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Introduction

This is a booklet about management systems; predominantly, the most common types of
management systems, that is those addressing the issues of:

1 Quality

1 Health and safety

1 Environment

1 Information security

Although using this approach any kind of management system can be developed as the

system is developed around an ongoing process of creative destruction which concentrates

on improving the way your work works. Also,hopef ul | vy, refreshingly, we
about fAclause numberso and Arequirementso but in
Aprocesseso

Each section of the booklet is written in a number of parts:

9 Firstly, there is an explanation of the management system framework; the
background

1 Secondly, and hopefully more interesting and useful, there are a number of real-life
examples taken from real customers, albeit disguised, to protect the innocent

1 Finally, given the information and examples, there are blank areas for you to make
your own notes

but first, given the title of the booklet, ar
What are management systems?

Regardless of the shape or focus of the management system you are considering

implementing, a management system is really nothing more than developing a fbook of best

practce common sense writtten downéobviously these
whole thing can be stored electronically.

And what do we want them to deliver?

1 Better sales i as access to new contracts is opened up via new tender opportunities

1 Better margins i this is a bit tougher and will require the development of
improvement teams focused on deliverting better margins and via the performance
prediction chart (see later) knowing when a change results in an improvment

Additionally, at a lower level, the benefits of a robust management systems include:

9 Staff being provided with a written account of how to get stuff done in the most
effective and efficient way.

1 The talents of people can then be unleashed to find better ways of delivering
products and services to your customers and clients i the creative destruction bit

1 As new and better ways of doing things are developed the system becomes the
conduit of comminicating these new methods

1 The systems also help to bring new people up to speed quickly so they can be more
productive sooner.
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The five principles

There are five principles that need to be mastered in order to develop an effective
management system, they are:

Articulate intent Establishing the benefits and capabilities
(Purpose) delivered to your client base

Know the flow [ Understanding an organisation as a
(Systems) network of connected parts

Master the measures | Understanding variation; a real
(Variation) understanding of the key performance

indicators and their predictive abilities

Engage the people Understanding people and why they
(People) behave as they do

Drive the learning Understanding how an organisation learns
(Learning) and improves

Elaborating a little further

1) Articulate intent

5
los

Thrashing out, articulating and promoting the
and services deliver to your customers so that everyone in the organisation understands
what it is the system should be aiming to deliver.

2) Know the flow

This is the core of the system and involves producing flow charts or diagrams that show how
the various parts of your organisation work together in order to deliver value to your
customers. Work can then begin on examining the parts so that cost and waste are reduced
and effectiveness and efficiency is increased. Where required codifying these processes
into the relevant system as quality, health and safety, environmental, information security, or
indeed, integrated management system.

3) Master the measures

Building the performance management and measurement system around the flow of work

through the organisation with the aim of reducing waste and increasing profitability. Looking

at data using Performance Prediction ChartE prov
future performance, improving performance and for making better decisions from better data.

4) Engage the people

Providing staff with the thinking, tools and techniques necessary to improve their activities,
recognising that people work in a system and a job of a leader is to work on the system, to
improve it with their help.

5) Drive the learning

Learning to learn how to bring all of these ideas together in order to drive real and
sustainable improvement.

We are now going to take each of the above in turn and explore them in more detail with
real-life examples from real-life companies.
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Articulate intenti k now your fApurposeo
There is a guy called Simon SineXtarthvith®hwioi €t en an

well worth a read. I f you have not got time to
minute or 20-minute v i d e o YosTul®e.n

He suggests that all/l inspiring |l eaders think the
hebés calglodddeint ctirecl eé He suggests, ités the dif
companies inspire and others donodot é Most of wus
clearest thing to the fuzziest thing. However, he is suggesting inspired leaders think, act and
communicat e from the inside out, he comments t hat é

1 all organisations know what they do
1 some know how they do it
1 very few know why é

So, if you can get to the whyé that is the purpc
€. where the pur pleseéts andthedcaphhilinies dhataae delivered to your
customers and clients, the better you can engage with them.

The powerbehind t hi s fAinside owhat deiatleatitdepliodieg hotvi r st ¢é

our brains work, so because of this we get much more of an emotional engagement,

because concentrating on fivhyotakes us to a point where we are no longer concentrating on
Aiselling products and serviceso but instead we 8
problem.

