Define the structure of the
organisation
(Columns of the QFD)

Establishing a clear set of common goals
will ensure that your team are all headed
in the right direction, but it won't ensure
that they will work as a team to get there.
Teamwork implies that the team members
each play their part in achieving the goal,
and that each part is complementary and
combines with the other parts efficiently
and effectively - like a football team for
instance. If the parts that people are
required to play are unclear, then the result
is often a free-for-all, with some tasks
being done twice and others completely
forgotten.  Clarifying and agreeing a
defined role for each team member is
vitally important if the team is to work effi-
ciently and effectively in pursuit of the goal.

In this chapter, we look at how the
columns of the QFD can be used to estab-
lish what those roles are by:

m clarifying the structure of the organi-
sation, and

m clarifying responsibilities within that
structure.

Because QFD is simply a matrix that
relates 'what you want to do' to 'how you
want to do it', it places no restrictions on
the models you might use for 'how'. As
such, how the management team choose
to view the structure of their organisation
through the QFD is entirely up to them.
They could, for instance, view it as:

m divided into market areas, with each
column representing a separate
product line

®m divided into geographic areas, with
each column representing a separate
region

m divided into disciplines or specialisms,
with each column representing a dif-
ferent skill set
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Chapter 8

Back at the hotel, Richard and L ucy celebrated the success of their first
joint project. The meeting had been a tremendous success all round.

Richard had to admit his reservations about what Lucy called ‘The
clothes-line’ had proved foundationless Theideaof his management team
standing along an imaginary number line, moving up and down it, and
arguing their positions had seemed a bit bizarre. And yet in practice it
had proved to be the most focused and efficient discussion they had ever
had.

At the end of the meeting, everyone had bought into the outcomes, and
felt they had developed aclear set of measures and targetsthat they could
commit to delivering by the end of September — Cylek’s financial year-
end.

Correction—makethat nearly everyone. Daniel was proving anincreas-
ing concern to Richard. On a number of occasions he had taken a dif-
ferent stance from the group and refused to consider other viewpoints.
The process had highlighted his differences, and had ultimately isolat-
ed him in them. Hisattemptsto steamroller the conclusionsfell foul of
Lucy’s ground rules for the meeting, and he had grown increasingly
sullen. Richard was worried about how he might bring him back on
board.

Yet hedid not regret the processin the dightest. It had illustrated to him
how the price for Daniel’sinvolvement had been acceptance of Daniel’s
agendaand politics. And it wasacost, that now Richard had been clearly
shown the pricetag, he knew he could not afford to keep paying. Working
with the session plan had been areal eye-opener for Richard, and he was
beginning to see meetings more clearly asaprocess. A process which,
in the past, had been all too often wasteful and ineffective.

Lucy put down her fizzy water and said: “Richard, you know you were
explaining devel oping the QFD between the objectives and the depart-
ments? Well | was wondering, have you considered linking it to busi-
ness processes instead of departments?’

“Say some more,” prompted Richard.
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®m divided into improvement areas, with
each column representing a different
project or initiative

m divided into traditional business func-

tions, with each column representing
a different department

m divided into areas of functionality, with
each column representing a different
business process.

In practice, however, most of these have
limited value as an ongoing management
tool. In the case of the first two options we
tend to find that the columns on the QFD
become very similar, because in practice
geographic and market areas represent
microcosms of the complete business and
have to fulfil all of the objectives - so the
debate becomes sterile and provides little
new insight. In the case of the third option,
we may develop a good understanding of
the skills we need to develop and recruit,
but little insight into how they should be
integrated into the systems and facilities
of a multidisciplinary organisation. The
fourth option provides excellent guidance
on how improvement should be focused
- but in practice, because it separates
improvement activity from day-to-day
performance responsibilities, it tends to
become a wish list.

The fifth option reflects the position many
companies adopt when they first start to
use QFD. It ensures that increased clarity
is brought to bear on the existing lines of
responsibility in the organisation, but it
does not require any reorganisation of
those responsibilities, or the attendant dis-
ruption and potential confusion that that
may entail. By retaining current models
of operating, organisations can evaluate
most of the potential of QFD without com-
mitting themselves to its use.

The sixth option, however, combines real
insight with the means to focus it on the
day-to-day management of the business.
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The benefits of process
thinking:

Breaks down functional
silos

Focuses on customers and
delivery

Links operation with
improvement

Highlights hand-over
problems

Better flexibility and
responsiveness

Increased efficiency /
reduced cost

Reduced cycle times /
more speed

Better teamwork and
communication

More fulfilling involve-
ment/activity

Improved quality assur-
ance.

