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Abstract. Reengineering involves abandoning previous procedures to 

develop a new way forward, bringing down old systems, inventing a way 

to improve, and breaking away from rules and traditions to create radical 

organization-wide changes. This work presents the use of alternate histo-

ries, particularly nightmare scenarios, in Business Process Reengineering 

(BPR). The main objective is to show the value of alternate histories in 

organizational interventions and consulting activities in which radical 

process redesigns are required, stimulating transformative thinking and 

prospective research. A novel framework for the introduction of alter-

nate histories into BPR is proposed, sustained by a literature review. The 

proposed framework addresses how the worst possible pasts can be used 

to encourage employees to develop fundamental revisions and radical 

redesign of processes, providing change development teams with complete 

freedom to act.

Keywords: Business process reengineering; Redesign; Alternate history; 

Consulting; Change management.
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1. Introduction
The rapidly changing business environment and 
the pressure to create dramatic improvements 
have resulted in an increase in the use of Busi-
ness Process Reengineering (BPR). In the begin-
ning, BPR became popular because the United 
States (US) was facing a severe crisis in which 
customers were taking charge, competition was 
intensifying, change had become constant, and 
solutions were needed [1].

BPR has attracted attention due to the COV-
ID-19 pandemic. These same conditions that led 
to the emergence of BPR have escalated during 
the health crisis, which has led to a renewed in-
terest in these types of practices to implement 
radical change. In fact, the coronavirus crisis has 
been called a large-scale social reengineering [2]. 
Changes such as incorporating biosecurity meas-
ures, digital transformation [3], transition to re-
mote and hybrid work, incorporating digital plat-
forms, space reductions, and others, can be done 
through BPR [4]. 

Studies have suggested that during these times, 
top management commitment, organizational 
readiness for change, information technology ca-
pabilities, and people management are among the 
BPR dimensions that have a significant and posi-
tive impact on organizational performance [5].

Considering this newfound gravitation to-
wards change management and process inter-
ventions, this article aims to provide a different 
perspective to BPR and the methods that can be 
used to promote, develop, and implement these 
types of practices. The article presents a general 
background of BPR, focusing on a literature re-
view of related concepts that allow considering 
the introduction of alternative histories in such 
interventions in a way that allows for innovative 
perspectives, as well as participatory methods to 
reduce the resistance to change.  

2. Background
2.1 Business Process 
Reengineering 
BPR became one of the most relevant buzzwords 
of the ‘90s, referring to the act of recreating a 
core business process and deliberately creating 
radical change in organizations. BPR is a dra-
matic improvement through process redesign, 
which can be thought of as a quantum leap in 
organizational life and a particular strategy to 
plan and control change [6]. 

BPR emerged as a response of the US to Ja-
pan’s quality movement. The Just in Time (JIT) 
philosophy made it possible to integrate qual-
ity and speed into production processes. Mi-
chael Hammer, one of the developers of BPR, 
has been credited for the phrase “Don’t automate, 

Obliterate!” [7] which has become a key refer-
ence to BPR. Other relevant phrases that in-
tegrate the essence of what BPR was supposed 
to include are “Break the china! ” [1] and “If it is 
not broken, break it!” [8]. Phrases such as these 
have led to issues regarding the understanding 
of BPR as a way to eliminate, destroy, and erad-
icate, which fuels the fear of change through 
layoffs and unemployment. 

By definition, BPR involves the ability to re-
think and restructure businesses, from produc-
tion processes to external relationships [9]. Dif-
ferent conceptualizations suggest that the goal of 
BPR is the improvement of processes, which can 
be achieved through different techniques such as 
process visualization, process mapping or oper-
ational method study, change management, and 
benchmarking, among others [10].

The main characteristics of a BPR interven-
tion are based on the radical redesign of business 
processes; it generally employs information and 
communication technologies directed to achieve 
strategic outcomes at the organizational level, 
and is usually an inter-functional effort [9]. “BPR 
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entails activities of business processes renovation, 
automation, and networking” [11]. 

The overall focus of BPR is the search for im-
provement through fast and substantial gains in 
terms of general organizational performance [9]; 
therefore, it can be applied to different contexts, 
sectors, and issues, when development, change, 
progress, or recovery are required. 

