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Summary: This paper provides an overview of the traditional approach to process management. It 
assumes that the reader has an understanding of developing an organisations long-term plan that details, 
among other things,  the purpose, aims and goals and associated targets of the organisation. It provides 
the next level of process definition to enable the process owner to deliver the planned outcomes from the 
processes pre-determined by the 5-year plan. It takes the reader through the activities of specifying and 
defining the process, a brief view of building the process and finally some thoughts on managing the 
process. The more detailed aspects of process management, such as statistical process control and 
process variation are not covered in this paper, nor are the techniques for providing process visibility to 
stakeholders and clarity of instruction to process participants. The paper offers a simple model for a 
process and focuses on developing a structured way to view a process and provides some guidance on the 
difference between the process output and the planned outcome or result of the process.  
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1. INTRODUCTION 

With the current interest in process management and 
the modern trend to sell old ideas under new names, this 
paper is not about what is new but seeks to arrange what 
has been practised in the past, in such a way as to 
encourage process owners to consider how the traditional 
approach can be built on and improved for their own 
process. 

The ideas contained are a not a specific solution or 
model that should be followed by all process owners and 
managers. In fact almost the reverse is the case. These 
traditional ideas are best considered, and then amended 
and applied as applicable to any specific situation in a 
way that adds value to the activities covered. 

Experience tells us that solutions are most effective 
and are more likely to be fully owned when they are 
developed and applied by managers or process owners in 
a way that is tailored to their specific needs. 

To establish where processes fit into the overall 
picture, it is helpful to start from with the traditional 
model of a management system as detailed in figure 1. 

There are some important aspects of this model that 
are worth considering. Firstly there is the gap analysis 
between the external requirements and the management 
framework, the processes and the competencies and 
procedures that support them. This gap (or requirements) 
analysis will examine the external requirements and 
ensure that they have all been adequately addressed 
within the system and thus enable an organisation to 
effectively manage its exposure to risk. 

Secondly the concept that processes are supported by 
both instructional documentation and/or competencies is 
introduced in this model. The requirement for a detailed 
‘cookbook’ specifying how all activities must be 
performed is recognised as a passing fashion of the 
eighties and the use of prescribed competencies to assure 

the quality of process activities is again being used, 
particularly in the service sector. 

The final aspect that is worth noting is that the need to 
identify assets associated with processes is also 
introduced by this model. The traditional view of a 
process, namely that assets are transformed into enhanced 
assets, helps to remind the process owner that all process 
exist in order to add value to the assets associated with 
the process. 

Having established where processes fit into the 
management system model it is a straight forward activity 
to tabulate the processes that deliver product or services 
to the customer and those processes that support the 
primary delivery processes. 

The structure of the individual business processes, 
that have been thus identified, can now be addressed in 
more detail by considering the 3 key stages: 

• Specifying and defining the process, 
• Building the process, 
• Managing the process. 
There are many ways of describing business processes 

and the current trend is to use a concise definition. 
However as this paper is revisiting the traditional 
approach to managing processes the following 
description is offered: 

‘Business processes are the clearly identifiable chains 
of recurrent activities with a planned outcome that extend 
across an organisation and through which inputs are 
transformed into outputs, of a defined quality, cost and 
delivery schedule, for internal and external customers.’ 

This description has intentionally been used as it 
immediately highlights the difference between outputs 
and the outcome of the process. Outcomes are now often 
referred to as results. 

Clarification of the difference between the output(s) 
from a process and the outcome or result of a process is 
important because it is on the basis of outcomes that 



TOTAL QUALITY MANAGEMENT No 1, Vol 30, 2002. SPECIAL EDITION 
 

24 

process measures are focused. If a software help desk is 
considered as an example, the inputs into the process, are 
an unending stream of problems, the core process is 
developing solutions and the outputs are the solutions 
themselves. On the other hand, the planned outcome from 
this process is the provision of the optimum solution, 
delivered in a professional manner, within a defined time 
scale and at a defined cost and in a way that fully meets 
the Customer’s expectations. 