PURPOSE: Evey
_ v Every organisation on the planet
WHY DOES YOUR ORGANISATION EXIST? knows WHAT they do. These
e are the products they sell or the
éf N\ services they offer
V 4 %

%‘% How

Some organisations know
HOW they do it These are the
things that make them special or

set them apart from the
competition

Why
Very few organisations know
f' WHY they do what they do.

YOU DO WHAT YOU DO

WHY is not about making

X % money. That's the result. WHY
% s YOU DO . is a purpose, cause or belief.
It's the very reason your

e
organisation exists.

S

© Simon Sinek; Start with Why

Also note. fPurposeois very different from Mission, Vision and Values. For further information
on the differences please request the Statuspaper A Mi ssion, Vision, Valu
Purpose?o0
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Obviously, we apply this stuff to our own company so we are quite proud of our purpose
statement which is to provide:

1 Better strategies

i Better systems

i Better measurement and

1 Engaged people delivering better results

We have even developed little icons showing each of the above as can be seen below:

New Products E—'—;—‘]
Dev!;o:cment <> N ?_' D
| +
Diversification _[_;_/ o \\Vuf‘l
\ O

Better strategies Better systems

Existing Products

Existing Markets

Market
| Development

New Markets

£
£

Y
:

[

VVVVV

Better measurement

Delivering better results
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Articulate intent: Real life examples:
Example #1.:

The first purpose statement is taken from a company designing and manufacturing one off
products for fabulously wealthy individuals; they set their purpose as being:

9 Satisfying your desire for unique, personalised, urbane luxury in your own home,
workplace or super yacht

Example #2:

The next example is taken from the UK subsidiary of a French quoted company in the
business of providing prepaid corporate services designed to motivate and engage their
clients workforce

9 Our aim is to assist Companies by helping them increase motivation, engagement
and performance of their employees, Channel partners or Customers

Example #3:
Letds call this company, Company S as weoll be

This example is taken from a small, owner managed, company designing and manufacturing
electronic products that manage and control the environment within buildings; temperature,
humidity, water temperature, light etc. These products are then installed by contractors.

1 We help contractors improve their profitability by designing and supplying easy to fit
products that connect seamlessly to a variety of building management systems
(BMS) systems

Not es: What 6s your purpose?
What are the benefits and capabilities that your products and services deliver to your clients?
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Business planning, objectives, targets, risks and
opportunities

The majority of companies will have things they want to do to improve their lot in the future.
In many cases these may not be written down but carried in the heads of the top team and
might include:

PLANS OEJECTIVES

2, < TARGETS
%

* MORECUSTOMERS

&k NEW PRODUCTE

% MORE STAFF ) s
¥ NEW SALES PEOPLE LR
X BIGGER OFFICES ras

X BIGGER FLEET
ALL IMPACT YOUR PROCESSES

All of which may in some way impact your processes. A formal management system asks
you to define these plans, objectives and targets, assign responsibilities and SMART
objectives where relevant and establish risks and opportunities at the business planning /
strategic level. These would then all be written up in a formal business plan against which
progress can be measured.

Notes: What are you top 3-5 objectives for the next year?
Use a framework like the one below to flesh out your objectives and targets

Objective Associated risks & By Who | By When
opportunities
1
2
3
4
5
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Know the flow

Having defined the company purpose; the thing that all core processes should aim at and
developed the business plan outlining the associated risk and opportunities, we now need to
establish the processes that are instrumental in delivering the purpose.

This is a process of three stages or steps each of which is needed if we want to build a
robust management system:

#1 Developingthe Core Activity MapeE
# 2 Developing the overall systems diagram
# 3 Developing the operational flowcharts

Exploring each of the above steps in a little more detail:

Know the flow #1 Developing the Core Activity MapE

The Core Activity MapE, as the name scompangsts, sbh
gets paid for, so it is important that these activities are the focus of all efforts, and it is these

processes that we want to make better, slicker and faster as these are the activities that

deliver value to the customer. In some circles these processes are called the value chain.

This is a different diagram to the traditional organisation chart; essentially, it cuts a line
through the organisation chart to show how the organisation delivers value.

