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WHY The challenges are intensifying. Be agile. Get lean. 
Improve results. Focus on customers. Spend less. 
Digitize. Innovate. Retain talent. Brace for disruption. 
A new level of organizational agility is needed.  

WHAT Processes discovered, KPIs assigned, governance 
initiated, mindsets changed, capabilities built, support 
provided, performance improved, to transform and 
sustain enhanced organizational agility. 

HOW My process-based management approach identifies, 
manages, and optimizes business processes to build 
the organizational agility required to deliver value to 
your customers — something that can only be done via 
cross-functional business processes.  
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Process-based management 
We need to increase organizational agility? What does that mean?  

agility, n. The ability to change rapidly in response to customer needs and market forces; adaptability, 
flexibility, responsiveness (Oxford English Dictionary) 

agility, n. quickness and dexterity of movement; quickness and resourcefulness of mind (Merriam-Webster) 

Many organizations face the complex dilemma of dealing with major strategic and operational changes, 
often simultaneously. Organizations who are not conscious of facing such challenges might be in a good 
place, or they might be about to be swamped by an unseen wave of disruption.  

All organizations need to get fit, to improve their agility, to be prepared to respond safely to change. 

For most organizations the time has passed when improved performance can be achieved by simply 
reducing budgets and assuming those affected will adjust to the change. After years of budget cuts and 
efficiency dividends, the easy changes have all been made, contingency resources are extinct, and further 
change is deep, structural, and difficult.  

The need to do more with less seems both inevitable and impossible.  

Organizations need all the attributes of agility found in the dictionary definition. They need to understand, 
manage, and continuously improve the ways in which they create and deliver value to their customers and 
other stakeholders. They need profound understanding of these cross-functional value pathways so that 
change can be rapid and controlled — indeed change must often be preemptive rather than reactive. 

The complexity of the management challenge is increasing, often with alarming speed and consequences. 
This causes not just a superabundance of operational problems, but also strategic hazards that may test the 
viability of the organization.  

Informed by two decades of designing, reviewing, teaching, managing, and improving business processes for 
hundreds of organizations, in many different industries, in 14 countries, across five continents, I have 
developed and proven a unique process-based management approach to enhancing organizational agility. 

This approach is based on the practical and cost-effective application of three core ideas: the Principle of the 
Primacy of Process, Tregear Circles, and the 7Enablers of BPM. 

In brief, I help my clients to be change-ready and to create continuous performance improvement engines 
by identifying the processes by which they deliver value to customers and implementing pragmatic, 
sustainable schemes for continuous management of those processes. 
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Why process-based management? 
The more common term is business process management or BPM. BPM is often used to mean technology, 
automation, or perhaps even process modeling—and that is why most organizations fail to create genuine 
continuous process improvement.  

The M in BPM is for management and that important point is too often lost.  

When used the way I mean it, BPM, or process-based management, targets the business processes by which 
we create, accumulate, and deliver (or perhaps more accurately, exchange) value, and importantly, ensure 
they are continuously managed and improved.  

Whilst technology plays a vital role in many process performance improvement changes, it remains a tool of 
good management, not its purpose.  

My process-based management approach puts emphasis where it should be, i.e. on organizational 
management and strategy execution. Business processes are not everything, but they are central and 

fundamental. They are the way we execute strategy. They are the 
way we should manage. 

Every customer or stakeholder need that you meet, every value you 
create, and every internal or external service you provide, is executed 
through business processes. There is no other way; this is simply the 
way every organization works. 

To enhance performance, agility, and resilience, you must understand how key processes are performing end-
to-end, and what risks and controls are missing or failing. You need process-based management. 

Past process? 
Is process management and improvement still relevant? Has the world moved on? Are there new concepts 
that replace the need to manage and improve processes? No.  

