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Introduction 

This report is one in a series of related documents on building sustainable, intelligent organizations 

with healthy and safe operating cultures (see back cover). This report describes an approach to the 

development of integrated process-based management systems that align an organization’s human 

system, processes, and technology within the organization’s environmental context. Although many 

management system standards and models exist (e.g., ISO, APQC, EFQM, NQI, NEI-INPO, IAEA) they 

generally do not clarify the important distinction between governance, executive, core, and support 

processes, nor do they address the alignment between management systems and organizational 

design.  

Background 

Organizations typically manage their activities in one of three ways: (1) through the organization chart 

and related accountabilities; (2) through a spectrum of program areas led by individual managers; or 

(3) through a set of business processes led by Process Owners. Although some use combinations of 

these strategies, one approach tends to dominate.  

In response to pressures to improve performance, management has to determine whether current 

organizational strategies are basically sound and only require incremental improvement, or whether 

transformational change is needed. This means they have to decide what they want to achieve, how 

they want to evolve or change, and the degree of internal and external coherence and standardization 

required. Organizations that require consistent outcomes tend to favour process-based systems 

because such systems improve clarity of accountability, authority and organizational interfaces; reduce 

duplication by establishing common processes; increase the transparency of resource allocation; and 

provide a framework for organizational design. 

Management System Processes – what they are and are not 

An important purpose of an integrated organizational system (Figure 1) is to provide interlinked, 

uniform processes that consistently meet legal requirements, management expectations, and desired 

organizational outcomes. The benefits of an integrated system lie in its ability to: 

 Help management understand the organization as a coupled system (Figure 2); 

 Help management understand how the work of the organization fits together and flows; 

 Help define organizational functionalities and structure; 

 Help mitigate risks in combination with organizational design and propensity distributions;  

 Serve as a key repository of information and knowledge management (see sidebar on page 2);  

 Serve as a requisite framework for continual improvement; and  

 Serve as a requisite framework for training and development, including leadership 

development. 

Building Coherent Management Systems 

Aligning people and processes 
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Figure 1: Relationship Between Integrated Organizational Systems and Management System Processes 

Figure 2: Organizations as Coupled Systems 

Information and Knowledge Management 

Information and knowledge are fundamental resources. The management system is the entry point for 

retrieving information on how the organization performs its work. It is a key repository of organizational 

information based on existing processes (how we work), and records (institutional memory of what we 

did). To the extent practicable, organizational knowledge is captured through policies, processes, proce-

dures, and records. When an employee transfers to a new role or leaves the organization, efforts should 

be aimed at capturing process knowledge, key contacts, and related records. Knowledge management is 

perceived as such a complex subject that many organizations lose sight of this basic aspect of organiza-

tional change. 
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Management systems do more than control the work of others. Too often, a simplistic view of processes as a 

means of management control leads to detailed process diagrams and related procedures that people find 

difficult to follow. Processes designed for people have little in common with engineering or computer process 

flowcharts. The goal is to match employees with jobs that require their natural talents, rather than constrain 

employee behaviours through rigid processes. Processes are the servant, not the master, of the human 

system. As shown in Figure 2, the organization, its people, processes, and outcomes form a coupled system. 

Management systems are an important strategic contributor to organizational success, hence they warrant 

more attention and oversight by senior management than is typically given. If the senior management team 

genuinely engages in the development of a top-level management model based on clear core, executive, 

support, and governance processes (right side of Figure 1) the organization’s activities will be easier to 

integrate, communicate, and manage.  

An often overlooked benefit of a management system is that it provides the senior management team with a 

coherent picture of how the organization does its work. Managers often mistakenly assume that they and 

their peers “know” how the organization functions, and if they and their peers “do their jobs” the 

organization will succeed. They typically undervalue the extent to which their own aggregate work can benefit 

from a process approach. 

