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AT&T's experience with process management suggests
that using it to redefine ourcurrentproject management
practices will help the company remain competitive inthe
future. Process management has advantages over the tra­
ditional approach that manages projects as unique events.
AT&T has employed process management principles and
techniques on many projects, and has increased their suc­
cess rate. The AT&T organizations practicing process
management have benefitted from greatercustomer satis­
faction, improved productquality and performance,
increased productivity, reduced costs, and increased reve­
nueand market share. By defining project management
as a process, we identify a mechanism to learn from expe­
rience. From project to project, we can sustain what works
and improve what does not. The results are continuous
improvement andproducts and services that exceed the
customers' expectations. Thispaper discusses why and
how wecanmanage a project as a process and the advan­
tages gained when we do.
Introduction

World-class competitorcompanies use process management
techniques to providequality products and services in a business world
marked by rapid change. Byfocusing on process management, these
businesses have the mechanisms in placeto recognize changingcusto­
mer expectations, to track competitors, and to continually improve
their ownperformance.

AtAT&T, we are workingto apply the principles ofprocess
management-and its customer and supplierphilosophy-to giveour
customers top qualityproducts and services at competitive prices. But
we are not taking full advantage of the powerand benefitsofprocess
managementand improvement. Most of the time,we continueto
manage projectsas singularoccurrences.To the extent we ignore the

AT&TTECHNICALjOliRNAL. MARCH/AI'RII.I~~I

33



34

power ofprocessmanagement to helpus control and
improve projects, we place ourselves at a competitive
disadvantage. Our approach to meetingthis challenge is
to use processmanagement-with its customer-supplier
philosophy-to completely change our approach to
managing projects. (Panel 1 offers standarddefinitions of
terms common to processand project management').

The Foundation
The foundation ofprocessmanagement is the

concept ofcustomersand suppliers, and the recognition
that they are both external and internal. External custo­
mers purchaseour productsor services; internal custo­
mers receive or dependon the outputsofour process.
For example, residential customerswhouse AT&T's
longdistance service are the company's externalcusto­
mers.However, a Bell Laboratories development organi­
zation is an internal customerofthe Systems Engineer­
ingorganization that provides the productor service
requirements. Similarly, external suppliers sellus materi­
alsor services neededto produceour productsand ser­
vices. Internal suppliers are our organization's employ­
ees whoprovide the inputsforour particular process.

The customer-supplier model (see Figure1)
givesAT&T a structure to establish and maintain
customer-supplier relationships. The figure illustrates
the importance ofrequirements andfeedback to convert
supplier inputsintocustomeroutputs.2

Project Management Is A Process
Is it appropriate to manage a project as a pro­

cess? Aquickoverview ofthe characteristics ofproject
management reveals that it meets allnecessary criteria.

Although the word process has acquired many
meanings, at its mostbasicit is a set ofactivities that
attain an end. Aprocessaddsvalue by takingits inputs
and transforming them intoa desiredset ofoutputs.
Based on this definition, it is clearthat project manage­
ment is a process.

Aproject is a planned set ofactivities that meets
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specific goalsand produces specific outputs. Every pro­
ject moves through a life cycle: a series ofphasesfrom
conception to retirement. Figure2 illustrates a typical
project life cycle.

Project management is the planning, organizing,
monitoring, and directing ofproject activities to produce
a desired set of outputs. Regardless of the scope or
natureofthe project, the management functions are per­
formed from conception throughretirement. Frompro­
ject to project, this process is repeated.

Advantages of Process Management
The traditional approach to project management

focuses on the project, not its processes. Although some
AT&T organizations use project management techniques,
they sometimes fall short oftheir objectives. Whatare the
fundamental elements ofprocessmanagement that make
it so useful to project management?

Process management meansplanning andexecut­
ingthe daily activities requiredto sustain process perfor­
mance, and identifying opportunities forimproved custo­
mer satisfaction and reducedcosts." Applying process
management principles to project management results in
continuous improvement and innovation, andinproducts
andservices that exceedcustomerexpectations. This
leadsto increased revenues and reduced costsbyensur­
ingweconsistently do it right the first time, i.e., develop
and deliver the products andservices thatourcustomers
wantand need.Clearly, processmanagement offers a
structurefor defining, monitoring and improving our
projects. Figure3 illustrates the continuous cycle ofpro­
cess management.

