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A process focus is the triple play 
in modern management, yielding 
greater operational efficiency, 

control and customer 
satisfaction.

A process focus is the triple play 
in modern management, yielding 
greater operational efficiency, 

control and customer 
satisfaction.

Executive Summary
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Partners are able to demonstrate 
the value of BPM.

Partners are able to demonstrate 
the value of BPM.

Begin with a business problem or opportunity
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2.7
3.8

2.6
3.6

3.5
3.4

3.1
3.8

3.2
4.0

2.5
3.4

1.0 2.0 3.0 4.0 5.0

Improvements in the
culture of the
organization

Improvements in
customer relationships

Improvements in financial
performance

Improvements in quality

Improvements in
productivity

Improvements in work
force attitude

29. Rate the success of your organization's BPM initiatives
in each of the following categories.

Partners

Sponsors
and Others

n=5 (Partners)
n=25 (Sponsors
          and Others) 

(1-None at all; 2-Some, but far below expectations;
3-Moderate, not all benefits were achieved, but initiative was justified;

4-Excellent, fully met expectations; 5-Far exceeded expectations)
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Business Case for BPM
• APCI – reduce cost through work process 

simplification
• Deere – required excellence in world-wide 

product and customer support
• Coors – needed to address two potentially 

critical failures resulting from SAP 
implementation

• NGST – increasing program complexity and the 
competitive environment

• OMI – built on results from quality 
improvements



© 2005 APQC

6

business process management 

Alden edited summary-not for distribution-results are embargoed for study 
sponsors and APQC members-depending on the use, we can use 

12.0%
0.0%

12.0%
0.0%

24.0%
40.0%

40.0%

60.0%

60.0%
80.0%

0% 20% 40% 60% 80% 100%

No response

Other

Initiative by initiative

Independent annual
budget

Out of department
operational budgets

7a. How is your organization’s BPM initiative funded?

Partners

Sponsors
and Others

n=5 (Partners)
n=25 (Sponsors and Others) 
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Partners are process-focused 
organizations.

Partners are process-focused 
organizations.

BPM is the way business is conducted



© 2005 APQC

8

business process management 

Alden edited summary-not for distribution-results are embargoed for study 
sponsors and APQC members-depending on the use, we can use 

FUNCTIONS
[Departments, Centers of Excellence)
“Best Company to Work For”

• Businesses determine
where we work

• Functions describe
what we do 

Creating a “Process-Focused Organization
A 3rd Dimension in Management

W
OR

K

PROCESSES
[Source, Make, Fulfill, etc.)

“Best Company to Buy From”

• Businesses determine
where we work

• Functions describe
what we do 

• Processes focus on
how we do our work  

BUSINESSES
[Business Unit, Region, focused on P&L’s & markets)

“Best Company to Invest In”

FUNCTIONS
[Departments, Centers of Excellence)
“Best Company to Work For”
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Critical Success Factors
• BPM Framework

– Why it’s important
– Common elements

• Process Lifecycle
– Process models
– Process performance
– Process improvement

• Transformation
– Performance management
– Roles and accountability
– Change management strategies and tactics
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Partners have a comprehensive 
framework that supports BPM.

Partners have a comprehensive 
framework that supports BPM.

Leverage to drive implementation 
and culture change
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Partners measure process 
performance:

1. to assess business results 
2. track process maturity 

Partners measure process 
performance:

1. to assess business results 
2. track process maturity 

Monitoring process maturity leads to 
improved work flow
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8 Common Elements of a BPM Framework
• Strategic alignment driven by customer focus
• Process improvement methodologies to drive 

progress and support change
• Defined measures to assess process 

performance and maturity
• Robust governance structures
• Change and human performance management
• Enterprise process model
• Technology infrastructure supported with tools
• Use a “maturity framework”, none as rigorous 

as the BPMM
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Process Maturity Models
• Achieve high-fidelity definition of work 

processes and documentation requirements
• Assess processes against standards
• Guide organizational improvement
• Achieve behavioral changes that drive 

continuous improvement
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BPM Framework

