
White Space Revisited
When Improving Performance: How to Manage 

the White Space on the Organization Chart was 

published in 1990, it was lauded as the book that 

launched the Process Improvement revolution. 

This was the book that fi rst detailed an approach 

that bridged the gaps among organization strat-

egy, work processes, and individual performance. 

Two decades later, White Space Revisited goes 

beyond a mere revision of that groundbreaking 

book and refocuses on the ultimate purpose of 

organizations—to create and sustain value.

White Space Revisited is a comprehensive 

resource that offers process and performance 

professionals a conceptual foundation, a thor-

ough and proven methodology, a set of remark-

able working tools for doing process work in a 

more significant way, and a series of candid 

observations about the practice of Business 

Process Management (BPM). The book’s time-

tested methods, models, tools, and guidelines 

serve to align people, process, and technology.

White Space Revisited includes information on a 

wealth of vital topics and 

❏ Describes the difference in impact of 

focusing on single processes versus  large-

scale improvements 

❏ Provides an integrated step-by-step blue-

print for designing, implementing, and 

sustaining process management

❏ Offers a detailed methodology for stra-

tegic and tactical process defi nition and 

improvement 

❏ Spells out how to leverage the power of IT 

to optimize organizational performance

❏ Shows how to integrate the energy and 

value of Six Sigma, Process Improvement, 

and Process Management into an effective 

Process Excellence Group

This important resource is written for practitio-

ners, managers, and leaders who want to achieve 

greater and lasting results.

“White Space Revisited is essential to managers who are 

trying to make their organizations more process centric, 

and process practitioners who are trying to fi gure out 

how to fi t all the various technologies together into a 

whole. Geary’s vision of the performance system that 

uses processes to create value is one of the key mana-

gerial insights of our time.”

PAUL HARMON
FOUNDER AND EXECUTIVE EDITOR, BPTRENDS, AND 
AUTHOR,  BUSINESS PROCESS CHANGE

“White Space Revisited provides a practical, current, and clear depiction on how to link process thinking to business strat-

egy and goals. It presents a comprehensive methodology to align business performance with business architecture, mean-

ing processes, information technology, and organization and human performance design.  The authors delight us with 

what I consider a ‘textbook’ not only for process, IT, and human resources consultants but for everyone enthusiastic with 

promoting and designing business changes toward improving performance and competitiveness in their organizations. 

Even though valuable by itself, I strongly recommend this book to all of you  who previously read Improving Performance: 

How to Manage  the White Space on the Organization Chart, by Geary Rummler and Alan Brache.

HOMERO RESÉNDEZ
PROCESSES AND IT DIRECTOR, CEMEX 
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“I have been working with the original Rummler process 

methodology for over 10 years. Alan, Geary, and Rick 

have taken real business experiences and applied their 

methodology in a way that will give business leaders at 

the C level an approach to create an organization that will 

be effective in executing against their business strate-

gies. However, it also gets into enough practical applica-

tion to give single process owners and practitioners the 

tools to improve their processes as goals change. This 

is not a consultant’s view; this is based in real business 

life. I expect this book to be on my desk and pages dog-

eared as I refer to it on a regular basis.”

JOYCE E. WELLS
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xiii

 Businesses have likely been trying to improve processes for as long as there have been businesses. 

One imagines that ancient Egyptian pottery shop owners worried about how to make produc-

tion of pots faster, better, and cheaper. Systematic efforts at business process improvement are 

usually thought to have begun when Fredrick Winslow Taylor published his best - selling book, 

 The Principles of Scientifi c Management , in 1911, just about the same time that Henry Ford was 

revolutionizing manufacturing with his ideas about a continuous production line. 

 Throughout the early half of the twentieth century, industrial engineers carried the torch 

for process improvement and often met at annual Work Simplifi cation conferences. In the 

years following the Second World War, process work came into its own. Factories in Asia and 

Europe had been destroyed in the war and needed to be rebuilt from scratch, and everyone 

wanted to be sure that their new factories were as effi cient as possible. Quality control engi-

neers like W. Edwards Deming and Joseph Juran played a major role in helping companies 

design effi cient processes. In the late 1980s a group of people at Motorola combined process 

work with quality control techniques to create Six Sigma, a popular approach to improving 

the quality and consistency of processes. In 1990, James Womack, Daniel Jones, and Daniel 

Roos wrote  The Machine That Changed the World , which reported on the huge strides that 

Toyota had made and coined the term  lean.  

