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What iS fi n awful lot of managers don't

'process management' ft ;if:',Tni,f;T ifi'.'f iiloile.-
and What'S plate from a screed on "gettingclose

, . . to your customers," doesn't it? But
SO fgtolUUonafy we'retalkingaboutsomethingelse.

about it?,"J3,'":??3.?r?1":1::Tf.'T":ti;
one. And it has been delivered so
loudly and so often for the past sev-
eral years that many companies have
taken it to hearL A lot of managers-
the good ones-no\p know quite a bit
about their customers. Spurred by the
simultaneous pounding on the
themes of "back to basics" and "stick
to the knitting," many also under-
stand their own products or services.
Some even know the competition
prettywell.

Yet here we are announcing that
managers don't understand their
business. Whatwe mean is this: They
don't understand, at a sufficient level
of detail, how their companies get
products developed, made, sold and
distributed.

We believe the main reason for this
is that most managers view their or-
ganizations from a perspective that is
fundamentally flawed. They see the
business through a cracked lens.

There is a better way to look at an
organization and to run one. It's
called process management. Compa-
nies including IBM, Ford, Boeing,
GTE, Motorola, McDonnell Douglas
and AI&T are using it to improve the
way they do all sorts of things.

Before we can judge the virtues of
this new set of lenses, however, we
have to see what the world looks like
through the glasses we're wearing
now.

TheVerttcal View
Ask managers to draw pictures of

their companies. You'll almost always
get something that looks like the tra-
ditional organization chart depicted
in Figure 1. The drawing may have
more tiers, more boxes and different
labels, but what it will show is the fact
that each department or business unit
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has its own management hierarchy.
As a picture of a business, what's

missing in Figure l? Well, it doesn t
show the products or services we pro-
vide. It leaves out the customers we
serve. And it gives us no sense of the
work flow through which we develoP,
produce and deliver our products. In
short, the familiar organization chart
doesn t show what we do, for whom
we do it or how we do it. Other than
that, it's a great picture of a business.

Hold on, you say. An organization
chart isn't supposed to show those
things.

Fine. So where's the picture of the
business that does show those things?
And why does no one ever draw it?

The organization chart is a valu-
able administrative convenience for
two reasons: It shows which PeoPle
have been grouped together for oper-
ating efficiency and it shows report-
ing relationships. But it must not be
confused with the "what, why and
how" of the business. Unfortunately,
the two are confused all the time. And
when that happens, it is the organiaa-
tion chart, not the business, that gets

managed.
The trouble is, when managers see

their organizations as a collection of
vertical functions (marketing here,
production there, accounting down
the hall), they manage accordingly.
More often than not, a senior man-
ager who oversees several functions
will manage them on an individual
basis. Goals are set for each unit sep-

arately. Meetings between units are
limited to activity reports: Unit A
learns only that Unit B processed 603
invoices last month, which-was eight
more than during the same month
last year, and so on.

In this environment, mandlers of
individual departments tend to per-
ceive other functions as enemies,
rather than as partners in the battle
against the competition. "Silos" are
built around departments: tall, thick,
windowless structures that keep each
department's affairs inside and ev-
eryone else's affairs out.

These silos prevent interdepart-
mental issues from being resolved
between peers at low and middle lev-
els. Cross-functional concerns (mat-
ters ofscheduling or accuracy, for in-
stance, that involve two or more
departments) are pushed to the high-
est level. The manager at the top of
one silo discusses the issue with a

counterpart at the toP of another.
Then both bosses pass their decision
back down to the levels at which the
work gets done. The silo culture thus
forces managers to resolve everY
mundane issue that arises, taking
their time away from higher-priority
concerns involving customers or
competitors. Lower-level PeoPle,
who could be handling these issues,
take less responsibility for results.
They come to think of themselves as

mere drones.
And that's not the worst-case sce-

nario. Sometimes department heads
are so at odds that cross-functional is-
sues don t get resolved at all. Then
you start to hear of things "falling
through the cracks" or "disappearing
into a black hole."

As each unit tries to achieve its in-
dividual goals, it gets better and bet-
ter at "making its numbers." When it
gets very good at this, it is hailed as a
star, a peak performer, an "oPti-
mized" function. But in fact, one
unit's stellar performance at making
its numbers can hinder the organiza-
tion's overall performance.

For example, the sales and market-
ing unit can achieve its goals and be-
come a corporate hero by selling lots
ofproducts. Ifthose products can t be
designed or delivered on schedule or
at a profit-well, that's a problem for
R&D or manufacturing or distribu-
tion; sales did its job.

