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Webinar Team – LMR Global & S A 

Partners 

► S A Partners 

• Established in 1993, S A Partners is a leading global provider of 

consulting and training services for Enterprise Excellence, 

• The S A Partners brand promise, ‘Together the Power to Improve’, 

embodies our collaborative working approach towards delivering 

organisational results

► LMR Global 

• LMR Global is an expert provider of certified training and business 

support for standards and compliance across a diverse range of sectors 

including Aerospace and Defence, Automotive and other specialist 

industries.

• Our mission is a simple one: “Support organisations to help them 

improve”. Our approach is to support more than consult and to mentor 

more than train
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► Robin Jaques 

• Head of Aerospace & Defence 

• Currently leading major improvement 

programmes in 3 UK defence OEM’s 

Webinar team 

► Leigh Rogers 

• Director of LMRG

• Supporting several transformation and 

business operating system implementation 

projects

► Megan James 

• European Business Development Manager
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Outline 

► Our Objective – to demonstrate a way to move quality 

compliance from an effort to a rewarding source of 

competitive advantage 

► Agenda 

• Introductions 

• The evolution of ‘quality’ thinking and standards 

• Research into what differentiates better performing 

organisations 

• Questions 

• Team management systems – details 

• Questions 
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History of Management Systems

1930 Deming 1960 Ishikawa 1980 Crosby 2015 ISO Alignment
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The History of Management Systems

10.2 Nonconformity 
and corrective action

10.3 Continual 
improvement

10.1 General

ACT

10. 
IMPROVEMENT

9.1 Monitoring, 
measurement, 

analysis and 
evaluation

9.2 Internal audit

9.3 Management 
review

CHECK

9. PERFORMANCE
EVALUATION

8.1 Operational 
planning and control

8.2 Requirements for 
products and services

8.3 Design and 
development of 

products and services

8.4 Control of 
externally provided 
processes, products 

and services

8.5 Production and 
service provision

8.6 Release of products 
and services

8.7 Control of 
nonconforming outputs

DO

8.

OPERATION

4.1 Understanding 
the organisation and 

its context

4.2 Understanding 
the needs and 

expectations of 
interested parties

4.3 Determining the 
scope of the quality 

management system

4.4 Quality 
management system 

and its processes

5.1 Leadership and 
commitment

5.2 Policy

5.3 organisational
roles, 

responsibilities and 
authorities

6.1 Actions to 
address risks and 

opportunities

6.2 Quality 
objectives and 

planning to 
achieve them

7.1 Resources

7.2 Competence

7.3 Awareness

7.4 Communication

7.5 Documented

information

6.3 Planning of 
changes

PLAN

7.

SUPPORT

4. 

CONTEXT OF THE 
ORGANISATION

5.

LEADERSHIP

6.

PLANNING
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The History of Management Systems

What? What are the materials, equipment and other 
resources for the process?
Materials: (raw, chemicals, subassemblies, etc.)
Equipment: (production, test, inspection, etc.)
Buildings: (floor space, office, etc.)
Hardware/Software:

Who? Who owns the process or, 
applies the resources?
Process Owners: (competence 

issues)
Personnel: (competence issues)

Who Helps? 
Who’s involved in 
supporting this 
process?
(see also How)

How? How is process controlled?
Procedures: (control docs, timing 
charts, work instructions, etc.)
Sub processes: (if not a procedure 
or work instruction)

Support 
Processes?
Which processes 
support this 
process?
(see also Who)

Measures? Which measures and analyses of process 
effectiveness
Measurement and metric selection:
Use of Data:

Process Name

Input: Customer’s Needs
Input Requirements: What are 
the defined characteristics that 
define the product of this 
process?
Customer Specifications
Governmental/Regulatory
Other

Output: Customer’s Needs Met
Output Requirements: What 
output criteria are used to 
determine what should have 
been produced has been 
produced?
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A Certificate or a Framework

CI

QMS

QA

QC

Produce/

Ship & React

Find & Fix Standard 

Methods
Requirements/ 

Processes

CI Reduce 

Variation

Organization 

Maturity

Innovation 

& Growth

Continuous Improvement Culture

• Plan

• Do 

• Check 

• Act 

• Culture

• Behaviors

• Tools

• Techniques

How the future looks:

• Develop the management system to deliver the value 

stream(s)

• Clear site of leadership vision and strategy

• Fully engaged workforce driven by the right culture and 

behaviors

• Focus on processes not procedures or departments

• Risk management not crisis management

• Training not documents and forms
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Key Changes

Major additions in clause 8

► The standard now addresses industry sector 

requirements, most companies were meeting these 

requirements through customer specific 

requirements.