Customer Focus. Processmanagement allows
consistent delivery ofproducts and services to meetcus­
tomer needs. Asnoted, processmanagement restson
the conceptofboth internal and external customers and
suppliers. It introduces a formal, disciplined method to
focus on the needs ofallcustomers, and to link themto
eachphaseofthe project life cycle. Ascustomers needs
are understood, accurate requirements for suppliers can



Panel1. Terms Used In This Paper

Conformance - Affirmative indication or judgment
that a product or service has metspecified require­
ments, contract, or regulation; the stateofmeeting
the requirements

Customer expectations - Customer perceptions ofthe
value theywill receive from purchasing a product
or service

Customer satisfaction - The degreeto which a cus­
tomer'sexperience with a product or service meets
customer expectations for that product or service

Customer-supplier model- Arepresentation oftasks
andworkflows in terms ofa process, its customer,
andits supplier, linked throughinformation flows in
the form ofrequirements andfeedback

External customer - The purchaserofa product or
service

Feedback - Information from customers to suppliers
abouthowprocessoutput meetscustomer expecta­
tions

Inputs- Products or services obtained from others
(Le., suppliers) in order to perform jobtasks

Internal customer- Adownstream internal work group,
individual, or operation that depends on outputs or
resultsofa given process; or an employee ofthe
businessthat depends on these outputs or results

Process - The systemoftasks, work flows, informa­
tionflows, andother interdependencies that pro­
ducea specific set ofoutputs andresults. How
workis done, how output is produced, how results
are achieved, and how value is provided to the busi­
ness and its customers

be developed. Therefore, process management enables
us to manage a project from start to finish with the custo­
meras the primary focus.

One Process Owner. Process definition is a funda­
mental element ofprocess management. It provides a

Process improvement - Activities that introduce
beneficial change, Le., activities directed at plan­
ningto prevent problems, eliminating rootcauses
ofproblems, providing newsourcesofvalue to
customers, increasing productivity, andincreasing
efficiency

Process management - Activities directed at estab­
lishing responsibilities, defining the process,
managing customer-supplier relationships, evaluat­
ingprocess performance, andidentifying improve­
mentopportunities

Process management team- Ateamofemployees
organized to carryoutthe activities associated
with process management

Process owner - The person ultimately accountable
andresponsible forprocess performance. This
personcoordinates process management activi­
ties,has authority or ability to change the process,
andmanages the process end-to-end to ensure
optimal overall performance

Quality - The ability ofa product or service to con­
sistently meetcustomer expectations

Root cause- The original reason fornonconfor­
mance within a process, that,onceeliminated or
corrected, eliminates the nonconformance

Supplier - Source ofmaterial or information inputto
a process; may be internal or external to the com­
pany, organization, orgroup

Value - The extentto which a product or service
meetsa customer's needsor wants, measured in
willingness to pay

common understanding ofthe project's purpose andhow
the process actually works. In traditional project manage­
ment, several project managers canbe responsible for
oneproject. Because the project effectively has multiple
owners, roles and responsibilities canbe vague and
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Figure 1. The
customer/supplier
model illustrates the
relationship of custo­
mers and suppliers to
the process. It is the
foundation for AT&T's
approach to process
management.
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poorly defined. For example, multiple managers may
assume an ownershiprole, but lack appropriateauthority
to accompany that ownership. The result of such a multi­
ple owner situationwill be a projectenvironmentcharac­
terized by confusion and frustration, duplication ofeffort,
and communication breakdownsacross the project inter­
faces and boundaries.

Though the process owner mayappointsome­
one else to manage the process on a daily basis, process
definition requires a single person to be in charge of the
process and be accountablefor its overall performance.
In addition, it ensures that the process owner is at the
right management levelto commitresources and effect
change. Byestablishingand communicating the respon­
sibilities, roles, and interfaces,process management sets
a solidfoundation for ongoing projectmanagement.

