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PREFACE

Welcome to the e-book - A Business
Improvement Methodology that Works - A
Complete Guide to the PRIME Business
Improvement Methodology.

For over a decade, | have seen a common
pattern, organisations falling off the business
improvement journey at various stages. Some
early, but some much later when a lot of time
and money had been invested.

As an analyst myself, it comes as no surprise
that my business partner and | started
analysing this pattern with an aim to discover
why it is so.

The key cause became clear. It was the lack of
a proven, robust, end-to-end and simple to
follow Business Improvement methodology.

The purpose of this e-book is to provide you
and your business improvement team a
methodology to identify, map, analyse, improve,
implement and monitor business processes. In
addition, a method to embed a process centric,
continuous improvement culture into the
organisation.

This e-book can be used as a guide to step you
and your team through each phase so that all
your team members are singing off the same
song sheet.

| truly hope you enjoy reading this e-book and
that it will inspire you to use your learnings to
deliver quantifiable business improvement
results in your organisation.
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INTRODUCTION

This e-Book introduces the reader to the PRIME™ Business Improvement
methodology. A methodology that guides you on how to identify, map, analyse,
improve, implement and monitor business processes. In addition, it is a method to
embed a process centric, continuous improvement culture into the organisation.
PRIME™ is an acronym for Processes In a Monitored Environment.

The PRIME® methodology provides a practical method to achieve immediate business
improvements, whether these are quality, cost reduction, or customer satisfaction focused.
PRIME™ enables you to achieve such benefits by improving the organisation’'s current
operations and by managing its smooth transition to the desired state.
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'CURRENT IMPROVED
PROCESS - _ _ ~ PROCESS

PROCESS
SCOPING

The PRIME™ methodology consists of a systematic and structured approach and it is domain
independent. It has been applied in many different organisations for over 15 years and consistently
delivers excellent results.
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Domain
Independent

The PRIME™ methodology
can be applied to any
industry vertical, whether
it is banking, insurance,
production or service
industry etc., our
methodology delivers
guaranteed business

agility.

Systematic

The PRIME™ methodology
is logical and efficient. All
aspects of the preceding
phase must be completed
before the following phase
can be undertaken. This
ensures that no aspect of
the business is
overlooked.
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Structured

The PRIME™ methodology
is well planned, ordered and
controlled. Each phase has
set inputs and outputs, and
the following phase can not
be entered until specific
outputs have been
produced. This makes the
methodology easy to use.
PRIME™ provides a solid
foundation for any
business process
improvement initiative.




PHASES OF
THE PRIME™
METHODOLOGY

Process Scoping

Phase 1 - Process Scoping

Business processes are intangible; therefore most organisations
find it difficult to establish an appropriate starting point for its
improvement initiative. In addition, how can the team ensure that all
business processes have been included in the review, or not
duplicated as part of another business process?

Each business is different; hence developing the appropriate
process scope is vital to effectively manage the initiative and to
achieve maximum cost savings. The Process Scoping phase of the
PRIME™ methodology requires the development of a Business
Process Library.

The Business Process Library is a graphical representation of the
organisation, or business area under review. It represents all the
business processes, at various levels which are executed within
that particular organisation business area.

A Business Process Library can be developed by business unit, for
example Corporate Finance or by value chain for a product or
service, forexample Disposal of Waste.

The business process library represents a hierarchy of business
processes, reflecting the operations running in an organisation.
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It is crucial to develop an accurate business process library as an inaccurate process library will cause
cascading errors throughout the lower levels.

Level 0

Level 0 of the business process library always
indicates the highest level of the organisation
under review. For example, if your improvement
initiative covers the whole organisation, then
Level O is the name of the organisation. Below is
anexample.

Level O

F 3

Manage
Company

Level 0

If your improvement initiative is only covering one
business area, for example Human Resources

Manage “+—
Human
Resources

]

thenthe Level 0is named Human Resources.
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— Level 1

Level 1 of the business process library shows the

Level1 5 5 c 5
= overall organisation, then the business functions

' ) nextleveldowninthe organisation. Iflevel O is the
arenamed aslevel 1.

You will note the use of verbs at the start of the
business function. This sets the process library
apart from an organisational chart at this level of
the library.

If level O is the business unit Human Resources,
then level 1 would denote process groupings. This
of course will vary from organisation to
organisation, because all organisations are —
somewhat different. Reciultiment

For the purpose of explaining the levels of the
library, we will assume that Human Resources is
level O.
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Level 2

The Human Resource library has now been
dissected even further, dissecting each Level 1
into true business processes. A true process
consists of between 5-15 tasks and sits just above
the work instruction/procedure document.

There is some flexibility in this number. However if
the process exceeds 20 tasks, the process needs pr=""
to be separated into two processes and renamed.