• Operational Risk Management (PFMEA)

• Configuration Management

• Product Safety

• Prevention of Counterfeit Parts

314

146

IS0 9001 v IAQG 9100 Requirements (2018)

 IS0 9001 IAQG 9100

23 26 28
52
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42
19
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Clause

4

Clause

5

Clause

6

Clause

7

Clause

8

Clause

9

Clause

10

ISO9001 v IAQG 9100 Requirements 

IAQG 9100

 IS0 9001

Major impact however has been within clauses 4-7

• Context (Interested Parties, Process Effectiveness)

• Leadership (Strategic intent)

• Risks and Opportunities

• Resources (Environment for the operation of 

processes, knowledge management, awareness and 

communication)
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The Quality Management Principles

► Customer Focus

• To meet and exceed customer 

requirements

► Leadership

• Establish unity of purpose and 

direction

► Engagement of People

• Competent, empowered and engaged

► Process Approach

• Consistent and predictable results, 

effectively and efficiently, interrelated 

processes

► Improvement

• Ongoing focus on improvement 

► Evidence-based Decision Making

• Analysis and evaluation of data and 

information

► Relationship Management

• Sustained success organisation 

mange their relationships with 

interested parties

Customer 
Focus

Leadership

Engagement 
of People

Process 
Approach

Improvement

Evidence 
Based 

Decision 
Making

Relationship 
Management
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An Effective Management System

Operational 

Excellence

Business 

Management 

Systems



The Essence of Excellence 
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The Essence of Excellence

….the essential guide to any operational 

excellence initiative.

Prof. Torbjørn Netland, 

Shingo Research Prize winner, 2018

I wish this book was available in 2012 when I first 

started

Seán Kelly

Global Business Excellence Program Manager, Abbott

A great job of proving insight into what it takes to 

turn engaged people into excellent results

Jeff Liker – Author 

The “Catch 22”, about this book is that once you 

have read it you will want to share it, but you will 

also want to keep it for reference. My advice, Buy 

two!

Michael Phelan,

Head of Operations and Supply Chain Excellence –

Glanbia 
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Some of the Cases 
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A key finding 

In most organizations implementing Operational Excellence the core team 

are made up of technical experts drawn from functions such as Operations, 

Quality, Engineering or Supply Chain. 

In contrast colleagues addressing the cultural right hand side of the bridge 

almost certainly come from a Human Resource functional background. 

Unfortunately, these two 

communities rarely speak the 

same language, let alone  

deploy their approaches 

synergistically! The result is a 

functional and cultural gap 

meaning that the culture of 

Continuous Improvement 

remains elusive
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ALIGN

► Strategy Deployment

► Management Process

Enterprise Excellence:

Top level Systems

PROCESS

► Product & Asset Lifecycle Management

► Order Fulfilment

► Supply Chain Integration

IMPROVE

► Organisational Maturity & Benchmarking

► Continuous Improvement

PURPOSE

► Strategy Formation

► Organisational Design

ENGAGE

► Behaviour Deployment & Coaching

► Leader Standard Work

► Reward & Recognition

PEOPLE

► People Lifecycle Management

► Learning & Development

CUSTOMER RESULTS

► Customer

► Cost

► Compliance

► Colleague

► Capability

► Capacity
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How strategy is deployed into 

the organisation and how 

governance is created - The 

WHAT

Research reveals it’s the 

Differentiating systems – it’s the glue !  

Sustainable Customer focussed 

results, from an integrated 

organisation

How the process is continually 

improved by the people and 

how problems are solved

How Principles and values are 

translated into Leadership and 

Behaviours & recognised  - The 

HOW
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Aligning the Research to the high level 

structure 

Those business who produce sustainable , customer focused 

results focus invest much more than their peer group in the 

glue, the integrating systems of 

• Strategy Deployment to engage teams in ‘purpose’

• Clause 4 – context of the organisation 

• Creating a ‘blueprint’ for their culture and defining and 

deploying subsequent behaviours into meaningful & 

measurable activities 

• Clause 4 & 5, context and leadership 

• Systemising improvement at all levels 

• Clause 4, 5,9 & 10 



Break for questions 
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How strategy is deployed into 

the organisation and how 

governance is created - The 

WHAT

Research reveals it’s the 

Differentiating systems – it’s the glue !  