Monitor The Process. Another essential element of
process management is monitoring, i.e.,evaluating pro­
cess performanceaccordingto the customer's needs, the
internal requirements, and the competition. However,
with the traditional project management approach,a pro­
ject manager may also serve as the crisis manager who
resolves the unforeseen problems that arise.

AT&T project teams tend to be lean and are
rarely overstaffed. Withoutany available delegates, the
projectmanager assumes by defaultthe task ofmanag­
ing crises. Crisis management is time-eonsuming and
leavesthe projectmanager with little time to monitorthe
variousprojectphases and processes. This often leads to
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costlychanges and delaysin the schedule.Adding pro­
cess management,however, automatically assigns prob­
lem resolutionto the process manager and allows the
projectmanager to concentrate on the project. Ideally, in
complexprojects that cut across severalorganizational
boundaries, any individual servingas a process manager
should not be the projectmanager.These roles should
be filled by separate individuals reporting to an upper
manager who has high-level responsibility for the project
as wellas the processes.

The process manager can identify nonconfor­
mances and the root cause of recurring problemsby
monitoring a process. Aprocess cannot be improved if
we react to problemsymptoms but never identify and
remove the causes. Daily monitoring evaluates process
metrics and feedbackfromthe customers, suppliers, and
the peoplewhowork the process. An importantaspect of
a feedbacksystem is to capture and validate not onlythe
facts, but also the perceptions. It is importantto share the
feedbackwith upper managementand everyoneinvolved
in the process. This promotes a current awareness ofthe
customer's needs and a willingness to improve. Monitor­
ing providesdiagnosticsto detect problemsearlyfor
efficient and effective resolution.

Continuous Improvement. Projectmanagement
alone does not promote lasting improvements from pro­
ject to project. If the learning experience is not captured,
the same problems recur. This results in a reactive
environmentwhere effortsare directed more at resolving
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problems than preventing them.Typically, overtime,
processesbecomeinefficient and ineffective and are
improved onlyaftera crisis. Process management
discourages sporadic problem-solving and emphasizes
continuous improvement to promote positive change.

Bydefining project management as a process,
we identify a mechanism to learnfrom experience. By
looking at project management as a repetitive process,
wediscover whatworksand whatdoesn't.Fromproject
to project, wecan sustainwhatis working well and
changewhat is not.The results are continuous improve­
ment,and productsand servicesthat exceedthe
customer'sexpectations. The key to remember is that
improvement takes place projectby project.3

Implementing Process Management
Weare proposing a change in the way projects

are managed. Upper-level managersmust motivate this
change. Bychampioning the collaborative efforts ofpro­
cess and project management, those managerscan
demonstrate leadershipand support. To provide this,
uppermanagement must:
- Help focus the organization on the customers'needs

andvalues
- Provide the infrastructure and resources to support

the newapproach

Figure 2. Every project moves through a series of phases
from conception through retirement. Each time a project
evolves through its life cycle, the project management pro­
cess is repeated.

- Understand the problems ofthe current modeofpro­
ject management

- Understand the principles and benefitsofprocess
management

- Encourage employees to sharpen their project
management and processmanagement expertise

- Foster reuse, i.e., ways to share the lessonslearned
from project Awith project B,withproject C,etc.

- Recognize and reward the successesrelatedto pro­
cess management and improvement.

The key to success is forhigh level managers to
recognize and acceptresponsibility forbeingboth pro­
ject and processowners. Often at AT&T, a high level
managerdoes nothavethe timeto devote to the daily
activities ofmanaging both the project and processes.
Thus, especially for complex projects spanning several
organizations, the processand project owner will appoint
someone to manage the project, and a different personto
act as processmanager. Only the routine management
activities can be delegated. The ownerretainsresponsi­
bility for the authority to effect change, accountability for
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38 Figure 3. Process management is a continuous cycle of
defining, monitoring, and improving.

the processresults,allocation ofresources, and aligning
the processwith the organization's goals.

The project manager's feedback helps the pro­
cess managerdetermine and maintain whatis working
well, and to identify whatneeds to be changed. This is
the mechanism that capturesthe learning and experi­
encefrom a project. Also, we now havea meansto
improve the existing processand to share it with other
projects that follow a similar process.

ATaT's Success With Process Management
This section reviews someofAT&T's successes

applying processmanagement to the project manage­
mentenvironment.

