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1. INTRODUCTION 

This is the third and last of a number of brief articles focusing on the 

simplification of the business transformation journey. In the first part we 
identified the need to establish an organisational ethos to enable a successful 
transformation. In the second we focused on the creation of a self motivated 

work force and in this issue we examine process excellence. Our 
organisational model is: 

 
Processes and practices are what organisations do and executing these at the 
lowest cost and to the highest quality should be an area of intense attention 

for senior managers.  
There are a number of phases in the development of a process: 
 

 The first is to understand what is done today i.e. the discovery phase, 

and to get consensus on this. Once this is completed it should be 

documented; this is known as the current state or As Is state 

 Next is to understand what is of value, and who is it of value to. In this 

you can say “does this help the customer get what they deserve?” This 

really does allow the identification of those activities which add no 

value. 

 At this point the process may be simulated to identify the best 

combination of resources and activities to deliver the desired outcome 

for the customer.  
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 The process should then be tested to ensure  that it operates as 

desired 

 Once this is completed and agreed the new process should be 

documented which will give the future, or To Be state. These phases 

are sometimes known as breakthrough, i.e. the major improvement 

phase 

 Then comes continuous improvement – the process of making small 

incremental improvements that deliver massive benefits over time, 

and 

 Sustainment – the way in which the continuous improvement process 

is managed to deliver ongoing benefit 

The attributes of a process and the practices that support it are: 
 

 It works first time, every time 

 Delivers the best result for the customer at the lowest cost 

 It is error proofed, and 

 That quality is built in to the way the process works, i.e. quality is part 

of the job, not an extra one. 

1. DISCOVERY/ THE AS IS STATE 

In this first phase of process evolution the team for any given process is 
brought together. This team then map out the process as at is currently 

executed. The most common approach to this phase is to get team around a 
table or a wall and Use Post It notes to describe each step. 
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Once consensus has been reached the process can be mapped in to a more 
usable form. Overleaf is a process map of a simple Expenses claim system. 

This map uses AccuProcess Modeler. 
 

 

 
2. UNDERSTANDING VALUE AND REMOVING WASTE 

Value Added can be defined as “those activities which truly help a customer 

get what they deserve”. Anything else is waste. Regrettably some waste is 
unavoidable. For example completing VAT returns does little for our 

customers but we are compelled to do so by law. Many processes have as 
little as 10% actual value. The example over leaf shows the Expenses 
Process above but with Non Value Added annotated. 

 
3. SIMULATE  

Simulation is the process by which a process owner can model the impacts of 
demands on a process. By doing this one can see where bottle necks occur 
and what the resource utilisation is. This can be done in terms of time and 

money. It allows the owner to determine the optimum resource combination 
to achieve the best outcome for the customer. Simulation is optional but 

gives the advantage of being able to identify problems before the process is 
trialled by people. 
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4. TESTING 

A process is like any other system and should be trialled to ensure that 

the Key Performance Indicators are met. There are only three KPIs that 
truly need to be considered and these are: 

 
 Quality – Is the process consistently delivering the desired 

customer outcome 

 Cost – Is the desired customer outcome being delivered for the 

desired cost 

 Capacity – Is the desired outcome being achieved with the desired 

level of resource 

 
5. THE TO BE STATE (BECOMES THE CURRENT STATE) 

Once the process trials have been completed the process documentation can 

be completed. This entails not only finalising the process map, but all the 
supporting documentation. This ensures that the process, if executed as 

described will always deliver the required KPIs. Many organisations do not do 
this hence inconsistency and local adaptations. Thorough, clear, error proofed 
documentation with quality (conformance) built in is mandatory. This we call 

Best Practice and is covered in the fourth article in this series. As identified in 
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section 6 below, the To Be state is actually the new current state. Below is 
the To Be State of the expenses example. 

 

 
6. CONTINUOUS IMPROVEMENT 

Generally speaking most organisations implement their new process(es) in 
the belief that they have done everything necessary. This is because the 

benefits of the move to the TO BE state are delivered quickly. The diagram 
below dispels that myth. The red line shows the impacts of delivery of 
breakthrough. However, overtime the value of those benefits decline, not just 

because of inflation which is of course a factor, but because the impetus 
gained ebbs away. Failures in the process inevitably occur and “fixes” are put 

in place to stop recurrences and over time these increase. Fixes are a fast 
way to solve a problem; however they do not really solve the problem as 
they do not generally address the root cause. This results in processes that 

no longer resemble the documentation, increase costs and can get in the way 
of delivering exceptional customer satisfaction. 
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The objectives of Continuous Improvement are to address issues at source 
and on a continuing basis to make many small changes that deliver 

incremental value, the value of which is demonstrated  by the green line in 
the diagram above. Continuous Improvement is very relevant to people; the 

enabling organisation should always seek to improve the capability of its 
people by providing an environment where learning is the norm and not just 

the outcome of an annual appraisal. 
 

7. SUSTAINMENT 

Sustainment is a business process which ensures that the benefits gained 
through breakthrough and Continuous Improvement are maintained, built 

upon, and that the search for perfection is always in peoples’ minds. It 
demands that all levels of management engage on a regular basis with their 
people in their workplace, to reinforce the value of the transformation 

journey, and to understand what managers can do to improve their own and 
their peoples’ performance. It requires openness, honesty, a willingness to 

act upon suggestions made by their people and embraces a culture where no 
blame is “the way we do things here”. 

 


