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Process Management vs Functional Management



Overall Rationale

At a fundamental level an organisation's overall performance depends on the way in which its individual parts interact with each other. All parts are interdependent.

The only reason we impose management structure is because the organisation is too big and complex to be managed as a single entity. 

A process-managed structure seeks to place the boundaries where they will inhibit the overall performance of the system least, whereas a functional structure often places boundaries where they can cause greatest damage to organisational performance - parts end up being managed as though they are independent, rather than interdependent.

Focus

In a functional organisation, the focus tends to be upwards - as depicted on the traditional structure chart. Functional objectives can develop in a vacuum, and collectively reflect an inward-looking mindset.

In a process-structured organisation, the focus is on the customer. Processes are managed as a whole. Process objectives are expressed in terms of delivering value cost-effectively to an external marketplace - even for people providing "internal" support services.

Flexibility

Process focus encourages multi-skilling and flexible deployment of resources according to the needs of the process (informed by the needs of the customer).

Functional focus tends to inhibit flexibility. Individuals look upwards, rather than sideways for career development opportunities. Technical specialisms become detached from the marketplace.

People Development

A process-managed organisation encourages general management thinking, skills, and techniques as part of everyday work. Continuous process improvement tools are applicable to all roles in the company, and the 'language' of process management helps people share learning and address common issues.

Functional organisations tend to develop people in much narrower technical skill sets, with little broad context understanding.

Culture

Process management obliges collaboration, teamwork, shared vision, respect for customers. Functional organisations can breed damaging internal competition, conflicting visions, defensiveness or complacency. There is often an instinct to identify "who was wrong?" rather than "what went wrong?"
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