“Well, | was extending the concept of product design, and how it might
work in business. If you think about the sub-assemblies, are they not
more likely to represent various forms of systems? Yes?’

“Ye-e-es, go on.”

“For instance, in telescope design, | imagine the QFD works better if you
Separate out optics, casing, and adjustment into columnsthan if you have
columns of eyepiece, object lens assembly and main tube, each of which
might contain elements of all three.”

Richard thought about thisfor awhileand related it back to hisown expe-
rience of QFD. “Yes, much better!”

“Well, if wewereto extend that thinking to Cylek UK. Would the QFD
work better if we considered aprocess such as‘logistics for the storage
and movement of goods, rather than a series of activities grouped sep-
arately under Operations, Site Servicesand IT?

Richard thought about it.

Lucy let him ponder briefly and then cut in with: “You see, process think-
ing isadding alot to businessimprovement currently. Good tools have
been devel oped to help design processes and manage their performance.”

Richard nodded. He was aware of some of them. “But some of our
departments are processes,” he responded.

“Some, but not al, and not completely,” challenged Lucy. “Wouldn't
it make senseto refine the model of Cylek UK to better reflect process-
es before we launch into QFD properly?’

Richard thought some more. She had apoint. But there were anumber
of down-sides. “Possibly,” he allowed, “but, point one, it could take a
long time to think that out and get it agreed, and, point two, it would
confuse the accountabilities and that could be disastrous for us.”

“Well perhaps, but taking those pointsin turn: firstly, I’'m surewe could
come up with an approach that would have business processes sufficiently
defined and agreed by the next meeting, and secondly, accountabilities
can often become alot clearer when they are defined in terms of process-
es.”

Richard sat back, and look upwardsfor awhile. It certainly made sense,
but it was more ambitious than what he had in mind.
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In practice we have found this by far the
best basis for the columns on the QFD.
So the rest of this chapter is dedicated to
ensuring a clear understanding of:

®m the concept of business process
® Dbusiness process modelling

m the steps to developing an effective
business process model

m roles and responsibilities within the
process model.

The concept of business
processes

All businesses contain processes, whether
we recognise them as such or not. A
process is simply described as a
sequence of activities that transform an
input into an output, whether that output
is a product, a service, or your expenses
claim.

Processes can be defined as short
sequences of activities, such as 'assem-
bling a wheel nut' or long sequences, such
as 'building a complete car from new
materials'. Processes can be described
specifically, such as 'fitting the driver's seat
in a Ford Focus', or generically, such as
'making a phone call'. Processes can be
directly related to delivering output, such
as 'producing product', or indirectly related
to it, such as 'maintaining facilities', or even
more indirectly related, such as 'planning
improvement'.

What then do we currently do that is not
a process? The short answer to that
guestion is 'nothing'. Even the activity of
identifying processes, is in itself a process,
or at least part of one. As a process, it can
be defined, evaluated, improved and
managed. And that is the benefit of seeing
activities as processes, or parts of
processes - the opportunity to improve,
objectively and systematically, the per-

108 Managing by Design

s o s s P B

D4 P P AP D>

Lo d
ioiad

Exampies ol proceéss concepls

©_

Not only is there but one
way of doing things rightly,
but there is one way of seeing
them, and that is, seeing the

whole of them.

John Ruskin
English art critic and historian.

“Try this,” shesaid. “You and | sit down and develop alogical model
between us. Not too radically different, but with the processes defined
abit moreclearly. Then we propose the model to the management team,
and conclude any further refinements, and agree the model in principle.
And then you appoint numbers of the management team to take respon-
sibility for those processes and adjust any remaining confusions.”

“Yes,” he said hesitantly, “but will we really get extra advantage out of
it?

Lucy thought for amoment. Shewasalittle puzzled that Richard seemed
to be struggling with something that seemed so obviousto her.

“I'msurewe will,” shereplied, “but let’s go over the logic step by step
and seethat | haven’t missed anything. Firstly, processes give usaway
of breaking down the businessinto clear sequences of activities which
lead to identifiable performance.” She looked at Richard to ensure he
waswith her on thispoint, and he half shrugged and then nodded in reply.

“Secondly,” she continued, “assigning responsibility for these process-
es meansthat each manager hasaclear picture of what he or sheisintend-
ed to achieve, and has direct influence over the meansto achieveit.” She
looked at Richard again, and again he nodded.

But then he stopped and challenged. “But how doesthat differ from what
we have now?’

“Well in some casesit doesn't,” shereplied, “because in areaslike pro-
duction the clarity is already there. In fact they already are a process!
But in other areas performance and responsibility arealot morewoolly.”

