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Driving a consistent approach

If, as a result of working through the preceding chapters, the process management team is now clear on what it needs to do, is there any need to address 'how' they do it?

The answer to this question is a resounding "Yes!" and for a number of reasons.

· A rigorous approach is required to ensure that the results are delivered.

· A systematic approach is required to ensure that the results are sustained.

· A consistent approach is required to facilitate communication and learning.

· A common approach is required to enable the above to be achieved economically.

In practice, the management approach adopted by the process teams in driving and developing the performance of their processes has proven the major determinant in the ultimate success of QFD in transforming organisational performance.

Where managers have failed to change their approach to management, progress has not been delivered.  But where managers have been required to adopt the systematic principles outlined in Chapters 4 and 5, progress has been inevitable.

It is therefore incumbent on the leader to guide, support, encourage, and drive their people to adopt an effective approach to managing their process performance.

But Chapters 4 and 5 outline a general concept, not a tangible system.  For the concepts to be of use to working managers, they must be interpreted in a practical system.  They must use one common, simple and practical system; which managers can adopt and operate together, without confusion; and which the leader can consistently require of all his or her direct reports.  

Expectations of process management

So how should we interpret the principles of Chapters 4 and 5 into a practical effective system at the process level?  What should we expect from our process owners in pursuing the aspirations agreed in the QFD?

We should expect that:
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the process is operated according to its design, and procedures are followed accurately

performance of the process is measured, particularly with regard to customer service and satisfaction

performance is reflected against the agreed targets at all levels of detail to evaluate progress against forecast
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unexpected gaps and issues are identified and prioritised, responsibility for addressing problems is assigned, and the team learns from its performance

problems are tackled through a defined discipline, and changes are made to plans and projects as appropriate

processes are modified and standardised to ensure consistent performance improvement.

Process management is the practical engine that harnesses the potential of the business to the clear aspirations of the goal-setting process.  The six principles that underpin effective process management are reflected in the diagrams on the preceding page.

· Ensure a clear understanding of 'purpose'

· Establish a winning 'philosophy'

· Harness the best from your 'people'

· Develop through the 'process'

· Seek the ability to 'predict'

· Continuously strive to 'perfect'.

In this chapter we explore in more detail what these principles mean in practice.

Ensure a clear understanding of 'purpose'

It is very easy for people to get wrapped up in the task they are doing, particularly where the task is technically challenging, and this can cause them to lose sight of the customer and the real purpose for their work.  In extreme cases the technical challenge can become the primary reason for their efforts, and the customer can simply become somebody who confuses the issue and distracts them from it.  When this happens, relationships break down and the work quickly becomes irrelevant.

It is therefore vital that the focus on customers is maintained as consistently as the technical interest.  To achieve this requires an ongoing programme of awareness, customer contact and recognition.

However there is a real danger that such a programme may become bureaucratic, mechanical and even trivial: a matter of going through the motions without having any real effect.  For this reason it is important that the programme is anchored in reality through effective measures of customer satisfaction, with prominent displays of current performance to reinforce its importance to your organisation.

Establishing ambitious targets for the measure will then drive your staff to seek deeper and more creative relationships with your customers.

Establish a winning 'philosophy'

Appropriate targets can play a large part in driving the behaviours of your staff, but it is rarely enough to write out the objectives from the top-level QFD, hold a workshop, and stick the results on the wall or in a memo.  

For objectives to be powerful enough to direct the full energy of the organisation in a consistent and shared direction they have to become part of the day-to-day fabric of the organisation.  They should be explicitly and regularly repeated in explanations, rationales and general routine.  In this way, the 'why we do things’ becomes clear, consistent and explicit.

But words are rarely enough in themselves - they are drowned out by the actions people see around them.  If person 'A' (who 'toes the line') is not recognised while person 'B' (who doesn't) gets a promotion - then toeing the line becomes clearly not the 'sensible' thing to do.

The manager needs to understand exactly what behaviours are seen to be valued within his or her organisation, and how.  The manager must then determine how these differ from the behaviours needed to support the objectives, and adjust the value set (who gets rewarded and why) to support this.

