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People power.
7 critical process roles.

The roles you need to sustain a 
culture of positive change.

PROCESS PLAYBOOK
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People should be at the heart of 
business process management.

It’s no secret. The pace of change and innovation is 
accelerating and many businesses are struggling to keep 
up. Operations are becoming more complex.

With large teams spread across many 

offices, in different cities and in different 

time zones it can be hard for team 

members to collaborate, share and 

learn from each other. Yet this focus on 

collaboration and improvement is more 

important now than ever. 

In an effort to keep up, many organizations 

are using business processes as a language 

to describe their operations and drive

continuous improvement. The result is a 

renewed focus on process management 

technology, improvement methodologies

like Six Sigma and lean, and process 

notation standards like BPMN.

One aspect that deserves more focus, 

however, is the role people play in creating 

the right conditions for a collaborative 

culture of change across an organization. 

It is no longer good enough to run 

improvement initiatives, to capture process 

knowledge at great expense, and to just 

‘hope’ that changes will be operationalized 

and sustained.

Technology will only get you so far. 

Organizations need to create the right 

environment and structure so that teams 

are motivated to participate, and are 

personally invested in sustaining ongoing 

change and improvement.

One aspect that 
deserves more 
focus is the role 
people play.
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7 process roles 
which power a 
culture of
positive change.

Identifying and implementing the right roles and 

responsibilities is fundamental to support continuous 

improvement and a positive, collaborative culture. 

For best results, teams should be armed with clear 

roles, responsibilities and simple,

accessible process knowledge.

1
PROCESS PARTICIPANT
Process participants are involved in the process and are 

the ones who need to get it right. Often they deliver 

the customer experience, the real-life work which 

means they’re in a position to contribute valuable 

insights and ideas.

2
PROCESS EXPERT
Process experts manage a process on behalf of its owner 

day-to-day. They have a detailed understanding of the 

process and respond to improvement suggestions, making 

sure the information stays current. They co-ordinate with 

the stakeholders on any problems.

3
PROCESS OWNER
Process owners have overall responsibility for a process. 

They’re accountable for the process operating efficiently 

and continuously improving, but they’re not necessarily 

using it day-to-day and are not the expert. It is worth 

noting that this role can often be a barrier to change.

4
PROCESS CHAMPION
Process champions drive process improvement – they’re 

the core of a change culture. They give guidance and

advice to the experts and owners, and set the standards 

and expectations within the organization. They promote 

the process vision set by the chief process officer (CPO) 

through regular communication, and create and mentor 

the delivery of work plans. They review processes with 

the experts and monitor improvement suggestions.

These seven roles each play a part 
in creating a healthy change and 
improvement culture:
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5
CHIEF PROCESS OFFICER
Chief process officers (CPO) provide the overall process 

vision. Ideally at executive level, they need to visibly

support improvement efforts and empower the process 

champions. Although this is usually a low activity role, it

is vital in creating a collaborative change and improvement 

culture.

6
IMPROVEMENT SPECIALIST
Improvement specialists specialize in the tools and 

technologies. They apply advanced process techniques 

and methodologies to help teams extract insights and 

coordinate improvement initiatives, like lean, Kaizen and

Six Sigma.

7
KEY STAKEHOLDERS AND DOMAIN 
SPECIALISTS
This group of people are those affected by and dependent 

on the processes. A process could potentially involve

a risk manager who relies on certain controls within the 

process; compliance managers who ensure external

requirements are met; enterprise architects who support 

the process with technology and information; human

capital specialists who ensure teams have the right skills 

and experience. All these key stakeholders need to

collaborate on process changes.

Effective governance 
needs to be top down 
and bottom up.

Chief 
Process 
Officer

Process 
Champions

Process 
Owners

Process 
Experts

Business Teams =
Process Participants
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Secure dynamic 
stakeholder 
management with 
the RACI framework.

Understanding the importance of people and 

roles in sustaining collaborative change and 

improvement within an organization is the 

first step. Next, figuring out the role of each 

of these stakeholders requires a process-by-

process understanding.

RACI is a structured 
framework that can help you 
do this very effectively.

RESPONSIBLE

Who is

responsible?

Participants.

ACCOUNTABLE

Who is

accountable?

Owners and

experts.

CONSULTED

Who needs to

be consulted?

Those who 

are affected.

INFORMED

Who needs to

be informed?

Anyone dependent

on the process.

R A C I

Appreciate the value of collaboration 
and communication.

The RACI framework helps determine the level of 

involvement and communication appropriate for each 

stakeholder for process changes. Don’t settle for just 

tracking RACI tables for each process. Rather, ensure that 

communications are managed through this table. The right 

tools can enable real-time updates and changes. 

That way stakeholders can see the changes that are 

happening, how they are affected, and how or if they need 

to be involved in the change… all in just one glance.
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Make sure the chief 
process officer is 
visible and people
know their name.

Executive team 
behavior is the 
silver bullet.
The behavior of the executive team plays 

a huge role in promoting co-operation. 