Richard looked at her quizzically, so she continued, “Well, take the prob-
lemsyou are having with availability of components at point of use. Who
has clarity over performance and responsibility over putting it right?
Wouldn't it be more clear it if was seen as one process rather than three
parts of separate departments?’

Richard nodded, but Lucy could see he was still dlightly hesitant.

“We could takeaninitial stab at it right now, and if it doesn’t get us any-
where we can abandon the idea from the outset. Shall | seeif they’ve
got aroom we can work in? | imagine we are going to have to spread
out a bit for this one.”
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formance of that activity in the context of
what the organisation is trying to achieve.

Because all work that takes place in an
organisation can be defined as part of a
process, it is possible to develop a model
of the business, which is comprised
entirely of interlinking and complementa-
ry processes. The performance of the
organisation can then be described in
terms of the performance of its process-
es. Examples of such models for a
number of different organisations may be
seen on the right.

Because of the variety of work that takes
place in an organisation, there are clearly
different types of processes. The four most
common types of processes are as
follows.

m Direct processes, which are con-
cerned with the routine activities of
directly producing and delivering the
main products and services of the

Richard nodded, and L ucy headed for the reception desk, glassin hand.
Hewatched her shapely legs, which were accentuated by her high-heeled
shoes, and how they blended into avery attractive bottom. Ashisthoughts
wandered, he realised that it was becoming increasingly difficult for him
to keep them focused on business, and that he would haveto fight to keep
his mind on the subject in hand.

Hewas still fighting when Lucy returned to wake him out of hisreverie.

“No luck! They are fully booked, but we could aways use my room.
It is big enough!”

Richard’s imagination temporarily took him hostage and demanded a
ransom, he paid in full with images that caused him to flush. But he
caught himself quickly, and looked back obviously embarrassed. “No,
| couldn’t do that,” he said tightly.

Lucy saw the expressions on his face, and heard the tone of his voice,
and caught on quick. “Excuseme. Let meget onething straight. | don’t
screw my clients. 1’'m acountry girl from the Bible Belt and | still have
my faith and my values!”

organisation to its customer. Richard was taken aback by her bluntness, and blustered: “I never thought

. FTETTTTT IS |
= Indirect processes, which are con- ;E,_..r..,....." —_————— 1] for one minute...” but he stumbled to a halt, realising that his face was
cerned with the routine of supporting p S———— telling quite adifferent story. He caught himself and started again. “My

3

the operation of direct processes

through the  provision of facilities, apologies. | wastaken off guard. | merely meant that it would not seem

T marwmms

labour, finance, paperwork, etc, ag h ::;_i_u o right. That it could be misinterpreted by others.”

= Control processes, which tend to be v e Now it was Lucy’s turn to look embarrassed. “I’m sorry! People tell
Cst/ﬁllcal, and mane}[%e thehoperatlor) of me that I’ m too open, that things | do and say get misinterpreted. And
OINer processes, rough measuring then | get paranoid that people have got the wrong end of the stick, and
their performance and effecting adjust- ) . . ! .
ments where required. _ - - | change from Dr. Jekyll into Miss Hyde. | didn’t mean anything by it.

H ) H IH

® Design processes, which tend to Of course you didn’t think that!
either be on an annual cycle or more ; g ;
ad-hoc, and establish the parameters Richard was once again (_:ilsarmeql by her frankness, and f(_alt guilty that
and means for improvement. he was going to let her think that it was she who had been in the wrong.

He could not, or would not, do anything about that. But he could at |east

Business process modelling take a more conciliatory approach.

There is, however, no preordained model g »‘-E'T e “WWe' re business colleagues. We are responsible senior peoplein alarge

of business processes. There is not one S Gy i O it multi-national and we havework to do. If people around uswant to mis-

set and constant answer stating exactly S — wa— interpret that, that's their problem. Lead on McDuff!”

what the business processes for a g - ]

company should be (see the variety in the R S— CoeCaT

examples of the diagram on the right). § W PROMDE WPRDAT
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Each organisation is free to consider the
main elements of how they do business in
many, equally valid, different ways. The
key is to develop a model which provides
the greatest insight and potential for
improvement and control of your business.
And to accept that the chosen model is
unlikely to be perfect, but should provide
a practical basis for targeting improve-
ment.

One other important note to make from the
models shown on the previous page, is
that none of them reflects metaprocess-
es: the processes which ‘control' and
‘design’ the organisation.