Focus On The Customer. Many project managers
and processmanagers havetrouble defining their
processesin terms ofthe value-added as viewed bytheir
customers. This may seem minor, but it is a crucial step
that sets the tone for the entire project. Defining the
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project's purpose with the specific focus on the value
addedfrom the customer's perspective provides early
cluesto helpunderstand the customer's needs.

Asoftware toolwasdeveloped foranAT&T
marketing organization that manipulated and displayed
largevolumes ofnetwork data. Focusing on value to the
customer, the project's purpose wasto give the market­
ingorganization the ability to evaluate a special longdis­
tancepromotion and its associated advertising, and to
provide inputforfuture promotional strategies. Without
considering the customer's perception ofthe project's
value, the project's purpose couldhavebeen defined just
by its technical attributes: to provide the capability to
display network usageand patternswithout identifying
the impacts ofthe promotion. Obviously, the firstpur­
poserequiresmore information aboutthe customerand
the intended use ofthe tool. Investigating this informa­
tionfrom the start helped meetan aggressive prototype
schedule, and resultedinhigh customersatisfaction.

Where To Begin. Whatdoyoudo ifyourproject
has allreadybegun or seems toolargeto handleallat
once? Consider selecting a process: either one that has
just begunor that the project will be passing through
shortly. Our example is an approach used fora complex
switched network software project that involved many
organizations within AT&T. Withthe software's past
releases, there had been problems with delivery
schedules and customersatisfaction, eventhoughproject
management techniques werebeingused.The project
managerwanted to improve the newrelease, but the pro­
jectwaspast the planning stagesandwasbeginning
development. Though the ideal would have been to
implement project and processmanagement at the start,
processmanagement techniques allowed guidelines to
be developed for monitoring the development phaseof
the software project. Although this project waswell into
its life cycle, processmanagement wasstill applied with
beneficial results. Focusing on the development inter­
faces and outputshelped internal customers and sup­
pliers understand each other and resultedinbetter



project communication.
Another example ofapplying processmanage­

mentto an existing network hardware project is a pro­
cess to identify and document customerneeds. First, a
customer needstemplate wasdesigned andtested.Then
a process wasdeveloped to focus on howto define, docu­
ment, andvalidate the complete set ofcustomer needs.
The manager who wasboth the project and process
owner recognized the value ofthis process, and fostered
its reuse with similar hardware projects. Thus, experi­
ence was gatheredfrom several projects and provided
valuable inputfor improving the process.

Overcoming the Hindrances. Amajor hindrance to
successful processmanagement canbe lackofleader­
shipand support. If yourmanagement is not committed
to the principles ofprocessmanagement, youcanbegin
onyourown. Selecta processforwhich youare respon­
sible, and be careful not to choosea desiredsolution
before youhavestudied the process. If possible, the pro­
cess should be oneofinterestto youruppermanagement,
so theywill take interestand notice the results. Startwith
small improvements: tackle the largeronesonly afteryou
havegained someexperience inapplying process manage­
ment. Besure to publicize yoursuccessesand have pro­
cess datato substantiate them. Generally, this approach
will beginto ripple throughan organization andgain
uppermanagement support and commitment. Process
management and lasting improvements canbe achieved
throughone personor a teameffort.

Process Management Works. Our experience
shows that applying processmanagement to our current
mode ofproject management canhelpAT&T maintain its
competitive position in the future. The company has
increased the successrate on many projects by using
processmanagement principles and techniques. Process
management has eliminated many recurring problems
by identifying and removing their rootcauses. Recogniz-

ingthat wemustachieve a proactive environment that
prevents problems from occurring has helped reduce the
timedevoted to crisismanagement. In addition, process
management clarifies rolesand responsibilities, and
reducesduplication ofeffort. AT&T has experienced
better coordination among the organizations working in
the project environment, anda willingness to share infor­
mation freely.

Yetthe transition from the oldmode ofproject
management to the recommended process management
approach is slow. During the transition stage, wemust
constantly focus on our customers andstrive to provide
products andservices that meettheir needsandrising
expectations. Applying process management to our pro­
jectscangive us the structureto improve project by pro­
jectandkeepus focused on our customers.
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