Requisites for Success 

There are two general sets of requisites for implementing and sustaining coherent management systems. The 

first relates to management team capacity. The senior team, in aggregate, has to have the capacity to: 

 Think conceptually to help the organization see beyond current thinking; 

 Think strategically to provide consistent short- and long-term direction; 

 Think systemically to integrate or knit together complex ideas, activities, and outcomes;  

 Think systematically to facilitate sound logistics and consistent application; 

 Act through engaging and aligning the intelligence of the human system to ensure efforts are 

coherent, proactive, and sustainable; and 

 Integrate organizational design and management system design from bottom to top to ensure unity 

of functionality and action. 

An integrated organizational system (Figure 1) is not a simple extension of a quality management system; 

therefore, senior management cannot delegate development of the system to the quality assurance 

department. Although the system must be robust against all applicable standards, the fundamental design has 

to be based on the organization’s required functionalities and desired outcomes. 

The second set of requisites relates to the consistency of management system architecture: 

 The top-level process model must be “owned” by senior management and understandable by all 

levels of the organization since it communicates key organizational functionalities;  

 The top-level model must be supported by processes, sub-processes and procedures aligned in a 

cascaded hierarchy that facilitates access to the required instructions; 

 Consistent internal standards must be applied to ensure lean processes and procedures that avoid 

duplication and account for human capabilities; and 

 A consistent approach to grading, prioritization, and decision-making is necessary to provide sufficient 

control without unnecessary constraints. 
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Types of Processes 

A process is a series of connected activities or tasks that convert inputs to value-added outputs. A basic 

process building block can be applied at any level of process (see sidebar). At a high level, management 

systems typically contain four types of process: core, support, executive, and governing. These are 

described in the following sections. 

Core and Support Processes 

Core processes (Figure 3) define functionalities that the organization must excel at in order to flourish. 

Organizations as diverse as nuclear power plants, banks, and shoe manufacturers differ primarily in their 

core processes.  

Figure 3: Core and Support Processes 
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Core processes are the primary driver of the organizational structure and the competencies, 

propensities, and experience requirements for senior managers and staff who work in core functions. 

These processes determine the minimum resourcing levels needed to produce organizational 

outcomes and manage short- to medium-term operational risks. Core processes are often grouped into 

categories such as design, operation, or maintenance, with specific processes assigned to each group. 

Support processes provide essential services to core and other processes within the management 

system. These tend to be similar across different organizations.  

Support processes require different competencies and propensities than core processes. It is important 

in staffing these functions to ensure a sufficient degree of propensity for proactivity so that issues such 

as staffing, training, procurement, and information management anticipate emerging organizational 

issues rather than simply react to existing needs and problems. 

Executive Processes 

Executive processes (sometimes called Management Processes) in Figure 4 establish direction and 

management controls for the entire organization. Their primary role is in resource allocation and 

organizational risk management. Direct and manage the organization is the primary process for 

providing organizational direction. As indicated in Figure 4, it includes key sub-processes related to 

plans, priorities, project management, risk management, and change management. 

The propensity distributions for owners of executive processes require a high degree of systems and 

strategic thinking, the ability to translate concepts into action, and the ability to constructively engage 

all stakeholders. In addition, diversity of reasoning is important since these processes address a broad 

variety of issues beyond the financial and business workings of the organization. 

Figure 4: Executive Processes 
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Governance Processes 

Governance processes (Figure 5) are typically established by a Board of Directors that provides oversight 
and guidance to the senior management team who are accountable for the day-to-day functioning of the 
organization. These processes set limits on management authority and establish rigorous stewardship and 
oversight practices. Participants at this level require broad capabilities for discerning organizational 
health, capacity, and risk in relation to the local, national, and global environment. 

Figure 5: Governance Processes 

Leadership, Management, and Processes 

Figure 6 shows the relationship between leadership, management, and management system processes. 
Leaders and managers use elements of the management system inherent in executive and other 
processes to perform their work. In particular, clearly defined, transparent executive processes assist in 
organizational alignment, resource allocation, decision-making, and communication. 
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Figure 6: Relationship Between Leading, Managing, and Processes 
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Because senior leaders serve a different function than managers, their focus and aggregate 
propensities must be different. Leaders and managers sometimes believe their work is too dynamic, 
people-driven, and problem-oriented to benefit from standardized executive processes; however, 
development of these processes can significantly improve leader and management effectiveness. They 
also serve as a basis for leadership development (see sidebar).  