2.2 Alternate histories within 
business contexts
Alternative and Alternate History can be con-
sidered as a branch of literature that focuses on 
history turning out differently than what ac-
tually happened by changing certain details of 
historical events and exploring different possi-
bilities in the past which would also change the 
present. In particular, Alternate History uses 
the basis of cause and effect [12], and the meth-
odology for creating alternate histories can be 
used as an innovative tool in diverse settings, 
business and management being one of them 
[13].

Although alternate histories are set in the past, 
they also create alternative presents and futures 
[14]. Alternative History allows to fictionalize the 
counterfactuals that are embedded in historical 
thinking [15]. Imagining what could have been 
helps broaden the possibilities regarding what 
could be [13].

In organizations, building alternate histories 
can help the learning and changing processes by 
analyzing different versions of the past, positive 
and negative, and establishing courses of action 
to either get where the ideal past would have led 
or avoid the possible consequences of the nega-
tive past. Learning from alternative analyses or 
constructions of the past helps in reinventing and 
reengineering the present and the future in more 
proactive and creative ways [16]. BPR could bene-
fit from this way of thinking by changing the past 

to build even better futures. 

3. Material and methods
This article analyzes the most relevant aspects 
of BPR and the way in which alternative histo-
ries can be used as part of consulting practic-
es to promote the dramatic change required. A 
literature review was conducted to identify the 
core concepts surrounding BRP that intersect 
with alternate histories methodologies, making 
the latter a viable option to think about trans-
formation in an innovative manner and allow 
the implementation of strategies involving col-
lective narratives as a push-and-pull from the 
alternate pasts and possible or desired futures. 
The methodology for the literature review in-
cluded an online search for articles, books, and 
research materials on the subject of BPR, using 
primarily the Elton B. Stephens CO (company), 
i.e., EBSCO, database and Google Scholar (ac-
cessed through https://www.ebsco.com/prod-
ucts/research-databases and  scholar.google.
com respectively). Over 50 research articles 
were reviewed, and considering the scope of this 
article, around 30 were selected as sources of in-
formation. The sources were selected because 
they led to the identification of several theoret-
ical contributions and philosophical approaches 

-namely enterprise ontology, intersubjectivity, 
and the study of systems through interpretative 
paradigms- that allowed to evaluate points of 
convergence between BPR methodologies and 
alternate histories and propose a framework to 
integrate both into change management prac-
tices that use alternative pasts to reimagine and 
reengineer business processes in the present 
with a vision set on the desired future.
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4. Alternative History and 
BPR; a literature review
4.1 Potential of Alternate 
History methods in BPR
There are certain conditions that have to be met 
during a reengineering process to achieve the de-
sired results [6]. First of all, the process has to be 
oriented by an ample and systematic methodology 
that provides a diagnosis of the current state in a 
way that allows for the understanding of the na-
ture, purpose, challenges, and issues regarding an 
organization; this can be done through enterprise 
ontology exercises. Additionally, the organization 
has to have the ability to evaluate, plan, implement 
change in a continuous manner, and analyze the 
total impact of the proposed changes. There also 
has to be a disposition and capability to visual-
ize and simulate the proposed changes, which is 
where alternative stories, in the form of scenario 
planning or other methodologies, or alternate his-
tories can come into play. Through the alternative 
stories, organizations can visualize changes in the 
future. Through alternate histories, they can im-
agine and project changes in the past and their pos-
sible outcomes in the business’ present state. 

4.2 An introduction to 
enterprise ontology 
BPR is used to improve the efficiency of organi-
zational processes; however, it still faces several 
obstacles, particularly the tendency to place too 
much emphasis on a specific business process itself, 
without consideration of other important knowl-
edge regarding the organization as a whole [17].

Enterprise ontology is a concept that has been 
linked to BPR in several ways. It has been studied 
and implemented as a way to create knowledge 
and structure maps to analyze, develop, and fa-
cilitate BPR methodologies [18] with a broader 
perspective on the issues or areas of opportunity 
for improvement. 

There are several definitions of ontology; nev-
ertheless, it can be understood as “a formal, ex-
plicit specification of a shared conceptualization” 
[19]. In this sense, the concept of ontology has a 
definite practical goal; it helps to provide com-
mon ground on the understanding of a particular 
area of interest in a group, community, organiza-
tion, or even society [19]. 

For its part, the notion of enterprise ontology 
encompasses the several concepts, elements, and 
structures of a business [18], which come from the 
common understanding of members of the organ-
ization and other stakeholders in relation to the 
business’ mission, vision, and processes. Enterprise 
ontology allows people to discover, understand, and 
reveal the essence of an organization [19]. 

