
Process Approach

An introduction



The basics
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 Company exists to fulfil needs that are of value to 

customers, for which it can receive an economic 

compensation in return and secure its sustainability –

to repeat the cycle of providing value to customers.

 Customer expectations are forever and gradually 

increasing. Yesterday’s benchmark will generally lag 

behind today’s needs. It is important to keep up with 

needs, by maintaining a cycle of improvement.



Customer needs

 Basic needs are taken for granted (not asked for). They are the threshold needs. Omission will result in rejection.

 Performance needs are what customers will ask for and against which they intent to measure their buying decision. 

 Excitement needs are unexpected and create an emotional engagement or spontaneous desire.

 Focussing solely on removing dissatisfaction will never result in satisfaction.
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 Process management in itself will never excite customers, but it is the critically essential foundation for everything else.



Plan-Do-Check-Act cycle

 PDCA cycle provides the underlying model for management.

 PDCA cycle is clear and easy enough, but how do we build a process-
based system around it?
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ISO 9001

International standard for demonstrating ability to meet customer and 
regulatory requirements, and to enhance customer satisfaction.

Based on seven quality management principles:

1. Customer focus.

2. Leadership.

3. Engagement of people.

4. Process approach.

5. Improvement.

6. Evidence-based decision making.

7. Relationship management.
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Not a one-off or periodic project, 

but an approach to a life-cycle of 

improvement



ISO 9001 system model

ISO universal model now in ISO 9001, 14001, 16001, 45001 etc…
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Suppliers are not part of the 

organisation, but they can influence 

outcomes and should therefore be 

engaged and managed similarly to the 

organisation’s own resources.

Reactive and proactive activity for 

assuring the ability to meet 

requirements and for enhancing the 

satisfaction of customers and other 

interested parties.

Measures, investigates and analyses the 

processes, product and outcomes, 

including customer satisfaction, for 

purpose of verifying that planned 

results are met and for identifying new 

risks and opportunities.

Everything that it takes to transform 

all of the input requirements into an 

output. The support element develops 

and maintains the appropriate 

competencies, capability and capacity 

in people, equipment, infrastructure 

and work environment.

Determines the customer input, 

mandatory requirements and the 

organisational context, for translation 

into objectives.

Drives the PDCA cycle. Sets a unified 

direction and promotes coherence to 

planned objectives. Unblocks any 

obstacles and maintains conditions for 

achieving the objectives.



Functional vs process approach

 We all belong to both a functional structure and to a process structure.

 Everyone must integrate their efforts, with focus on the customer at 

the start and end of the core process.
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Optimisation result within a 
functionally divided organisation

Optimisation result within 
a process-approach



Start with objectives
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Process approach

 ‘Process’ is “an activity or set of activities using resources, and are managed in order to enable the transformation of inputs into 

outputs”. Generally, the output from one process forms the input to the next, in a interlinking value-chain – starting and ending 

with the customer. 

 ‘Process approach’ is the “systematic definition and management of processes and their interactions”.

 ‘Definition’ says: “This is how we want to perform the activity and this is what we want the output to look like”. In this way 

everyone can be clear about the tasks and how they link to Company objectives.

 Definitions should balance  risks and opportunities within the system overall. For example, defining a ‘check point’ control may

help prevent a deviance from the original intent. However, if this control is over-rigidly defined then it may prevent an 

opportunity for improving the process, by de-motivating or disallowing a potentially useful deviation of a new valuable idea.
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Process approach integrating multiple processesSingle process model (adapted from ISO 9001:2015)
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Defining processes

 Showing the overall core process(es) in a single 

representation provides people with the 

understanding of the wider interrelationships, to 

enable them appreciate the contributions and 

impacts from their own localised decision 

making.

 Define and document any process that can affect 

the effective planning, operation and control of 

any Company objective or adopted standard.

 Do not define processes for trivial activities or 

those that professional people are reliably 

trained to know how to perform.



Process manual
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Core processes map
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Process definition
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Planning and deployment

Process model

Process definition Process definition, supporting description Sub-process, shown in browser view

Template form



Process development

Define customer needs

Define company needs

Define any other requirements (legal etc.)

Determine what activities are required to deliver and satisfy the needs

Arrange activities into a logical sequence (a process)

Design in robustness – to reduce the chance of mistakes and variability

Design out waste – to make best possible efficient

Define: inputs, outputs, resources, criteria, responsibilities

Document the process – only if important or difficult to remember

Implement

Measure outcomes

Continually eliminate variability/mistakes
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End
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