Process & 
Checklists

Metrics / 
Standards

Review – initiate actions to meet 
performance targets

Enforce

Process Greening

Top Team DrivenTop Team Driven
Commitment / Resources / Organizational Focus

ProcessProcess
DefinitionDefinition

Strategic & Strategic & 
Customer Customer 

FocusFocus

DashboardsDashboards MethodologyMethodology
& Tools& Tools

ChangeChange
ManagementManagement

Standard, Well 
Communicated 

Processes & 
Interfaces

Measure 
Performance

Link Performance 
to Customer  & 

Business 
Objectives

Make 
Improvements  & 
Quantify Benefits

Ensure Changes 
Implemented & 

Benefits Realized

InfrastructureInfrastructure

Baseline Target

Baseline
Target

Deliveries on Time Score

Cost/Schedule/Technical Score

Baseline Target

Baseline
Target

Deliveries on Time Score

Cost/Schedule/Technical Score
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2003 Dana QLP Results
Division 2001 2002 2003
Thermal 467 256 578
VRNA 581 n/a 566
VRM 509 n/a 541
VRE 390 506 505
Plumley 449 n/a 504
Coupled n/a 256 500
I.S. 360 n/a 482
PCM 423 471 478
GVE 332 516 462
PCNA 388 474 431
EFMG (SBU) n/a 256 421
PCE n/a n/a 410
TFV*Minority n/a 252 322
GVNA 443 384 312
H&T n/a 256 265
EFMG AVG. 434 363 452
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The company, its vendors and suppliers, take cooperation to the process level.  
Organizational structures and jobs are based on process, and traditional functions, as 
they relate to the supply chain, begin to disappear altogether. Process measures and 
management systems are deeply imbedded in the organization.  Advanced process 
management practices take shape.

Ad Hoc
(1.0)

Defined
(2.0)

Linked
(3.0)

Integrated
(4.0)

Pr
oc

es
s 

M
a t

ur
ity

Processes are unstructured and ill-defined.  Process measures are not in place and 
the jobs and organizational structures are based upon the traditional functions, not 
horizontal processes.  Individual heroics and “working around the system” are what 
makes things happen. 

Basic processes are defined and documented. Changes to these processes must 
now go through a formal procedure. Jobs and organizational structures include a 
process aspect, but remain basically traditional. Representatives from functions 
meet regularly to coordinate with each other concerning process activities, but only 
as representatives of their traditional functions.  

The breakthrough level.  Managers employ process management with strategic intent.    
Broad process jobs and structures are put in place outside of traditional functions. 
Cooperation between intra-company functions, vendors and customers takes the form of 
teams that share common process measures and goals.

Business Value as a function of maturity

Air Products
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The company, its vendors and suppliers, take cooperation to the process level.  
Organizational structures and jobs are based on process, and traditional functions, as 
they relate to the supply chain, begin to disappear altogether. Process measures and 
management systems are deeply imbedded in the organization.  Advanced process 
management practices take shape.
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Processes are unstructured and ill-defined.  Process measures are not in place and 
the jobs and organizational structures are based upon the traditional functions, not 
horizontal processes.  Individual heroics and “working around the system” are what 
makes things happen. 

Basic processes are defined and documented. Changes to these processes must 
now go through a formal procedure. Jobs and organizational structures include a 
process aspect, but remain basically traditional. Representatives from functions 
meet regularly to coordinate with each other concerning process activities, but only 
as representatives of their traditional functions.  

The breakthrough level.  Managers employ process management with strategic intent.    
Broad process jobs and structures are put in place outside of traditional functions. 
Cooperation between intra-company functions, vendors and customers takes the form of 
teams that share common process measures and goals.

The view of “100” managers

Where is Air Products on this process 
maturity scale?

APCI score =  3.2
Benchmark Database Avg = 3.5 (n=114)

Air Products

gfd1



Slide 17

gfd1 our 3.2 score indictes we are only in linked range to 4.0
diehlgf, 1/3/2005
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• APCI has built a great start toward a process focused 
organization but you are at a plateau.  (The “base camp” for 
the final climb.)

• You should stabilize and institutionalize your gains.

• You should leverage these to make SAP successful.

• You should adjust and focus the organization and prepare for 
the next “climb.”

You are here!

Natural Tendency

Leadership Driven

Ad Hoc

Defined
Linked

Integrated

Process-Focused Maturity Benchmarking

Conclusion and Recommendations

Process
Design

Process
Measurement

Process
Leadership

3 Keys to 
Accelerating
the Climb:

Air Products
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Coors Business Process Excellence In Practice

How do we measure maturity?