If an example from my own Institute is considered, 
namely the process of publishing Quality World, it can be 
said that the output from this process is the magazine. 
The planned outcome, on the other hand, is delivery of a 
magazine of high quality to our membership and all 
subscribers, on time, every month of the year, at a defined 
cost and in a way that fully meets the expectations of 
members and subscribers.  

To describe the difference between these two aspects 
of the process, an output is the tangible result of the 
process of transforming the inputs, and may well be 
hardware, software, intellectual property or other.  The 
outcome on the other hand can be described as the 
delivery of the output in accordance with predefined 
requirements, usually of cost, delivery date and specified 
or expected quality. 

2. SPECIFYING AND DEFINING THE 
PROCESS 

Before returning to the stage referred to above as 
specifying and defining the process it is important to 
make the point that the extent to which an 
organisation will appoint individuals to the various 
roles and responsibilities will depend on a number 
of factors: 

• The size and type of the operation, 
• The complexity of the operation, and 
• The perceived risks associated with the operation. 
What is important is that all the responsibilities and 

accountabilities associated with the various roles are 
examined, thought through and assigned, even if the same 
person is assigned multiple roles. 

To better describe the process the next model detailed 
in figure 2 should now be referenced.  

The first component of the process to be determined is 
usually the person or group (in a large organisation it may 
be a board or committee) with accountability for the 
successful process outcome.  

The board of a football club is accountable for the 
final position of the team in the league and although the 
process owner, the club manager or coach, may have a 
secondary or contributory accountability, the board’s 
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accountability cannot be delegated to the process owner. 
In a small organisation accountability for process 

outcome and the process owner may be one and the same 
person, whereas in a medium sized organisation, a service 
provider for example, accountability for process outcome 
may lie with the partnership and the process owner may 
be one of the partners. 

It falls to the process owner, frequently with input 
from the function with accountability for process 
outcome, to provide the goals and aims of the individual 
process and to identify the internal or external customers 
of the process. Clearly the process customers’ needs and 
expectations have to be understood and considered in 
determining the required process outcomes. 

It will be the process owner who decides who or 
which function will be accountable for firstly the 
technical integrity of the outputs and secondly the 
commercial integrity of the outcomes. 

The person assigned the accountability for the 
technical integrity of the outputs will play an important 
part in developing the process logic to ensure that the 
appropriate controls have been included and will usually 
determine the specific technical requirements and 
associated measures for the output from the process.  

In a small or medium sized company the same person 
may well be accountable for the technical integrity of the 
inputs, the intermediate transformation stages and the 
outputs.  Depending on the size of the company and the 
resources available, responsibility for the preparation of 
technical specifications for the inputs and the associated 
measures applied to inputs may be delegated to personnel 
working within the process. 

One of the most important aspects of process 
definition is the identification and design of the key 
transformation stages within the process (sometimes 
referred to as the process logic or process stages) and this 
will usually be undertaken by members of the team. 

 An aspect of the stages of transforming inputs into 
outputs that is not conveyed by the model in figure 2 is 
that inputs are not always conveniently required at the 
start of the process but are invariably required at various 
stages throughout the process. This is particularly so for 
assembly processes where components are introduced 
continually from the beginning to final build and 
commissioning. 

The same may also be true for the outputs. For 
example, many chemical processes or a liquids 
processing plant in the petrochemical industry where 
different products are extracted from the process at 
differing intervals along the process path. 

Another very interesting aspect of the process is the 
difference between the direct outcomes and indirect 
outcomes. To return to the process of publishing Quality 
World, it can be said that the planned outcome, described 
earlier in this paper, is the direct outcome for which the 
process owner, our respected Editor, is responsible and 
over which she has direct control. 

An indirect outcome is the business that is received 
by advertisers and over which the process owner only has 
an indirect influence. Clearly fluctuations in the level of 
circulation and the quality of the magazine may affect the 
return to advertisers but the quality of the adverts and the 
reputation of the advertisers may have a greater impact on 
the business received. 

