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The Management of Processes
  Lots of different authors talk about process management and, more 

recently, about process governance. In preparing to write this Advisor, we 
began by writing down a list of some of the different kinds of management 
roles one encounters in business process. 

The most important distinction is between managers engaged in running 
the company on a day-to-day basis (Business Managers), and managers 
engaged in projects designed to change specific processes (Project 
Managers). Some individuals may occasionally occupy both roles, but the 
roles are quite different. 

Business Managers 

Managers, according to one theory, plan, organize, lead and control the 
processes and functions of their organization. They are usually arranged in 
a more or less formal hierarchy, with a CEO/President at the top, and 
various other CXOs and Vice Presidents reporting to them. These are the 
functional job titles that generally appear on a typical organization chart. 

Historically, most companies have organized their business managers into 
functional or divisional units. Thus, there is a European and a North 
American Division, and there are VPs for Manufacturing, Sales, Marketing, 
Finance, IT, and Personnel within those Divisions. 

Process theorists usually advocate that senior management use processes 
as a way of organizing the company. From a process perspective, a 
company is made up of a number of value chains that produce products or 
services. By moving backward from the product/service outputs, one can 
systematically identify all of the business processes that are necessary to 
design, create, manufacture, sell and deliver those outputs. From this 
perspective, the management hierarchy would begin with a VP for a Value 
Chain. That individual would have reports who manage the major 
subprocesses of the Value Chain, including New Product Development, 
Supply Chain, Sales & Marketing, and, perhaps, some of the support 
processes like HR and IT, in so far as they support the specific value chain. 

Most companies, today, have some kind of formal or informal matrix. They 
have some functional and departmental managers (e.g. VP of 
Manufacturing, VP of Sales) and some process managers (often called Line 
of Business managers). The nature of the matrix is determined by things 
like which manager has a budget and which has ownership of employee 
staffing, etc. 

Obviously, there is considerable overlap. There is usually a VP of Sales and 
there is usually someone responsible for the sales process within a given 
value chain. Figure 1 illustrates a matrix organization with three functional 
departments and an SVP in charge of the Widget Process. 
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Figure 1. A matrix organization with some business managers 
indicated. 

In this example, the SVP of the Widget Process chairs a Widget Process 
Management Team and meets with all of the managers who are responsible 
for processes within the Widget Value Chain. The Sales Supervisor reports 
to the VP of Sales and is also on the Widget Value Chain team. Thus, the 
individual occupying the Sales Supervisor job is a business manager with 
two roles: He or she is a report of the VP of Sales, responsible for 
implementing the policies and goals of the Sales Department, and he or she 
is also a Business Process Manager, working on a team with overall 
responsibility for assuring that the Widget Value Chain runs as efficiently 
and is as effectively as possible. 

Conflicts typically arise when the departmental group seeks to implement 
policies that tend to reduce the overall effectiveness of the value chain, and 
vice versa. We don't have time to explore these matters further here. 
Suffice to say that all of these managers are business managers and have 
responsibilities for the day-to-day operation of the company. 

Process Project Managers 

Another group of managers are assigned roles that require them to 
change/improve existing processes. Some of these individuals are 
specialists, responsible for on-going process change activities, and some 
are recruited for specific process change projects. In Figure 1 you notice an 
executive group, the Process Architecture Committee (It might be called 
the BPM Group, or the Six Sigma Coordination Committee). This group is 
usually led by a business manager responsible for monitoring process 
performance and identifying opportunities for process redesign or 
improvement. One of the activities of this group may be to prioritize 
process change opportunities and to assemble teams to undertake process 
change. That brings us to our second group of managers - project 
managers who are responsible for redesigning or improving a specific 
business process. Like most projects, process change projects create and 
implement a process change plan, and then terminate. 

Increasingly, the term Process Governance is being used to describe the 
role of the BPM group process manager, and the roles of the process 
redesign or improvement team managers. Figure 2 illustrates a typical 
process redesign project and indicates that someone needs to manage the 



effort to assure that is accomplished. 

Figure 2. The Management Role in a Process Redesign Project. 

Many books have been written on process redesign and most of them 
describe the kinds of skills and activities that a good manager must have to 
successfully lead a process redesign or improvement effort. 

The Intersection of the Two Types of Management 

The two types of management should intersect in a well-thought-out 
process redesign project. Unfortunately, in the past, too many process 
redesign or improvement projects have simply focused on the core process 
activities, and have ignored the key role that a process manager plays, on 
a day-by-day basis, to assure that the process is accomplished in an 
effective and efficient manner. This point was emphasized by Geary 
Rummler, and is well-documented in his book, Improving Performance, 
which he co-authored with Alan Brache in 1990. Rummler points out that 
his studies of defective processes typically lead to the conclusion that a 
change in the behavior of the process manager will yield greater results 
than any other possible change. Consider employees that don't perform 
well because they don't get any feedback on whether their performance is 
on target or off target. Or, the manager who never rewards or encourages 
effective performers. Or, worse, the manager who hasn't identified good 
ways of monitoring the work of those engaged in performing the process 
and so really doesn't know when the work is on or off target! Every good 
process analysis effort ought to consider the work to be performed, how it 
is currently being performed, and how the manager responsible for the 
process is facilitating or discouraging effective process performance. 

In the Nineties, when most companies were only beginning their process 
journeys, few companies understood the role of a process manager. 
Managers were functional in their orientation, responsible for sales or 
manufacturing. They didn't have any obligations to those up-stream or 
down-stream in a larger business process. Their bonuses were entirely 
based on accomplishing functional or departmental goals, and didn't 
depend on the overall success of a larger process, like a value chain. The 
typical Nineties manager simply didn't have a process perspective. 

Today, leading companies have gone a long way towards defining the 
process responsibilities of their business managers and the BPM group 
typically conducts training to teach managers their process responsibilities. 
As we already suggested, today's managers often wear two hats and are 
given incentives to perform both a functional and a process role. In such 
organizations, managers typically have helped define the flow of the 
processes they manage and have specific performance measures that allow 
them to effectively monitor the process activities for which they are 
responsible. 

In companies that are already working to train business managers to 
function as process managers, process redesign teams analyzing defective 
processes are naturally focused on evaluating both the role of the process 
manager and the activities of employees. 



Companies that have not yet begun to train their business managers in 
process management pose greater problems for those charged with 
redesigning a business process. It's often politically easier to try to ignore 
the role of the business manager in generating or maintaining the defective 
process. That approach, however, usually dooms the process redesign or 
improvement project to failure. At a minimum, it means that the redesign 
team is working with one hand tied behind its back. 

Processes only work efficiently if the business managers who manage them 
on a day-to-day basis understand themselves as process managers and act 
accordingly. Smart process redesign managers know that they must work 
to assure that the business manager understands his or her role if the 
redesigned process is to function effectively. It's a continuing challenge, but 
leading companies and smart process redesign managers understand the 
need to gain the support and involvement of the business manager and are 
increasingly being successful in doing so. 

Till next time,
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