R&D can look good by designing
technically sophisticated products.
They can t be sold? That's market-

ing's headache. Can t be made at a
profit? Thal's manufacturing's prob-
lem. And s6 it goes.

Enter the senior manager who
oversees these units. This executive
goes to the manager of manufactur-
ing and demands to know why man-
ufacturing failed to produce some-
thing on time or up to specifications.
The predictable response: "It's not
our fault, it's those so-and-so's in
R&D."

This phenomenon was described
wonderfully in a 1987 Forbes maga-
zine interview with General Motors'
CEO Roger Smith. In regard to a re-
organization plan Smith is explain-
ing, Forbes asks: "Couldn t you just
call in the boss of Fisher Body and
say, 'If I get one more comPlaint
about your division, you and the top
three guys are finished?' "

Smith's answer sheds light on why
GM and other corporate behemoths
ran into so much trouble during the
past decade against competitors such
as the Japanese: "OK, we could do
that, and it's the way we used to do it.
But he [the Fisher man] says, 'Wait a
minute. I did my job. My job was to
fabricate a steel door, and I made a
steel door, and I shipped it to cluep.
And it's GMAD's fault.' So you go
over to the GMAD guy and say: 'Lis-
ten, one more lousy door and you're
fired.'He says,'Wait a minute, I took
what Fisher gave me and the car divi-
sions specs and I put them together,
so it's not my fault.'

"So, you get the Chevrolet guy, and

R&D (Prodtrt Development)
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you say, 'One more lousY door
and. . . .''Wait a minute,' he says.'All
I got is what GMAD made.' So PrettY
soon you're back to the Fisher guy,

and all you are doing is running
around in great big circles."

What Smith just described is a silo
culture. In the good old days of sell-
ers' markets, it didn't matter much. A
company could introduce products at
its own pace, meet only its internal
quality goals, and set prices that guar-
anteed adequate margins. There were
no serious consequences to the evo-
lution of functional silos. Those days
Ere over. Most companies today have
to compete in a buyer's market. We
need a different way to look at, think
about and manage organizations.

The Horizontal View
Figure 2 illustrates a horizontal

view-a "systems" view-of a com-
pany. It has some marked advantages
over the traditional organization
chart. For starters, it includes those
three missing ingredients: the cus-
tomer, the product and the flow of
work.

As for that flow of work, notice that
the horizontal view helPs us to see

how work actually gets done, which is

through processes that cut across
functional boundaries. Finally, it
shows the internal customer-supplier
relationships through which products
and services are produced; that is, it
shows us that function B is a cus-
tomer of function A and a supplier of
function C.

Crit ic al inte r face s, whic h
ocqff in

the'white space'
on on orgonizotion chart,

become uisible
in the horizontal

uew.

This brings us to the premise be-
hind process management The great-

est opportunities for performance
improvement often lie in the func-
tional interfaces-those points at
which a baton is being passed from
one department to another. For ex-
ample: the passing of new product
ideas from marketing to research and
development; the handoff of a new

product from R&D to manufactur-
ing; and the.transfer of customer bill-
ing infornlation from sales to fi-
nance.

Critical interfaces, which occur in
the "white space" on an organization
chart, become visible in the horizon-
tal view of an organization.

We said earlier that managers tend
to manage the organizatibn chart in-
stead ofthe business. It is their failure
to recognize what goes on in the
white space that explains senior man-
agers' most common answer to the
question, "What do you do?" That
answer is: "I manage A, B and C."

Assuming that A, B and C alreadY
have competent managers, we have
to ask if the senior manager sees his
or her job as re-managing those func-
tions. Ifso, is that a role thatjustifies
a salary? We don't believe so. A Pri-
mary contribution of a manager at
the second level or above is to man-
age interfaces. The boxes already
have managers. The senior manager
adds value by managing the white
space between the boxes.

The systems view of an organiza-
tion is the starting point-the founda-
tion-for designing and managing or-
ganizations that respond effectively
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to the new reality of cutthroat com-
petition and changing customer ex-
pectations.

John Manoogian, general manager
of the Alpha division of Ford Motor
Co., puts it plainly: "We simply can-
not achieve and maintain our goals of
leadership in quality, cost and on-
time progtams without continuously
improving the processes we use to
conduct our business."