 

Transition into Action:  Key Considerations 

The following sections describe key considerations for developing an integrated organizational system 

based on processes. The content assumes a significant change, and is scalable based on the particular 

stage of evolution of an organization. Although presented as a sequence, the complex relationships 

between the organization, processes, people and technology require an iterative, systemic approach. 

1. Organizational Readiness 

Organizational readiness for change depends on the current stage of evolution of the organization, 

the capacity of the senior management team, and the availability of requisite propensities throughout 

the organization. Failure to consider organizational readiness will make it difficult to implement and 

sustain a fully integrated organizational system. For example, a program-based organization may 

choose to develop processes consistent with organizational functions with some standardization 

rather than make a full transition to an integrated system. 

2.  Establish a Management System Steering Committee 

For significant initiatives, a Management System Steering Committee can provide organizational 

alignment and unwavering focus on developing sustainable processes. The steering committee should 

include senior operational managers to oversee development, provide guidance, allocate effort, and 

eliminate roadblocks.  

Leadership Development 
A management system provides a specific framework for leadership, including behavioural expectations 

that apply to all employees. Process understanding supplements the interpersonal and motivational 

attributes associated with leadership at all levels of the organization. 

Processes for directing and managing the organization (e.g., planning, prioritization, decision-making, 

change management, risk management, project management, continual improvement, performance 

monitoring, communication, organizational development, and human resource management) provide a 

structure for identifying training and development needs. Learning programs focus on the knowledge, 

skills, abilities, and behaviours necessary for effective implementation of processes. Broad familiarity 

with internal processes for accomplishing work builds bridges between departments, management, and 

employees. The ability to accomplish work is facilitated when people have confidence in the organiza-

tion’s processes. 
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The steering committee establishes strategies and guiding principles for: 

 Integration and interfaces; 

 Implementation controls (approvals, pilots, etc.); 

 Performance; 

 Change management; 

 Communication; 

 Benchmarking; 

 Process development sequence;  

 Project resourcing; and 

 Project priorities and schedule. 

The resource effort to implement a management system is considerable and typically takes 3-5 years even if 

much of the information to build the processes already exists. It is important to set up a project structure to 

ensure that the required processes are developed in accordance with consistent standards, and that 

management agrees with development priorities. Purely tactical approaches (i.e., redesign or update of a 

process only when it becomes a problem) will not be effective in ensuring integration across the system. 

3.  Establish a Top-level Process Model 

The definition of the top-level process model and selection of key processes cannot be copied from elsewhere 

– it is an essential act of consensus and direction-building by the senior management team. This framework, 

the related organization, and associated requirements are often captured in a succinct top-level management 

system manual that describes organizational goals and the means by which they are to be accomplished. 

4. Establish and Orient a Management System Project Team 

Successful development and implementation is aided by adequately resourcing an experienced internal 

Management System Project Team to help Process Owners develop their assigned processes to consistent 

standards. 

Team members require training to enable them to serve as in-house process facilitators who: 

 Understand process-based management systems, standards, and process methodology; 

 Become skilled at process development; 

 Are able to facilitate cross-functional teams at any level in the organization; and 

 Have technical writing skills or support. 

Process development has to ensure that organizational design and interfaces with technology are adequately 

taken into account. It is beneficial to include organizational development and human performance expertise as 

overall support to the project and as participants on selected process development teams. 

Although releasing key individuals to the core project team for an extended period may be difficult, failure to 

do so will expend significantly more resources because development will be diluted across the organization 

with lower quality, variable outputs, and longer learning times for developers.  

