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Premise
… from experience at Welch Allyn

Executives do not pay attention to process improvement per se. They care 
about financial, market and customer oriented goals, and only pay attention to 
process improvement when its absolutely necessary to achieve one of those 
goals.

A process improvement program will only be ultimately successful if it is a 
strategic prioritystrategic priority for the company.
Why? Because,

Process Improvement is a long-term investment.
There is a definite lag between the investment in process improvement and 
realizing the return on that investment.
Change is difficult and often uncomfortable.
Organizations and business leadership change frequently.
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5 Key Messages
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Key Message 1:
Know your business (Its all about priorities and trade offs)

A company will only invest in strategic process improvement if it can provide a 
superior competitive advantage to other investment options.

The reason executives will choose to investment in process improvement is 
because they are sold on how it will contribute to achieving their operating plan.
There must be a clear link between the process improvement effort being 
proposed and the achievement of high priority business goals.

The process improvement proposal must provide a simple, tangible and clear 
case that is in the language of the executive. This means it must speak to 
things like:

Benefits to your customers
Beating your competition / differentiation
Gaining market share
Increasing revenue / improving margins
etc

Process Improvement is usually chosen because some operational efficiency 
is lacking related to a achieving market/customer oriented goal.
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At Welch Allyn we found that trying to set up process improvement as a 
separate program would almost always result in failure. (There are a few 
notable exceptions).

All of our process improvement programs that have been work streams that 
fall underneath a specific high priority business goal have succeeded.

E.g. a process improvement program to reduce product development cycle 
time by 20% in 3 years. FAILURE.

E.g. a set of specific operational efficiency gain projects to support a business 
goal to reduce development cycle time for lower cost differentiated products 
for developing international markets, and to support a specific 3 year market 
share growth goal. SUCCESS.

Key Message 1 continued:
Know your business (integrate process improvement)
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Why / What / How Framework

Use the Why/What/How framework to ensure 
that you have a balanced proposal for process 
improvement.
Executives are all about the “Why” and 
Engineers are all about the “How”.
Many failed process improvements at Welch 
Allyn have been extremely heavy on the “How”
part but executives did not get it.
Also, many process improvements have failed 
because the “Why” was clear, but the ability to 
execute was not there – we did not know 
“How”. These can be very costly mistakes.

Why

What

How

Why

What

How

Executive
Level of
expertize

Engineer
Level of
expertize
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Key Message 2
Use the company’s strategic plan for context

If you are going to position process improvement as a strategic priority then it 
must be complementary to the strategic plan.
Within a strategic plan, there are usually a number significant risks involved. 
Some of those risks are related to Operational Efficiency.
Identify all of these operational efficiency risks, and focus on the biggest 
impacts related to the operating plan.
For example, a company may see strategic advantage to growing its market 
share in China, but currently has little local presence. There will be significant 
operational efficiency risks such as:

Complying with regional regulatory requirements.
Establishing a cost effective supply chain.
etc

Addressing these risks should give rise to process improvement programs that 
become essential to the strategic success of the business.
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Market
Opportunity

Asset
Strengths / Gaps

Competitive
Landscape

Investment
Profile

What is the opportunity to differentiate 
and to gain market share?

Market Analysis Stats – current/projected

Customer Profiles

Why is this strategically attractive to 
Welch Allyn?

What assets can Welch Allyn leverage in 
order to win in this space?

What does Welch Allyn lack that is necessary 
to win in this space?

What are the key actions necessary to be able 
to leverage assets or gain needed assets?

Who are the competitors in this space?

Current market share profile and recent 
growth/decline vectors.

What are the key barriers to gaining 
market share in this space?

Define 2 different growth scenarios –
conservative and aggressive.

For each scenarios define:

The investment profile – i.e. major categories 
of investment and size of investments.

The risk profile – i.e. the key risk factors and 
probabilities for success.

Key Message 2 continued
Use the company’s strategic plan for context

Use your company’s standard formats to articulate your process improvement proposal. 
The process improvement investment needs to be integrated with the specific 
market/customer strategy that it will be supporting, e.g.:
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Key Message 2 continued
Use the company’s strategic plan for context

Business Case Tool at Welch Allyn.
Reference : Managing a portfolio of process improvement projects. Presentation 1317 SEPG 2008. Frazer and Stearns.
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Key Message 3
Fit in with your company’s strategic planning & budgeting cycle

Many companies will have a fixed, periodic strategic planning cycle. At Welch 
Allyn we do a strategic plan refresh every year, prior to the budgeting cycle, 
and then a major strategic re-baseline every 3 years.
You must know how strategic options and priorities are created, reviewed and 
agreed at your company.
Your key actions will be to:

Gain access to strategic options as soon as possible so that you can position your 
process improvement proposals early enough. Depending on your position in the 
company and its size, this may require going up through a number of line 
management levels.
Highlight the business risks related to operational efficiency.
Ensure that you work closely with the authoring teams of strategic options so that 
you fully understand them, and start to sell your process improvement proposals.



Advancing Frontline Care TMSlide 11 European SEPG Conference Session 2245 – Mark Frazer

Example Strategic Planning Timeline
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Key Message 4
Speak about the right things with executives

Executives care little about “how” you will achieve the necessary process 
improvement - other than it’s using a proven method with supporting data. 

Giving details of models like CMMI or various Lean Six Sigma tools will turn them 
off.

Speak about the risks related to executing on their strategic options, and use a 
data driven approach to highlight the necessary process improvements.

Be very specific about the risks with specific financial, market, customer 
strategies.
Highlight the process improvements needed with data to show the risks to the 
operating plan.
E.g. If a specific 3-5 year $100m growth strategy is at risk due to key operational 
efficiency gaps, and you can clearly show how to mitigate those risks then your 
will get a lot of attention.

Getting your case together takes time and input from many different people.
Do not speak about it to executives until you have some facts and figures.
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Key Message 5
Integrate Process Improvement into your Strategic Roadmap

If you company has a strategic integrated roadmapping capability then use it 
to integrate operational efficiency improvement with your product roadmap.

This will enable you to show explicit dependencies between delivering products 
and successfully completing process improvements.

>> Demo in Vision Strategist <<
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Process Improvement Operating Model
at Welch Allyn
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Value Stream Maps
Project Charters

Resource Plans

Strategic Objectives

Individual Annual Work Plans
Performance Management

Dashboards

Welch Allyn Process Improvement
Operating Model
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Strategic Alignment Process
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Managing the integrated portfolio

Enterprise, Regional and Operational Excellence Objectives
(Bubble Size = Extent of Cross-Functional Resource Usage)
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Common Operational Excellence Charter

At Welch Allyn we use Lean as an overarching
approach to process improvement.

Once process improvement has become
a funded program, teams are chartered using

this format.
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Balancing resources
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Conclusions
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Conclusions

1. Process improvement will attract investment if it is positioned as strategically 
important for achieving strategic goals and operating plan targets.

2. Focus on “why” process improvement is critical with respect to achieving a 
specific market/customer strategy.

Process Improvement is not important unless you succeed here.
3. Establish the process improvement proposal within the strategic planning 

framework that your company uses.
Process improvement must be integrated with achieving the critical business goals –
not a separate program.
Know the strategic planning timeline and milestones and act accordingly.

4. When you are selling your process improvement proposal, always speak about 
the business risks and not about the details of the models you intend to use.

5. Make process improvement part of your strategic integrated roadmap.
Setting up explicit dependencies between process improvements and product 
releases reinforces the integrated role of process improvement for the business.
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