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The secret to unleashing 
an unstoppable 
improvement culture.

PROCESS PLAYBOOK
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In a recent webinar our CEO and founder, Ivan Seselj, explored why it’s still 
the norm for organizations to fail at process improvement efforts.  Read on 
to learn how to create a successful culture of process improvement.

Change culture drives 
process improvement.

Signs of a weak process culture. 

Why is it that some organizations successfully do more with less 
– continually increasing their efficiency, improving productivity 
and outstripping the competition – while similar organizations in 
the same industry struggle?  A focus on continuous improvement 
is often the reason. So how do you make sure your organization 
has that focus, and advantage? 

It all comes down to your culture. The dominant culture of an 
organization has a huge impact on the success rate of any change 
initiative.

Generally human beings want to improve and make things better. 
The key is to normalize this behavior - in other words, to make 
improvement your organization’s natural state.

If teams are excited, empowered and motivated with a real desire 
to achieve, then the sky is the limit. But if they are not engaged, 
if they feel powerless and lack the motivation to drive change, it’s 
what we call a weak process culture. 

While every business is different, the signs of a weak 
process culture are the same. There will be little or no 
collaboration and engagement among employees, overall 
morale will be low, and you’ll see high rates of failure in 
process and change initiatives.

This can become an ingrained problem.  In companies with 
a weak process culture, teams will push back on change.  
You’ll hear statements like “Trust me, I’ve been doing 
this job for twenty years, I don’t need to write it down.” 
No-one will be looking at or talking about process, and 
the general attitude towards process improvement and 
ownership will be one of inconvenience.

If teams are 
excited, 
empowered 
and motivated 
with a real 
desire to 
achieve, then 
the sky is the 
limit.
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Causes of a weak process culture.

1	
INVISIBLE LEADERSHIP 
The executive team believes there is benefit to be gained 
from investment in ongoing improvement, but are not 
visible in their support. Or worse, they verbalize support 
but deep down are dismissive of process, and consider it 
to merely be a compliance requirement.

2	
INITIATIVES THAT DISEMPOWER TEAMS 
When outside experts are brought in to change things, 
the true process owners - the people on the ground - are 
sidelined. This can diminish confidence to collaborate and 
hinder innovation.

3	
LOSS OF MOMENTUM
Projects start off with a big bang, but people quickly 
revert to the old way of doing things and often any gains 
are lost.

4	
UNHELPFUL PROCESS DOCUMENTATION 
There are pages and pages of process documents, 
and charts that are complicated and indecipherable. If 
staff need help and can’t immediately find it, it can kill 
engagement and weaken the brand of process.

5	
IMPROVEMENT IN SILENT MODE 
Basically, there is no acknowledgement of improvement 
efforts – no announcements, no KPIs, no measures, no 
success celebration, no brand. If there is no inspiration to 
succeed and no kudos for success, teams cease to care.

We shouldn’t 
expect attitudes 
to process 
guidance to be 
any different – 
if teams can’t 
use it easily, 
then they won’t 
use it at all.

If we visit a company website that isn’t 
helpful, isn’t easy to navigate, and is pages 
and pages long, we just don’t come back 
to it. 
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You may recognize some of the above causes in your 
organization, but the good news is that with the right 
foundations in place, a weak process culture can be fixed. 
Here are 5 key ingredients to unleash an unstoppable improvement culture:

1
DEMONSTRATE ACTIVE LEADERSHIP 
Get your leaders on board right from the beginning by demonstrating that there is an 
issue that needs addressing. Do whatever it takes to find that sore spot that makes the 
executive team sit up and take notice.

•	 Speak to them in their language, not just using numbers, but with evidence. Win their 
hearts. Show them a Facebook post written by a customer, give them evidence of a 
customer survey or share feedback from teams.

•	 Then get them out among the people, showing their support and celebrating 
successes. They need to be visibly committed. If they’re not, everyone in the business 
can tell and will respond accordingly.

