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So, you’ve transitioned to TickITplus Foundation level, undertaken a full TickITplus Foundation level assessment, or
have even now gone through a TickITplus Foundation level certification renewal, but what’s next? Well, there are
always issues to be addressed and improvements to be made, but what about the next major process improvement
initiative?
TickITplus was designed to provide a structured framework for improvements through its defined series of capability
levels. Capable processes are processes that can deliver products and services within the agreed specifications.
Understanding whether a process is capable involves understanding the variability in the process in terms of data
from the process, usually involving some form of statistical data based on mean, range and standard deviation of key
process parameters. Process capability that is less variable and more predictable in results, has been shown to
1
improve as appropriate controls and practices are put in place .
This TickITplus Implementation Note (TIN) aims to provide an overview of what is involved in moving up to the
TickITplus Bronze level, how benefits can be gained through improvements to the processes and what a typical
TickITplus Bronze level assessment would involve.
TickITplus has 5 capability levels that relate to 5 capability levels defined in ISO 15504, these are:

TickITplus

ISO 15504

Foundation
Bronze
Silver
Gold
Platinum

Performed
Managed
Defined
Predicable
Optimising

For most organisations, although not all, the initial implementation of TickITplus at the Foundation level meant
identifying where in their management system they satisfied the requirements stated within the Base Process
Library (BPL) and mapping them through the Process Reference Model (PRM). However, this often resulted in the
PRM referencing multiple areas or locations in the management system rather than to a cleaner set of
organisational processes. One observed cause of this resulted from the ISO 9001 move from the 1994 standard to
the 2000 standard when there was a significant change from a management system consisting of procedures to one
constructed from processes. Many organisations simply renamed their procedures to processes, yet fundamentally
kept the same management system structure. It isn’t uncommon to hear of organisations who have dozens, if not
2
hundreds of ‘processes’, even, in one, case over 700 processes . No organisation really has that number of
processes; most will have a dozen or so key processes that effectively cover the business operation. In fact looking at
it in one way, in principle, every organisation has just one main process called ‘deliver the business’, but clearly that
is too high a level to create an effective management system to run the organisation.
While there is nothing specifically wrong with having hundreds of procedures even if they are called ‘processes’, it
does tend to mean that the real business processes can get lost within the multitude of procedures, work
instructions, guides, templates and forms. This in turn then makes the whole system less visible, harder to maintain
and often more complex in terms of documentation than is actually needed to run an effective business. It also
means that moving up through the TickITplus capability levels becomes much harder and proportionally more
complex to achieve. Let’s look into the reason why this might be the case.
Process capability improvement needs defined processes not loads of procedures, work instructions or any other
component of a management system. Processes are higher level activities within an organisation which transform
inputs into outputs through a ‘value-add’ set of activities to achieve understood outcomes. They often have to work
1
2

See TIN006 TickITplus Capability Levels, February 2013
See TIN012 Creating and Using the PRM, May 2014
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within constrains usually those related to availability of resources and applicability of defined controls. The ‘valueadd’ set of activities are typically those
defined by the organisational procedures,
work instructions, guides etc., but also
other aspects such as tools, standards,
competencies, and even general product
or services awareness, history and
organisational culture.
In order to move up from the TickITplus
Foundation level to the Bronze level, two
process attributes (PA) need to be
implemented, or in practical terms,
applied to the processes that are in scope.
These attributes are the performance
management attribute and the work
product management attribute. Discussed in detailed a little later.
Interestingly, there is a process attribute at the Foundation level, but it is not commonly referenced as its main
function is simply to ensure that the base practices within the process are undertaken, or performed, hence its title
is the Process Performance attribute. It is defined in ISO 15504 and consists of one generic practice which requires
that an artefact of the process is produced (i.e. an output), that a significant change of state occurs (i.e. some valueadd has been performed) and that processes need to meet specified constraints (i.e. resources and controls).
It’s worth just mentioning here that process attributes consist, or are made up, of generic practices. These generic
practices are ‘like’ the base practices in TickITplus processes, but apply to the process attributes of the process, not
the process itself. Process attributes with their generic practices are constant and the same process attributes apply
to any process, no matter what the process is.
3

Ok, so let’s move back (or probably more correctly, on) to the 2 process attributes at the Bronze level , the
Performance Management attribute and the Work Product Management attribute.
The first process attribute at the Bronze level is PA 2.1 Performance Management attribute and this contains 6
generic practices that cover:
a)
b)
c)
d)
e)
f)

Process objectives
Planning and monitoring the process
Process adjustments
Roles and authorities
Resources
Interfaces

The second process attributes at the Bronze level is PA 2.2 Work Product Management attribute and this contains 4
generic practices that cover:
a)
b)
c)
d)