How To Do It
How does process management

work? The methodology that follows
can be used to fix a broken process,
to redesign an existing process in re-
sponse to a change or in pursuit of
continuous improvement, or to de-
sign a new process. For simplicity, we
will refer to all three applications as

"process improvement." A successful
process improvement project is one
in which a cross-functional team ad-
dresses a business need by creating
an efficient and effective process.
Here's a stePby-step approach.

l. Identfy a critical business issue.

Process improvement begins when
senior management identifies a criti-
cal business issue (CBI). A CBI is a
measurable goal based on a current
or potential problem or opportunity
that has an impact on the organiza-
tion's strategy.

A retail store, for example, may
want to establish a competitive ad-
vantage by reducing the time it takes
to have the "hot item" of the day
available to the customer. Its CBI
might be: "Reduce order-to-receipt
cycle time to two weeks." One of a

home security company's strategic
objectives may be to close a competi-
tive gap in the area ofbilling accuracy.
Its CBI might be: "Reduce the num-
ber of billing errors to no more than
one per thousand bills." A chain of
pizza parlors may believe it can in-
crease its share ofthe business lunch
market by speeding up its service.
The CBI: "Fill customer lunch orders
within seven minutes." A manufac-
turer of home appliances may be los-
ing money on its line of blenders. Its
CBI: "Establish a 10 percent margin
in the blender line."

After the CBI is determined, other
goals of the process improvement ef-
fort, if any, are established. For exam-
ple, top management may want a nar-
rative description of the procedures
involved in each process step, an

FIELD OPEMTIONS
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evaluation of the current organiza-
tion structure or a set of benchmark-
ing data (documentation of other or-
ganizations' process capabilities and
characteristics).

2. Select critical processes. Once
senior managers have established a
CBI, they identify one or more cross-
functional processes that have the
greatest potential to resolve it. For the
retail store, the critical process might
be "buying." For the security com-
pany, it probably would be the billing
process. For the pizzachun, the food
preparation process and the cus-
tomer order process would be criti-
cal. The appliance maker might select
the manufacturing process.

3. Select a leader and members for
a process improvement team. It may
be tempting to assign the task to an

analyst, but we believe that a success-
ful effort must involve representa-
tives from the departments that con-
tribute to the critical process. The
most significant and lasting benefits
are derived from the insights and
commitment of the people who ulti-
mately will make the improvements
and work within the process.

Let's invent a software develop-
ment and system integration com-
pany. We'll name it Computec. The
functions involved in Computec's or-
der-filling process are field opera-
tions, finance and production. There-
fore, an order-filling process team
should include at least one represent-
ative from each ofthose functions.

Each team member should meet
these criteria: has a detailed under-
standing of the steps in at least one of

the functions that contributes to the
processl is able to comprehend the
"big picture" (beyond his or her own
function); is not wedded to the cur-
rent process; is creative enough to en-
vision a better way of doing things;
has a high energy level; is able to work
effectively in a group of peers; is
available to attend team meetings;
perceives being assigned to the team
as a reward.

As for the team leader, this should
be a person who meets the criteria for
selection as a process team member
and also is able to manage a task
group effectively: establish schedules,
control the pace, assign individual
tasks, marshal resources and so on.

In our experience, an effective
team can have as few as three or as
many as 12 members. In most cases,
the team is assigned a process im-
provement facilitator whose regular
job is not part ofthe process being
analyzed-perhaps a consultant or
staff trainer. The facilitator, who is an
expert in process improvement,
teaches the subject to the group and
works closely with the team leader.

4. Train the team. The team is
taught (usually by the facilitator) the
rationale and tools of process im-
provement.

5. Develop "is" maps. The team
develops a relationship map (which
depicts the internal and external cus-
tomer-supplier interfaces) and a
process map (which depicts a flow of
activities). Both maps depict the cur-
rent state of affairs; they show what
"is." Computec's relationship and
process maps are shown in Figures 3
and 4.

The most efficient approach usu-
ally begins with the facilitator devel-
oping a "straw man" map based on
one-to-one interviews with the team
members. When the team first meets
as a group, it refines this straw man,
ensuring that it accurately depicts the
current situation.

6. Find the "disconnecls." As the
team is developing the "is" process
map, it lists the disconnects in the
process. A disconnect is a missing, re-
dundant or illogical factor that could
affect the CBI.

If, for example, the Computec
team's CBI involves reducing cycle
time, its members should be particu-
larly interested in disconnects that
contribute to wasted time. A close
look at the process map in Figure 4
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reveals that the serial nature ofthe
process, repeated order logging and a
credit-checking bottleneck all slow
down the process.