These metaprocesses are the mecha-
nisms which ensure your management
team works effectively. While such mech-
anisms benefit from improvement in their
own right, such considerations are best
separated from the consideration of how
to manage and improve the more func-
tional aspects of the organisation. An
analogy would be to consider the design-
ing of a washing machine, and whether
considering the designer's set square or
drafting pen in the product QFD would be
apt to clarify or confuse things. To include
the control and design processes within
the business QFD tends to create circu-
lar arguments and confusion, and it is best
to restrict your QFD to routine 'direct' and
'indirect’ processes.

The steps to developing an effec-
tive business process model

Developing process models can be a fun
activity, and can in itself provide new
insights into how your organisation can be
developed. What follows here is a prac-
tical guide to developing an effective
process model with your management
team. It breaks process modelling down
into five steps.
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Examples of direct and indi-
rect processes for a manufac-
turing business

Direct processes:
Sales Order Management
Product Manufacturing
Purchasing
Order Despatch
Product Distribution.

Indirect processes:
Quality Assurance
People Development
Facilities Management
Financial Management.

Shelooked at him with dightly narrowed eyes, asif to say ‘ Areyou sure?
and heresponded: “Sexual equality! If youwere Daniel, would people
assume | was gay?’

“And down on your luck,” she said, and laughed.
———< O p——

Lucy’sroom turned out to be opulent and massive. “Wow, I’'m glad this
isn't out of my budget!” he said. And then with the faintest note of
anxiety: “Itisn't,isit?

She amiled, and went over to her briefcaseto pull out the ubiquitous sticky
notes. “It's al part of the strategy,” she replied. “If people think you
cost alot they seem to value the outcomes more.” Richard gave her a
disbelieving look. “It'strue actually!” she replied, and then conceded:
“And, of course, it ismore funto livein luxury.”

Thiswas asideto Cylek that he wanted to explore further. “And Cyrus
doesn’'t have any problem with that?’ he asked.

She looked at him quizzically. “I’m not actually employed by Cylek,
I’mjust retained by them. These,” sheindicated the surroundings, “are
part of my normal terms. It isjust asimportant that Cyrus values what
| have to say. And anyway, I’ve made him many more times in bene-
fitswhat I’ve cost him in fees.”

She sat down at alarge circular mahogany table, put down the sticky notes
and a pen, and cleared the various hotel literature on to the bed behind
her. Richard sat down opposite, and waited.

“Let’s take the departments one by one, and list out the activities that
eachisresponsiblefor. I'll write each activity on a separate sticky note
and we'll stick them up on that wall over there. We'll put them up ini-
tially in their departments, then we'll try moving them round and see if
we can develop a better, more process focused model. How does that
sound?’

“Fine,” said Richard, shrugging.
“Okay. Go!” shesaid.

They worked through the task as she had outlined it. When the sticky
noteswere up on thewall, Richard spotted afew activities he had missed.
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List the activities of the organisation.
Develop a number of possible models.

Review the models' strengths and
weaknesses.

Select a model and refine it.

Define the scope and boundaries of
each process within the model.

This approach is intended for the man-
agement group that will ultimately develop
the QFD, and take responsibility for the
processes. ltis intended to enable them
to contribute their ideas and experience,
and to build their commitment to imple-
ment the conclusions.

List the activities of the organisation

The first step is to list the activities of the
organisation. It is important that the activ-
ities listed are at a similar level of detail.
This can be achieved by asking each
member of the management group to
break down the area he/she is responsi-
ble for into ten to fifteen activities that col-
lectively represent all that their depart-
ment/section etc. should be doing." The
next step is to get the group to call these
out, and to list them not only on a flipchart
but also separately on four sets of sticky-
notes.” Calling out the activities helps
people to identify areas they have forgot-
ten, and to ensure that the final list is com-
prehensive.

When the list is finished the group should
have four complete sets of sticky-notes,
each one identifying an activity that takes
place in the organisation.

Develop a number of possible models

The group is then split up into three syn-
dicate teams, each with a set of all the

1 Listing what 'should' be happening ensures that valuable
activities which are not currently happening are considered
in the model.

2 The reason for this will become clear in the next step.

114 Managing by Design

_

Coniming
WiCruemint

Par maaris

L
i rEgeTTEn

PurTarron
piyrrimg

Trarfeng

Litrary

TS 3
reaing

G ia
e [T i

Pl
i =

Pridt
O Lty
INEDECL DN

Corpdr
snasll

Fuimm
ragagrch

qrardgris
e PR
el Bauine

Lewsl el TR,

Yensior
I

Pt T
T SR

Example of listing activities
under headings of existing
departments

EN
T

Packreg and

i rarere
[LF Lot e

M Tre

InziuETiH
drgicirng

Gt
recE v

raCTiee
il

Eoorep

Lucy wrote them up and added them to the wall, but Richard became
concerned with the overall integrity of what they were trying to do.