Members assigned to the project team have a unique opportunity to learn how all aspects of the organization 

function. Members develop superior skills at process mapping that are transferred to subject matter expert 

teams during hands-on process development workshops. Experience indicates that on return to their work 
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groups these individuals bring sustainable knowledge that can be applied to continually improve the 

management system. This approach yields far greater returns than using external consultants to 

develop processes. Where consultants are used for training and specialist support, the organization 

should aim for rapid knowledge transfer to the in-house project team. External consultants may 

continue to provide useful oversight, guidance, and problem-solving expertise; however, ownership for 

development should always remain with line management. 

During the initial organizing phase, the project team develops project processes and controls, 

including: 

 A relationship map linking the Project Team, Steering Committee, Process Owners, and subject 

matter experts assigned to specific process development teams; 

 Overall project plan; 

 Communications and messaging; 

 Change process; 

 Issue tracking and resolution; and 

 Performance metrics and reporting. 

The team also develops and delivers management system workshops to senior staff, Process Owners, 

and cross-functional teams assigned to develop each process. 

A critical success factor is to keep the team focused on results that populate the management system. 

The team should avoid becoming paralyzed by complex planning systems, onerous reporting 

requirements, or restrictive change control strategies. The approach should be structured, yet flexible 

and highly receptive to new learning and continual improvement.  

An early task of the team is to work with Process Owners to identify all sub-processes and procedural 

documents that require development. Legacy documents that are currently in use but need revision 

may serve as temporary placeholders, recognizing that legacy documents are often rendered obsolete.  

For initial development the team should select an existing process that is important for their future 

work (e.g., project management, change management, document management, etc.) as a pilot to test 

the development methodology. 

5. Establish Architectural Controls 

A key consideration for access, user friendliness, and control of processes and procedures is the 

selection of an information technology (IT) platform that is compatible with workforce competencies, 

job realities, and the desired organizational culture. In addition to what the IT solution defines, 

management systems require a single point of control for architecture and standardization to ensure 

that new and revised processes: 

 Are consistent with the overall architecture of the management system; 

 Maintain defined interfaces with related processes to prevent duplication or overlap; 

 Apply a consistent approach to terminology, grading, prioritization, verification, validation, and 

decision-making (see sidebar next page); 

 Have appropriate cross-functional developers, reviewers and approvers; and 

 Reference and apply mandatory governing requirements such as acts, regulations, codes, 

standards, and management expectations. 
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Architectural controls are applied through a single executive process, typically named Manage 

Processes or Manage Process Integration. In the absence of such a process, experience shows that 

revisions to processes quickly migrate to historical practices and departmental or specialist interests. 

The Process Owner is usually a member of the Management System Steering Committee or Project 

Team.  

6. Establish a Process Mapping Methodology 

Process mapping requires a standard, well-understood, and consistent methodology. An underlying 

assumption often made in early phases of development, particularly in technical organizations, is that 

everyone has a common understanding of what a process is and how to develop a process. The result 

can be a proliferation of process maps that vary in structure, approach, and complexity, making them 

ineffective as communication tools for how the process works. A standardized approach, once 

established, makes transfer of essential skills relatively easy. Process maps are essential for the analysis 

phase, yet should not preclude the use of other forms of visual representation that meet the needs of 

intended users. 

Functionally-based organizations typically favour swim lane flowcharts because they retain 

organizational information. The use of swim lanes tends to perpetuate a functional view of processes 

that makes it more difficult for Process Owners to assert control over the entire process. Simple 

activities such as approvals also force separate swim lanes whenever another department is involved. 

An alternative approach is to use simple flowcharts that identify the primary performer or role as an 

integral element of each activity box (see Figure 7 on next page). 

Process maps or flowcharts serve as a visual map of what is done. They should form the backbone of a 

process document rather than an afterthought in an appendix. Supporting text for activities align 

directly with boxes on the flowchart. A good practice is to introduce a one-page rule (8 to 10 activity 

boxes on an 8.5 x 11 page) to improve user friendliness, especially for on-screen viewing.  