 In a similar way, the rapidly evolving fi eld of computing led to massive and widespread 

changes in the way business processes were organized. Companies had begun to use comput-

ers to automate their processes in the 1960s. In the 1980s, with the introduction of the per-

sonal computer, automation became available to managers and offi ce workers. In the 1990s, 

gurus like Michael Hammer, James Champy, and Tom Davenport urged companies to reengi-

neer their processes to take better advantages of the improvements that process - oriented 

computer systems could offer. 

      F O R E W O R D
            B  Y   P  A U L   H  A R M O N   
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xiv Foreword

 In addition to the gurus in the quality control and automation traditions, there have always 

been process advocates among business management theorists. Michael Porter, for example, 

is known for his work on strategy and value chains, and James Heskett has led a reevaluation 

of how organizations relate to employees and customers. The leading guru in the manage-

ment tradition, however, was Geary Rummler. 

 Dr. Rummler began his career in Michigan in the 1960s. He earned his MBA and his doc-

torate at the University of Michigan and proceeded, over the course of the remaining decades 

of the twentieth century, to elaborate an integrated methodology for improving processes in 

organizations. 

 In reality, Geary Rummler never focused on processes as such. Instead, he focused on corpo-

rate performance and on how companies could be organized and managed to produce superior 

performance. When I think of Rummler ’ s impact, I usually think fi rst of his performance matrix, 

which is pictured in Table  F.1 . More than anything else, the matrix suggests the scope of Geary 

Rummler ’ s vision. He imagined an organization comprised of three levels: one concerned with 

the organization as a whole, one concerned with the specifi c processes the organization used to 

accomplish work, and one focused on the concrete activities that people and systems performed. 

He assumed that at each level organizations would defi ne goals and measures, create designs for 

achieving their goals and measures, and establish management practices that would assure that 

the designs achieved the desired goals and measures. Thus, although process was extremely 

important to Rummler, it was always just one part of a comprehensive approach to performance 

improvement, and it was important only because it supported the goals of the organization.   

 When I fi rst started working with Geary, in the late 1960s, he was already using fl owcharts 

to describe business processes, although he had not yet arrived at the  “ swimlane ”  diagrams 

that he made ubiquitous when he joined with Alan Brache to publish  Improving Performance  

in 1990. Similarly, in the 1960s, the Activity Level of the Organization Performance Matrix 

was entirely focused on the employees who performed activities. Thus the Activity Level 

focused on how goals were defi ned for employees and how they were trained, managed, and 

motivated to perform their jobs. In the course of the 1980s and 1990s, like the rest of us, 

Rummler struggled to understand the role of computers in modern organizations and to 

incorporate software systems into the Activity Level of the Performance Matrix. 

 Table F.1 Rummler ’ s Performance Matrix 

         Goals and Measures   

   Design and 

Implementation      Management   

     Organizational Level     Organizational goals and measures of 

organizational success  

  Organizational design 

and implementation  

  Organizational 

management  

     Process Level     Process goals and measures of process 

success  

  Process design and 

implementation  

  Process management  

     Activity or 
Performance Level   

  Activity goals and measures of activity 

success  

  Activity design and 

implementation  

  Activity management  

fbetw.indd   xivfbetw.indd   xiv 10/26/09   12:20:02 PM10/26/09   12:20:02 PM



Foreword xv

 In the 1980s, Geary Rummler joined with Alan Brache to form Rummler - Brache and 

undertook a number of consulting engagements that widely infl uenced how people today 

think of process change. To provide two examples: it was during the 1980s that Rummler 

worked at Motorola, revising processes and teaching the process analysis techniques that laid 

the groundwork for Motorola ’ s subsequent development of Six Sigma, which marries process 

and quality control techniques. In a similar way, IBM practitioners took courses from 

Rummler - Brache and then went on to create LOVEM, an IBM business process reengineering 

methodology that relied on Rummler ’ s diagramming concepts. Today we fi nd those same 

concepts in the latest fl owcharting notation: BPMN. Many would emphasize the swimlanes 

that provide business people with insights into who is responsible for managing specifi c activ-

ities. In fact, the idea of always placing the customer of the process in the top swimlane and 

then diagramming every interaction between the customer and the business process is proba-

bly the more valuable insight. The latest approaches for improving service industry processes 

rely on an ability to model a customer ’ s activities and then change the service business ’ s activ-

ities to create a better customer experience. 