A second type ofdisconnect is not
a flaw in the logic of the process, but
rather a failure to execute a process
step efficiently or effectively. For ex-
ample, the steps in Computec sales
administratiort's order-entry process
may make sense, but excessive keying

errors result in incorrect orders.
Disconnects are listed, but not re-

solved, at this point. The number and
severity of disconnects, along with
the definition of the CBI, dictate the
appropriate level of detail for the
mapping.

7. Analyze disconnects. The full
process team (or, more commonly,
subteams or individuals), identifies
the causes of the disconnects. For

some, the causes are already known
or not important to the solution.
Others requfie a root cause analysis
technique (such as Kaoru Ishikawa's
fishboning method or Kepner-Tre-
goe's problem analysis) to determine
why they are occurring. If subteams
are doing the analyses, they present
their results to the fi.rll team.

8. Develop a "should"'map. The
team creates a second process map

;.ti;;:ir!j,i j.,tii ;",1,,i*,, i:j.< i;r1-+l;1r.11.jj';'...3r;,
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(and, frequently, a relationship map)
depicting a process that would
achieve the goal of the CBI: the
process not as it is, but as it should be.

This "should" process is a stream-
lined value chain of activities that
produce the product or service re-
quired by the ultimate customer.
Since a "perfect" process may be un-
affordable, it is the team leader's job
to ensure that the team is not being

unrealistic in its assumptions about
what can be done. ComPutec's
"should" process map for order fill-
ing, which appears in Figure 5, ad-
dresses the disconnects we identified
in Step 6.

9. Establish measures. Driven bY

the CBI, the team hammers out mea-
surements or standards for the
process and its subprocesses. Start by
creating end-of-the-line customer

measures. In order words, by what
standards will the final customer of
the procegS judge the quality of the
things the process is producing? (The
CBI statement may alreadY contain
these measures.) Then work back-
wards, inserting measures at critical
junctures in the "should" process, as

shown in Figure 6.
10. Recommend changes. Some

process teams are empowered to
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make changes, within certain bound-
aries, without securing management
approval. Others need to go through a
recommendation procedure. In ei-
ther case, the team should document
the steps required to move from "is"
to "should." and draw up an action
plan.

At this step, we formally address
the roles that people play in the
process. Ifjob goals, job design and

human-performance management
do not support the proposed changes
to the process, the improvements will
not stick. Teams often recommend
that jobs be added, deleted or modi-
fied; that certain people be given spe-
cific types of training; that reward
systems be modified; and that addi-
tional resources be provided.

A particularly useflil way to begin
planning for change is to analyze the

variables in the human performance
system: performance specifications
fiob outputs and standards), task in-
terference (performance barriers),
consequences (rewards and punish-
ments), feedback (performance infor-
mation), knowledge/skill levels and
individual capacity. (See "The Sys-
tems View of Human Performance,"
TRAINING, September 1988.)

Computec's "should" process
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The most
probably will not work, for example,
unless production control clerks are
trained in order-entry procedures,
salespeople are rewarded for submit-
ting orders in a timely fashion, and
credit analysts receive regular, spe-
cific feedback on customers' pay-
ment practices.

ll. Implement changes. Do
Change the process, following
plan developed in Step 10.

How long does a process improve-
ment project take? It depends on a
variety offactors, including the com-
plexity ofthe process, the nature and
magnitude of the CBI, and the matur-
ity of the process. (A "primitive"
process, which has never been docu-
mented, measured or managed, may
take more time to analyze and im-
prove than a mature process that only
requires fine-tuning.)

We have seen process improve-
ment projects in which the first l0
steps were finished in five half-day
meetings on consecutive days. At the
other end ofthe spectrum was a proj-
ect in which five subprocess teams
met for six weeks, spread out over a
nine-month period. A typical project
spans two or three months and in-
volves eight to l0 meetings of four to
six hours apiece.

Here are three quick examples of
process improvement projects in real
organizations.

A company that manufactures
computer components was con-
cerned about its frequent failure to
deliver products on time. A cross-
functional team of 12 managers
worked for four days to analyze the
entire order-to-delivery process. The
team recommended a series of
changes that were implemented over
a two-month period. The result: re-
duction in average cycle time from 17

weeks to five weeks and a 65 percent
increase in on-time delivery. This
process continued to be improved
during the next 12 months. Cycle
time is now down to five days.