In the below diagram you will see that each Level 1 Ew:«m — EM
has relevant business processes grouped = .8 ) =

underneath it. Of course the names of these [ ( ) ’ | ]

Contractor Statf

. . o Recruit Retire
processes will vary from organisation to

Review
a A | — G
organisation. e o
. Awrard
Recruit Exit
"  Geaduate ™ um::ls ™  contractar F—
e — ————~
h S
—- R;::"‘:' L—s! Terminate Stafl
p _—__ -
Level 2
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l Level 3

i There may be scenarios where the process at Level 2 may
= exceed 15 tasks. In this case, either a new process is created
- N on Level 2, or if it is a sub category of Level 2, then a Level 3
— processis created.
Contractor
Y In the example shown, you will see that the Level 2 process,
1 N Recruit Staff exceeded 15 tasks, and contained a sub
Recruit category — Recruit Part Time and Full Time Staff. Each of
Saoues these processes were 5-15 tasks, hence these set on Level 3
. / of the processlibrary.
4 a,
Recruil
Statt
\.. E &
7~ B M
Rectuit
— Part Time
Statt
p N e Level 3
Rectuit
Full Time
Stalt
., v
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Level 4

Level 4 and Onward The same approach is followed
to create subsequent levels. Process models are
created for the lowest level of the process library and
this could be various levels, depending on the
dissection required. Hence you will note in the case

of the below diagram, 10 process models would be —_—
created. o
B
The outcome of the Process Scoping phase maybe Ea | | Ll
one, or many business process Libraries. Based on Eg;“j ! =y ) g
this, the project time, project cost and the resources = = =
required to improve the business can be deduced. e | v Eme | v M o
L
At this time, the improvement team can also identify | v e -
which business processes have a direct association .
with the organisations’ bottom line and give the
ability to prioritise which business processes N 1 o
require urgent attention. @
el v
In addition, the processes that add value to the ——
customer can be identified and ensured to be ftmesat |
N —

optimal, efficient and of superior quality.
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PROCESS
REVIEW

Phase 2 - Process Review

The purpose of this phase is to understand how the
organisation is currently executing its business processes.
Depending on what the objective is of your improvement
initiative is, will influence the information gathered in this
phase.

For example, if the objective of the improvement initiative is
cost reduction, then data on the duration of a task, staff
cost, and overhead cost must be gathered in this phase.
Therefore, it is key to be clear on your business process
improvement objective first.

The business processes listed in the Business Process
Library will be investigated to understand the use of the
following attributes:

www.primebpm.com
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People

This refers to the role
name/s fulfilled by staff
members who perform
the tasks within the
business process.

Documents

It is important to capture
the documents utilised
during the execution of
the business process, in
order to maintain
document consistency
across the organisation.
In addition, it provides an
opportunity to transfer
document information

into information systems.

www.primebpm.com
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Applicants

It is important to capture if
an application is or is not
utilised during a process.
When analysing the
efficiency of the process
we can see that a task may
be able to utilise a system
rather than be conducted
manually. This helps to
reduce the manual tasks
involved in the process.




Tasks Issues

A business process What are the current

Is broken down into iIssues with this process.
a number of tasks to

understand the flow

of execution.
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Improvement Suggestions
How can the issues with this process be resolved?

There are many other attributes that can be captured, for example business rules, task execution time etc.
However, the first four attributes described above are a minimum, as this information is a must to manage
the change effectively in the organisation.

In preparation of gathering this information, the Business Process Analyst refers to the created process
library to identify the business processes that are at the lowest levels of the library(level 2 and 3 shown in
the library above. The analyst will identify the staff who undertake these business processes in the
organisation and interview them. They are referred to as process participants. The interview will focus on
how the process s currently executed.

During the interview, the following information is captured:

* Tasks executed as part of the process

* Documents used to undertake the tasks

* Information systems used to undertake the tasks
*Roles performing the tasks

* Entities involved within the process

* Decisions made withinthe processes

* Events occurred during the process
*Issuesrelating the process

* Improvement opportunities relating to the process

www.primebpm.com




Once the interview is completed, the information gathered is used to create a business process model. An
example of abusiness process map is shown below.

Apaican

ERHE |

HH A%

MR DM e

www.primebpm.com




The business process model is a graphical representation of the business process. It being a graphical
format enables the easy sharing and discussion of the process. Hence process participants, owners and
analysts can easily identify process bottlenecks and areas forimprovement together.

The output of this phaseis a current state business processreport.

This report reflects how the process currently operates — the document is used as the base for business
process improvement in the subsequent phase of the PRIME™ methodology. A current state business
processreportis created for each business process inthe Business Process Library.