Enterprise ontology provides insights into the 
dynamic nature of an organization [20]. It can be 
used to show the structure and environment that 
surround an organization’s processes, using di-
verse methodologies to identify the elements that 
lead to inefficiencies, difficulties, and losses and 
prioritize processes that need to be redesigned [21]. 

4.3 Philosophical basis for 
Enterprise Ontology
4.3.1 Intersubjectivity and alternate 
history
According to Dietz and Mudler [19], three main 
philosophical positions give way to understand-
ing enterprise ontology and how it is linked to 
BPR through methods and practices such as alter-
nate histories. The first one is the objectivist ap-
proach which is based on the idea that the world 
exists in itself and that there is a true objective re-
ality, independent from human perceptions. Then, 
the subjectivist approach stems from the idea that 
there is no reality outside the subject, humans, 
and that every human has their own perception 
of reality. Finally, the constructivist approach 
suggests that there is no absolute objective reality 
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but a semi-objective one denominated intersub-
jective reality, which emanates from a continuous 
process of intrinsic negotiation to achieve social 
consensus [19]; it results from a history of partic-
ipatory sense-making [22]. 

This last philosophical position is in which 
ontology comes into play -as it is the basis for 
sensible communication about a particular part 
of reality- be it an issue, a process, or an organ-
ization, among numerous other possibilities; 
ontology is structured and adapted through 
communication [19]. However, intersubjectivity 
is also how alternate history meets and inter-
sects with the rest of these concepts. The idea of 
a semi-objective reality fits into the process of 
creating alternate pasts, as they can be built with 
knowledge available in the present; alternate 
histories can involve a mix of the subjective and 
imagined, with the real and perceived. Figure 1 
presents an overview of this dynamic. 

Figure 1. Visual representation of the relationship 

between intersubjectivity and the construction of 

alternate histories.

Source: Developed by the authors, 2022.

5. Building a framework to 
integrate alternate histories 
into BPR
5.1 Functionalist paradigm: 
traditional BPR     
The functionalist paradigm provides the domi-
nant framework for the study of organizations. It 
represents a sociological perspective rooted in an 
objectivist point of view, with a focus on regula-
tion [23]. It aims to ensure that every element in 
the system is operating efficiently, promoting ad-
aptation, and aiming at the organization’s surviv-
al [19]. In this sense, it is often a problem-orien-
tated approach that focuses on practical solutions 
through a philosophy of social engineering as a 
methodology to implement change [23]. 

The paradigm has a pragmatic orientation, 
analyzing systems to produce useful knowledge 
by promoting research processes based on dis-
tanced observation of the subject and strict sci-
entific methods [24]. It includes assumptions such 
as classifying into dependent and independent 
variables, verification, searching for quantitative 
methods, and cumulative knowledge to obtain a 
unanimous answer about what an organization 
is at its core and what corporate qualities are re-
quired in order to manage, produce, and provide 
successfully [25].

An understanding of how systems work can 
be achieved through diverse scientific methods 
and techniques that evaluate the different parts 
of the system and the interrelationships that ex-
ist internally between them or externally with 
the environment [19]. This paradigm dominates 
BPR methodologies and practices, which are 
structured on the premise that key processes are 
transversal to traditional functions, and they can 
cut through hierarchies to produce process-based 
structures [26]. As a result, it can help managers 
be more in control of their operations and elimi-
nate inefficiency [19].
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5.2 Interpretative paradigm: 
introducing alternate histories 
in BPR
The interpretive paradigm is based on the belief 
that social systems, such as organizations, stem 
from human beings’ interpretations of situations 
and how they act and interact accordingly [19]. In 
this sense, social reality does not have a concrete 
external form because it is the product of inter-
subjective experiences [24]; it is regarded as being 
a “network of assumptions and intersubjectively 
shared meanings” [23].

The paradigm seeks to explain organizations’ 
nature, functioning, and problems through indi-
vidual consciousness and subjectivity, which in-
volves using the subject as a participant to create 
a framework instead of observing from a distance 
[23]. Through this perspective and method, one 
can analyze perception, interpretation, and defi-
nition in order to create and verify hypotheses 
and generate action plans [26]. It aims to under-
stand the different forms and meanings of collab-
orative activity, discover where they overlap, and 
give way to shared and purposeful activities [19]. 
Research results are not objective but intersubjec-
tively communicated [26].