Some ‘new’ concepts are just new names, and even genuinely new 
management ideas are still dependent on the fundamental ideas of 
process-based management. Agility, business excellence, automation, 
workflow, digitization—all these ideas and aspirations depend on 
continuous process management and improvement. Processes execute 
strategy. Processes shape the customer journey. Automation automates 
processes. Digitization is about process improvement. An organization 
cannot be agile unless it understands and controls its processes. Business 
excellence depends on process excellence. Transformation projects 
transform many things, mainly processes.   

The ecosystem of processes by which all work is completed continues to be 
everywhere in every organization. It must be actively managed. 

“Roger is a thought leader in the 
discipline of BPM as well as an 
experienced practitioner. He has the 
ability to cut through the theory and 
provide practical and useful 
approaches to BPM implementation” 
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The change I want to see 
My vision is a world of organizations using effective process-based management to continually reap 
performance improvements, create superior business agility, and develop enhanced resilience.  

Of course, I can’t change the world. What I can do is help you and your organization define, implement, and 
sustain a process-based management environment that works for you. 

Around the world I work with clients and others to co-create successful process-based 
management examples. I do that through training, coaching, and advisory services, 
informed by research and experience. In this way I enable clients to efficiently 
discover, improve, and manage the business processes that create, accumulate, and 
deliver value to their customers and other stakeholders. 

The meaning of (process) life 
How do we make practical use of the ideas of process-based management? 

Starting with the very big picture, the main objective is to create and sustain effective and efficient 
management of our organizations. That means the effective and efficient delivery of the products and 
services that we promise to provide stakeholders as documented in our statements of strategic intent 
(vision, mission, values, objectives etc.) Producing the right goods and services for our customers and other 
stakeholders and doing so in a way that keeps everybody happy, including us, is everyone’s overall objective. 

All organizations produce goods and services through collaboration across the organization. Somebody 
determines there is a need, someone does the design, others build it, someone else sells it, yet others install 
and maintain. Both the customer service and the internal organizational benefits require all of that. This is a 
cross-functional business process and it is the 
only way products and services are delivered; 
the only way value is exchanged; the only way 
strategy is executed. 

This is my Primacy of Process principle and it’s 
the key idea of process-based management.  

Processes get work done; they execute 
strategy. Therefore, we must manage and 
improve them for optimum performance. 
“Manage” means understanding how they work, knowing how they should perform and are performing, and 
making evidence-based decisions about problems to be solved or opportunities to be realized. “Improve” 
means getting on and solving the problems and realizing the opportunities and being able to prove that the 
benefits were delivered (or not delivered). 

At this high level, the idea that you must manage and improve your business processes to improve 
organizational performance is surely incontestable? Need more detail? Try my book Reimagining 
Management for the details; a summary of the main ideas follows here. 

Principle #1:
Primacy of
Process

“Roger delivers 
excellent results in a 
very short time while 
still engaging 
stakeholders at all 
levels and gaining 
their buy-in.”  
Matt Mueller, Zespri 
International,  
New Zealand 
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Get the circles turning 
In genuine process-based management, processes are identified, performance targets set, governance 
mechanisms created, and process performance is improved in a process-aware culture where everyone 
contributes while being appropriately supported. How can this be achieved in a practical and sustainable 
way? How can this work in the gritty reality of managing a real-world organization with all its complexities, 
latencies, impossible demands, and human frailties?  

An elegant and agile solution is found in two virtuous 
circles, the Tregear Circles — the PO circle (process 
ownership) and the PI circle (process improvement) 
— that deliver process-based management. The 
circles are much more than an interesting diagram. 
They describe a meta-model for practical process-
based management, one that you can use 
immediately and from which benefits accrue quickly.  

The PO circle continually tests the performance of targeted processes to uncover actual or emergent 
performance gaps driven by measurement, and innovation opportunities driven by ideas. The repeating 
cycle of target—assess—respond is the drumbeat of process management. 

The PI circle is the process-improvement cycle that identifies the current state, defines the future state, and 
then makes the evidence-based changes required to close prioritized performance gaps. The PI circle can be 
implemented with any formal or informal process improvement methodology. I use SprintPIP. 

