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So your business card says Quality Manager or Head of Quality. But even if you, or your team, 
are the owners of the Quality Manual and ensure that you get your ISO9000 certificate on the wall 
each year, by today’s standards you are an unnecessary overhead. A dying breed. 

It’s not that you are not working hard, but to really achieve long term sustainable success, 
organizations need to look beyond the ISO9000 certificate. You need to ensure every employee’s 
activities are aligned with corporate strategy.    

It has become the responsibility of everyone, no matter at what level or in what department, to 
understand what their job is, how it fits into the big picture, how well they are performing, and how 
they contribute to the success of the company. Everyone needs to ensure they understand the 
quality controls within their job description, and within the wider company, and make sure they 
are operating at the optimum effectiveness to ensure company profitability. 

This is business excellence with compliance (ISO) as a by-product… not the other way around.  

So, as the Quality Manager (QM), how do you change from being a liability or simply a cost 
center to being an asset or a value add?  It is certainly not just by changing your title to Chief of 
Process Improvement or Head of Business Excellence. 

Interestingly, the behavior of Quality Managers is changing.  It is adapting from being the owner 
of the Quality Manual to being the facilitator of process improvement with a focus on gaining 
adoption of business practices by all employees, rather than just focusing on the next audit. So, 
once you have made a visible change in your day to day activities, you can rebrand yourself. Not 
the other way around. 

The first and largest challenge is getting top-level support for an end-to-end process-focused 
approach.  While this was tough two or three years ago, high-profile Sarbanes-Oxley court cases 
have made “process” and “compliance” terms which Board members are open to hearing, 
although they still don’t know what to do about it, and that becomes your opportunity.   

Present a convincing, cost effective, and proven way of achieving their goals, and you have 
transformed yourself from simply being quality to being “key” to the delivery of the corporate 
strategy. 

So is this a nice theoretical idea, or is it proven in practice?  Absolutely proven.  

Hundreds of well-known companies, such as Avaya, Barclays, BP, and Mercedes, as well as 
many mid-sized companies, have molded the role of quality management into one that addresses 
business process improvement and optimization.  And they’re succeeding at driving adoption of 
such improvements to employees at all levels of the business.  

This is certainly raising the profile and standing of the quality management function. Firstly, you 
can start to see titles changing, but, more importantly, the QM is now far closer to the Board, 
reporting directly to the Operations Director, rather than buried under Legal. And this is reflected 
in salaries, which, according to a survey from the Chartered Quality Institute, are up 36% across 
the board from the previous survey.  

Interestingly, the most heavily regulated industries are those that are embracing the changes 
most quickly – banking and pharmaceuticals. But the changes are also driven by the personality, 
drive, and influence of the person in role.  

So what is driving the changes?  
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Years ago, achieving an ISO9000 certification gave the business a level of credibility, a stamp of 
quality. This was particularly relevant to manufacturing companies. The ISO9000 certificate on 
the wall was seen as the goal. However, now, with more service-based industries, that certificate 
is worthless. 

Now all types of organizations are demanding sustainable improvement:  Do more with less – but 
maintain compliance. This can only be achieved with a process-focused approach spanning the 
entire business and involving every employee. From a management perspective this requires 
someone with far greater influence and responsibility. 

Also, businesses are changing more rapidly, driven by outside influences but also by internal 
change such as mergers, outsourcing, the implementing of new software applications, or 
launching into new territories or markets. This is driving a need for a more flexible and responsive 
approach. 

Finally, the herd mentality. Ten years ago the process approach was considered trendy, new, and 
dangerous.  Now directors of established “safe” brands are on the conference circuit talking about 
the success that they have experienced adopting a process-driven approach.  

So far so good. But it is worth exploring in some detail what the new world looks like. And the 
devil is in the details.  

Mercedes Benz UK employed a process management approach when it underwent the merger 
between Daimler-Benz and Chrysler-Jeep.  In this case, the UK board wanted to replace its 
internal quality management system and implement a process-orientated approach supported by 
a Process Improvement Management System (PIMS). The objective was to empower line 
managers with the tools and knowledge needed to define and manage their processes 
independently. They did it by using an intranet-based system to capture the organization’s 
business processes for ISO 9001:2000 accreditation and to allow all employees across the 
company to use the processes on a daily basis.  

They developed a company Operations Manual that was a hierarchy of process diagrams starting 
at the very top of the organization but extending right down to the level where it described the day 
to day activities of “shop-floor” staff – whether they were in the front office, back office, or in 
dealerships. Linked to every step on a process diagram were the documents, procedures, work 
instructions, or links to launch applications – whatever was required to make it easy for 
employees to get it right. This simple mechanism improved profitability by reducing the amount of 
time people spent trying to figure out what they should be doing. But they went one step further.  
For every key activity, they created guided walkthroughs that stepped through the process 
diagrams, presenting them to employees as role-based, step-by-step guides. This improved 
adoption by employees, as they did not have to navigate through complex process diagrams.  

A recent survey has shown that office workers typically spend 20% of their time looking for up-to-
date and correct information to be able to do their job. This is getting worse as more and more 
information is created and is loaded onto corporate intranets. Eliminate this problem and 
everyone gets to take Friday off!! 

So what is the approach quality managers should take to kick start the transformation to process 
guru?  Avaya, for example, took a three-tiered approach to process improvement, part of which 
saw them successfully achieve their ISO9000 recertification. 

In Avaya’s case, they looked at it along the following tiers:   

Design: 

This is where the “engineering” drawings for each process are done. Map the end-to-end 
processes of the business in live workshops, top down and hierarchically, ensuring that the 
different audiences (IT, business, compliance, systems integration) all have a voice. It’s important 
to get the foundational activities mapped accurately in order to ensure the process works for all 
involved, and then it will deliver the value you need. Also, link the process steps that are being 
mapped to the relevant supporting documents, applications, and performance metrics. The 
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objective is to deliver a one-stop shop where employees can view process AND any relevant 
documentation and performance metrics in an integrated fashion. 

 

Presentation: 

The end user isn’t going to get on board with just the engineering drawings created in the design 
stage. They want the glossy brochure. How you present it to employees is important as they need 
to be able to use it. It needs to look familiar. So storyboard it, give them a playbook – whatever is 
going to get them using the system. A tried and tested method is to brand it – “How2,” for 
example – and deliver this information to the entire company. You can also allow collaboration, to 
suggest changes and provide a transparent and auditable sign-off workflow process – which in 
itself goes towards successful quality management. 

 

Personalization: 

The icing on the cake is providing a view of only what’s relevant to the individual. There’s little 
point delivering a process-oriented and streamlined organization if employees are still subject to 
“information overload.” As quality manager, you’ll be used to delivering a quality manual. 
However, to be a process guru, you need to think further about your audience. How do you get 
them to actually use what you have created? If they don’t use it, it has failed. Providing a 
personalized view of information at a role or employee level encourages them to access this as 
the “Single Source of Truth” for the company. 

There is also a fourth, hidden layer around compliance, where you can actually force notifications 
of process change out of users. Then you can monitor the responses and tell who has and who 
hasn’t reviewed the materials. You can send targeted messages to the non-responders and say, 
“Hey, you have to do this!”  And by targeting them, people start to see that there’s a consequence 
to not complying with process change.  

It’s here that you really start to see how quality management should be a byproduct of process 
change, and not the other way around. 

So what is the perfect make up of the new Quality Manager?  Charismatic, marketing-savvy, 
analytical, detail orientated, and very thick skinned.  So, you can see why they are an 
endangered species? 
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