•	 Appoint a chief process officer (CPO) and process champions. These are the leadership 
roles responsible for communicating the vision to the organization. The champions set the 
standards and expectations, and make sure the improvement opportunities are followed 
up on.

2 
EMPOWER THE REAL PROCESS OWNERS 
Process ownership can be divided into two tiers – owners and experts. Process owners are 
the people who are ultimately responsible for the process operating effectively. Process 
experts are the people working on the ground with the processes. If they can work in 
tandem, processes will be kept up to date and any suggestions for improvements might 
actually be made, adding real value to the business.

Updating a process needs to be easy. Name your owners and experts, then give them 
tools to easily manage their processes. Set the expectation that change and improvement 
should be ongoing, continuing long after projects have finished.

Do whatever 
it takes to 
find that sore 
spot that 
makes the 
executive 
team sit up 
and take 
notice.

How to make positive 
change go viral.



Copyright Nintex Promapp™ 5

3 
SUSTAIN MOMENTUM – DEPLOY 
ONGOING STRUCTURES 
To ensure process improvement remains 
a day-to-day priority, set up a structure 
and a schedule for improving processes. 
Have a process forum and give it a name 
that resonates with people within your 
organization. Once the system is in place it 
becomes easier for people to engage in these 
forums.

Hold improvement opportunity workshops 
regularly, and get your CPO to come along. 
Instead of making it feel like an audit or 
process review session, focus on problems, 
opportunities and customer satisfaction. 
Share ideas and get cross-fertilization 
happening across teams.

Often the idea that process owners in the 
business can change their own processes 
is met with fear. Quality and improvement 
managers worry that things may get out of 
control, ignoring the fact that those process 
owners are already doing things their own 
way to work around a process that no longer 
applies. Giving process owners more control 
merely formalizes what is already happening 
– and, in fact, gives more transparency and 
control.

Everyone needs to participate in the 
discussion, everyone needs to be involved in 
the drive for incremental change, especially 
the process owners and experts.

Everyone 
needs to be 
involved in 
the drive for 
incremental 
change.
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5 
SUSTAIN COMMUNICATION 
Good communication is what it takes to get people 
involved and driving change. So how do you do it well?

 The first, most important thing is to choose the right 
people to be your process champions. They can’t be so 
senior that they’re inaccessible, but they must know the 
people and processes inside out. Just be aware that if your 
champion leaves or is promoted, your process culture may 
be at risk.

Here are some other ways to make sure your 
communication supports an improvement culture:

•	 Celebrate successes – people love to be praised and 
are often more productive when their successes are 
recognized.

•	 Share information - send out automatic notifications 
of changes to processes to all stakeholders. A personal 
dashboard is a great way to share what’s going on, 
what’s coming up and what’s out of date.

•	 Be interesting and interested. Make it personal and 
have fun by fostering the spirit of competition and 
holding team building exercises.

•	 Use discussion threads and ‘like’ buttons to make it 
easy for users to give feedback.

4
INTRODUCE HELPFUL PROCESS 
GUIDANCE 
If your process documentation isn’t easy 
to use, change it. It should help teams get 
things right, learn new processes and give 
consistency across the organization. Aim 
to provide information that explains the 
process so well, it’s comprehensible (at a 
high level at least) in ten seconds.  If it’s 
easy to understand and easy to use, teams 
will go back to it again and again. 

Make the information easy to access by 
embedding links into the places and tools 
that teams already use every day, so the 
information is available where and when they 
need it.

The first, most important thing 
is to choose the right people to 
be your process champions.
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The building blocks of 
improvement.

For years the focus of process improvement efforts has 
been on tools and methodologies, at the expense of 
harnessing the real engine of change - engaged teams that 
are driven to improve and succeed. 

With the building blocks for a strong improvement 
culture in place, your teams will feel more empowered to 
collaborate on improvement efforts. Engaged teams armed 
with the right attitude can take any tools and turn their 
efforts into real improvement for your customers and for 
your bottom line.

Watch the webinar

PLAY

https://youtu.be/FukMcETOYSU
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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