The PO circle determines whether process adjustment is required in response to a development 
opportunity, or a current or emergent process performance anomaly. The PI circle discovers, details, and 
delivers the process change. 

Conscious process management activity starts with the PO circle. The requirement is to be continually aware 
of performance gaps, or opportunities to challenge the status quo, and make evidence-based decisions 
about which gaps need to be partially or completely closed, and in what order. Process improvement should 
be a deliberate, systemic management act involving a constant search for processes that can be improved. 

The Tregear Circles replace ‘random’ acts of management with a metamodel 
for continuous performance improvement. 

Many organizations do some form of continuous process improvement; not 
enough do continuous process management. ‘Turning both circles’ 
consistently makes that possible. 

With the circles turning, strategy is executed, and value is exchanged, through 
continuously improved and actively managed processes. 

Get the circles turning! Want more detail? I wrote 
a book for you. It’s called 
Reimagining Management. 
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Enable the circles to turn 
It is important to get the circles turning; to start up this perpetual 
performance improvement engine. What makes that happen? 

My experience working with many organizational types in many 
countries to create and sustain process-based management allows 
me to conclude that there are seven elements, the 7Enablers, that 
must come together to support process-based management. 

1. Discovery, understanding, and documentation of the organization’s processes in a hierarchical 
model — process architecture 

2. Defining process performance measures (KPIs) and measurement methods, collecting and 
reporting performance data — process measurement 

3. Responding to process measurement data by taking appropriate action to address actual or 
emergent performance anomalies or opportunities — process governance 

4. Continuously discovering processes that can perform better and finding ways to close the 
performance gaps — process change 

5. Creating an environment where the organization, its people, and their teams are always conscious 
of the processes in which they participate — process mindset 

6. Developing tools and skills required throughout the organization to identify, analyze, improve, and 
manage business processes — process capability 

7. Providing support to develop, sustain, and realize the benefits of process-based management — 
process support. 

Together the 7Enablers create and sustain process-based management. 
If developed simultaneously at an appropriate pace, they significantly 
increase the likelihood of creating sustained process-based 
management. The 7Enablers is a collective of mutually supportive 
prerequisites for successful and sustained process-based management. 

The core artifact is the process architecture since documenting the 
processes is the necessary first step. Once documented, process 
performance measurement targets can be set, and governance 
arrangements defined to show who should respond to performance 
gaps and opportunities. (Remember that the organizational chart is, for 
most practical purposes, silent on the issue of who oversees cross-

functional processes). These first three enablers (architecture, measurement, governance) are the ‘physical 
infrastructure’ on which the rest is built. Continuous process change is the cornerstone of process-based 
management. For such active process management to become ubiquitous, it must be embedded in the 
organizational mindset. Having a central specialist group do all process work does not scale and it is, 
therefore, vital to build the capability for identifying, analyzing, improving, and managing business processes 
throughout the organization. Coherent and timely support is required for all involved. 

“Roger Tregear is a key member of the 
business process movement. He is a 
skilled and popular instructor, an author 
of insightful articles on process issues, 
and an experienced consultant. Roger is 
one of those people you naturally turn 
to if you have a business process 
problem and want experienced help.”  
Paul Harmon, BPTrends, Las Vegas, USA 
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Improving process improvement 
The ultimate purpose of actively managing processes is to continually improve performance, to make 
proven and positive changes in important measures of organizational performance. If the result of process 

work is not organizational performance improvement, then it is, by 
our own definitions, waste to be eliminated.  

Process-based management must not be simply an academic 
exercise, just an interesting sideshow; it must be a practical 
solution to real problems.  

To meet this challenge, I choose to include SprintPIP in my toolkit. SprintPIP, developed by my partner ES 
Consulting, is proven to be a very efficient and effective way to conduct a process improvement project.  

SprintPIP improves the process of process improvement by applying lean, agile approaches to analyze and 
redesign a process in 5-10 elapsed days. In Tregear Circle terms, SprintPIP is my PI circle implementation.  