Never the less the magazine cannot be produced 
unless advertising revenue is at a predefined level and so 
it is important to recognise the indirect outcome as an 
influencing factor on the process. 

The extent to which the process resources will be 
specified will depend on the size and complexity of the 
process. For many small or medium sized companies 
only the human resources (and associated competencies) 
and the instructional documentation may need to be 
specified although all aspects of the resources will have 
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been considered and formally reviewed. 
For more complex processes the following resources 

may well be specified in some detail: 
• the human resources and associated competencies 
• the instructional documentation 
• the process infrastructure 
• the associated working environment 
• process plant and equipment 
• process suppliers 
• process consumables 
A final comment on the proposed model in figure 2. 

Inputs have been described as assets or problems (now 
referred to as challenges) and outputs have been 
described as enhanced assets or solutions to try to cover 
both product related and service related processes. These 
definitions are not intended nor will they cover every 
example of a process and it is up to the process owners to 
develop a model that more accurately reflects their 
process. It should also be mentioned that the term assets 
is used in its widest context, to include goods, 
consumables, services, intellectual property, software, 
raw material, etc. 

Having specified the process, the next stage is to 
define the process and to provide process visibility and 
clarity of instruction to participants in and personnel and 
companies associated with the process (the process 
stakeholders). There are many published ways of 
providing process visibility and it is not intended that this 
paper should cover this topic in detail.  

Similarly defining the competencies and instructional 
documentation that support processes is outside the remit 
of this paper. However in defining processes the process 
owner will identify, at each transformation stage, what 
needs to be achieved, who (or which function) is required 
to achieve it and what is the result or evidence that it has 
been achieved. As stated above the process owner may 
also identify the instructional documentation and/or 
competencies that support each of these stages. Process 

measures are usually defined in the process instructional 
documentation or in the contracts with process suppliers.  

Procedures and/or other instructional documents 
(work/operating instructions, etc.) will define the how an 
activity is required to be done and the extent to which an 
organisation will detail the how in their instructional 
documentation will depend on the following: (i) extent 
required to maintain the organisation’s exposure to risk to 
a predefined and acceptable level, (ii) the extent at which 
clarity of instruction becomes over prescription, (iii) the 
size and type of the organisation, (iv) the complexity of 
the processes, and (v) the defined levels of competencies 
required to support the processes. 

The key to successful definition is that the process 
team should be able to provide visibility of process and 
clarity of instruction swiftly and easily and that when it is 
necessary to make changes to the process these changes 
can also be effected swiftly. This will enable change to be 
driven by the revised process definition rather than 
process definition ‘catching up’ with actual changes in 
the process. 

3. BUILDING THE PROCESS 

Most process owners inherit a process rather than 
have the luxury of building the process from scratch and 
a detailed examination of what is involved in building a 
process is not within the scope of this paper. However 
there are some basic steps that are best followed to ensure 
that optimum efficiency of transforming inputs into 
outputs is achieved. 

From the fully defined process and the experience of 
process stakeholders an estimate of the resources required 
to operate the process at optimum efficiency will be 
arrived at. 

When considering resources, care will be taken to 
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ensure that, where the process relies on competencies for 
the assurance of quality of outcome, these competencies 
are carefully defined and the human resources adequately 
match these requirements. 

The provision of the necessary process infrastructure 
in terms of facilities, plant, equipment, etc. is equally 
important and is probably a more easily measurable 
activity as is the provision of process consumables. The 
required financial resources should also be taken into 
account, as they will have to be recorded when measuring 
the cost of delivering the process outcomes. 

A significant aspect of building the process relates to 
determining which inputs will be sourced in-house and 
which will be provided by suppliers. Once this decision 
has been made there is the need to define the technical, 
commercial and relational requirements to be agreed with 
suppliers. A lot of work has been done on the value of 
supplier relationships in recent times and it is at last 
recognised that ‘mutually beneficial supplier 
relationships’ are a key to the success of process 
outcomes. 