Harness the best from your 'people'

Only part of the value set is reflected in the formal reward system.  The vast majority of it is reflected in the 'development' people receive, both at your hands, and at the hands of their colleagues.  Sadly, when managers think of development for their people, their minds often tend toward formal training courses. 

But in practice, most of a person's development arises through:

· being exposed to a series of challenges and new situations/roles

· receiving advice and support on the job (e.g. coaching)

· adopting strategies and frameworks to fulfil the role effectively

· learning from the result by observation and feedback.

This rarely happens most effectively and efficiently by accident.  Instead, the manager needs to actively plan these opportunities and experiences for his or her people, matching their development to the improvement opportunities that are likely to arise in their department.

In this way the manager can achieve a balanced strategy: ensuring that the problems and issues that arise are used in the optimum way to develop both departmental performance, and personnel competence.

Develop through the 'process'

Of course, development becomes a lot easier to plan when the processes people need to be developed in are clearly understood.  The key to this understanding is process mapping.  

Within most objective professions, schematics are used whenever change is considered or problems are to be explored, because they help people to think through the implications and consequences. This is especially true when such thinking is being undertaken by a group, because the schematic is especially helpful in explaining one person's reasoning to another.

Business lends itself to such schematics.  The processes by which business is undertaken can be mapped in terms of flow diagrams, and this has proven invaluable to many organisations. 

Process maps are the main vehicles for ensuring that:

· people follow the proven and optimum path

· there is a basis for redefining the ideal

· deviations can be identified and the consequences of change, evaluated

· performance issues can be tracked back to operational defects

· improvements are maintained over time.

Seek the ability to 'predict'

Measurement is probably the single most potent factor in ensuring business improvement.

The mere act of feeding someone with information on the performance of their work makes them responsible for that performance - and companies have demonstrated this time and time again whenever they have established clear performance measures: "What gets measured, gets done".

However, for sustained improvement, the discipline of measures needs to be supported by the discipline of problem-solving.  Rigorous analysis of the issues that preclude us from our target performance should be followed up by successful solutions, and predictable results that ensure we can be confident our performance will fulfil our commitments.

Continuously strive to 'perfect'

The primary concept and purpose of systematic management, is to free management thinking from the routines and responses that trap it in the bottom box.   But 'the price of freedom is eternal vigilance'.

The challenge is to continuously identify areas where we are beginning to become prisoners of our own thinking, and also new opportunities to think differently.

There is plenty of material to help in this process - in books, papers, seminars, journals, other companies, customers, suppliers, the ideas of colleagues, study groups, think-tanks, consortia, etc.

It is only by remaining alive and awake to the constant stream of opportunities these materials provide that we will prevent our current solutions to ‘Systematic Management’ from becoming future issues that systematic management will need to solve.

How can the role of the process manager be reinforced?

The battle to establish management in its proper role is long and arduous, but is unavoidable if your organisation is to fully reach its potential.

But only part of the battle can be won logically.  The main fighting is actually done at a subconscious level through:

· reinforcing the management role through your questions

· modelling the management role through your approach

· developing the appropriate management skills through training and coaching

· rewarding and recognising the correct management behaviours

· tackling incorrect management behaviours head on and ensuring that nobody profits from them

· ensuring the resources for managing systematically

· using meeting structures that reinforce the correct management approach

· using evaluation and appraisal models that assure the correct management approach.

The importance of establishing a systematic process to ensure that the goals of the QFD are delivered, and delivered sustainably, cannot be overemphasised.  Without the disciplines reflected in this chapter, the goals on your QFD will remain a pipe dream.

Unfortunately, most of the onus for ensuring that the QFD is pursued objectively and systematically rests with the leader, and this has major implications for his or her time.

In past implementations of QFD, time has proven to be a key factor in ensuring a successful result.  Investing time in the right things for the right reasons is crucial to making QFD work effectively for you, and for this reason the whole of the next section is devoted to helping you think this through.
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