An interpretative approach can help guide 
managers to seek an appropriate level of corpo-
rate culture based on participative involvement 
[19]. As a matter of fact, many ideas related to 
management, change, corporate culture, and 
reengineering are based on epistemological as-
sumptions of the interpretative approach [26]. 

As its nature is intersubjective, the interpre-
tive approach fits well with the premise of alter-
nate history, and particularly with its application 
in BPR. Analyzing different perspectives of a 
process generates alternative stories set in the 
past and in the present that correspond to one re-
ality about the process in question. This can be 
taken deeper to build alternate histories through 

methods such as dramatized scenarios, business 
archaeology, appreciative inquiry, and collec-
tive narratives that allow reflection and provide 
learning moments through two imagined possi-
bilities: a nightmare scenario set in the past and 
an ideal future as a result from fixing the past.

6. Applying alternate 
histories to BPR
BPR can be implemented in different ways, but 
it usually involves specific steps that have to be 
completed. Bayomy , Khedr, and Abd-Elmegid 
[27] propose the following general model for BPR.
1. Identify the process to intervene: Gather basic 

information of the current process. 
2. Review, update, and analyze (as-is): Analyze 

and measure the current process and identify 
disconnects, documenting activities and pro-
cess models. A simulation is executed to eval-
uate different elements of the process. 

3. Design (to-be): Create one or several alterna-
tives to the current process to meet the organ-
ization’s strategic goals. 

4. Test and implement (to-be): Develop a trans-
formation plan and put it to the test through 
a new simulation. Re-train the staff according 
to the validated changes and implement the 
transformation plan. 
Using the previous model as a starting point, 

the following table proposes an adaptation of tra-
ditional BPR tools and techniques to shift the per-
spective and integrate alternate histories as a way 
to reimagine processes. 
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Table 1. Traditional BPR strategies and alternate his-

tory approach adaptation. 

The literature review - which included the ex-
ploration of business ontology, intersubjectivity, 
and interpretative paradigms- along with the con-
struction of a theoretical framework for BPR with 
the added value of an alternate history approach 
allowed the identification of common areas or con-
vergence points in both methodologies. This helps 
validate the possibility of implementing alternate 
history exercises into real-world BPR practices. The 
adaptation of the traditional BPR methodologies in 
order to include the alternate histories perspective 
in a way that makes it viable is presented below.

 

6.1 Alternative history 
approach to BPR: steps and 
methods
6.1.1 Identify a business process that 
needs intervention
There are three innovation meta forces that are 
dynamically linked to the organization’s propen-
sity to implement BPR. These are organization 
learning, knowledge sharing, and organizational 
culture, including the organization’s internal and 
external awareness and the methods for informa-
tion gathering and conceptualizing [28]. Identi-
fying the process that needs intervention derives 
from these conditions. Through a functionalist 
approach, the manager or consultant who will 
lead the change initiative needs to define the con-

Traditional BPR steps Alternate histories 
adaptation

Description of the implementation of alternate histories in 
BPR practices

Identify the process to 
intervene

Identify the point of 
divergence

Establish the starting point, (divergent point in alternate 
histories)

Review, update, and 
analyze (as-is)

Review and analyze 
(as-is and as-is-
perceived)

Analyze the current process in terms of quantitative, 
objective results, as well as qualitative, subjective 
perceptions from employees and other stakeholders. Identify 
disconnects along the process, considering the gap between 
what “is” and “is perceived”. 

Design (to-be) Re-imagine and re-
write (as-could-have- 
been)

Create one or several past alternatives to the process as 
a dramatized nightmare scenario of what could have 
been worse and where that would have led (this is where 
intersubjectivity comes into play, as it is a collaborative 
reimagining based on existing knowledge, which makes it 
semi-objective but hypothetical nonetheless).

Test and implement 
(to-be)

Test (as-could-have- 
been) 

Use business archaeology methods that allow analyzing the 
only things that survived the dramatic alternate past, what 
went wrong, and how to not let that happen in the present 
or the future. 

- Implement (as-
could-have-been and 
could-be

Promote collective narratives built on hindsight and 
foresight as a form of time-travel to fix the problems in 
the alternative past and identify and analyze improvement 
opportunities for the present and desired future state. 
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Questions that can be used to build this alternate 
history are: 
• What was the general state of the business/

process?
• What led to that state?
• What destroyed the process?
• What proof can be found?
• What could have made the problem worse?
• What was the tipping point?
• What else could be affected by the dysfunc-

tional process?