“If we have still got activities missing then our conclusions will be
flawed,” he protested.

L ucy stopped and sat down on the edge of the bed looking at the yellow
rectangles that now decorated her wall. “We could end up missing out
some of the activities,” she conceded, “but | think we' [l remember the
key ones. Looking at this, | think we have a good chance of develop-
ing alogical framework that isright in principle. We can always get the
management team to refine it further and ensure everything is includ-
ed. That can be part of their buying into this.”

Richard still looked sceptical. Lucy continued: “L ook, we' ve comethis
far. Why don't we just try moving things round a bit and see what
emerges. |f we'renot happy with what we get, we can abandon it at that
point, and stick with the departments as they are. But don’t you think
it'sworth atry to explore our options before welock in the existing solu-
tion?’

She had spoken to the designer in him, and he responded. Withinacouple
of minutes he was enthusiastically shuffling the sticky notes, conjuring
up new arrangements and visualising the result. Every so often, Lucy
would seen an alternative pattern and start to build it, but it was as much
to stimulate Richard’s thinking, as it was to propose a solution.

Within half an hour, Richard had devel oped a pattern that he was reluc-
tant to change any further. Lucy thought it looked good in processterms,
even though three of the existing departments remained virtualy the same
as they were originally. She had earlier moved activities out of them,
only to see Richard return them minutes | ater, so she was happy that they
were not left by default.

“Okay,” shemused. “Now, if thesereally are processes, we ought to be
able to give each of them a simple description consisting of averb and
anoun, solet'sgiveitatry.” She pointed to one of the departments that
had not changed. “How about this one to start?’

“That’s Human Resources,” said Richard.

“Ang Arrgh!” Lucy imitated a quiz show buzzer for a wrong answer.
“Verb and noun, at least!”
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activities on sticky-notes. The team's role
is to group the activities into a logical set
of business processes for the organisa-
tion. The fourth set of sticky-notes is devel-
oped into the current organisational
model.

When the syndicates have completed their
models they should present them back to
the group, and explain their reasoning.

Review the models' strengths and
weaknesses

The group, as a whole, should then work
round each of the four models, including
the current model, and for each one, they
should list out what they see as its
strengths and weaknesses. These should
be flip charted into two columns, on one
sheet of paper for each model. Extended
debate of the feedback should be avoided.
At the end of this step, each model should
be pinned up on the wall, together with its
sheet of strengths and weaknesses.

Select a model and refine it

The fourth step is to pick one of the
models as a basis for developing it into the
model for the organisation. This does not
necessarily mean picking the best model,
because it may be easier to correct and
refine one of the other models. The pre-
ferred model should be agreed through
consensus reaching’, so that the whole
group can support the conclusion.

Having selected a model, the next step is
to refine it. This is done by working
through the 'weaknesses' feedback, and
incorporating ideas from the other models
to address the issues. Consensus reach-
ing should also be used through this
process.

1 See Appendix 9 for an explanation of Consensus
reaching.
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Richard thought about this for awhile. “Okay,” he said. “How about
‘Providing and Growing Human Resources ?’

Lucy grimaced “* Human Resources 7’ she said, asthough she had tasted
lemon juice. “Why don’'t people call them * People’ 7’

“Who's process map isthis?’ challenged Richard in mock indignation.
“But you'reright! ‘Providing and Growing People’ it is!”

Lucy wrote the words up on a different colour sticky note and stuck it
above the collection of activities. And so they worked though each of
the groups. Sometimes, having defined aname, Richard would pull off
one of the activitiesand find a better homefor it, onethat fitted it better.
Sometimeshedidit inreverse, pulling an additional sticky noteinto the
new process, and twice he spotted activities that he had missed, and added
themin.

By the time they’ d finished he was very happy with the result. “Great!
So what happens next?’

“You go home!” she said pointing to her watch. It wasgone 11pm Where
had the time gone?

“Uh, oh!” hesaid. “Mgor brownie point trade deficit!” Then he thought
about it abit more serioudy. “Shit!” he expostulated, and shook his head.
Things were bad enough with Laura at the moment. He did not need
this. “Got to go,” he said, “but thanks, you were right.” And he left
abruptly, all thoughts of next steps evaporated.

——< P ———¢

Laura closed the book in front of her and placed it on her bedside table
with asigh of resignation, and as she retracted her arm the duvet settled
back over her recumbent form.

She had hoped that reading a few verses from its pages might stem the
tide of resentment that was building inside her, but she hadn’t really been
able to see the words through the angry picturesin her mind, and as she
looked at the hands of the clock wind their way past another hour aresur-
gent wave of bitterness engulfed her.