This process is ad hoc.
Few activities are explicitly
defined. Success dependent
on individual efforts/heroics.

1. Initial

2. Repeatable

3. Defined

4. Managed

5. Optimizing

Basic Project Management
Processes are established to
track cost, schedule, and 
Functionality.  The necessary
discipline is in place to repeat
earlier successes.

The process for both
management and development
is documented, standardized,
and integrated by an
organization methodology.

Detailed measures of the
process and product quality
are collected.  Both the process
and products are quantitatively
understood and controlled.

Continuous Process 
Improvement is enabled by
quantitative feedback for the
process and from piloting
innovative new ideals and 
technologies.

Entrepreneurial organizations and new divisions 
that do things any way they can to get started.

As organizations become more mature, they 
begin to conceptualize business processes and 
seek to organize them, repeat successes, and 
measure results.

Source: Paul Harmon, Business Process Trends
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OMI Scale for Process Maturity-used to set priorities

1. Process not defined.  The process needs to be designed and 
documented.

2. There is a general understanding of the process by those who work 
in it.  No formal documentation or process standards exist. No 
formal work to improve the process has been undertaken recently.

3. Process has been defined and the intent is to understood.  
Documentation of the process exists in include flow charts, 
standards, checklists, procedures, training manuals, etc.

4. Process is well defined and measure are in place.  Customer 
feedback is solicited and used to fin tune the process Graphs and 
charts are used to evaluate the process and learn from the 
measures.

5. Process has been formally improved within the last year.  Ongoing 
measures are used to track progress and process documentation is
kept up-to-date.  Customer feedback is solicited and used to fin-
tune the process routinely.

6. Key measures of the process and process outcomes are predictable.  
Customer feedback is solicited and used to fine tune the process
routinely.  Control charts are used to monitor performance and 
process consistently meets the needs and expectations of 
customers.  Process documentation is kept up-to date.
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Partners align their BPM 
frameworks and objectives with 

core business strategies.

Partners align their BPM 
frameworks and objectives with 

core business strategies.

Alignment leads to sustainability & success
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10.5
11.2

15.0
12.6

12.0
13.2

10.8
13.2

13.5
13.4

8.8
16.0

1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17

Change organizational
culture

Reduce costs

Increase customer
satisfaction

Improve work force
performance

Increase productivity

Better align org. with new
business priorities

5. Average Ranking of Objectives for BPM Initiative
(1=least important and 17=most important)

Top Six Partner Objectives

Partners

Sponsors
and Others

n=5 (Partners)
n=25 (Sponsors and Others) 
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3.8

6.6

4.6

5.2

3.8
5.4

3.9
5.8

4.3
6.0

3.8
6.8

1 2 3 4 5 6 7

Change organizational
culture

Reduce costs

Increase customer
satisfaction

Improve work force
performance

Increase productivity

Better align org. with new
business priorities

5. Average Rating of Impact of BPM Initiative on Objectives for BPM Initiative
(1=no impact, 4=moderate impact, and 7=high impact)

Top Six Partner Objectives

Partners

Sponsors
and Others

n=5 (Partners)
n=25 (Sponsors and Others) 
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Program PerformanceProgram Performance

Linking Objectives to Processes
Commitments

(Big Y’s)

Management 
Performance

Management 
Performance

Mission 
Performance

Mission 
Performance

Cost, Schedule 
& Technical 
Performance

Cost, Schedule 
& Technical 
Performance

On-Time Delivery of DesignsOn-Time Delivery of Designs

Accurate Estimate of WorkAccurate Estimate of Work

Program Planning & ControlProgram Planning & Control

Design CostDesign Cost

Rqmts. Def., Stability & FlowRqmts. Def., Stability & Flow

Drivers Processes

Req. DefinitionReq. Definition

Prelim DesignPrelim Design

Detailed DesignDetailed Design

Design 
Integration
Design 

Integration

Top-down approach links process performance to business objectivesTop-down approach links process performance to business objectives

In-Process Design QualityIn-Process Design Quality

Production & Test CostProduction & Test Cost

Cost/Quality/On-Time SWCost/Quality/On-Time SW

On-Time Delivery of HWOn-Time Delivery of HW

In-Process Mfg QualityIn-Process Mfg Quality

Test, Verification, ValidationTest, Verification, Validation

Financial PerformanceFinancial Performance

GrowthGrowth

Business TransformationBusiness Transformation

NG IntegrationNG Integration



© 2005 APQC

business process management 

25Alden edited summary-not for distribution-results are embargoed for study 
sponsors and APQC members-depending on the use, we can use 

Partners manage the matrix.Partners manage the matrix.