Senior managers of a regional tele-
phone company were dissatisfied
with the performance of the cus-
tomer-billing plocess, which involves
nearly every department in the com-
pany. The process improvement ef-
fort was driven by the need to im-
prove quality in a deregulated
environment. Because of the breadth
and complexity of the process, five
cross-functional subteams were
formed. They found 183 disconnects
in the process. The ensuing improve-
ments resulted in quality gains (based
on customer surveys), cost savings
and a measurement system for track-
ing the contribution each function
makes to the overall process.

A high-technology company as-
signed a task force to design a"fac-
tory of the future" to make semicon-
ductors. The task force began by

significant benefits
come from the

people who ultimatelg
will utork within

the process.
it.
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specifying the goals and general pa-
rameters of the factory. In an example
of proactive process management,
they then used "should" process
mapping to design the production
process and the key support
processes. Iastly, they identified the
jobs, skill sets and staffing that would
be required by the processes.

tep 1l in a process improvement
project is not the end but the be-

ginning. If an infrastructure for the
ongoing management of a process is
not established, the process will fall
into disrepair as quickly as a rebuilt
car engine that is not kept tuned. Here
are some keys to the effective practice
of process management.

'Strategic" Processes
While a long-range goal may be to

establish almanagement plan for ev-
ery process, most organizations begin
by identifying the critical few that
warrant the investment in ongoing
process management.

A strategic process is one that in-
fluences a competitive advantage

PRODUCTION CONTROL

ASSEMBLY & SHIPPING
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that senior management wants to es-
tablish, reinforce or expand. If the
time it takes to fill a customer order is
a potential competitive advantage,
"order processing" is a strategic
process. If the quality of customer
service is a competitive advantage,
the customer service process is stra-
tegic. Ifnew products are central to

the competitive advantage, the
process of developing and producing
products is strategic.

Those examples are all "customer
processes." They produce a product
or service visible to the customer. Ad-
ministrative (purely internal)
processes also can be strategic. For
example, if the cost of producing a

product or service is a competitive
advantage,. then budgeting and capi-
tal expenditure processes may be as
strategic as design and manufactur-
ing processes. Ifthe ability to respond
quickly to the needs ofa changing
market is a competitive advantage,
the market research and planning
processes are probably strategic. Sim-
ilarly, human resource development,
billing and purchasing could be stra-
tegic processes.

Top managers usrally do not need
sophisticated tools to identify the
highest-priority candidates for
process management. What they do
need is a clear strategy based on com-
petitive advantages, and a list oftheir
organizations customer and admin-
istrative processes. By evaluating the
impact of each process on the com-
petitive advantages and on the orga-
nizatiorfs goals, they can readily iden-
tify strategic processes.

The Vertical and Horizontal
O4lanizations

If we had to select one action that
makes the greatest contribution to
lasting process management, it would
be the appointment of an "owner" for
each key process. The process owner,
or sponsor, oversees the performance
of a cross-functional process. The
owner monitors the process to see
how well it is meeting customer re-
quirements and internal goals. The
ownerensures that a permanent team
strives continuously to improve the
process. The owner serves as the
"white space ombudsman'who helps
resolve interface problems among the
different units that contribute to a
process. The owner develops a plan
and a budget for the process. The
owner serves as the conscience, eval-
uator and champion of the process.

Without a process owner, the
"handoffs" that occur in the white
spaces tend to be ignored. As each
line manager concentrates on his or
her piece ofa process, each depart-
ment reverts to the old focus on mak-
ing its numbers-often to the detri-
ment of the process.

The process owner is akin to a
"matrix manager" who oversees a
cross-functional product or project.
But there are two important differ-
ences. First, products and projects
come and go; processes change but
are permanent. Second, unlike a ma-
trix manager, the process owner does
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not represent a second organizational driven organization and a traditional,
structure. purely vertical organization is just

That statement requires some ex- | this: Each function is measured
plaining. Effective process manage- J against goals that reflect its contribu-
ment demands the peaceful coexis- ( tion to one or more processes. That
tence of the verticai and horizontal I is, a department is measured-and its
dimensions of an organ ization. In I manager is judged-in terms of its im-
most cases, a purely horizontal orga- pact on those customer-focused,
nization structure-a company orga-
nized solely around processes-is not
practical. It's usually more efficient,
for example, for people in finance,
human resources and information
systems to be grouped together.