Shaking her head, she reached back out for the book, and placing her
hand palm down on the large gold cross that was embossed in its cover
she muttered a silent prayer.
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Define process scope and boundaries

The fifth and final step is to remove ambi-
guity from the processes by clarifying their
scope and boundaries. This is achieved
by looking at each of the process groups
in turn, and raising questions about
exactly where their boundaries lie. The
conclusions of these discussions normal-
ly result in some of the activities being
rewritten or subdivided to ensure the
scope and boundaries are clear.

At this point it would be beneficial to give
the processes appropriate hames that
reflect what they are trying to achieve.
Normal convention for naming processes
is that the name should contain a verb and
a noun, such as 'test product' or 'distrib-
ute report'. This is a valuable discipline
that can help prevent subsequent prob-
lems.

Other methods of developing the
process model

The method of developing the organisa-
tional model outlined above, while effec-
tive, can prove very disruptive in practice.
This is not an issue if you are open to
reconsidering your management and
reporting structures, but can be problem-
atic if there is a need to keep existing
structures relatively stable, for instance if
your management group is not confident
with process management.

An alternative is to map up the current
organisational model in sticky-notes, and
then consider proposals to modify the
model and bring it more in line with
process thinking. In this way existing
structures can be largely preserved. This
method is the one used within the story on
the right-hand pages.

There are also generic models of business
processes, and models that have been
developed by other organisations. It is
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But the sound of the car pulling up outside the house gave renewed focus
to her ire. She could seein her mind’s eye her husband shutting the car
door asthough he hadn’t acareintheworld. Her mind dwelt on apicture
of him out enjoying himself over some business dinner while she
explained to her son that he couldn’t stay up any longer to surprise his
dad with his hard-won trophy. She imagined Richard's laughing face
while Nicholas'slook of broken disappointment, far more poignant than
the expected tantrum, had torn a hole in her heart. Damn! She hated
the man’s insensitivity, his selfishness!

Richard shut the front door quietly, and carefully mounted the stairs,
hoping that Laurahad fallen to deep. Helooked into the bedroom. Laura
was lying quietly, her back towards him. He switched off the light and
stepped back into the hall to get undressed. Then he stealthily made his
way up his side of the bed.

“Thisisn’'t fair!” Lauras voice was loud, abrupt, without any trace of
deepinit. Richard paused where he was, and then turned on the bedside
light. Laurakept her back towards him as she spoke in measured tones,
her resentment clear in the pauses between each sentence: “We came
down here as afamily. Nicholasand | left friends and a life we knew,
because we're afamily. And now we're not afamily. You are Richard
Frewer, business tycoon, and Nicholas and | might as well not exist!”

“That’s not true!” retorted Richard.

“Ohno?’ Shesat up and twisted round to face him. “Then tell me exactly
how many hourswe' ve had as afamily doing thingstogether last month,
and then tell me whether it’s been getting better or worse!”

“Laura, it'snot like that!” he pleaded.

She looked at him aghast. “Then tell me what it islike,” she shouted.
“Tell mewhat itislike, week in, week out, for Nicholasand I. Tell me
from your expert position of the odd few minutes that you spend here.
TELL ME!!”

Her voice had risen to acrescendo, and the last two words were shouted
at him. And then she burst into tears.

Simultaneously, he heard Nicholas cry out from his room. The unex-
pected noises had woken him. Richard got up to go to him, but, at the
foot of the bed, Laura pushed past him barging him out of the way.
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possible, with care, to adopt and adapt
appropriate elements of these models for
your own organisation.

Roles and responsibilities within
the process model

There are two aspects to achieving
improvement: design and operation.
While the 'design' may make provision for
improvement, that improvement is not
actually delivered until the activity is oper-
ated effectively in line with the design
requirements. In practice, we have found
that improvement is best achieved when
authority for these two aspects is held by
one person, i.e. the manager responsible
for delivering the performance is also
responsible for designing how it is
achieved. Whenever authority has not
been coincident, we have found that the
effectiveness of the improvement tends to
be diminished by politics, communication
issues, and wildly differing priorities.

The key factor in your success in deliver-
ing transformational performance depends
on how well you identify and assign
responsibility for process improvement.

If you appoint the right people as process
owners, and establish them properly in
that role, then your performance will take
off.

If you appoint the wrong people as
process owners, or fail to establish the
authority and resources they need, then
your performance will, at best, drift slowly
to a plateau.

In many cases, however, you may have
little choice over who your initial process
owners are. They are most likely to be
your current management team for two
very good reasons.

