GEARY A. RUMMLER

COAUTHOR OF THE BEST-SELLING BOOK
Improving Performance: How to Manage the White Space on the Organization Chart

ALAN J. RAMIAS
RICHARD A. RUMMLER

" /.

White Space Revisited

Creating Value

Through Process






White Space Revisited



Join Us at JOSSEY-BASS ™
An Imprint of

Josseybass.com
- ¥WILEY

Register at www.josseybass.com/email
for more information on our publications,
authors, and to receive special offers.




White Space Revisited

Creating Value
Through Process

GEARY A. RUMMLER
ALAN J. RAMIAS
RICHARD A. RUMMLER

FOREWORD BY PAUL HARMON

D /OSSEY-BASS

A Wiley Imprint
, www.josseybass.com



Copyright © 2010 by John Wiley & Sons, Inc. All rights reserved.

Published by Jossey-Bass
A Wiley Imprint
989 Market Street, San Francisco, CA 94103-1741—www.josseybass.com

No part of this publication may be reproduced, stored in a retrieval system, or transmitted in any form or by any means,
electronic, mechanical, photocopying, recording, scanning, or otherwise, except as permitted under Section 107 or 108 of the
1976 United States Copyright Act, without either the prior written permission of the publisher, or authorization through
payment of the appropriate per-copy fee to the Copyright Clearance Center, Inc., 222 Rosewood Drive, Danvers, MA 01923,
978-750-8400, fax 978-646-8600, or on the Web at www.copyright.com. Requests to the publisher for permission should be
addressed to the Permissions Department, John Wiley & Sons, Inc., 111 River Street, Hoboken, NJ 07030, 201-748-6011, fax
201-748-6008, or online at www.wiley.com/go/permissions.

Readers should be aware that Internet Web sites offered as citations and/or sources for further information may have changed
or disappeared between the time this was written and when it is read.

Limit of Liability/Disclaimer of Warranty: While the publisher and author have used their best efforts in preparing this book,
they make no representations or warranties with respect to the accuracy or completeness of the contents of this book and
specifically disclaim any implied warranties of merchantability or fitness for a particular purpose. No warranty may be created
or extended by sales representatives or written sales materials. The advice and strategies contained herein may not be suitable
for your situation. You should consult with a professional where appropriate. Neither the publisher nor author shall be liable for
any loss of profit or any other commercial damages, including but not limited to special, incidental, consequential, or other
damages.

Jossey-Bass books and products are available through most bookstores. To contact Jossey-Bass directly call our Customer Care
Department within the U.S. at 800-956-7739, outside the U.S. at 317-572-3986, or fax 317-572-4002.

Jossey-Bass also publishes its books in a variety of electronic formats. Some content that appears in print may not be available
in electronic books.

Library of Congress Cataloging-in-Publication Data
Rummler, Geary A.
White space revisited: creating value through process / Geary A. Rummler, Alan J. Ramias, Richard Rummler;
foreword by Paul Harmon.
. cm.
Includes bibliographical references and index.
ISBN 978-0-470-19234-4 (cloth)
1. Industrial productivity. 2. Value added. 3. Performance. 4. Organizational effectiveness. I. Ramias, Alan J., 1947- IL
Rummler, Richard, 1961- II1. Title.
HD56.R864 2010
658.5'15—dc22
2009035519

Printed in the United States of America
FIRST EDITION
HB Printing 10 9 8 7 6 5 4 3 2 1



GEARY
Once again, for the girl from Ann Street.
Without you, none of this would have happened.

ALAN AND RICK
To Geary Rummler, exceptional leader,
patient mentor, tireless innovator,
wise and generous friend and father.






CONTENTS

List of Figures and Tables
Foreword by Paul Harmon
Preface by Geary A. Rummler
Acknowledgments

About the Authors

Introduction

PART ONE White Space Revisited

The Silver Anniversary of Process

Process in a Value Perspective

The Value Creation Hierarchy

Developing the Value Creation Architecture of a Business

U s W N -

Process Management in the Value Creation Context

PART TWO Designing or Improving the Value Machine
6 A Framework and Methodology for VCS Design
7 RPM Project Walk-Through: Align, Analysis, Design
8 RPM Project Walk-Through: Commit, Build, Enable, Adopt
9 Other RPM Applications
10 Designing Improvement Capability

PART THREE Implications
11 Process and the IT Department
12 Summary

xiii
xvil
XiX

xxi

23
39
77
97

17
119
141
177
187
199

209
211
229

vii



viii

Afterword

List of Acronyms

Notes

Index

About Performance Design Lab

Contents

235
237
239
245
251



FIGURES
Figure 1.1

Figure 2.1
Figure 2.2
Figure 2.3
Figure 2.4
Figure 2.5
Figure 3.1
Figure 3.2
Figure 3.3
Figure 3.4
Figure 3.5
Figure 3.6
Figure 3.7
Figure 3.8
Figure 3.9
Figure 3.10
Figure 3.11
Figure 3.12

LIST OF FIGURES AND
TABLES

The Organization as a System

The Four Key Requirements of a Business

The Resources Fixation

The Value Machine

Value Creation Hierarchy

The VCH with Performance Goals

The Components of a Process

Value Creation Hierarchy

The Belding Engineering Organization

The Value Creation Hierarchy: Enterprise Level

The Super-System Map

The Primary Processing Systems of an Organization
Value Creation System Choices of Belding Engineering
Value-Resource Relationship Map

The VCH with Contributing Sub-Systems
Cross-Functional Value Creation Map
Cross-Functional Process Map