In a process-driven environment,
reporting relationships remain verti-
cal. Functional managers retain their
power. They have as much authority
as in any traditional organization.
Each line manager is still responsible
for achieving results, allocating re-
sources, setting policies and develop-
ing procedures.

So how do we overlay the horizon-
tal dimension onto the vertical struc-
ture? The key is measurement. And
the first step in measurement is to es-

tablish customer-focused, process-
driven performance indicators.

The difference between a process-

The difference in a
pfiocess4riaen
organizatiorx
me2srrement.

process-driven performance indica-
tors.

That's where process owners come
in. They not only help resolve prob-
lems in the white spaces, they ensure
that process considerations continue
to dominate functional interests. As
long as function managers are judged
and rewarded by their contributions
to processes, you see no tugs-of-war
between bosses, as you do in many
matrix-managed organizations. By
the same token, individuals are not

continually torn between commit-
ments to their vertical (line) man-
agers and flteir horizontal (product or
project) managers.

Therefore, process management
can coexist quite peacefully with the
functional organization. It doesn t
threaten people's power or accounta-
bility, it doesft necessarily change the
organization structure or reporting
relationships, and it doesnt change
the direction of the business. It
changes the way the business is con-
ducted only by ensuring that
processes (which are there already)
are rational and by aligning func-
tional goals with process goals. Good
process owners don t threaten line
managers because they add value
without taking anything away; they
are making contributions nobody
ever made before.

This picture of peace and harmony
depends to a large degree, however,
on the people selected to be process
owners. Because ofthe pivotal nature
of the role, a process o\mer generally
should be a senior manager with a
major equity stake in the total
process; that is, someone who has
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o Designing follow-up octivilies . Meosurement tools

guide for novice lroiners, mon- ,
ogers, ond supervisors thol
quickly gets you on-line with the
confidence ond skills you need to
reseorch, design, implemenf ond
monitor o successful lroining pro-
orom. No book offers more reol-
iife erorples, detoiled models,
ond voluoble insights. And, il sup-
plies you with oll the necessory
bockground theory needed to put
troining in on orgonizotionol, prob-
lem-solving perspective. Eminently
procticol, ii includes feedbock sheets,
checklists, tests, bibliogrophies by
chopter; ond exercises.
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much to gain if the process succeeds
and much to lose if it fails. Further-
more, the ourner should be someone
who understands the workings of the
entire process, the effect ofthe larger
business environment on the process,

and the effect ofthe process on the
business. Obviously, the owner also
should have strong interPersonal
skills-the ability to influence, per-
suade and lead.

The process owner's responsibility
is usually associated with a position,
rather than an individual. Often it is
the person who manages the largest
number of people working in the
process. At one telecommunications
company, for example, the vice presi-

dent of finance was appointed owner
for the billing process. When he left
that job, his successor became the
process o\Mner.

An Institutton
ln an organization that goes be-

yond "improvement projects" and in-
stitutionalizes process management,
each key process has an owner. Each
has a permanent team that meets reg-

ularly to figure out how to make fur-

ther improvements. Each process has
a map that documents its various
steps and the departments or func-
tions that perform those steps. Each
has a set of customer-driven mea-
sures that shape its functional mea-
sures. Each has an annual business
plan that includes its expected results,

Institutiorclized
process management is

a anlture.

objectives, budget and nonfinancial
resource requirements.

To ensure that key Processes meet
these and other performance criteri4
IBM, Ford and Boeing have created
process certification ratings. At Ford,
for instance, a process must meet 35

criteria to achieve the top rating of
"1" on a four-point scale. These cri-
teria range from a basic requirement
that the process have a name and be
documented to a demand that the
process be assessed by customers as

"defect free."
Institutionalized process manage-

ment is lnore than adherence to a
particular methodology. It is a cul-
ture. It's a culture in which process
owners, teams and line managers
practice continuous imProvement
rather than sporadic problem solving
Managers use their relationship and
process maps to orient new emPloY-
ees, evaluate strategic alternatives
and improve their service to internal
and external customers. The needs of
those customers drive goal setting
and decision making. Policies, tech-
nology and personnel decisions all
support the overriding goal efficient
andeffectiveprocesses. E

Geary Rummler and Alan Brache are
portnas in the Rummler-Bmche Gtoup,

a consulting firm in Warren, NJ.
Rummler is a member of the HRD Hall of
Fame

This article is adapted with pamission
from their new 6oolrlmproving Perform-

ance: How to Manage the White Space on
the Organization Chart, published bg
Jossey-Bass, San Francisco.
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