 Geary Rummler achieved widespread recognition in the 1990s. Hammer, Champy, and 

Davenport convinced companies they needed to reengineer but didn ’ t provide much specifi c 

guidance about exactly how processes were to be analyzed and redesigned. Many companies, 

once they decided to commit to reengineering, looked around for a systematic methodology 

and discovered  Improving Performance  and the Rummler - Brache training courses. There was 

an irony here, since Geary Rummler was never a fan of reengineering. He had always advo-

cated a more comprehensive, systematic approach and thought that reengineering ’ s emphasis 

on radical change would be too hard to implement. In hindsight, Rummler was right, but in 

the meantime a whole generation of process practitioners learned to approach process change 

projects using the Rummler - Brache methodology. 

 Rummler sold his interest in Rummler - Brache and retired at the end of the 1990s. Within 

a couple of years, however, he realized, as he once told me, that he had  “ failed retirement. ”  

There were still too many problems he wanted to investigate, too many new insights he wanted 

to incorporate into his performance improvement methodology. Thus, in the early years of 

this decade, Geary joined with a group of colleagues to create Performance Design Lab (PDL), 

a new consulting and training company that provided Geary an organizational base from 

which he could continue to explore ways to improve organizational performance and elabo-

rate his comprehensive approach to performance analysis and organizational design. 

 Geary Rummler died unexpectedly on October 29, 2008. In the year before his death, Geary, 

his son, Rick Rummler, and his longtime colleague, Alan Ramias, had begun work on a new book 

that would pull together all the insights they had garnered during the previous two decades. 

The book was nearly done when Geary died. Rick and Alan have done the entire business process 

community an important service by completing the book and seeing it through publication. 

 To my way of thinking, Geary Rummler was always the performance analyst ’ s performance 

analyst. He didn ’ t promote himself in the way that others did and was never as well known to 
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xvi Foreword

the general public as process gurus like W. Edwards Deming or Michael Hammer. On the 

other hand, over the course of his career, he did more to infl uence the way process improve-

ment work is done today than anyone else I know. The quality control community owes the 

emphasis on defi ning processes at the core of Six Sigma to Geary ’ s work at Motorola. Similarly, 

the IT community owes its current swimlane - based, customer - focused BPMN diagrams to 

Geary ’ s efforts to create fl ow diagrams that business people could easily understand. We all 

owe Geary thanks for his relentless emphasis on process change that improved corporate and 

human performance. 

 Over the years  Improving Performance  has been a bible to many process practitioners. 

Reviewers have consistently said that it was the best book to give to business managers who 

were looking for an introduction to process. Predictably, this new book, summarizing Geary 

Rummler ’ s latest thinking about process analysis, process management, and organizational 

performance, will be widely read by new managers who are trying to make their organiza-

tions more process centric, and by today ’ s process practitioners who are trying to fi gure out 

how to fi t all the various technologies together into a whole. 

 Isaiah Berlin famously divided great thinkers into two types: Foxes and Hedgehogs. Foxes, 

he explained, knew many different things, but Hedgehogs knew one big thing. Geary Rummler 

was a hedgehog. He knew that organizations were systems that transformed customer needs 

and raw materials into valuable products or services. He knew that everything was connected 

to everything else and that effective change required a comprehensive knowledge of how the 

whole system worked to achieve its goals. His vision of the performance system that used pro-

cesses to create value is one of the key managerial insights of our time. Other process gurus 

had a similar vision, but Geary Rummler ’ s vision was uniquely powerful because he continu-

ally stressed the importance of a systematic, integrated approach. 

 So many things are changing. So many new techniques become available each day. It ’ s very 

easy to get lost in the details. We are lucky to have this new book to provide us, once again, 

with Geary Rummler ’ s comprehensive vision of how we can systematically improve the per-

formance of our organizations.             
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  This Preface was found in Geary ’ s notes. It is rough and probably incomplete, but it contains his 

own words on the purpose for writing this book.  

 What we wish to present is a view with an edge. We need to elbow our way into a crowded, 

noisy fi eld. It ’ s sort of a  “ Hello! Remember, it ’ s still about work! ”  The only way a business cre-

ates value for its customers and an organization for its stakeholders is through its value -  adding 

work processes. 