Process Map with Technology Swimlanes

10
25
25
28
31
36
40
43
45
46
49
50
52
53
58
59
64
67



| *

Figure 3.13
Figure 3.14
Figure 4.1
Figure 4.2
Figure 5.1
Figure 5.2
Figure 5.3
Figure 5.4
Figure 5.5
Figure 5.6
Figure 5.7
Figure 5.8
Figure 5.9
Figure 6.1
Figure 6.2
Figure 6.3
Figure 6.4
Figure 6.5
Figure 6.6
Figure 6.7
Figure 6.8
Figure 7.1
Figure 7.2
Figure 7.3
Figure 7.4
Figure 7.5
Figure 7.6
Figure 7.7
Figure 7.8
Figure 7.9
Figure 7.10

Resource-Centric and Value-Centric Approaches to Process Definition
Alternative Views of Business as a Value Machine
Templates Used for Value Creation Architecture
Example of Business Process Framework
Performance Planned and Managed System

Detailed Performance Planned and Managed System
Work/ Work Management System

Managing Two Dimensions

Belding Engineering Value Versus Resource Dimensions
Performance Planned Process

Order-to-Cash Process Performance Data
Performance Planned Sequence

VCS Performance Data

The Past and Future of Process Improvement

The Effective Process Framework

The VCH and Key Variables Requirements

The Human Performance System

The Ideal HPS

The Technology Performance System

RPM Project Structure

RPM Ciritical Success Factors

Sterling Publishing Organization Chart

Sterling Publishing “Is” Value Creation System
Sterling Publishing “Is” Cross-Functional Process Map
“Should” Design Specifications

“Is” Versus “Should” Assumptions

“Should” Macro Process Design

“Should” Role-Responsibility Matrix (excerpt)
“Should” Details Document

“Should” Measures Chain

“Should” Management Domain Matrix (excerpt)

List of Figures and Tables

71

72

80

92

98

99
100
102
104
105
107
110
112
120
123
126
129
130
132
132
139
143
145
150
154
155
156
160
161
165
166



Figure 7.11
Figure 7.12
Figure 7.13
Figure 7.14
Figure 9.1

Figure 10.1
Figure 10.2
Figure 11.1
Figure 11.2
Figure 11.3
Figure 11.4

TABLES
Table F.1

Table 1.1
Table 3.1
Table 3.2
Table 4.1
Table 4.2
Table 5.1
Table 5.2
Table 6.1
Table 6.2
Table 6.3
Table 6.4
Table 7.1
Table 7.2
Table 7.3
Table 8.1
Table 8.2
Table 8.3

Process Management Tracking

“Should” Change Requirements Document
“Should” Enablers Chart

Macro Implementation Plan

A Well-Designed Process

Infrastructure to Support the Change Process
Improvement Process Overview

Example of Functionally Focused Value-Resource Map
The Effective Process Framework

Level at Which Workflow Mapping Is Performed
RPM Methodology with Business and IT Roles

Rummler’s Performance Matrix

The Scope and Range of Process Work
Role-Responsibility Matrix

Technology Enabler Chart (excerpt)

VCA Tool Set

Insight Team Project Summary

Director of Finance Function Performance Measures
Performance Management Routine

Process Performance Variables

RPM Design Dimensions Versus EPF Variables
RPM Detail Overview

Process Engagement Grid

Align Phase Pitfalls/Success Factors Matrix
Analysis Phase Pitfalls/Success Factors Matrix
Design Phase Pitfalls/Success Factors Matrix
Implementation Planning Agenda

Commit Phase Pitfalls/Success Factors Matrix

Build Phase Pitfalls/Success Factors Matrix

168
170
171
173
194
200
203
215
218
221
226

Xiv
22
69
69
82
84

104

108

124

135

136

137

148

157

174

179

181

183

List of Figures and Tables

Xi



Xii

Table 8.4
Table 8.5
Table 8.6
Table 9.1
Table 9.2

Enable Phase Pitfalls/Success Factors Matrix
Adopt Phase Pitfalls/Success Factors Matrix
Project Timetable

Components of Methodology

Some RPM “Methodologies”

List of Figures and Tables

183
184
184
195
196



FOREWORD
BY PAUL HARMON

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 Scientific 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 Simplification 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 efficient as possible. Quality control engi-
neers like W. Edwards Deming and Joseph Juran played a major role in helping companies
design efficient 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 field 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 office 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.



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 first of his performance matrix,
which is pictured in Table E.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 specific 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 define 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 first started working with Geary, in the late 1960s, he was already using flowcharts
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 defined 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

Design and
Goals and Measures Implementation Management
Organizational Level Organizational goals and measures of Organizational design Organizational
organizational success and implementation management
Process Level Process goals and measures of process Process design and Process management
success implementation
Activity or Activity goals and measures of activity Activity design and Activity management
Performance Level success implementation
XIv Foreword



In the 1980s, Geary Rummler joined with Alan Brache to form Rummler-Brache and
undertook a number of consulting engagements that widely influenced 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 find those same
concepts in the latest flowcharting notation: BPMN. Many would emphasize the swimlanes
that provide business people with insights into who is responsible for managing specific 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 specific
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

Foreword
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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 influence the way process improve-
ment work is done today than anyone else I know. The quality control community owes the
emphasis on defining 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 flow 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 figure out
how to fit 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.

Foreword



PREFACE

BY GEARY A. RUMMLER

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 field. 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 first book in 1990, which laid the foundation for the field, it is now an estab-
lished, mature, and increasingly confusing field. 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 find 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 “field” of BPM seems to be all about the “means,” with no connection to the end.
Ifs about how to model a process, how to automate a process, how to automate the



—

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. ..

Preface
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