Depending on the type of process it will then be 
trialed and tested to ensure that the level of resources is 
the optimum compatible with delivering the process 
outcomes within the specified parameters. Adjusting the 
level of resources is a continuing activity, as most 
processes are required to deliver a fluctuating quantity of 
output. 

4. MANAGING THE PROCESS 

Most businesses will have developed a 5 year plan or 
similar with long term goals and targets and these will 
have been cascaded, refined and developed into specific 
gaols and targets for process owners within the annual 
Business Plan.  

It will be these goals and objectives from which the 
process outcomes will be developed and in addition to 
using process measures to determine the health of the 
process, process owners will convert these goals into 
specific process measures and ensure that there is a  
system in place for recording these measures on a regular 
basis. Figure 3 presents a diagrammatic view. 

The traditional approach to effective management of a 
business process can be said to be based on: 

• Specifying the measurements to be taken within 
the process, 

• Implementing a system for recording, reporting 
and evaluating measurement, 

• From the evaluation, determining the 
requirements for change in the process 

• Effecting the necessary change, and 
• Evaluating the effect of change and amending if 

applicable (refer also to figure 4). 
As a general rule, in processes other than the simplest, 

the following types of measures associated with the 
process will be implemented and recorded: 

• Measures cascaded from business goals and 
targets 

• Measures to determine process health, i.e. process 
outcome measures 

• Input and output measures for the various 
transformation stages and supplier relationship 
measures 

In reviewing the various measures at the disposal of 
the process owner and those accountable for technical 
integrity of the process, it must be recognised that many 
of the examples will only apply to some of the types of 
processes encountered. The key is for those who are 
responsible for determining the measurements employed 
within the process to find measures that are applicable, 
affordable and provide the appropriate data on which 
decisions to manage the process can be made. 

When considering the measurements to be applied to 
inputs it may be helpful to remember that inputs are often 
the result of a process of their own. There will clearly be 
the usual technical and quality measurements to be 
applied on receipt of input, but additionally the delivery 
performance, cost and reliability will be significant. 

Process owners will also have to consider the need for 
measurement as the inputs are transformed from one 
process stage to the next. These will usually be confined 
to measurement of technical and quality attributes and to 
the ability of one stage to deliver to the next in 
accordance with all of the programme delivery 
requirements. For complex processes the cost of 
transformation may well also be used as a performance 
indicator and there may be a need to identify the critical 
time-line or path within the process and link the process 
measures to the associated events on the critical time-line.  

Like inputs, outputs will require the usual technical 
and quality measurements to be applied prior to delivery 
and, in the case of commissioning, after delivery. 

The key to effective management of processes has 
traditionally been the correct selection of the process 
outcome measures to provide data that can readily 
determine process health. Some examples of process 
outcome measures are: 

 
• Customer satisfaction 
• Cost of Process outcome per unit measure  
• Quantity of output 
• Reliability of quality of output 
• Manner of delivery of output  
• Reliability of delivery of process outcome to 

defined programme 
• Delivery of process outcome within the defined 

time-scale (i.e. a project) 
• Success or failure of process (e.g. tender process, 

win or loose) 
• Quantity of rejects, cost of rework 
• Quantity of waste 
• Extent of containment of risk (e.g. rise/fall in 

number of safety/environmental incidents or 
unexpected results) 

The prudent process owners will select those 
measures that are not only affordable but also provide the 
best indication of process health and efficiency. 

In addition to the data collected from process 
measurements the process owner will have feed back 
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from internal audit and from the process of continual 
improvement to take into consideration when evaluating 
the process data. 

The effective presentation of process data can make 
the difference between the success and failure of the 
evaluation activity. The measures must be the optimum 
available and the presentation of the resulting data must 
be in a manner that enables those responsible to readily 
identify trends, potential problems and opportunities to 
improve the process.  

Armed with such data the activities of determining the 
required changes to the process can be embarked on with 
some confidence. 

In conclusion, what has been said in relation to 
managing the process can be summarised in figure 4. 
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