Enhancing BPM maturity 
If process management and improvement is fundamental to 
optimizing performance, then you must be sure that you are not 
only good at it, but also getting better all the time.  

The most efficient and effective processes should be the 
processes of process management and improvement.  

Using the Leonardo BPMM Assess survey I measure, track, and 
enhance process management maturity with specific 
development plans for each enabler.  

Process maturity development is not automatic. Regular 
assessments and targeted plans are needed to nurture each of the enablers. It is not enough to hope that 
each enabler will develop automatically. A proactive plan and tracking mechanism are needed for each 
enabler to drive success. 

Process? Agile? 
There is a serious misunderstanding about process-based management that was best encapsulated when an 
someone recently told me that in their organization “we don’t do process, we are agile”. I think that means 
they misunderstand both process and agile. My approach to process-based management is very agile.  

In its original meaning, to be agile means to be able to change quickly and easily. Process-based 
management meets that test. It is all about tracking performance and, ideally, preempting problems and 
opportunities. It’s about having the deep understanding required to enable fast and safe change. 
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In its more contemporary use as a type of methodology, agile describes an approach that is characterized by 
more granularity of focus, shorter review timescales, and frequent reassessment and adaptation of plans. 
It’s about being responsive on a shorter timescale and assuming that the conditions that lead to a decision 
may change and so the decision might also need to change.  

My process-based management approach is directly based on this philosophy. It is about defining deeper 
and deeper granularity in the process architecture, continual measurement of what matters, and immediate 
response mechanisms for emergent problems and opportunities.  

When people say “we don’t want processes” what they really mean is “we don’t want dumb, inefficient, 
annoying, <insert preferred adjectives here> processes”. We all agree with that, but if you get rid of 
processes, you get nothing done. 

Process-based management is the agile way of doing process management and improvement. 

Process? Excellence? 
The suggestion of tension between process management and the use of 
business excellence frameworks is another unnecessary contention. There are 
many business excellence frameworks around the world including the European 
Foundation for Quality Management (EFQM), Australian Business Excellence 
Framework, the Deming Prize, or the Malcolm Baldrige National Quality Award.  

These approaches do not conflict with process-based management. The relevant 
documentation of any business excellence model will confirm the importance of 
process management and improvement.  

High levels of process-based management maturity enable business excellence 
certification. 

Bringing process-based management to life 
To bring process-based management to life in your organization, do this: 

1. Start with strategy and identify three levels of process architecture. 

2. Select a small number of demonstration processes. 

3. Determine the critical few performance measures for the selected processes. 

4. Assign process owners. 

5. Collect performance data and ideas for change. 

6. Get the circles turning. 

7. Improve process performance. 

8. Repeat. 

To bring process-based management to life, prove that it works. 

“Roger’s holistic 
approach, centered on 
the 7Enablers and 
Tregear Circles as a self-
sustaining engine for 
business improvement, 
provides an elegant and 
eminently practical 
roadmap for delivering 
the outcomes that BPM 
has promised for so 
many years.”  
John Murray, Process 
Architect, London 
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Taking my own advice 
As you will have noticed by now, I am an evangelist for effective process-based management! In my working 
life I am continually talking, advising, presenting, and writing about the benefits of, and ways to achieve and 
sustain, process-based management. It would be reasonable to ask, therefore, if I am also doing process-
based management. Yes, I am. 

Starting with my strategic intent as outlined earlier, I derive my highest-level core process: Improve 
organizational performance. Decomposing the core processes and considering management and supporting 
processes, I come to this high-level view of the processes that shape my work and execute my strategy.  

My single highest-level core process is called Improve organizational performance. I work with clients to help 
them improve and sustain their performance. That level 0 (L0) process decomposes into three L1 processes: 
Enhance client capability, Embed process-based management, and Create & apply knowledge.  

Based on targeted research and development, I help clients (and myself) understand, implement, and 
sustain process-based management, and objectively measure realized benefits and continuously improve. 

My simple personal organization requires only a simple subset of the shared management and support 
process reference set that I bring to every client assignment. 

