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Abstract

Process management is a systematic and structured approach that is accepted by companies in order to
analyze, improve and control processes. This article focuses on identifying and testing key success
factors that affect the readiness and success of process management implementation. For this purpose,
first by studying the literature and various reports on the implementation of process management in
organizations the key factors of success are defined and identified then 13 key factors of initial success
and their sub-factors are modified and validated by interviewing executives and process management
experts. Thus, in this study, 13 key success factors and 64 sub-factors, in addition to their importance in
the success of actions and implementation of process management are presented. In addition, the
importance of key success factors and their sub-factors in the implementation of process management
has been determined and finally the self-assessment framework based on key success factors and their
sub-factors has been presented to assess and measure the readiness of organizations in the
implementation of process management.

Keywords: Process management, key success factors, evaluation framework, assessing organizational
readiness

1. Introductions

The dynamic environment that drives business today is described by factors known as the
"six C's"; Change, Complexity, Customer demand, Competitor pressure, Cost effects and
Constraints. All of them have a significant impact on the ability of the organization to meet
its business goals and aspirations [%, In today's world, an organization has a chance to
survive if it has the necessary mechanisms to be aware of these changes and factors quickly
and has the ability to respond quickly to them. Over time and through experience,
organizations have found that a task-based approach to business eliminates flexibility and
dynamism. Task-oriented organizations can hardly be flexible in the face of environmental
change and adapt to the environment. The approach that is proposed to organizations as
opposed to the task approach is a process approach [1. Therefore, today for survival and
success, one must have a process approach and must focus on the performance of processes
and their management and improvement.

Process is a set of related or effective activities that convert input into output [l and process
management is a systematic method for organizing, managing and continuously improving
the organization's processes. Process management is managing and viewing the organization
as a system of multi-tasking processes instead of vertical tasks . In order to achieve success
in process management, it is not only necessary to pay attention to the process at the top of
all activities and programs of the organization;

The organization should formulate and follow a regular plan in this field, but it is necessary
that the key factors of the success of the process management be identified and evaluated
with a specific method and plan.

2. Process Management Methodology

Process management methodologies have been developed as different models in the
literature; all of these models differ in detail but are the same in terms of general concepts
and objectives; For example, the methodology of Juran and Godfrey (2000) consists of an
initial phase and three main phases (planning, transfer and operational management) [
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Initial phase, process management activity

1) Select key process(s); 2) Determining the owner, team
and process management infrastructure.

The first phase of planning: in which the design (redesign)
of the process takes place, includes:

1) Definition of the present process; 2) Determining
customer needs and process flow; 3) Definition of process
criteria; 4) Perform measurement analyzes and other data; 5)
New process design and output, new process design.

The second phase, the transition: in which the programs
developed in the first phase are transferred from the process
teams to the operational forces and are put into operation.

1) Planning for executive problems; 2) planning for
executive activities; 3) Using a new process plan.

Phase three, operational management

1) Process quality control; 2) Improving process quality; 3)
Periodic review and evaluation of the process.

Process management is not a one-time event and is a
continuous process.

3. Key Success Factors (CSFs) in Implementing Process
Management

The key factors of success are those areas that the
organization needs to focus on in order to be successful in
competition [°. In process management, CSFs are
conditions that must be met in order to be successful in
performance. ldentifying the key factors leads to ensuring
that the necessary attention is paid to the areas that lead to
success [, The purpose of this section is to provide the
necessary knowledge about the factors affecting the success
of process management.

3.1. Team and Cartier Development

The team is the number of people with complementary skills
who are committed to a set of participatory goals, collective
performance goals and a shared approach to which they
consider themselves responsible [“. One of the most
important results of accepting the process approach is that it
has moved from a hierarchical and task structure to a
business process structure in which the role of middle
managers has been eliminated and teamwork has become
the key to doing things (Y. Juran and Godfrey (2000)
introduce two types of teams: multi-functional process
management team and interim team 1%, Many authors have
cited teamwork and team development as the key to success
in implementing process management [ % 1011211 |ttner and
Larcher (1997) cite the use of more and more teams to
provide a set of complementary skills and to promote
multifunctional collaboration as a key to success 1.

