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We all want people driven change. Don’t we?
People-driven-change has incredible benefits over top-down pushed change. By
encouraging the review of processes to start with primary services, you can promote
agility within your organisation that avoids resistance and drives demonstrable
change.
But before going into the benefits, it is important to understand what defines a nonvisual organisation and why it matters.

What is a non-visual organisation?
A non-visual organisation is an
organisation in which the primary
processes are not automatically visible.
In comparison, a visual organisations
processes could be, production,
packaging, transportation, healthcare and
education, all of which you can physically
see and experience the primary process.
With visual processes, you are able to
stand “in the middle” of the process, study
it and observe issues, making the process
of identifying and solving issues much
more straight-forward.
In local government organisations, many
of the primary processes are hidden.
Primary services are usually run through
desk work and computer software that
enables the execution of work processes,
without the need for an understanding
of the details behind the service. Often,
this means that all essential steps in
the process are non-visual and relevant
exceptions cannot be accounted for in the
service process.

An example of the challenges non-visual
organisations face was recently covered
in one of our professional workshops for
a UK council.
One of the participants asked what the
purpose of the workshop was, since
process maps had already been made
four times in the 10 years she worked
as an employee in the social department
of the council. After one hour of
participation in the workshop she stood
up and shared with the team: “this is the
first time I truly understand our process”.
Why does it matter? If people can’t see
their own process or value chain, how
can they co-own it and drive change from
within?
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The benefits of
people-driven change
People-driven change that is executed by empowered teams has several benefits.
Some of the most important are:
With change driven by the operating teams themselves, you will have
less resistance, or none at all. People are generally enthusiastic about
their own ideas and will be more eager to execute them. The teams will
be keen to prove that their ideas work and be forthcoming with creative
solutions where challenges arise. Changes coming from “above” will
in many cases face resistance, with questions surrounding time and
resource in response to most suggestions that are not from a service
level perspective.
Changes from within often have a better fit with the primary process.
The people from the work floor know by experience where the relevant
exceptions in the process are, so naturally they can suggest and
implement the required changes in those situations easier. As a result,
the change will be more inclusive and will not “only” apply to a clean case.
The complete PDCA cycle (Plan, Do, Check, Act) leads to continuous
improvements by the empowered teams of the work floor. When teams
are used to being empowered and having co-ownership of a process, they
can act instantly and consider the applicability of any new idea and how it
will fit into the overall process.
When larger ideas don’t immediately lead to success, internal teams will
be able to make adjustments and try alternatives. However, with topdown centralised ideas, the process of testing and reporting typically
increases the strain on resource and overall cost of process management.
Job-satisfaction will increase and people are likely to stay in their role
much longer where they feel that they are valued and taken seriously.
In organisations where this culture is embedded there is another,
somewhat sensitive benefit. Overall, it is found that there is less
management needed when teams are empowered. This results in
shortened lead times, an increase in quality, reduced costs and increased
co-ownership of process automation and transformation. There is
also significantly less need for indirect staff to oversee planning and
execution.
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How to get people-driven
change in a non-visual
organisation?
One of the most important aspects of creating people-driven change is the creation of
multi-functional teams that are supported in exploring their processes. These teams
should be well-rounded and thus include someone from Accounting, HR, IT and other
staff departments that work on the specific process being managed. Like in a football
team, all players should be present when discussing the game.
Then, continuous “exploration” of the primary process is needed.
This will require a method and possibly tooling that allows you to:
Visualise the process, in the words of the multi-functional teams that carry
them out daily.
Explore, review, study and change processes that need managing. The
visualisation of the process should be explored in enough detail that the
solution is agreed upon by all parties. Participant’s suggestions should be
considered, reflected upon and implemented if proven beneficial.
Use data. Analysing the information available to you about measures such
as frequency duration, process steps, costs involved and systems will allow
your teams to make informed decisions based on experience and backed by
data.
Act promptly. At the end of the workshop the team should be able to
commit to starting the work immediately or as soon as possible. What must
be changed to make that happen?
Keep team members connected. After discussing process improvements,
the team should be able to take a physical copy of the discussions and
outcomes. This will aid them in remaining connected with the cause through
visual processes.
Deal with continuous feedback and reviews. From their own workstation,
team members should be able to “raise their hand” and submit new ideas.
Keep the change going. After two to four weeks the team should get back
together again and review the process and changes they had proposed.
What worked? What did not work? Where are new ideas?
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Our mission:
Seeing is believing!
In non-visual companies it is critical for the staff to visualise, experience and explore
the customer-focused processes that are important to the way your organisation runs.
When teams can visualise processes, they are empowered and feel supported in their
contributions to improvements.
Find out more about how the Engage Process management platform can help your
teams to visualise processes and drive positive changes in your organisation.
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Get in touch
with us
Interested to learn how Engage Process can
support you in your process management
activities, such as process workshops?
Phone: +44 1273 0006 005
Email: sales@engageprocess.com
Website: EngageProcess.co.uk

About Engage Process
Engage Process empowers staff
to discuss, evaluate and improve
processes together. Putting the
employee first makes Engage Process
a true “human centric” solution. This
means proactively exploring and
reimagining processes in real time, by
the people who are actively working
with these processes day-to-day.
Processes create the foundation for
management programmes such as cost
savings, compliance, service (re)design,
and digital transformation.
Over 300 organisations in Europe and
North America use Engage Process
on a daily basis. These include City
of Edinburgh Council, Sedgemoor
District Council, Brunel, City of Brugge,
Firmenich, and Leeds Federated
Housing Association, as well as many
others in different industries.
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