Yes, I do believe in process-based management and I take my own advice. Am I perfect? Of course not. Is my 
process view complete? No, it’s not—it’s continuously improving! (Happy to hear your ideas for further 
improvement.) Am I using the ideas and practices of process-based management to continuously improve? 
Yes, I am! We all should. 

Shared management processes
Mitigate

risks
Maintain 
strategy

Improve
performance

Maintain
partner relationships

L1

Shared support processes
Procure goods & 

services
Assure
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Assure legal &
commercial compliance

Control  financial 
resources

L1

Improve organizational performance
L0

Enhance process-
based management
[Get the circles turning]

Assimilate principles

Confirm objectives

Agree project plan

Execute project

Review project

Handover to BAU
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Create & apply 
knowledge
[Analyze, write, publish]
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Maintain research plan
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Publish research

Review feedback
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How I can help you 
I experience three types of response to my process-based management ideas: negative, unmoved, or 
curious. Some people disagree with me, and some don’t care.  

However, an expanding group find these ideas compelling, practical, and successful and they bring my ideas 
to life in their own organizations. They find it a safe, incremental way to harvest the practical benefits of 
effective process management and genuine continuous performance improvement, i.e. to deliver 
transformative, self-sustaining improvement in agility, performance, risk, and cost. 

Do my ideas work for you? There are many low-risk, high-impact, low-cost (some no-cost) ways to find out: 

 Let’s chat: +61 (0)419 220280 or Skype: rtregear 

 Read what I write here, there, and everywhere 

 We can run a Reimagining Management webinar—tailored to suit, but usually 45 minutes of me and 
45 minutes of Q&A. No cost, no obligation. 

 Or we might run a two-day inhouse Reimagining Management training course.  

 Together we could workshop what your process architecture might look like. 

No matter how we start, the substantive Reimagining 
Management project is about discovering the process 
architecture, selecting, say, five pilot processes and 
assigning process owners and measures—getting the circles 
turning for these demonstration processes. Lots of mindset, 
capability, and support development work as well. All this 
setting up for the most important outcome, process 
improvement (change).  

The timing and effort involved varies with the details of 
project scope. However, to give some idea of what’s 
involved, that work is usually in the range of 3-6 weeks of 
project time to get the first circles turning. And yes, it is 
“weeks”, not months—the method is designed to get going 
quickly and start delivering practical benefits. 

How might I help you? 

Imagine the profound impacts if your most efficient and 
effective processes were the ones you use to manage and 
improve all your other processes? 

  

Some of my clients: 
 Roche Diagnostics (Germany) 

 Zespri International (New Zealand) 

 NSW TAFE (Australia) 

 University of Maryland (USA) 

 Intellectual property authority (Middle East) 

 General Investment Authority (Saudi Arabia) 

 Datwyler Sealing Solutions (Belgium) 

 Large financial services group (USA) 

 Fonterra Cooperative Group (New Zealand) 

 Commonwealth Bank (Australia) 

 Ministry of Comms & IT (Saudi Arabia) 

 Department Municipal Affairs (Abu Dhabi) 

 National taxation office (Middle East) 

 National Blood Authority (Australia) 

 Comms & IT Commission (Saudi Arabia) 

 Parliamentary Services (New Zealand) 

 Large resources management office (USA) 

 Social Development Bank (Saudi Arabia) 
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Contact details 
Website: www.tregearbpm.com  

Email:  roger@tregearbpm.com  

Phone: +61 (0)419 220 280 (Australia) 
 +966 54 932 7461 (Saudi Arabia) 

Skype: rtregear 

Twitter: @RogerTregear  

LinkedIn: http://bit.ly/RogerTregearLinkedIn  
 
 
 

Additional reading 

My books 
 http://bit.ly/ReimaginingManagement 

 http://bit.ly/QuestioningBPM   

 http://bit.ly/ProcessPrecepts   

My columns 
 BPTrends http://bit.ly/BPTrendsTregear  

 BRJ http://bit.ly/BusinessRulesJournal  
 
 
 