Function versus process
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A Balance of Functional and Process 
Management
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Business
Matrix

Customer
Focused

Leadership
Customer Acq.
Product Delivery
Order Fulfillment
Customer Support

Channel Mgmnt.

Human Resources

Info Technology

Business Acq.
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20.0%
0.0%

64.0%
80.0%

60.0%
80.0%

48.0%
100.0%

52.0%
80.0%

40.0%
80.0%

28.0%
60.0%

72.0%
80.0%

0% 20% 40% 60% 80% 100%

None/No response

Financial Management

Supply chain

Customer Service

Human Resources

Marketing and Sales

Research and
Development

Information Technology

6.1 Which of the following functional areas in your organization are currently integrated 
as part of your BPM initiative?

Partners

Sponsors
and Others

n=5 (Partners)
n=25 (Sponsors and Others) 
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3.4
4.5

2.6
3.0

2.3
3.4

3.0
4.0

3.3
3.3

2.8
2.3

3.2
4.3

1.0 2.0 3.0 4.0 5.0

Supply chain

Marketing and Sales

Customer Service

Human Resources

Information Technology

Research and
Development

Financial Management

6.1 Please rate the extent to which the following is integrated with BPM
(1= To a little extent; 3=To some extent; 5=To a very great extent)

Partners

Sponsors and
Others

n=5 (Partners)
n=25 (Sponsors and Others) 
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Partners’ BPM frameworks 
promote a robust governance 

structure.

Partners’ BPM frameworks 
promote a robust governance 

structure.

Top down support drives accountability 
at all levels
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80.0% 20.0%

40.0% 40.0% 20.0%

20.0% 40.0% 40.0%

40.0% 60.0%

80.0% 20.0%

80.0% 20.0%

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

Corporate Officers

Corporate staffs (Finance,
HR, etc.)

Division executives

Middle management

First line managers

Process performers

12. How would you rate the involvement of leadership and staff to the BPM initiative?
All Partners

N/A Not at all Little Some Great Very great
n=5 (Partners) 



© 2005 APQC

business process management 

31Alden edited summary-not for distribution-results are embargoed for study 
sponsors and APQC members-depending on the use, we can use 

Partners use enterprise process 
models to ensure top-down 

understanding and coordination

Partners use enterprise process 
models to ensure top-down 

understanding and coordination

Simplifies communication and change
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4.0%
0.0%

8.0%
0.0%

52.0%
100.0%

56.0%
100.0%

64.0%
80.0%

48.0%
100.0%

0% 20% 40% 60% 80% 100%

No response

None

Workgroup level

Functional level

Divisional level

Enterprise level

Partners

Sponsors
and Others

n=5 (Partners)
n=25 (Sponsors and Others) 

9. At what level are your processes 
defined?
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Enterprise Process Model

Coors - US Business Enterprise

Plan
Supply
Chain

Execute
Supply
Chain

Support
Beer

Business

Ensure
IT

Excellence

Manage
Support
Services

Leverage
Human
Capital

Create
Consumer
Demand

Manage
Beer

Business

Sustain
Corporate

Entity

Manage
Public Policy
Environment

Establish
Business
Direction

Understand
Consumers

Execute
Brand Plans

Develop
Brand Plans

Manage
Product/Package

Lifecycle

Generate
Revenue

Manufacture
Product

Manage
Sales Performance

Provide
Customer Support

Perform
Order

Management

Ensure
Financial

Excellence

Ensure
Legal

Adherence

Return
Goods

Provide
Enterprise
Excellence

Source
Materials &

Services

Manage Key
Accounts

Manage
Wholesalers

Deliver
Product

Manage
Corporate

Assets

Manage
Safety, Health
& Environment
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APCI’s Enterprise Process Model
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Partners integrate and align 
measures with the enterprise 

process model.

Partners integrate and align 
measures with the enterprise 

process model.

