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Inspiring Performance 

NimbusPartners’ Conference 2010 

Be inspired… 

NimbusPartners, makers of Control 2007 Process Management software, held 
their annual conference in London on 22 and 23 September 2010.  As usual, the 
conference provided an opportunity for users and potential users to hear some 
success stories from around the world. 

In this article, I’m going to summarise some of the key points made during the 
conference and highlight the valuable learning for anyone serious about improving 
performance (is anyone not interested in improving performance?).  

Improvement or Standardisation? 

It’s not that long ago that Nimbus conferences focussed on presenting case studies 
from their clients who had been “doing improvement”, for example using Process 
Re-engineering, Lean or Six Sigma.  That was fine, but there weren’t actually that 
many really good examples of major improvements in quality, cost or time that you 
could attribute directly to using Control 2007.  All too often, stories fell back on 
“we’ve captured lots of process maps” and it was difficult to see the real business 
benefit. 

This year, that’s all changed in my view.  Time after time clients presented case 
studies that were fundamentally about process standardisation.  However, that 
means much more than “just capturing process maps”.  Some key themes that 
came across to me were: 

 process standardisation seems to be a popular starting point and can 
release around 5% efficiency savings (free) 

 early staff involvement in process capture is a key enabler of 
subsequent process deployment and adoption 

 an organisation’s approach to process management needs to recognise 
its current process maturity and culture 

Improvement and Standardisation are inextricably linked, but Control 2007 holds 
the key to delivering bottom-line benefits, whatever your business.
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5% efficiency savings - free 

This statistic came from Best Buy Europe (which includes the Carphone 
Warehouse brand).  The first part of their process journey was to “liberate the retail 
teams”.  They mapped their As Is processes and then deployed the maps plus all 
the supporting information via Control 2007 to the front-line staff in their shops.  
Simply getting staff to adopt the right process gave an immediate 5% efficiency 
saving. Ashley Cook of Best Buy said “Standardisation liberates people” and “We’re 
making it easy for the right people to do the right thing”. 

This reflects my experience; mapping a process is a useful way to identify quick 
wins and to “put some fires out”.  It usually also helps to identify quantifiable costs 
of poor quality (failure costs and non-value-add activities). These opportunities can 
then become the focus of targeted improvement activities, using whatever 
“flavour” of process improvement you think will be most appropriate. 

Best Buy’s first pass at improvement activities led to some significant benefits: 

 96% lead time reductions 

 88% defect opportunity reductions 

 96% work content reductions 

 They are now analysing customer feedback to identify which processes caused 
complaints and using that to focus further improvement activity. 

Another presentation that impressed me was from Nestlé who have branded 
Control 2007 as “My Line” for factory staff across Europe.  Operators have been 
actively engaged in capturing their processes and ensuring consistent adoption.  As 
a result, Nestlé is seeing more Right First Time production, reduced cycle-times 
and reduced costs.  Again, it’s all driven by standardisation. 

This emphasis on standardisation was also picked up in the Toyota presentation 
where it was pointed out that one of the underpinning building blocks in “The 
Toyota Way” was Standardised Work.  Again, Control 2007 was being used by 
Toyota to deploy processes to people. 

Manual vs. Automated Processes 

One of the reasons why standardisation is such a useful starting point is that a high 
proportion of process steps are carried out by people, even in the most highly 
automated businesses. 

Nimbus use the diagram (below) to illustrate this.  For many organisations, less 
than 20% of process activity will be automated.  That leaves the majority of process 
activity for people to carry out badly, slowly, inconsistently, or not at all! 
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In the presentation on Toyota’s approach to implementing Lean in their European 
offices (not factories) it was suggested that an organisation should only focus below 
the line (process automation) once it has sorted out the processes above the line.  
That’s pretty consistent with my long-held view that there is no point in 
automating an inherently lousy process.  All you do is end up producing rubbish 
faster! 