Grading, Prioritization, Verification, Validation, and Decision-Making 

It is essential to define a consistent approach to grading, prioritization, verification, validation and 
decision-making early in the development phase and build them into each process as required. 
Grading ensures that full controls are applied for situations involving significant safety, economic 
or environmental risk, but are adjusted for less significant situations. Failure to define a graded 
approach for application during the process development stage will result in problems during im-
plementation because people will struggle with the logic of applying full controls in situations 
where such controls are unwarranted.  

In a similar manner, a consistent overall approach to decision-making and prioritization, verifica-
tion and validation of work will facilitate process development and implementation. 
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The flowchart at left is an example of a simple flowchart 

for managing a significant change. The parallel paths for 

assessing the current state and defining the future state 

allow different teams to undertake these activities. This 

helps avoid the find-and-fix approach typical of formal 

assessments, and allows an independent appreciative 

inquiry approach to defining the desired state. The change 

team needs to include people who understand the current 

state and will have to live the future state. Design of the 

latter should include people whose natural strengths tend 

towards strategic, innovative thinking. 

The call-out boxes 1 and 7 in the flowchart indicate that 

the Direct and Manage process is entered to develop the 

change charter, and obtain business approval before 

preparing detailed implementation plans. Gated approval 

systems are beneficial. 

Although many IT tools are available to facilitate producing 

and linking maps, there is value in selecting simple tools 

that can be easily used by employees. This enhances the 

subsequent use of mapping techniques and systems 

thinking by individuals who have served on process 

development teams. 

7.  Establish Document Standards and Controls 

Process-based management systems focus efforts on 

developing activity-based instructions that people use to 

perform work, rather than on detailed policies or 

descriptive information that is more appropriate for 

training or basis documents. Requirements of regulations, 

codes, standards, and management expectations are built 

directly into the processes or procedures that control the 

activity.  

Important requisites for documenting a management 

system include a well-defined document hierarchy (see 

sidebar on the next page), clear specifications for 

document types, standard templates for each type of 

document, consistent standards communicated through 

writers’ guides, and controls on the proliferation of 

documents.  
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Figure 7: Sample Flowchart for  
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Management and specialists often spend significant time preparing or reviewing documents. In 

program-based organizations, documentation tends to favour policies, program descriptions, and 

responsibilities over implementing procedures. The need to create descriptive documents is often 

symptomatic of a weak management system. Significant savings in effort occur in process-based 

systems in which documents are word-sparse and content-rich in terms of requisite activities.  

The use of modern information-mapping techniques applied by trained technical writers can 

significantly unburden staff from document development and editorial activities, and reduce review 

and revision effort by 30-40%. Developing in-house technical writers is important for sustainability. A 

common misconception is that technical writers need to be fully conversant with the technical content 

of the document they are helping technical specialists to prepare. Organizations that use a traditional 

approach of having subject matter experts prepare a document, then circulate it for review, comment, 

and approval, will have difficulty implementing processes. Such documents vary in quality and rarely 

reflect actual work practices and flow.  

To avoid an excessive focus on document production, it is worth emphasizing that process 

development comes first and documenting it comes afterward. 

8. Assign Clear Process Ownership 

A Process Owner is accountable for the development, documentation, implementation, and continual 

improvement of his or her assigned process. Process Owners should be individuals who take a hands-

on approach to the long-term effectiveness and efficiency of their process.  

It isn’t sufficient to designate the senior position within a department as Process Owner. Process 

Owners need to be credible team players who are committed to working cross-functionally to resolve 

process interface issues. Essentially, their role is to develop a ‘community’ of stakeholders who feel a 

shared accountability for making the process work. Process Owners should be selected for their 

engagement skills, propensity for systems thinking, and the desire to create coherent processes that 

cross organizational boundaries. Senior managers may be champions of processes or groups of 

processes, yet should not feel they have to own individual processes. Their role is primarily oversight to 
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ensure the integrated system is functioning effectively. Nevertheless, it is essential that senior 

managers significantly engage during development of processes under their area of responsibility to 

ensure the processes meet organizational requirements. 

Experience demonstrates that the greater the engagement of the Process Owner and key stakeholders 

during design and development, the better the final product. Development teams that do not have a 

high level of participation by Process Owners and line management often have difficulty making 

pragmatic design decisions. 