Monitor and improve process performance
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8.7%

0.0%

65.2%

20.0%

26.1%

80.0%

0% 20% 40% 60% 80% 100%

No response

No

Yes

Partners

Sponsors
and Others

n=5 (Partners)
n=23 (Sponsors and Others) 

10a. Measures aligned to the enterprise process framework?
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Leadership Scorecard

Process Scorecard

Customer Support
Related?

Is Issue Strategic?
No

Div. Process Council
Requirements

Div. Process Council

Legislative Activ ity

Gov 't Affair s & Legal

Cur rent Strategic P lans

Division mgt.

Market &  Customer
Research

Core Process Owners

Business Planning
Guidelines

Business Planning
Development

Exit to Tactical
Planning

Input # 1

NoNo

Input Capture & Evaluation

Tactical Planning
Projects

Tactical Planning Process

Business Requirements

Division mgt. & Channel
Partners

New Customer  Needs/
R equirements

3rd. party providers
Supply Base

Gov't Affair s/legal

Quality Assessment
(Baldrige)

Process mgrs. Functional
mgrs.

Request for r eview

Chairman's Office Division
mgt.

Competitive
Intelligence

Supply Base
TDP

3rd. Par ty Provider

Core Process
Requirements

Core Process  Owners

Metrics

Process Mgrs.
Enterprise Councils

Technology Trends

Contact Mgrs .
3rd. party providers

Supply Base
Business Planning

TDP

Strategic Impact Assessment

Strategic  Planning
Issue

Tactical Planning
Subprocess

On-Going High Level
Customer

Requirements

Current CS Strategic P lan

Functional Mgr.
Request s

Functional Mgrs.

Economic Trends

 Other Core Process Owners
3rd. party providers

Other Process Council
Requir ements

Other Process  Councils

Yes

Exit to Appropriate Process

Notification or
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Partners sequence events with 
dedicated resources to drive BPM 

implementation. 

Partners sequence events with 
dedicated resources to drive BPM 

implementation. 

Transformation is not a part-time job
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2.9
4.2

3.1

4.6

3.1
4.4

2.7
4.4

2.5
4.2

2.5
4.2

1.9
3.2

1.0 2.0 3.0 4.0 5.0

Received BPM
communication/orientation

Involved in planning/defining
process improvements

Involved in deploying process
improvements

Received training in new
process responsibilities

Involved in performing
improved processes

Received coaching in new
process responsibilities

Have been assessed or
audited for compliance with
new process responsibilities

 24.1 To what extent have middle managers been involved in the activities
mentioned below regarding the BPM initiative?

(1-Not at all; 2-Little; 3-Some; 4-Great; 5-Very Great)

Partners

Sponsors
and Others

n=5 (Partners)
n=25 (Sponsors and Others) 
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Partners integrate their BPM 
initiatives into all aspects of 

human performance and 
workforce management.

Partners integrate their BPM 
initiatives into all aspects of 

human performance and 
workforce management.

Right people, right time, right place
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Change Management Strategies
• Training
• Communication
• Knowledge-sharing approaches and capabilities
• Enabling technologies
• more
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2.4
3.3

1.9
3.8

2.1
4.0

2.0
3.8

2.3 3.8
2.5 4.0

2.3
3.8

2.2
3.2

2.2
4.5

2.1
4.0

1.0 2.0 3.0 4.0 5.0

Formal employee communications programs

Promotion to new career/role opportunities

Competency definition and development

Compensation and incentive programs

Recognition and rewards

Training and development

Team-building activities

Staffing and assignments

Performance management and appraisals

Work force planning and strategy

23. To what extent has your organization integrated the BPM initiative
into its work force management practices, such as training and development, 

compensation, promotion, etc.?
(1-Not at all; 2-Little; 3-Some; 4-Great; 5-Very Great)

Partners

Sponsors
and Others

n=5 (Partners)
n=25 (Sponsors and Others) 
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BPM creates a discipline for 
process improvement in 

best-practice organizations.

BPM creates a discipline for 
process improvement in 

best-practice organizations.

Alignment and prioritization
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The One-Company Continuous Improvement 
Process 
• Is a Model

– People – energized and capable
– Focus – on the identification and elimination of non value-added 

activities
– Tools – to empower team-based performance
– Learning – to maximize benefit
– Leadership - with passion around change, understanding and buy-in

• And a Process

Prepare Analyze & 
Prioritize LearnImplementPlan

(Tied to Annual Planning Cycle)
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