But digressing slightly for a moment; have you ever thought about who, when and why the
traditional #Apictureo of an organisation, the fa

The first recorded use of an organisation chart was after a train crash in Massachusetts in

1841. An investigation was headed by a Major Whistler in order to establish the causes of

the accident. Major Whistler designed the first organisation chart to describe functional
responsibility with éthe sole purpose of! apporti

To this day, the focus of the organisation chart remains control; that is, to ensure people do

their jobs and do them properly. Over a century and a half later and we are still employing

the same thinking! Additionally, as hasbeennot ed by Prof . John Seddon,
work into functions and give each function its own target, should we be surprised if the
functionespeonade woth one anot hero.

That és not to say that the organisation chart i s
there is a better diagram which supports a more enlightened approach delivering a more
sustained performance.

We call this t he afdmosecorpanies have just a fMhacpré& processes,
for instance:

TO IMPROVE EFFECTIVENESS - TO IMPROVE EFFICIENSY

So what does a real Core Activity MapE look like?
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Core Activity MapE real |l ife exampl es
Example #1

Returning to the example of Company S, the one designing and manufacturing electronic
products that manage and control the environment within buildings. Their Core Activity
MapE was developed as follows.

Design,
Learning
.development % s diaras
improvement

Purchasing <~ Production

I'n fact, youdl |l not i ausidetofithe torefiglivery gracesses.oThed i s s e en
company had always considered themselves a manufacturer of products, and indeed they

still do, but in going through this process they came to the realisation that their internal

production department, which was producing only about 20% of the product sold, could be

treated exactly the same way as any other supplier. As a result, they pulled production out

of t h eof attivilies amd treated the production department as any other supplier. In

doing so they greatly simplified a variety of measurement and management systems and

processes, including KPI reporting.
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Example #2

The diagram below shows the key business processes for Company H, an international
furniture manufacturer.

y N

Improving processes

Marketing

v

Dealer
Sales, Design,
Admin

Customer W Operations . Product
Customer . . Production S
services planning consolidation

QED Sales
Sales, Design,
Admin

Customer
feedback

Example #3
The final example show the Core Activity MapE f or a company wedll call C
are involved in the production of bus shelters.
Improving processes e —————
New product

requirement

Process design

Managin, . o Qssess customer
Marketing enqui’;ie: Purchasing Production Invoicing

y Installation

Planning

By way of illustrating a point, in the above example the new product requirement process is

seen separate to the process design activity. New product development could also logically,

be placed after marketing, or after assessing customer satisfaction, or indeed as a

completely separate supporting process (see later). The key point here is that the flow of

activities undertaken in your organisation and how you and your people perceive them will

be completely unique. The Cor e Aautséeydurtwprk MapE ne

working.
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Know the flow #2 Developing the overall systems diagram

Clearly, the CoadgpmbablctheimostimnportaM aat Bf the overall
management system diagram, however, there are a raft of other activities that also need to
be undertaken for any company to survive and flourish. These also need to be accounted
for, documented, studied and potentially improved.

These other activities might include:

1 Business planning and strategic processes

0 Managing compliance (usually more geared at 14001, 18001 and 27001)
A This is placed first as most companies have to develop and execute plans and
objectives within the confines of the law. Really big companies can employ lobbyists
to get laws changed, so they might put business planning first!

0 Manging and executing business plans, objectives and targets
o Managing and implementing policies
1 Supporting processes
0 Managing plant, equipment, stock and stores
0 Managing the buildings and infrastructure
o] Mangging staff, training and development

A Depending on the complexity of the organisation some of the above might not be
required, others may need to be separated out into smaller components

1 1SO processes

Company learning (from mistakes - non-conformance)
Process review and improvement i auditing
Managing meetings and communications

0 Protecting and updating the systems

O OO

The above list is not exhaustive and the systems diagram below shows a schematic
incorporating both the Core Activity MapkE
activities.

Business Planning & Strategy
Markets

Custamers

Competitors Resource manggement

Product OR
Service
Dellvery

Regulaters Supporting Processes
Pastimas

Supples

Customer
Acguisition

Customers

Measurement, KPI's Analysis + Improvement

Issue No: 2 Date: Nov 2018 Page | 12

and



Know the flow #2 Systems diagram: Real life examples:
Example #1

Returning to the example of Company S we can now see their overall systems diagram
below. They have also included the Plan, Do, Study,
later) to show how the activities undertaken relate to the PDSA model.
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