This Process Review phase is a very important phase and should not be missed. It provides organisational
transparency.

Although it is time consuming, hence can be costly, there are a number of benefits that are derived
from this investment. These are:

* Transparency of the organisation establishes a baseline for improvement.

* Easy process communication which results in better decision making.

* Understanding of the pain points/bottlenecks associated with the process.

* The ability to identify processes that are directly linked to revenue raising activities.

- Clarity where each process interfaces with another process — therefore an understanding of
the impact on subsequent processes if a preceding process is changed.

* The ability to do a gap analysis between the current state and the desired future state. This
in turn will aid in change management

* Etc.

www.primebpm.com




PROCESS
IMPROVEMENT

Phase 3 - Process Improvement

This is the phase where the organisation starts to see results.
Using the issues and improvement opportunities gathered in
the Process Review phase, the current business processes are
redesigned.

Examples of the types of improvements that may be made are:

* Merging two or more processes

*Replacement of aprocess

* Reassigning abusiness process or tasks to another role
*Removing nonvalue adding tasks

« Automation of business process

* Etc.

All theimprovements are designed to achieve:

* Costreduction

*Value addition to the customer (revenue protection)
* Transparency

« Efficiency

« Optimisation

« Standardisation

www.primebpm.com 21



This is a highly consultative phase as it is important that the newly developed processes are practical and
align with organisation’s vision and strategies. It is also important to gain support for the change from
operational and managerial staff.

The output of this phase is a future state process report for each business process. Content of this report
includes the new Business Process Library,animproved business process, and any other attributes.

A RACI chart, or supporting business rules are some examples of attributes that you may wish to support
your business process with.

Below is an example of businessrules:

BUSINESS RULES

1 Storage of payment details to comply with General Retention and Disposal Schedule. (GRDS -5 years)

2  Customer setup in SAP must be completed when a project is created in SAP not when a customer is -

invoiced.

3  External customers are to be invoiced as per the terms and conditions agreed to in the contract.

www.primebpm.com




A RACI chart describes the roles and responsibilities of people in relation to various tasks. The chart splits

each task up into four participatory responsibility types and are then assigned to various roles. The
responsibility types making up the acronym RACI are as follows:

* Responsible — Those who carry out the task

 Accountable — The position ultimately responsible for the correct completion of the task
* Consulted — Those whose opinions are sought if a task is to change
* Informed — Those who are kept up-to-date on progress or task changes

An example of aRACI Chartis illustrated below.

RESPONSIBLE ACCOUNTABLE CONSULTED INFORMED
Generate Salary Costs Support Officer | Director Director -
Determine Billing Accuracy | Director | Director i Project Manager 'SupportOfficer |
GenerateBilling SupportOfficer | Director - Project
Information Manager
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The Process Improvement phase also includes the completion of all improvement work packages. Im-
provement work packages are the improvement activities that need to be completed to make the desired fu-
ture state business process areality.

For example, a work package may include the development of document templates, systems
enhancements or the development of training manuals.

In this phase Key Performance Indicators (KPI) are also set. These indicators are referred to once the new
processis live, to seeif the changeis effective.

The KPIfor arecruitment process maybe, x amount of hires must be made each month.

In this phase, it is also important to note down what the current KPI is for a process. This enables a
comparison once the new process is implemented.

During this phase, there is heavy consultation with management to prioritise the work packages according
to budget and time constraints, and the setting of the KPI's.

www.primebpm.com




PROCESS
IMPLEMENTATION

Phase 4 - Process Implementation

During this phase, the improved business processes are
implemented across the organisation. Although
implementation is the fourth phase of the PRIME™
methodology, change management techniques have
already been used in previous phases. As operational staff
have contributed in previous phases to the business
improvement initiative, at this time operational staff are
eagerly awaiting the 'reality’.

At this time, the new Business Process Library and the
future state business process reports are published, hence
made public.

Simply publishing this information is not sufficient to
transition the business. The PRIME™ methodology
includes the hosting of process awareness sessions.
Individuals who execute the enhanced business process
are invited to attend the scheduled awareness sessions to
gather information as to how the process should now be
executed.

www.primebpm.com
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During these sessions, operational staff are explained the new process and any questions can be
answered. In addition, the location of all supporting information is advised e.g. business process reports,
document templates etc.

The Implementation Phase is reiterated until there is substantial evidence that the new processes have
become second nature to staff.

For this reason, the Process Implementation and the Process Monitoring phases are at times, executed in
parallel.

The output of the Process Implementation Phase is the 'go live’ of the enhanced business processes and
the transition of the business to an optimum operational state. This transition should be in line with the
business process improvement objective, agreed upon at the start of the initiative.

www.primebpm.com




PROCESS
MONITORING

Phase 5 - Process Monitoring

After Process Implementationis complete,

process adherence and KPIs needs to be monitored.