® What will you do with them if they
aren't managing the business?
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Reflection on the appoint-
ment process

List three issues where one
of your people is not per-
forming as you would like:

To what extent is the
problem exacerbated by dif-
fering or unclear views of
their responsibilities?

How could these have been
better addressed when they
were first appointed to this
project or role?

“l candoit,” he protested, but before he could continue she glared at him,
her wet eyes full of anger and scorn. He backed away and let her go,
and sat on the edge of the bed. The bedside light illuminated a single
Polaroid photograph. It was of a kindergarten class. A small boy was
holding up a trophy, and at the bottom Laura had written ‘Nicholas
awarded prize for best pupil’, and today’s date.

Under it was apiece of paper with a scribbled note that smply said, “ Just
in case you missall of Nicholas's childhood!!” Richard looked back at
the boy’s face. Heimagined his son waiting at home to tell Daddy the
good news, and eventually going to bed sad and disillusioned. And as
he thought about what might have transpired, he felt alump risesup in
histhroat, and he slumped down onto the bed swearing forcefully: “ Shit!
Shit! Shit! Shit!” Then self-pity cut in, and he raged against the unfair
demands placed upon him. He could not do everything!

—< e ———

In the subsequent management meeting, the management team was given
a free hand to refine the processes that Richard and Lucy had defined.
They changed surprisingly little, and, almost without exception, had
eagerly taken on the roles of each taking a process forward, continuing
to define it, and establishing its boundaries with the other processes.

Almost without exception! Daniel had refused to accept any perspec-
tive that had ‘Customer Support and Order Management’ and
‘Developing New Business' as two separate processes. As the discus-
sion progressed, and it became clear that hewasin aminority in hisview,
his arguments became more and more entrenched and emotive, until he
had isolated himself from the group entirely.

By the break, he had completely hijacked the meeting. He was ignor-
ing any and all ground rules, and was fighting tooth and claw to return
the protocol of the meeting to the style that he had triumphed in over the
years. Richard was at his wits end, and spoke to Lucy urgently over
coffee. “Do | concede, or do | fire him? Because it sure as hell looks
likeit’'sgot to be oneor theother?” Lucy cast her gaze down at the coffee
counter and said quietly, “To befrank, I"m somewhat surprised that you
haven't fired him already!”

Richard looked at her for a moment, and then adjusted his position to
screen their conversation from the group behind him. Then he replied
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®  Who will you get to replace their knowl-
edge and experience?

But you will have a lot of choice over
exactly how you appoint and establish
them in their roles. And itis here that you
can turn things for good or ill. Appointing
someone to the position of process
owner is even more critical than it has
been to appoint someone to your man-
agement team, and it needs to be done
with even more forethought and care.
Process ownership is a serious job, but if
you appoint someone in a five-minute cor-
ridor conversation, or as part of another
meeting, it is very unlikely to be seen that
way.

In appointing process owners it is impor-
tant to follow the same disciplines as you
would for appointing someone to any other
senior position.

B Let them know what jobs they are
being considered for and give them
time to prepare their questions and
answers.

®m Interview them properly for the job, out-
lining clearly the nature and expecta-
tions of the role, and drawing out their
ideas for fulfilling it.

® Appoint people through the formal
channels, and establish a clear job
description, and objectives both for
their role and for the process they are
managing.

m  Set up review and reporting expecta-
tions and clarify the criteria against
which their performance in their role
will be evaluated.

B Agree resources and authority levels
for the role.

m Circulate relevant notices concerning
the appointment, and consider a pay
rise to reflect the increased responsi-
bility.

The responsibilities of the process owner

reflect a more intense and onerous role
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©Forget return on assets.
What is most important is
how a company is leveraging
Its scarcest resource, its

management.

Paul Strassmann
Former Vice President, Xerox

softly, “1 guess| should have donein any normal circumstances, but it’s
really not that easy in this case.”

Lucy tilted her head to one side and raised an eyebrow quizzically.

Richard continued, “ Our businessisvery dependant on alimited number
of good customer relationships, about twenty in all, and he tendsto keep
them very much to himself. He has kept the way things happen in his
areavery much a black-art, and as a result anybody who was any good
has moved on.”

Lucy grunted a quiet acknowledgement a gazed back down toward the
coffee counter in thought.

“Added towhich,” continued Richard, “he hasalot of clout in head office.
There are lots of people who think very highly of him, ironically pre-
cisely because of his*black-art’ approach and the results he getsthrough
it. My credibility with them isnot enough to withstand the resultant ques-
tioning of my judgement or the inevitable drop in sales while we tried
to fill the void he has created around him.”

Lucy continued to gaze at the counter for afew momentslonger, and when
she looked up again she had clearly come to adecision.

