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Preface

The suggestions built into this project guide are based on forty years of experience work-
ing with project teams on process improvement.  During those years the results ranged
from extremely successful to thoroughly disappointing.  The two most important factors
that have seemed to separate the excellent results from the others both involved respect,
respect for the charting methodology and respect for the people with the first hand experi-
ence.

Every project is different and as you follow this guide there will be times when you will
want to do things differently than suggested here.  This is only a guide.  Go ahead!  Use
your best judgement!  But let me offer one overriding caution.  Don’t skip over the
involvement of people who do the work.  They are your link to reality.

Wishing you the Best in Improvement

Dr. Ben S. Graham, Jr.

i





2

Six Project Types

DOCUMENTATION - DOCUMENT ONLY
In a documentation project you will chart
an existing work process and review it with a review
team (of people who do the work) to assure that it is
accurate.  These projects clarify processes and build
process chart libraries that are available for clarifica-
tion, training and continuous improvement later on.

As-Is

IMPROVEMENT - DOCUMENT & MAKE SMALL CHANGES
In an improvement project you chart an
existing process and review it with an
improvement team (of people who do
the work) to assure that it is accurate and
to make improvements that do not require major
development efforts.  Then you rechart the process,
check it out with the team, install the changes and
put the “To-Be” chart in your chart library.

To-Be

As-Is

RENEWAL - THOROUGH STUDY & RESTRUCTURE
In a renewal project you will chart an
existing work process and thoroughly
overhaul it with an improvement team
(of  people who do the work).  The
team will strive for the best improvement they can
come up with.  You will rechart and rethink the process
several times before arriving at the final “To-Be” chart.

To-Be

As-Is
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MAINTENANCE – REVIEW APPROVED CHARTS
In a maintenance project you will print
out a previously prepared chart and
review it with a team (of people who do
the work) to see that it is still
correct or to update it.  If the team
discovers attractive opportunities, a maintenance project
may turn into an improvement or a renewal project.

DEVELOPMENT - TOTALLY NEW PROCESS
In a development project there is no existing
process.  You will prepare a chart of a new
process and study it with a team of people
who have the best experience available,
develop a process, carefully test it, and
get it approved and installed.

To-Be

STANDARDIZATION - MULTIPLE “AS-IS”
In a standardization project you will chart
an existing process as it is being done in
different locations and review the charts
with an improvement team representing
the different locations.  The goal is to use
the best of both plus some features that
are better than either.

As-Is

To-Be

As-Is
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Project Authority

The person who requests a project should have authority that
spans the entire project.  If the project affects areas outside
of his or her authority, clear the request with a person who
does have the necessary authority.

Í This Authority spans the project

If the project spans these work areas

Í This Authority is not needed

Í Insufficient Authority  Î
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Forming the Team

Select team members for their knowledge of the work.  Since
the most knowledgeable people are hard to spare, it is im-
portant to make it clear that meetings will be limited to one or
two hours and there will be no more than four or five team
meetings per chart on renewal and development projects
and only one or two per chart on other types of projects.
Team members chosen “because they can be spared” may
have little to contribute.   With the right people, you can pro-
duce outstanding work processes in only a few hours.  With
the wrong people, it doesn’t matter how long they are avail-
able.  Firsthand experience is the cornerstone of realistic
business process improvement.