 Unlike in the fi rst book in 1990, which laid the foundation for the fi eld, it is now an estab-

lished, mature, and increasingly confusing fi eld. There are endless lectures, articles, journals, 

conferences, and workshops devoted to process modeling tools, BPMS products, maturity 

models, governance models, design and improvement methodologies, process culture, busi-

ness process leadership, process management, process - centered organizations  .  . . .

 But despite all this activity, the undercurrent of a recent Gartner conference [in February 

2008, where Geary was a keynote speaker] was,  “ Where are the results? ”     “ Is BPM a fad? ”  — the 

whole thing powered by technology and training vendors who themselves are busily maneu-

vering and consolidating. I guess we would say that BPM is, at best, stalled. It certainly has not 

realized the potential we saw in 1984 when doing our early work at Motorola. 

 From our perspective, the BPM/process movement has gotten off track. In fact, it is even 

hard to fi nd a reference to what we think are the basics: identifying and improving the work 

required to deliver organizational results.  “ Process ”  was not some invention to improve pro-

ductivity;  “ process ”  was itself a process that started not with the work but with the results 

desired and worked backward from there to identify and redesign the work that must produce 

those results. That is the essence of industrial and process engineering. 

 Yet the  “ fi eld ”  of BPM seems to be all about the  “ means, ”  with no connection to the end. 

It ’ s about how to model a process, how to automate a process, how to automate the 

      P R E F A C E          
  B  Y   G  E A R Y   A .  R  U M M L E R   
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 management system. It ’ s about the technology to run a process, the tools and techniques for 

projects, the organization culture to support a process orientation, and about BPM leader-

ship. Which leaves us far off track from the core concept — which is about work. 

 We think it is way past time to get back to some basics: like understanding the organization 

results we are trying to deliver, realizing that there are no shortcuts to value creation in any 

business, and identifying, designing, and managing the work required to achieve those 

results — and treating process as the best - known way to engineer those results. 

 Thus this book  . . .              
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  GEARY A. RUMMLER 

 Dr. Geary A. Rummler was the founding partner of the Performance Design Lab (PDL), where 

he was continuing his lifelong work on organizational performance improvement in complex 

systems. He died on October 29, 2008. At the time of his death, Geary was working with his 

partners on two books. One was this book; the other addresses management and focuses on 

the design and operations of an effective management system from a process perspective. 

 Prior to founding the Performance Design Lab, Geary was the founding partner of the 

Rummler - Brache Group, an organization that became a leader in the business process 

improvement and management business in the 1980s and 1990s. Prior to that, Geary was 

president of the Kepner - Tregoe Strategy Group, specialists in strategic decision making; 

cofounder (with Thomas F. Gilbert) and president of Praxis Corporation, an innovator in the 

analysis and improvement of human performance; cofounder (with George S. Odiorne) and 

director of the University of Michigan ’ s Center for Programmed Learning for Business. 

 Geary was a pioneer in the application of instructional and performance technologies to 

organizations and brought this experience to the issue of organization effectiveness. His cli-

ents in the private sector included the sales, service, and manufacturing functions of the air-

craft, automobile, steel, food, rubber, offi ce equipment, pharmaceutical, telecommunications, 

chemical, and petroleum industries as well as the retail banking and airline industries. He also 

worked with such federal agencies as IRS, SSA, HUD, GAO, and DOT. Geary ’ s research and 

consulting took him to Europe, Japan, Korea, Malaysia, China, and Mexico. 

 In addition to consulting, teaching, and presenting at conferences, Geary published a 

steady stream of articles and a variety of books ranging from labor relations to the develop-

ment of instructional systems and his articles appeared in numerous professional and man-

agement journals and handbooks. In 1988, he coauthored  Training and Development: A Guide 
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  The Enterprise Reengineering Excellence Award from  Enterprise Reengineering  magazine 
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fi rst Malcolm Baldrige Award in 1988. 

 After joining the Rummler - Brache Group (RBG) in 1991, Alan led major successful per-

formance improvement engagements within Fortune 500 companies. His experience spanned 

several industries and the full spectrum of corporate functions and processes, such as strate-

gic planning, manufacturing, product development, fi nancial management, and supply chain. 
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