The Toyota presentation was, unsurprisingly, strong on effective leadership and 
people involvement: People not Tools. The Lean tools are largely used “in the 
background” and help to give clarity to any performance improvement activity.  
Another important point made about Lean in Toyota’s office environment is that 
many of the tools that work well in a factory are irrelevant in an office.  Office 
Lean at Toyota has been implemented under the heading “Toyota Business 
Practices” rather than the ubiquitous “Toyota Way” which we usually hear so 
much about. 

Therein lies an important lesson: Lean (or any other improvement approach) has to 
be adapted to meet an individual organisation’s needs and to fit with the prevailing 
culture.    Transplanting “The Toyota Way” from car-making into an office simply 
isn’t going to work (and there are plenty of public sector organisations that can 
now confirm that as well, having tried and failed to implement Lean or Systems 
Thinking).  

Making the link 

I’ve written previously about the differences between “Improvement” and 
“Standardisation” and how the two are linked.  There are two typical starting points 
for organisations seeking to improve: 
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Process Improvement Process Management 

 We need to fix some problems 

 We need to make a step-change in 
performance in a few key areas 

 We need to get our processes 
“in order” 

 We need to be able to 
demonstrate a consistent, 
professional approach to 
managing the organisation 

 

The following table sums up the differences in the two approaches: 

Process Improvement   Process Management  

Specific processes  Focus Whole organisation  

Improvement Projects  Framework Business Process Model  

Short-term  Timescale Long-term  

Operational  Priority Strategic  

Project Teams  Engagement All Process Teams/staff  

1-12 Months  Benefits Delivery 1-5 Years  

Project Sponsors  Ownership Senior Mgt. Team & Process 
Owners/Managers 

Depends on PM to identify 
opportunities and to sustain 
improvements  

PI – PM 
Linkages 

Depends on PI to design 
new and improve  existing 
processes  

Reduced Waste & Cycle-
times; Increased Capacity & 
Customer Satisfaction  

Outcomes Process Capability & 
Maturity  

 

I’ve highlighted the linkage between Improvement and Standardisation. Having 
standardised a process you need improvement approaches to change its 
performance and once you’ve improved a process it needs to be adopted in a 
standardised way and managed. 
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Understand the journey 

The Process Maturity Model describes five levels of process capability, from 
“Heroics” to “Continuously Improved”.  Steps can’t be omitted, but you can learn 
from others’ experience and reduce the pain and time taken to get where you need 
to be. 

I think it’s useful to overlay the model with what we’ve learned from some of the 
Nimbus clients presenting at IP10.  Phase 1 is Standardisation, Phase 2 is 
Improvement and Phase 3 is Continuous Improvement. 

© 2010 Copyright ISC Ltd.

The process journey

Heroics Managed Defined Measured Continuously

Improved

Cost

Benefit

1: Standardisation

3: Continuous Improvement

2: Improvement

 

There are no short-cuts and not everyone will make it.  Not every organisation will 
be able to commit to and actually make the necessary changes.  Those with weak 
leaders will want quick wins for little or no effort and won’t be prepared to adapt 
their behaviour to get the real benefits. 

The good news for users of Control 2007 is that there are quick wins to be had, but 
you need to invest and be prepared for some hard work. 

I’ll end with a quote from a senior Toyota manager: “Be worried if you feel everything is 
fine”. 
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Our track record 

Our consultants have been helping organisations in the private and public sectors 
to manage and improve their processes for nearly two decades.  We have 
supported European Quality Award winners in their approach to process 
management. 

We are not wedded to a particular methodology.  We help clients identify their 
improvement goals and then develop an approach to achieve these; invariably 
ensuring their people develop the skills to make further improvements themselves. 

Please contact us for more information about how we can help you to manage and 
improve your processes. 

We work in partnership with NimbusPartners and are able to provide consultancy 
and training support in the use of Control 2007. 

S I M P L Y ,  I M P R O V E M E N T …  
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