6.1.4 Test (could-have-been)
The purpose of this phase is to analyze the things 
that survived the dramatic alternate past, pin-
pointing what went wrong and figuring out how 
to not let that happen in the present or the future. 
A method that can be used to complete this step is 
business archaeology. It involves techniques sim-
ilar to reverse engineering in order to retrieve 
business-aware artifacts at higher abstraction 
[29]. Determining what went wrong in the alter-
nate past can be done by imagining what would 
be left after the worst-case scenario happened, 
examining the vestiges of the process or organ-
ization. According to Pérez-Castillo, Rodríguez 
de Guzmán, and Patting [30], some questions that 
can be posed during this process include “What 
are we looking at?”, “How does it fit in with the 
rest of the organization and environment?”, and 

“What were people thinking that led to this state?”.

6.1.5 Implement (contrast as-could-
have-been and as-could-be)
Through this step, organizations can promote the 
creation of collective narratives built on hindsight 
and foresight that transform the nightmare alter-
nate history into improvement opportunities for 
the present and desired future, using the basis of 
time travel to fix the problems in the alternative 
past, and generate innovative ideas to implement 

crete actions of a process that evidently presents 
dysfunctionalities. There is a problem that needs 
to be fixed; therefore, looking at it objectively at 
first can lead to a concrete understanding of the 
place to start. This will serve as the point of di-
vergence, the moment in time when the alterna-
tive scenario will begin to take shape.

6.1.2 Review and analyze (as-is and 
as-is-perceived)
This step requires both a functionalist and inter-
pretative approach since it consists of identifying 
disconnects along the process in question, which 
involves analyzing the process but also how dif-
ferent actors participate in it. This entails consid-
ering the gap between what is objectively known 
about the process and how it is subjectively and 
intersubjectively perceived (individually and in 
groups). This can be achieved through the adop-
tion of a high-quality ontology for the organiza-
tion, which represents the knowledge that gives 
meaning to the relationships between actors, 
decision-makers, behaviors, tasks, and resources 
[21]. Through an interpretative approach, differ-
ent perspectives on a specific process can be col-
lected, which in turn generates alternative stories 
of the reality in question. These subjective views 
can help build alternate histories in the form of 
dramatized negative scenarios set in the past.

6.1.3 Reimagine and re-write (as-
could-have-been)
Instead of focusing only on what has already 
been identified as issues in the process, this step 
involves using alternate histories to reimagine 
the past and re-write it as the worst alternative. 
This involves formulating one or several night-
mare scenarios, which are dramatized versions 
of the current state, making the bad worse. This 
approach feeds off the intersubjective perspective 
of the problem, integrating different perspectives. 
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is recommended that the communication efforts 
start before the BPR implementation phase, as 
uncertainties can result in a lack of motivation 
and resistance [9], and what is desired is to build 
the future without coercive means [32].

Figure 2 shows the steps discussed in sections 
6.1.1 – 6.1.5, illustrating the use of alternate histo-
ries in the process.

Figure 2. Visual representation of the application of 

alternate histories in BPR

Source: Developed by the authors, 2022.

7. Solutions and 
recommendations
Although relevant in its use, BPR has been the 
subject of severe misunderstandings. This is 
partly due to the fact that some authors have 
suggested that BPR projects have a failure rate of 
70%, although there is no actual scientific proof 
of that situation [33]. The main reasons why BPR 
projects tend to fail are when unrealistic expec-
tations are established, focusing on the process 
itself regardless of the surrounding environment 
[21], bad timing for the transformation, having a 
too narrow or too wide scope, and inadequate re-
sources. Other reasons for the failure of BPR can 
be that the people in charge do not have a clear 
vision of what they intend to achieve, the lack of 
tools to determine the causes of inefficiencies [21], 
or that change is poorly communicated [9]. 

The proposed method for applying alternate 
history to BPR stems from the notion of enterprise 

change in the current state, with a vision on a fu-
ture that aligns with the organizational goals. 

Collective narratives are compelling, and they 
help to moderate the human factors throughout 
the implementation of BPR through a collabora-
tive process of recognizing the company’s proven 
problems [22] and their possible consequences, as 
well as the inherent need to change in order to not 
fall into the mistakes analyzed through the alter-
nate histories exercise. Managers should encour-
age employees to participate in the process rede-
sign, as it can reduce resistance to change [27].