3.2. Communication and Awareness

Communication can show the difference between failure
and success. Effective communication includes maintaining
enthusiasm, full employee participation, understanding roles
and responsibilities in the process, and creating the best in
people to enhance their capabilities 2. Poor communication
within the organization is a serious obstacle to the
successful realization of the organization's program 231, In a
comprehensive quality system, staffs of process managers
are expected to be problem solvers, and decision makers.
Free communication is needed here because employees need
information to make up-to-date decisions. Without
information, they cannot play their roles properly [,
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Effective communication in coordinating the workforce
with collective expectations is vital.

3.3. Customer Focus

Organizations are dependent on their customers, they must
understand their present and future needs and meet their
requirements and strive to exceed their expectations "1, To
deliver high quality products, process owners must not only
determine the needs and expectations of customers, but also
identify exactly who their customers (internal and external)
are. Determining customer demands and expectations
requires regular and continuous activity. Process owners
must ensure that the sub-process, called the customer
requirements sub-process, is performed in the business
process 119, The literature shows that knowing customers
and their desires and planning to meet them is one of the
main tasks in process management (0. 1% 16,16, 18, 201 - jyran
and Godfrey (2000) believe that process management
methodology has common features that distinguish it from
other quality management methods; one of these features is
the conscious orientation to customers and their needs 2],

3.4. Process Map

Many companies fail to understand the process due to the
lack of clarity in the workflow within the organization and
often find that different departments for some unpredictable
reason perform a simple task and therefore it is difficult to
record it I, A review of the literature shows that drawing a
diagram of processes is one of the most important tasks in
the implementation of process management [1% 161, Process
flow diagram presented by Juran and Godfrey (2000) is
presented as a step in the implementation of process
management and its most important goal is to create a high
understanding among the owner and team members - How
the process works as well as the team's basic tools for
analyzing the process to determine if the process meets the
customer's needs [,

3.5. Process Performance Criteria

The performance of an organization is usually evaluated in
relation to the mission of the organization; the key processes
(KPs) of any organization are the processes that are key to
the presentation of the mission and goals and high
performance of the organization. Data from key processes
should be controlled by key performance indicators (KPIs)
to assess performance levels. Determining the right criteria
is often as difficult as achieving the goal itself [4l. One of the
key steps in process management is to create appropriate
process metrics [+ 10 11 12,16, 20 jyran and Godfrey (2000)
point out that in order to be able to manage processes, it is
necessary to perform a variety of measurements (efficiency,
effectiveness and adaptability) to measure quality, as well as
to define, collect and apply the correct criteria [*%.

3.6. Communication with Customers / Suppliers

In order to achieve customer satisfaction, Auckland (1993,
2000) emphasized the importance of managing the supplier-
customer relationship as the first step in supporting process
management 24, Ittner and Larcher (1997) have identified
customer / supplier relationships as a key factor in the
success of process management. Close relationships with
the customer in the product development process can have a
significant impact on the ultimate profitability of the new
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product and ensuring that product design meets customer
needs [,

3.7. Change Management

Change management is related to changing people's
behavior ®. A major process management effort may
involve massive spending and accelerating fundamental
change in the organization that overshadows thousands of
jobs. All of these pose major management challenges. Most
changes must be planned, timed and completed [*°. Juran
and Godfrey (2000) discuss change management skills
across the organization to facilitate changes as a key factor
in success and also argue that preparing for change is a step
in process management methodology 1. Balzarova et al.
(2004) argue that resistance to change is an obstacle to the
success of process management [,

3.8. Project Management Skills

Project management is the application of knowledge, skills,
tools and techniques to project activities in order to meet
project requirements 1, Juran and Godfrey (2000) point out
that in transferring a new process plan to an operational
state, after planning for implementation problems, it is time
to plan for implementation. This complex work plan should
be done by the owner and the process management team.
Therefore, having extensive skills in project management is
a key factor in the success of process management 101,

3.9 Modeling

Modeling enables companies to improve internal systems by
learning from external sources. Without modeling,
companies do not know what position they stand in relation
to competitors and executives globally. They will lose the
new ways of thinking needed to achieve successful
improvement achievements and will not have the methods
to evaluate the effectiveness of their processes 7], Ittner and
Larcher (1997) believe that external modeling of products,
processes and services can provide valuable information
about superior design and improvement methods and is a
key factor in process management &,

