Process Management – A Case Study

Introduction

Accantia Health & Beauty’s manufacturing site in Corby, Northamptonshire, produces an extensive range of skin-care products for distribution worldwide. The Corby site is relatively small, with a permanent staff numbering about 80, including the Administration and Technical departments. It produces, in addition to the Simple range of fragrance- and colour-free toiletries, Simple sun protection products and the long-established Cidal and Wright’s brands of soap and liquid cleansers. 

Why Change?

In late 2001 the business had to consider whether or not to make the changes necessary for transition from the existing quality accreditation (ISO9002:1994) to the new standard, ISO9000:2000. The alternative was to abandon external accreditation, relying instead on an internal quality management system - an entirely feasible option since the organisation no longer carried out any contract manufacturing. Eventually, however, the decision was made to retain external accreditation in order to ensure the maintenance of current disciplines. At this time, it would probably be fair to say that no one involved really understood or considered the benefits to the business of the process approach required by the new standard.

First Steps

With no real knowledge of what was required, or where to start, Accantia’s Quality Systems Administrator, charged with the task of implementing the necessary changes, turned to the HPO for help. The HPO offer a wide range of courses aimed at helping businesses to understand process management and to improve performance. Creating a Process Based Management System was exactly the course required at this stage.

Armed with the knowledge and understanding gained from this course, the challenges of meeting the Critical Clause (Clause 4) of the new standard seemed far less daunting. All that needed to be done was to:

· Identify the key business processes (ideally 8 – 15 processes)

· Define the integration and communicate to all departments

· Include everything key to the running of these processes, and show how the processes fit into the quality management system

· Define how the processes will be measured and create a management information system to provide the relevant data

· Use information to demonstrate effectiveness of delivery and to demonstrate continuous improvement.

More importantly, however, the course showed how process management was not just a means of meeting the requirements of the standard, but was also a very effective strategic tool for improving business performance and gaining competitive advantage. A complete Process Management System helps organisations to:

· Achieve business goal and objectives meeting stakeholder needs

· Provide a way for organisations to manage and improve themselves based on performance

· Focus on those activities that add value for customers and increase satisfaction

· Manage/reduce costs, time and waste, and maximize the use of resources. 

In very simple terms, the process approach demands a shift of emphasis from Compliance with standard procedures to increased focus on:

· Customer satisfaction

· Communication

· Competence (as opposed to training)

· Continuous improvement

Back at Accantia, the next step was to brief the Accantia Management Team and prepare them for some interesting changes, not least of which being the active involvement of top management. Process management is not just the responsibility of the Quality Manager; it involves everyone, at all levels, and requires total commitment and support from the top. 

The Process Team

Once briefed, the Management Team identified the key processes of the business and a Process Owner was assigned to each process. The Process Owner needs to have sufficient authority to implement changes and improvements, so the assignment of departmental managers to each process was both practical and logical. However, in this instance all the departmental managers chose a process closely related to their own department, as these were areas in which they felt most comfortable. This is understandable, but it does have disadvantages: familiarity with a dominant part of the process can lead to a continuation of departmental thinking and, potentially, defensiveness in the event of criticism. A lack of familiarity with the process is likely to create a more objective and more questioning approach.

The next stage was for each Process Owner to select an appropriate cross-functional team. Anyone can be a process team member, and although it is important to utilize the experience and knowledge of as many people as possible, the team members do need to be articulate and confident enough to make their opinions heard in a group situation. The personality and attitude of the Process Owner is important here. The Process Owner must respect the opinions of the team members, and must be open to the suggestions and criticisms of others.

The main problem encountered at Accantia was that, being a small organisation, the pool of suitable people for inclusion on the process teams was quite limited. As a consequence, the same people found themselves allocated to several different process teams, leading to excessive demands on their time. The danger here lies in the fact that individuals may start to miss process meetings, or meetings may be cancelled as a result of other demands of the business. Process meetings are then given a low priority, and if this attitude becomes widespread then the whole system will be undermined.

Implementation 

After appropriate in-house training, the process teams were set the task of creating process maps, using brainstorming techniques to ensure that all relevant aspects of the process were included. Visio flowcharting software was used in the construction of these process maps.

Once each process map had been finalized, the team agreed the means of monitoring and measuring the process for both efficiency and efficacy, using appropriate key performance indicators (KPIs). Individual responsibilities were then confirmed and a communication structure agreed, including a monthly Management Process Review at which targets and achievements were to be discussed and improvement activities, corrective actions and any preventive actions were to be agreed. 

By the middle of 2002 most of the initial groundwork had been completed and the first stages of transition had been successfully accomplished.

At this point it was decided that Design and Development, previously excluded from the quality management system, would be included in the new accreditation. By January 2003 the inclusion of Design and Development had been accomplished, effectively changing the existing registration from ISO9002:1994 to ISO9001:1994, obviating any need for exclusions in the scope of future registration.

As the year progressed the benefits of the process approach began to become apparent. Solutions were found to long-term repeat non-conformances; root cause analysis helped to identify and eliminate problems at source; KPIs were changed, or targets amended, as situations improved or more suitable areas for measurement were identified. In addition, everyone involved obtained a far greater understanding of how the different processes work and interact.

Having met all the requirements of the new standard, in July 2003 Accantia Health & Beauty achieved a successful transition to ISO9001:2000.
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