The narrative strategy includes a push-and-
pull from the alternate past and the future. It en-
tails a new, changed history, with the benefit of 
precognition regarding the tipping point, where 
process participants can come to the realization 
that “little things can make big differences” [31]. It 
is an opportunity for a do-over that leads to new 
trajectories. Questions that can help build a col-
lective narrative are: 
• What should be done?
• What should be eliminated?
• How can a positive tipping point be devel-

oped?
This final process involves turning the nega-

tives into positives. It can be promoted through 
appreciative inquiry methods to identify and 
analyze improvement opportunities, design fu-
ture state processes, develop future state changes, 
and implement changes in a sustainable way. For 
the implementation phase, it is suggested to find 
the nudges [32] that can be used to promote the 
required changes. 

Nudges aim to influence the choices people 
make, but without taking away the power to 
choose. Positive reinforcement can influence the 
behavior and decision-making of an individual. 
This entails communication processes that trans-
late the ideas and vision into the actions, attitudes, 
and behaviors of those involved in the change. It 
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and sometimes controversial approaches and 
methods can be beneficial to shift existing par-
adigms and promote new ways of thinking about 
goals and obstacles. 

When analyzing the notions that surround 
and constitute BPR, interesting common ground 
aspects can be found in terms of alternate histo-
ry. It is all about facts, perspectives, and the art 
of playing with the semi-objective. Whether it 
is imagining alternative futures stemming from 
current issues that need to be solved and a vision 
of where organizations want to be or reimagining 
the past to gain insights into the dynamic world of 
causes, consequences, and uncertainties, change 
originates from a need or desire for something 
different and requires creativity to overcome the 
limits set by a current state of events. 

There is great value in the use of alternative 
histories in BPR. Alternative stories help create 
a change of mindset that can result in less resist-
ance to change and higher personal involvement. 
At the same time, as narratives that are devel-
oped collectively, these stories -be it in the past, 
the present, or the future- help build strong con-
nections among the members and provide a trial 
phase or an opportunity to do a reengineering on 
paper, before the actual change process, providing 
a critical perspective of what needs to be changed 
and why, as well as re-analyzing decisions before 
they are translated into actions. 

Additionally, through the creation of alterna-
tive histories, it is possible to make the invisible 
visible, highlighting elements, functions, activi-
ties, and situations that are frequently overlooked 
and that might be essential for the success or fail-
ure of the change process. 

10. Round Table Insight
The core of this work was presented at the 1st 
International Conference of ‘What If?...’ World 
History, at an Oral Presentation Round Table 

ontology that aims to perfect the scope and provide 
tools and techniques to analyze the process, the ac-
tors involved, their perspectives, the environment 
surrounding the process, and generate a collabora-
tive and innovative way of thinking about problems 
and solutions, while promoting effective change 
management. This is intended to tackle some of the 
most important reasons for BPR failure and create 
new alternatives that feed off of creativity, collab-
oration, and a new way of thinking about the past, 
the present, and the future of organizational life. 

8. Future perspectives
BPR is a method that has not gone without crit-
icism [17]. Yet, in times of more frequent and in-
tense changes, it seems to be the answer for or-
ganizations that need to be redesigned to adjust 
to a new context and ever-changing business and 
environmental conditions [6]. The pandemic has 
been the best example of the wide implementa-
tion of BPR and has provided organizations with 
the opportunity and the push for change. 

The COVID-19 pandemic has created a fertile 
ground for reconsidering the value of BPR since 
businesses, government, and society in general had 
to face dramatic changes. This is the time to docu-
ment new experiences and incorporate alternative 
histories as part of the process. Once the pandemic is 
over, or at least controlled, future perspectives could 
include a deeper dive into the use of alternative his-
tory as a tool for transformation, with applications in 
consulting practices and the analysis of documented 
experiences, which could be done through the use of 
the framework, methods and steps presented in this 
article, as a way to put them to the test. 

9. Conclusion
BPR is not a one-size-fits-all kind of practice; it 
requires adapting tools and techniques to the con-
text, the organization, the process, and the people 
involved. Introducing innovative, imaginative, 
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was the involvement of normal people, not just 
historians, academics, or businessmen, creating 
meaningful and emotional connections through 
histories and stories.  