3.10. Continuous Improvement

The continuous performance of the organization should be
defined as a permanent goal of the organization U],
Continuous improvement is increasingly essential for the
survival and sustainability of the economy in the economic
world, so that it has become a broad goal for it and is the
only reliable way to maintain market interests for suppliers
and customers 1%, Ultimately, continuous improvement is
related to endless pursuit of improvement in meeting the
needs of domestic and foreign customers [®10. 241,

3.11. Empowering Employees

Employees are responsible for the results of actions and
participation in business success 141, Process management,
proposes development and empowerment of process teams
and enables employees to better manage their work [1227],
Juran and Godfrey (2000) and Ittner and Larcher (1997)
consider employee empowerment and its development to be
the key to success in order to respond to unforeseen events
in the process and customer requirements without the need
for manager approval.

3.12. Education

Training should be under a continuous process and its
provisions should be tailored to the needs of employees and
focus on the development of technical and social skills of
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individuals 2831, Effective training is essential to empower
employees to do their jobs more effectively [0-50,

Ittner and Larcher (1997), Balzarova et al. (2004), McNeese
and Marks (2001), Juran and Godfrey (2000) emphasize
staff training [+ %10 11 McNeese and Marks (2001) state that
training is essential to the success of a process management
program and a key component of a quality program [51-63],
Balzarova et al. (2004) consider the lack of on-the-job
training as an obstacle to the successful implementation of
process management and training of team members and
managers on the concepts of process management as a key
factor in the success of its implementation ©4771,

3.13. Senior Management Support

Senior management must begin by recognizing what process
management really means, accepting its benefits for the
organization, and acknowledging the fundamental changes
that its implementation will bring to the organization. The
research literature not only emphasizes the key role of
senior management support in the implementation of
process management but also their active and daily
participation with process managers [& & 20 251 jyran and
Godfrey (2000) state that high-level leadership of the
organization 881 and Balzarova et al. (2004) believe that
the support of senior management and key stakeholders are

the key to success in implementing process management 62
90]

4. Analysis

In the previous section, the concept of key success factors in
the implementation of process management was introduced
and a centralized review of the literature led to the
identification of 13 key factors and 64 sub-factors for the
successful implementation of process management. In order
to determine the importance of each factor among 13 factors
and also each sub-factor among the sub-factors related to
each factor in the implementation of process management, a
guestionnaire tool has been used.

4.1. Study Community

Since in this study we sought to validate the factors
extracted from the literature and the importance of each of
them in process management, so the study population
consisting of experts, facilitators and professors in the field
of process management was selected that the number of
samples answered was 20. The designed questionnaire was
given to them and they were asked about the degree of
importance of each of the factors and sub-factors in the
implementation of process management.

5. Evaluate the Organization in the Successful
Implementation of Process Management

The extracted key success factors can be used to evaluate
and measure the readiness of organizations in implementing
process management. To achieve this goal, you can use a
question entitled "Please specify the maturity level of each
key success factor in your organization by entering a
number from 1 to 6". From the results, the score of each
sub-factor can be determined and Equation 4 can be used to
measure the readiness of the organization.

6. Conclusion
In order for organizations to be able to maintain their
growth and survival in today's competitive environment, it

~ 364~


http://www.allstudyjournal.com/

International Journal of Advanced Academic Studies

is necessary to turn to processes, manage and improve their
performance. ldentifying the key factors of success in the
implementation of process management and prioritizing
them, enables organizations to focus on areas that lead to
more successful implementation of process management,
and assess their level of readiness and ability to implement
process management by evaluating their level of maturity
against these factors. Estimate themselves in the
implementation of process management and try to improve
it and use self-assessment results to compare themselves
with competitors. 13 key factors in the implementation of
process management that were introduced in this study,
according to the opinions of experts about their importance
in the implementation of process management.

If we want to measure different organizations in order to
rank their readiness to implement process management
based on the presented factors, we can form pairs of
matrices, calculate the weights of each index (sub-factor)
and each criterion (factor) based on methods of weighting in
AHP method and used to rank organizations.
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