Sustainable Customer focussed 

results, from an integrated 

organisation

How the process is continually 

improved by the people and 

how problems are solved

How Principles and values are 

translated into Leadership and 

Behaviours & recognised  - The 

HOW
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The Glue – deployment 

How strategy is deployed into the 

organisation engaging teams in 

working on today and tomorrow, and 

how governance is created
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▪ In any function, at the lowest level could we get 

answers to the following questions?

▪ What are we trying to achieve in this business / site over the next 

few years?

▪ What does this mean to you and your team, why are you here ?!

▪ What are you doing that is different to contribute to this plan?

▪ If not, then how do we expect our people to help?

Strategy Deployment – The Acid Test
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Connecting purpose through Strategy 

Deployment System 

► Set the purpose for the team 

► Define what we need to excel at to 

achieve this

► Check that our measures tell us if we are 

on track

► Identify the things we need to improve

► Check our targets are realistic, simple, 

motivational

► Set actions for improvement plans to 

achieve our targets

► Develop team cockpit

► Ensure relevant measures are deployed 

into lower levels

•Define purpose

•Critical Success Factors 
(CSFs)

•Measures (KPIs)

• Issues (focused 
improvements)

•Targets (KPIs)

•Actions

•Business Cockpit

•Deploy to next level

23
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▪ Clear and aligned goals at every level of the business

▪ Everyone understands their contribution to the goals and expected behaviours

▪ Any problems or issues can be managed locally or escalated to next Tier for support

▪ There is a standard approach to ALL tier meetings across the Site

▪ There is clear escalation and feedback pathways between Tiers

WHY is it so critical to integrate the Tiers?

The Tier system is 

designed to involve 

everyone and get 

them engaged in 

the success of the 

Business
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The Glue – Behaviours 

How principles and values are 

translated into Leadership 

behaviours and recognised 
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Behavioural Formation & Deployment

Principles Beliefs Supporting Concepts Behavioural Norms

Form / Target KBIs
Localise 

by Role/Team

Diagnose                              

Capability

Improve Individual & 

Team Capability

1 2 3 4

8 7 6 5

because… focus in… walk the walk…

measure…

deploy…find gaps…fill gaps…

achieve…
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Our Principles, Beliefs and Expected 

Everyday Behaviours
Respect Every 

Individual

We believe:

Everyone has a valuable 
contribution to make

So expect that:

Everyone is given the opportunity 
to make their contribution

An example would be:

We develop and coach people to 
make a difference

Lead with Humility

We believe:

If we remove barriers we will be 
more successful

So expect that:

Leaders are inclusive

An example would be:

Leaders ask regularly how they 
can assist and remove barriers to 

be successful

Create Value for the 
Customer

We believe:

Our purpose is to satisfy our 
Customers

So expect that:

We actively engage with our 
Customers for great results

An example would be:

Everyone can illustrate how their 
work is aligned to the 

requirements of their Customer

Create Constancy of 
Purpose

We believe:

A unified workforce is better 
equipped to deliver

So expect that:

Everyone demonstrates the part 
they play in achieving 
100%mission success

An example would be:

Everyone knows how well they 
are doing

Think systemically

We believe:

We are all dependent on others

So expect that:

We work together

An example would be:

Everyone can articulate how they 
consider the impact of their work 

on others

Flow and Pull Value

We believe:

Eliminating obstacles maximises 
successful delivery

So expect that:

We respond rapidly to any 
disruption to flow 

An example would be:

We take every opportunity to 
remove waste

Focus on process

We believe:

Great processes set people up to 
succeed

So expect that:

We all work to process

An example would be:

When things go wrong we focus 
on the process

Assure Quality at 
Source

We believe:

Anything less than right first time 
creates waste

So expect that:

We do not create, accept or pass 
on poor quality

An example would be:

Everyone can illustrate how their 
work meets the required 

standard

Embrace Scientific 
Thinking

We believe:

Data driven decisions drive better 
outcomes 

So expect that:

We always collect and use data to 
inform decisions

An example would be:

All our Improvement A3s have 
problems clearly defined using 

relevant data

Seek Perfection

We believe:

When we challenge ourselves we 
will achieve more

So expect that:

We positively challenge ourselves 
and others

An example would be:

We work to stretch targets
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Create 
Constancy of 

Purpose

We believe:

A unified workforce is better 
equipped to deliver

So expect that:

Everyone demonstrates the part 
they play in achieving 
100%mission success

An example would be:

Everyone knows how well they 
are doing

Think 
systemically

We believe:

We are all dependent on others

So expect that:

We work together

An example would be:

Everyone can articulate how 
they consider the impact of their 

work on others

Principles Beliefs

Supportin

g 

Concepts

Behaviour

al Norms

Form / 

Target 

KBIs

Localise 

by 

Role/Tea

m

Diagnose                              

Capability

Improve 

Individual 

& Team 

Capability

1 2 3 4

8 7 6 5

because… focus in… walk the walk…
measure…

deploy…find gaps…fill gaps…

achieve…

Deploying and measuring 

► Target KBI’s 

• Everyone is involved in 

team cockpit meetings with 

a customer measure 

• Performance to customer 

measures 



9 December, 2019© S A Partners 

Deploying and measuring 

Embrace Scientific Thinking

We believe:

Data driven decisions drive better 
outcomes 

So expect that:

We always collect and use data to 
inform decisions

An example would be:

All our Improvement A3s have 
problems clearly defined using 

relevant data

Seek Perfection

We believe:

When we challenge ourselves we 
will achieve more

So expect that:

We positively challenge ourselves 
and others

An example would be:

We work to stretch targets

► Target KBI’s 

• % of employees meeting using a accountability 

board

• A3 go/no gate 

► The focus on the measure work to drive the 

habit, being less emotive and more 

scientific, then to improve the habit 

• i.e - lets get teams using relevant measures 

and then improve by discussing trends and 

reflecting on whether we could improve the 

measure 

Principles Beliefs

Supportin

g 

Concepts

Behaviour

al Norms

Form / 

Target 

KBIs

Localise 

by 

Role/Tea

m

Diagnose                              

Capability

Improve 

Individual 

& Team 

Capability

1 2 3 4

8 7 6 5

because… focus in… walk the walk…
measure…

deploy…find gaps…fill gaps…

achieve…
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The Glue – systematic team based  

improvement 

How the process is continually 

improved by the people and 

how problems are solved
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Delivering performance uplifts through 

the Improvement system

The purpose and method of 

improvement activity is clearly 

specified

Team KPI’s exist and are clearly 

visible

Issues, once surfaced, are treated 

in a structured way to resolution

The management process allows 

the time for improvement

CONDITIONS

For example, there is a process to surface, define and prioritise issues 

or escalate as appropriate

FEATURES

Clear KPI’s are linked with strategy and are used to inform the team of 

where they should focus their improvement efforts

The use of PDCA,  4 Step Problem Solving and data-led improvement is 

clearly visible. Problems are resolved with consideration of the Law of 

Unintended Consequences.

As part of the business rhythm time is allocated for teams to identify 

and action improvement opportunities

System of Improvement
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Challenge the focus ?

Small improvement – low risk, 

rapid, quick to reinforce 

Top down 
Management led

Work Team or

Project Team led 

Small Team or 
Individual led

What is 

your 

experience?

What’s the 

opportunity?

60%

30%

10%

10%

30%

60%

+



9 December, 2019© S A Partners 

Research Summary 

Those business who produce sustainable , customer focused 

results focus invest much more than their peer group in the 

glue, the integrating systems of 

• Strategy Deployment to engage teams in ‘purpose’

• Creating a ‘blueprint’ for their culture and defining and 

deploying subsequent behaviours into meaningful & 

measurable activities 

• Systemising improvement at all levels 

They avoid a focus on tools, mapping for the sake of it, expert 

resources to fix issues and functional improvement at the 

expense of the whole 
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Your glue ! 

Take a moment to 

reflect 

Just how good is the 

glue in your operating 

system? 
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Learn more about Enterprise Excellence?

3 - 5 March 2020

Glanbia Ingredients, Ireland

10% Discount: WEBINAR91XX

4th Feb - 5th Feb 2020

Ann Arbor, Michigan MI, USA

S A Partners Upcoming Workshops: https://sapartners.com/events/

LMR Global Quality Training: http://lmrglobal.co.uk/ (5% discount off 

upcoming courses)

Best Practise Visits: http://onsiteinsights.co.uk/

Contact us for bespoke or onsite support:

info@sapartners.com

https://sapartners.com/events/
http://lmrglobal.co.uk/
http://onsiteinsights.co.uk/
mailto:Megan.james@sapartners.com


Break for questions 
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