Acknowledgments
The authors would like to thank the University of 
Porto, especially Professor Ana de Silveira Moura, 
for providing the opportunity to open a window 
for exploring business improvement methodolo-
gies by using alternative histories. Our gratitude 
also goes to Professor Rui Macário Ribeiro and 
Professor Bastian Vergnon for sharing their valu-
able insights into different uses of alternative his-
tories in cultural heritage and regional and local 
development. 

References 
[1] Jones M R 1994 Business process reengineering: 

management’s new paradigm or emperor’s new 

clothes?. Computer Sciences and Information Systems. 

14 1-13 

[2] Bonilla L 2020 ¿Coronavirus o reingeniería social 

a gran escala? Observatorio Social del Coronavirus.  

Sistema de Universidad Virtual de la Universidad 

de Guadalajara.  https://www.clacso.org/wp-

content/uploads/2020/03/Luis-Bonilla.pdf

[3] Zelada S 2021 COVID-19, un acelerador de la 

transformación digital. Deloitte. https://www2.

deloitte.com/pe/es/pages/technology/articles/

COVID19-un-acelerador-de-la-transforma-

cion-digital.html

[4] Velázquez-Cáceres A R and  Martínez- Ramírez, J 

L 2021 Factores de la reingeniería de negocios en 

tiempos de COVID-19. Revista Especializada de 

Ingeniería y Ciencias de la Tierra. 1(1) 90-102

[5] Shahul Hameed N S, Salamzadeh Y, Abdul Rahim 

N F and Salamzadeh A 2021 The impact of 

business process reengineering on organizational 

performance during the coronavirus pandemic: 

moderating role of strategic thinking. Foresight. 

session, which was chaired by Sofia Sousa, and 
it included the oral presentations regarding the 
Fake Museum by Rui Macario Ribeiro and the 
alternative history of the Upper Palatinate by 
Bastian Vergnon.  Although initial differences 
were apparent, the topics were linked in more 
ways than one, especially through history and 
culture. The Round Table also made it possible 
to identify the importance of human involve-
ment in creating alternatives, the importance of 
collective narratives not only in the past but also 
how those narratives are visible in the present 
and have created, in some cases, better futures. 
The presentation of the Fake Museum prompt-
ed the idea of creating these types of spaces for 
collecting fake artifacts of human archaeology 
that could help develop the nightmare scenarios 
and track down alternative moments in business 
history, using ready-made concepts. The alter-
native history of the Palatinate was useful in un-
derstanding that developing stories for BPR cre-
ates the possibility of making mistakes on paper 
and not in real life, since the decision to create 
a highway over the city centre in a moment in 
which the city centre was dying could have 
been right by certain stakeholders. However, 
the changes developed towards creating a uni-
versity and incorporating progress in other ar-
eas resulted far more beneficial. BPR is not just 
about wiping a specific process but also analyz-
ing what needs and does not need to be changed. 
Alternative histories provide additional views of 
what might happen, which are useful in creating 
cultural products, urban planning, and change 
management in organizations. The Round Table 
introduced new ways of playing with time by 
building alternative paths in the past and the fu-
ture, creating ways to improve and enjoy culture 
either at the country, region, or even at the busi-
ness level. It was refreshing to observe that in 
the three presentations, a common denominator 



13

C M Montaudon, I N Pinto, and A Amsler / Hypothesis Historia Periodical 2022, 2, 1—14

gies: Commentary on Schoemaker 2020. Futures 

& Foresight Science (51). doi:10.1002/ffo2.51

[17] Rao L, Mansingh G and Osei-Bryson K M 2012 

Building ontology based knowledge maps to 

assist business process re-engineering. Decision 

Support Systems 52(3) 577-589

[18] Bahramnejad P, Sharafi S M and Nabiollahi A 

2015 A method for business process reengineer-

ing based on enterprise ontology. International 

Journal of Software Engineering & Applications 6(1) 

25-39

[19] Dietz J and Mudler H 2020 Introduction to 

Enterprise Ontology, in Enterprise Ontology 

ThecEnterprise Engineering Series (Springer)

[20] Musa M A and Othman M S 2016 Knowledge 

Map and Enterprise Ontology for Enhancing 

Business Process Reengineering In Healthcare: A 

Case of Radiology Department. International Jour-

nal of Enterprise Information Systems (IJEIS) 12(2). 