“We can afford to let this one go,” she said. “After all you were origi-
nally going to go with departments anyway. The issue liesin how we
let it go. How we let Daniel get his way without validating his behav-
iour. How about...” And sheoutlined how Richard might reach an agree-
ment with Daniel.

— O >————

“Daniel?’ Richard approached Daniel holding court with Peter and Abs.
Daniel looked up, clearly hostile, but he allowed himself to be drawn to
one side. From her vantage point by the coffee counter, Lucy watched
the body language intently for clues as to how things were going.

“We need to sort thisout,” Richard said and paused. “Perhaps| should
apologise...”

Daniel was taken aback. This was not what he had been expecting.
Richard had clearly spent too much time around that Derring woman,
he was even beginning to speak like her.
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than those of a traditional manager. It is
vitally important that your team wake up
early to this fact, and develop new habits
quickly. An effective appointment process
will help to initiate this.

To do anything less may leave your team
with the feeling that this is just another
add-on project to be handled in largely the
same way as countless previous others.

Responsibilities of process own-
ership

When appointing process owners, it is
vitally important that we don’t confuse their
responsibilities with those of the process-
es they own.

All too often we see managers' job
descriptions written in terms of output,
guality, customer satisfaction, etc. These
are not the responsibilities of the manager,
they are the responsibilities of the process
and their team. The manager's respon-
sibility is to ensure that their process and
team are able to systematically fulfil
‘output, quality and customer satisfaction'.

To achieve this effectively they need to:

B understand clearly the needs and
expectations of their process by the
business, their customers, and their
colleagues

m translate these needs and expecta-
tions (aspirations) into clear and spe-
cific performance improvement targets
agreed by the business, their col-
leagues, and their customers

B convene a team of people who have
a strong interest in the process, and to
build a commitment in that team to
improving its performance to meet the
agreed targets

® develop and document (e.g. in a
process map) an accurate under-
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How do your people fare on
these for their current areas
of responsibility?

continued...

Richard continued: “I’'m not sure| fully understood what you were saying
in there.”

Daniel grunted: “I think you did!”

“Okay, let me just make sure. Wasthe essence of what you weredriving
at, that Sales and Marketing, or rather, Customer Support, Order
Management and Developing New Business, should be under the same
person?’

Daniel stared back impassively. Richard pushed. “Wasit?’
“You know it was!”

Richard had not actually known any such thing. Daniel had dragged them
all round the houses and back again. Richard had just suspected that
Daniel’s motive was to avoid any reduction in hisjob.

“Okay,” said Richard. “In order to moveforward, let’'ssay | accept that
point, and that the person will be you. Let me then ask, although Sales
and Marketing are closely linked, do they work in exactly the same way
and produce exactly the same output?’

Daniel remained silent. The same argument had raged earlier and he had
avoided it then too.

“Let meask thisanother way. If salesand marketing reported to the same
person, would there be anything to stop that person managing it astwo
or more, abeit closely linked, processes?’

Daniel sensed Richard was holding out an olive branch. If he did not
take it, he could not see any practical way forward from here either.
“No-0?7" he said hesitantly.

Richard went for closure. “After the break | will appoint ‘owners’ for
the various processes; people who will continue to work with the process-
es and refine them, and ultimately manage them. If the model | put
forward for that fitsin with what you think isrequired, will you support
us in moving things forward?’

Daniel thought for amoment. Nodded, and then said pompoudly: “Yes,
providing what you are proposing is practical, | will support you. But
| do have to say that | am disappointed that we have wasted so much of
this morning on things that have ultimately proven not to be in the best
interests of the company. We could moveforward alot faster if wetook
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standing of how the process works in continued. .. more account of the years of experience that we have available to usin

practice, and how its operation is con- the team!” And he turned and walked back into the room.

trolled and influenced . -
_ Richard looked at the ceiling for strength, and then looked at Lucy and
| routlnely measure process perform- nodded

it, and undertake rigorous analysis of . . . .
any adverse trends or performance After that, the rest of the morning went without a hitch, and Lucy facil-

deficiencies itated the meeting flawlesdly.

m develop plans for addressing the root
causes of any issues; ensuring com-
mitment for their implementation; and
forecasting the impact of this on
future performance to meet target

B seek best practice related to their
process, review it for applicability and
implement it where appropriate.*

But above all of this, to adopt as their first
responsibility, as part of the top team, the
overall performance of the organisation as
a whole.

It is these responsibilities that managers
must be able to demonstrate that they are
fulfilling effectively. And when they do,
‘output, quality and customer satisfaction’
will be ensured.

1 These points are further developed in Chapter 14.
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