Process Owners need to retain accountability for the process from its inception. If the Management 

System Project Team is perceived as the owner, effective implementation, sustainability, and continual 

improvement are unlikely to occur. 

9.  Use Team-based Development 

The cross-organizational nature of processes, and the importance of considering the needs of suppliers 

and customers (internal and external), means that a team approach to development is necessary. This 

results in greater acceptance of the process and minimizes the risk of sub-optimization by 

departmental or specialist interests. 

In general, defining the activities, developing the process flow, then deciding who should do each 

activity leads to more efficient processes. If mapping starts with ‘who does what’, the result is typically 

a process based on functions rather than activities.  

Experience shows that optimal results can be achieved using cross-functional process development 

teams of 6-9 people supported by an in-house process facilitator and technical writer. Teams should 

include: 

 The Process Owner or a representative who can make decisions on her/his behalf; 

 Cross-functional subject matter experts who are knowledgeable about process 

requirements, how the process works, and its interfaces; and 

 Knowledgeable users, customers, or other stakeholders who are affected by the outcome, 

so that tunnel development and its resultant implementation problems are minimized.  

Subject matter experts will have differing views of how the process actually works and how it should 

work. The role of the facilitator is to help teams define the optimum process that takes the capabilities 

of users into account and meets requirements. This entails spending enough time to understand the 

current state process even when it is not documented. People do things for a reason, and with good 

intentions. 

10. Establish Performance and Progress Measures 

Many, but not all, key performance indicators can be derived directly from processes. Appropriate 

indicators should be identified during process development; however, control and monitoring is 

facilitated if indicators and targets are consolidated under the executive process where they are 

reported rather than being documented within their associated process.  

Building Coherent Management Systems  Page 13 
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11. Pilots, Orientation, and Training Sessions 

For processes that involve large numbers of people or different departments, pilots are usually 

advantageous before full implementation. The need for pilots should be determined jointly by the 

Process Owner, Management System Project Team, and Steering Committee.  

Despite their value, not every process requires a pilot. Implementing a process that is 80-90% correct, 

provided there are no safety implications, can be a faster way to optimize the process provided Process 

Owners monitor effectiveness and make critical changes promptly. Balance is required between trying 

to perfect a process and issuing a poorly conceived process, since either approach can result in failure 

and lost credibility. 

Orientation and implementation training should be conducted by Process Owners and their delegates 

rather than the Management System Project Team. Orientation should not be used as a substitute for 

training those who are required to use the process or advise others on its use.  

12. Monitor the Effectiveness of Implementation 

Following implementation of a process it is necessary to monitor its effectiveness and make 

adjustments to resolve critical problems. This can be done by soliciting early feedback from users, and 

monitoring a small set of effectiveness measures developed for the process. A burn-in time (typically 6 

months) is required for any process to mature as users gain familiarity. Balance is required so that 

critical problems are fixed quickly, while avoiding the temptation to change the process for every 

problem. The latter approach risks building unnecessary complexity into a process as multiple minor 

fixes are added. 

Monitoring should include a self-assessment after the process burn-in time. Organizational learning is 

enhanced if assessment activities are conducted by the process ‘community’ using constructive 

methods such as appreciative inquiry. Formal audits provide a useful independent confirmation of 

process compliance and effectiveness; however, continual improvement benefits from a proactive 

rather than reactive approach. 

Summary 

Integrated organizational systems provide management and employees the structure and context 

needed to produce desired outcomes. At their root, management systems are intended to enable the 

human system rather than ensure mechanistic control of human activities. For this reason, successful 

implementation requires engagement of people at every stage from conception to continual 

improvement. Senior management serves a critical role in ensuring balance and coherence between 

the human system (structure, competencies, propensities, and experience), management system 

processes, and the core hard or soft technology. Attention to the systemic and systematic integration 

of organizational systems fosters organizational effectiveness and enables people in the organization to 

achieve not only their intended mandate, but their full potential. 
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