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Some thoughts on To Be process and service design 

I’ve been having conversations with a couple of organisations recently about 
their thoughts on redesigning their processes. The two main areas of 
discussion have been about the role of IT and what is the service that their 

customers actually want. 
 
The IT discussion is always interesting and it’s classic ‘chicken and egg’: 
which comes first, the process design or the technology? In reality it’s an 
iterative discussion because if you know what possibilities the IT brings, it 
can enable significantly different process designs. Conversely, the last thing 
you need to do is look for ways to ‘automate, existing processes. Michael 
Hammer, in Reengineering the Corporation, described the latter as ’paving 
the cow paths’. 

With one of the organisations, they are currently designing a brand new 
service delivery process that will have to be low-cost to operate if they are to 
have any chance of running it without losing money. So, their historical 
approach of using paper-based systems for field staff to submit information 
to enable invoicing, clearly needs to be automated. Similarly, whereas in 
other parts of their business where they can afford to run a gold-plated 
service, the new process can’t afford this approach. They need to be much 
more radical in their thinking about not duplicating work done and increasing 
the value-add activities in the process. They also need to challenge 
rigorously, the business value-add steps, which do nothing for the customer, 
but historically have been risk-avoidance activities. 

In the other organisation, the challenge is understanding what customers 
actually want. They are having conversations about the need for ’personal 
service’, i.e. customers currently interact with staff throughout the process 
(by ’phone typically) and staff take responsibility for progressing cases 
through the process. As in the first organisation, existing systems are heavily 
paper-based, so automation is clearly going to make things more efficient. 

However, I think the discussion of ’personal service’ is flawed. They should 
be talking about ’personalised service’, i.e. service personalised to the way 
the customer wants it delivered, not delivery constrained by the way it’s 
always been provided. 

Read the full article here 

Read more about developing Personalised Services 

 

Reinventing the motivation wheel 

Recently, I came across a YouTube video titled “Drive: the surprising truth 
about what motivates us”.  It’s adapted from Dan Pink’s talk at the RSA, 
illustrating the hidden truths behind what really motivates us at home and in 
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the workplace.  It’s ten minutes long and there’s some interesting research 
presented about how “carrot and stick” approaches to motivation don’t work 
in the knowledge economy. 

However, what struck me was that it completely reinforced the theories of 
good old Maslow and Herzberg.  Maslow’s Hierarchy of Needs (1954) 
and Herzberg’s Hygiene Factors and Motivators (1959) say exactly the same 

thing: 

 There are some job factors that result in satisfaction while there are other job 

factors that prevent dissatisfaction 

 If you pay people badly, you definitely won’t get good performance – money is 

a Hygiene Factor and there’s a baseline level required to keep people satisfied 

 If you create an environment where people can learn, grow and make a valued 

contribution, they will be motivated 

 

Overall, it seemed to me that Dan Pink is simply reinventing Maslow and 
Herzberg; perhaps presenting their theories in a more modern context, but 
nevertheless he’s reinventing the wheel!  The “surprising truth about what 
motivates us” certainly wasn’t a surprise to me!  See what you think… 
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