When staff see the executive team

collaborating, it filters down through the 

organization – so make sure the chief 

process officer is visible and people know

their name.

No measures equate to no 
importance.

When people don‘t know which processes 

they are involved in or where to find that 

information, it gives them the excuse not 

to engage. Just like KPIs, the perception 

is if you’re not measuring it, it’s not 

important and will fall to the bottom of 

people’s list of priorities.

Give your staff a voice. An effective 

feedback tool is important, or you could 

end up with an undercurrent of complaints

and disengagement.

Give your 
staff a voice.
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Checklist: process improvement 
fundamentals.

Now that you know what the seven critical process roles 

are, see how your organization stacks up when it comes 

to the building blocks of an improvement culture. The 

brief process improvement fundamentals checklist on 

the following page can help you evaluate your company’s 

process culture.

If you have most of the fundamentals in place, 

congratulations - you’re well on your way to a culture of 

positive change.

If you still have work to do, remember, sustainable process 

improvement isn’t something you can just turn on - it 

takes a team effort. Invest in a structured approach, with 

process champions empowered by an active chief process 

officer, and they’ll drive sustained improvement.

Check out our process improvement fundamentals 

checklist over the page.

FREE TRIAL

To watch a 45-minute webinar 
presentation on the roles you 
need to sustain a culture of 
positive change, simply click play 
above.

Check out Nintex Promapp with 
a free 30-day trial.

PLAY

https://www.promapp.com/landing/free-trial/
https://youtu.be/uhhbhRJWae4
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If you scored:

34-50 

You’re on your way to developing 

a healthy environment for ongoing 

collaboration between teams to 

drive process improvement.  

Keep it up!

Yes! Absolutely

5
Somewhat

3
I have no idea…

1

Do you have a chief process officer (CPO)?

Would most of the organization know who the CPO is?

Do you have process owners for key processes?

Is there a current list of process statuses per owner?

Is there a simple way for process participants to record 

process feedback?

Are stakeholders aware of their impact on processes?

Are your process stakeholders (e.g. risk/ compliance 

managers) promptly notified of key process changes?

Do your teams know where to find process information?

Does your team know exactly which processes they are 

involved in?

Do you have KPIs for key process outcomes?

TOTAL

17-33
While it’s great that you have some 

of the basics in place, there are 

weaknesses in your platform for 

sustainable process improvement. 

Now is the time to arm your teams 

with clear roles, responsibilities and 

accessible process knowledge.

10-16
Without some fundamentals in 

place, even with investment in 

technology and improvement 

programs, improvements will be a 

challenge to sustain, and levels of 

collaboration low. Focus on  

getting the fundamentals right  

to start building a strong 

improvement platform.

Process improvement  
fundamentals checklist.
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About us
Promapp is now part of Nintex. We believe that expressing and managing process knowledge simply 

is crucial to sustaining an ongoing culture of process improvement. With our intuitive and powerful 

cloud-based process management and automation capabilities, used by 8,000+ organizations 

worldwide, our customers and partners can easily manage, automate and optimize business processes 

with clicks not code.

Sign up for a 30-day free trial or join an intro webinar  to see Nintex Promapp, the process platform 

teams love to use, in action.

Connect with us.

NINTEX BELLEVUE

10800 NE 8th Street, Suite 400,
Bellevue, WA 98004
United States 
P:  +1 (425) 324 2400 
F:  +1 (425) 458 0105 

NINTEX IRVINE

1 Post, Suite 175
Irvine, California 92618 
United States
P:  +1 (949) 242-0455, Option 1 
Toll Free:  +1 (877) 462-5667, 
Option 1 

NINTEX LONDON

Ground Floor
138 Fetter Lane
London, EC4A 1BT
United Kingdom 
P:  +44 (0) 20 3693 0200 

NINTEX DUBAI

Dubai Internet City, Building 9
3rd Floor, Office 314
Sheikh Zayed Road
73000
UAE

NINTEX MELBOURNE

Level 15, 595 Collins Street
Melbourne 3000
Victoria, Australia 
P:  +61 3 9912 1800 
F:  +61 3 9912 1812 

NINTEX SINGAPORE

8 Marina View
Asia Square Tower 1
Level 07-04
Singapore 018960

NINTEX AUCKLAND 
– WHERE PROMAPP™ 
WAS BORN

Eden 3, 16 Normanby Road
Mt Eden
Auckland 1024
New Zealand 
P:  +64 9 281 3436 

NINTEX HONG KONG

28/F., AIA Central,
No. 1 Connaught Road
Central, Hong Kong 
P:  +852 2824 8468 

NINTEX MALAYSIA

Suite 8-3
Level 8, Menara Cimb
Jalan Stesen Sentral 2
KL Sentral
Kuala Lumpur 50470
Malaysia

promapp.com

https://www.promapp.com/landing/free-trial/
https://www.promapp.com/landing/weekly-webinar-demo/intro-to-promapp-webinar
https://twitter.com/promapp
https://www.youtube.com/user/PromappVideo
https://www.linkedin.com/company/promapp-solutions/
http://www.promapp.com