[21] AbdEllatif M, Farhan M S and Shehata N S 2018 

Overcoming business process reengineering 

obstacles using ontology-based knowledge map 

methodology. Future Computing and Informatics 

Journal 3(1) 7-28

[22] Fuchs T 2020 Delusion, Reality, and Intersubjec-

tivity: A Phenomenological and Enactive Anal-

ysis. Philosophy, Psychiatry & Psychology 27(1) 61-79

[23] Burell G and Morgan G 1979 Sociological Par-

adigms and Organisational Analysis Elements of 

the Sociology of Corporate Life (England: Ashgate 

Publishing Limited)

[24] Hassard J 1991 Multiple Paradigms and Orga-

nizational Analysis: A Case Study. Organization 

Studies 12(2) 275-299

[25] Sulkwoski L 2010 Two Paradigms in Man-

agement Epistemology. Journal of Intercultural 

Management 2(1) 109-119

[26] Silvestro R and Westley C S 2002 Challenging 

the paradigm of the process enterprise: A case-

study analysis of BPR implementation. Omega 

International Journal of management Science 30 

https://doi.org/10.1108/FS-02-2021-0036

[6] Morris D and Brandon J 1994 Reingeniería. Cómo 

aplicarla con éxito en los negocios. (Spain: Mc-

Graw-Hill Interamericana)

[7] Hammer M 1990 Reengineering Work: Don’t 

Automate, Obliterate. Harvard Business Re-

view. https://hbr.org/1990/07/reengineer-

ing-work-dont-automate-obliterate

[8] Kriegel R J 1991 If It Ain’t Broke-- Break It!: And Oth-

er Unconventional Wisdom for a Changing Business 

World (Business Plus Publishing)

[9] Sturdy G R 2010 Business Process Reengineering: 

Strategies for Occupational Health and Safety (Unit-

ed Kingdom: Cambridge Scholars Publishing)

[10] Bhaskar H L and Singh R P 2014 Business pro-

cess reengineering: a recent review. GJBM  8(2) 

25-51

[11] Sungau J, Ndunguru P C and Kimeme J 2013 

Business process re-engineering: The technique 

to improve delivering speed of service industry 

in Tanzania. Independent Journal of Management & 

Production 4(1) 208-227. 

[12] Hellekson K 2000 Toward a Taxonomy of the 

Alternate History Genre. Extrapolation, 41(3) 248.

[13] Montaudon Tomas C M, Pinto López I N and 

Amsler A 2021 Using alternative stories to pro-

mote organizational change. Hypothesis Historia 

Periodical 1 45-59.

[14] Schenkel G 2012 Alternate history-alternate 

memory: counterfactual literature in the context 

of German normalization. (Doctoral dissertation, 

University of British Columbia).

[15] Abbott C 2016 The Past, Conditionally: Alterna-

tive History in Speculative Fiction. https://www.

historians.org/publications-and-directories/per-

spectives-on-history/january-2016/the-past-con-

ditionally-alternative-history-in-speculative-fic-

tion#:~:text=Alternative%20history%20is%20

a%20subgenre,diverge%20from%20its%20

known%20course.

[16] Önkal D and De Baets S 2020 Past-Future Syner-



14

C M Montaudon, I N Pinto, and A Amsler / Hypothesis Historia Periodical 2022, 2, 1—14

215-225

[27] Bayomy N A, Khedr A E, Abd-Elmegid L A 2021 

Adaptive model to support business process re-

engineering. PeerJ Computer Science https://peerj.

com/articles/cs-505/

[28] Grover V and Kettinger W J 1998. Business 

Process Change: Reengineering Concepts, Methods and 

Technologies (United States: Idea Group Publish-

ing)

[29] Pérez-Castillo R, Rodríguez de Guzmán I G and 

Piattini M 2011 MARBLE: A business process 

archeology tool. Conference paper DOI: 10.1109/

ICSM.2011.6080834

[30] Pérez-Castillo R, Rodríguez de Guzmán I G and 

Piattini M 2014 Fundaments of Business Process 

Archeology. DOI:10.4018/978-1-4666-4667-4.

ch001

[31] Gladwell M (2002). The Tipping Point: How 

Little Things Can Make a Big Difference. (New 

York: Little, Brown and Company)

[32] Thaler R H and Sunstein C R 2021 Nudge: The 

Final Edition. (United States:Penguin Books)

[33] Habib M N 2013 Understanding Critical Success 

and Failure Factors of Business Process Reengi-

neering. International Review of Management and 

Business Research 2(1) 1-10