To monitor process adherence, the process monitoring
measures need to be set. In simple terms, what exactly will
be monitored to ensure that people are adhering to the new
process.

The exampleis on the next page:

www.primebpm.com
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MONITORING PURPOSE OF POSITION MONITORING | CONSEQUENCE MANAGEMENT

MEASURE MEASURE ACCOUNTABLE | FREQUENCY
Compilationof | Toensure Business | Monthly | On completion of audits, Business
Missing timesheets are Manager Managers mustreportto each
Timesheets being completed Branch Director/Unit Head on
Reports regularly. results/trends. Itis then the

responsibility of the Branch
Director/UnitHead to manage any
negative results/trends, take
corrective actions and/or escalate
any significantissuesto the
Executive Director if required.

If a concerning variance exists, for example only 60% of staff are submitting timesheets by the desired
deadline, the improvement team investigates the reasons for non-adherence. For example, the team
member may find that the prescribed process has not reached the full audience, or that the process
prescribed is not completely suitable. As a result, the team member may extend the period of process
implementation or make minor adjustments to the process.

In this phase the team member will also measure the new process against the KPIs of the old process. You
may recall setting these KPls in the improvement phase. Is the new process exceeding the old KPI? Is the
new process hitting the desired new KPI? If not, why? As a result, the team member may make minor
adjustments to the process.
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TARGET KPl | CURRENT KPI | PREVIOUS KPlI | ABOVE/BELOW

TARGET
Resumes assessed per month 30 | 28 17 ' Below
New hires per month 3 3 1 On target

To achieve continuous business improvement, in this phase, the improvement team member will also:

* Monitor external business drivers that will compel process change
* Reqularly seek staff input for possible process enhancements
*Reqgularly analyse business processes forimprovement opportunities

After completing all the phases of the PRIME™ methodology, the methodology will be applied again — that
is, stepping through the cycle of analysing, improving, implementing and monitoring business processes.
This cyclical approach embeds a process centric, continuous improvement culture into the organisation.
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THANK YOU!

| hope you have enjoyed reading this eBook as much as | have enjoyed
sharing my passion.

If you have an extra moment, do follow us on LinkedIn:
https:/www.linkedin.com/company/primebpm to get expert one-minute BPM tips and latest
information on business process improvement.

As you can imagine, it is not a small task to write an eBook. So, if you wish to share this eBook
with someone, you are most welcome to do so. However, rather than forwarding it, please
request them to visit our website www.primebpm.com to download it.

Thanks again and | wish you an agile and productive future!

BERNADETTE KROPMAN

PRIME www.primebpm.com 30 <
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Take your Business Process Skills
to the next level

JOIN OUR FREE LIVE 90-MINUTE CRASH COURSES

BUSINESS BUSINESS
PROCESS PROCESS
MAPPING IMPROVEMENT

— CRASH COURSE — — CRASH COURSE —
NORTH AMERICA : https://bit.ly/3zgsHAH APAC / NORTH AMERICA : https://bit.ly/3PI3w5G
APAC : https://bit.ly/3on4gLr EUROPE : http://bit.ly/3CTLjYN

EUROPE : http://bit.ly/3Hd26Zn
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She is passionate about Business Process Management, continuous improvement and
is the co-founder of PRIME® - an improvement methodology that incorporates,
components of Lean, Six Sigma and BPM. She co-founded PRIMEBPM®, the cloud-
based software tool. PRIME® is used in several government organizations and large
corporates, enablingindependent continuous business improvement.

Bernadette spends her time enabling others to undertake or perfect their business improvement
aspirations. She is a driver of effective and efficient business operations and passionate about the
application and implementation of IT in business.

Bernadette lives in Brisbane, Australia with her husband. Her hobbies include cooking, scuba diving, hiking
and travel.
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Copyright, Legal Notice and Disclaimer:

This publication is protected under the Australian Copyright Act of 1976 and all other applicable
international, federal, state and local laws and all rights are reserved, including resale rights: you are not
allowed to give or sell this Guide to anyone else. If you received this publication from anyone other than

www.primebpm.com, you've received a pirated copy. Please contact us via e-mail at info@primebpm.com
and notify us of the situation.

Please note that much of this publication is based on personal experience and anecdotal evidence.
Although the author and publisher have made every reasonable attempt to achieve complete accuracy of
the content in this Guide, they or the Company assume no responsibility for errors or omissions. Also, you
should use this information as you see fit, and at your own risk. Your particular situation may not be exactly
suited to the examples illustrated here; in fact, it's likely that they won't be the same, and you should adjust
your use of the information and recommendations accordingly.
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