additional resource involvement. The characteristics of process-oriented business organizations are evident in the business activities dynamics, determined by the slowest link in the chain which sets the dynamics of the entire system. 

In the short run, by creating parallel processes, the output capacity for the end consumer can be greatly multiplied This is due to the fact that the use and the need for products and services depends very much on the season. All of the above mentioned contributes to a larger organizational flexibility which is then more capable to adjust to market demands and changes.

Managing business processes in process-oriented companies in a rational and effective way and using human resources as the basic group around which process teams are organized, can have a direct influence on the business performance. A direct connection between BPM and business processes and a double indirect connection between BPM and human potentials and human potentials and business performances has been noted.

Other confirmed advantages of process oriented companies include fast feedback, a shallow and timely communication between all participants in the process, an overall lesser business expenses, a better motivation and compensation system. Emphasis is placed on improving support processes. A developed IT system allows a basic support to everyone and to all types of business processes during business activities. The weakest link is easily detected and the entire business activities system rests on small homogenous teams whose owners have a micro-managerial role and have to be in constant contact with the users, and the influence of the rigid division of managerial functions into three basic levels is not that strong.
The total business expenses of abandoning the traditional function-oriented organization and switching to process-oriented organizations have been reduced by 25 to 40 %.


Figure 3. –  The connection between business process management and business results
4. Conclusions
Comparing the business of public utility companies whose work is done entirely through function, that is process-oriented organization, it has been confirmed what was thought before analysing the advantages and disadvantages of each business organization concept. Analysing all the indicators available, taking into consideration all available resources of each organization, market idiosyncrasies, activities organizations undertake, the ownership structure, a broader social and economic significance, the specifics of internal and external surrounding, the conclusion can only be the following: there is no economically justified reason why all organizations shouldn't implement the process business concept, contributing in such way to a higher effectiveness and flexibility of the organization, improving financial and non-financial business performances, achieving a more dominant and recognizable role among its end users. The only threat in the business of public utility companies, which does not actually depend on the type of business involved, has to do with pleasing political interests of the majority owner who scarifies economic business principles in order to give irrational short-term pleasures to potential voters which finally leads to creating losses and creating negative business practices. 
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