Work product requirements
Document control requirements
Identification, documented and controlled
Reviewed and adjusted

These process attributes and generic practices are applied to all processes that are in-scope. So in applying the first

3

Note that organisations achieve the maturity level of Foundation, Bronze, Silver, Gold and Platinum, while individual processes within the
organisation move up through levels, i.e. 1, 2, 3, 4 and 5. For an organisation to claim to be TickITplus:
 Foundation level then all in-scope processes need to have achieved level 1 or higher i.e. there would be at least one process at level 1
even if all other processes where higher. If they were all higher the organisation would be at a high maturity level depending on the
following.
 Bronze level all in-scope processes need to have achieved level 2 or higher.
 Silver level then all in-scope processes need to have achieved level 3 or higher.
Gold and Platinum levels are not being specifically discussed in this TIN.
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Bronze generic practice of PA 2.1 to the Human Resource Management process, the Human Resource process
4
objectives are identified , for example at the Bronze level the objectives might be something like ensuring that
human resource recruitment requests are processes effectively to ensure that human resources are made available
when needed. At the Silver level the Bronze level attributes still apply, but are typically more mature. This might
therefore include some reference to the process outcome measures such as human resource recruitment requests
are satisfied within 1 month 90% of the time. In applying the very same Bronze generic practice to the Risk
Management process, the objectives for risk management might be to ensure that risks are identified from defined
sources of risk with the aim of reducing the impact of unexpected events. At the Silver level the objectives might
include some links back to the Risk Management process outcome measures, like to ensure that the number of
unexpected issues is less than 3% of the organisational outcome performance for Risk Management. There will be
more discussion on the Silver level and outcomes in the next TIN.
Now, if the organisational implementation of TickITplus within the PRM consists of references to numerous
procedures, work instructions, guides etc. it becomes difficult to apply the generic practices such that all the
individual references have been covered in a simple and, more importantly, effective manner. It certainly becomes
much harder to demonstrate this in practice during an assessment in a reasonable amount of time, even if it could
be implemented.
TickITplus truly supports the definition of clearly organisational processes, and if necessary, restructuring the
management system to ensure that those key high-level processes are clearly visible and understood by all the
process stakeholders within the organisation. As mentioned previously, ultimately there is just one key process and
that is running the business – it has all the characteristics of a process. It has inputs usually in the form of customer
requests, orders, contracts etc., outputs in the form of products and services and works with constrains of available
resources (of which there is never really enough) and organisational controls such as business strategies, plans,
goals, values, legislative to name but a few. It also has outcomes, such as growing share-holder value, reducing
impact on the environment, strengthening local society or society in general.
However, also mentioned earlier, this is too high a level to effectively control all but the relatively small sized
businesses. This highest level process does need to be broken down into smaller, more manageable and hence
implementable processes that can be modelled in a defined management system. The TickITplus Base Process
Library (BPL) does give one level of implementation through the 40 processes, but there is no requirement that an
organisation also decomposes their processes to the same set of 40. The TickITplus 40 processes, although not
explicitly stated anywhere, would tend to suggest the smallest level of decomposition of organisational processes,
5
but in practice organisations should aim to define a much smaller set . In many ways this will depend on the size,
nature and complexity of the organisation concerned. Here are a few examples:
 In a small organisation, say one with around 10 staff, the Human Resource Management process and the

Infrastructure and Work Environment Management process could be incorporated into one organisational
process called “Provide Required Resources”. This one organisational process would cover, in appropriate
manner for the organisation, both BPL processes in an effective way and might maybe be setup this way
because of who is responsible for the provision of people, equipment, facilities, tools etc.
 In a medium sized organisation that only develops and maintains one key product the BPL processes for
software development, that is Requirements Analysis, Architectural Design, Development Implementation,
Integration Management, Transition and Release, Verification and Validation, could be combined into one
organisational process called “Product Development”. The organisation might also have another process called
“Product Maintenance” that incorporates the TickITplus processes for Problem and Incident Management and
Maintenance Management.

4

Note that the approach to defining process objectives typically gets more mature as the organisation moves up through the TickITplus levels. At
the Bronze level the objectives might typically be based around defined policies for the process and note also that many of the process include
a base practice that requires a policy to be established, which is quite useful in moving the process up to level 2. At the Silver level, when the
TickITplus requirements require that process outcome indicators or measures are established, it would seem natural to then base the process
objectives on some relationship with the outcomes measures. Although not explicitly covered in this TIN, at the Gold and Platinum level when
statistical techniques are being applied to key (or critical) processes, it would also seem appropriate to base the process objectives on the
results of the statistical model being managed for the processes.
5
Note that while implementing a smaller set of defined organisational processes is a good thing, to achieve certification, during an assessment all
in-scope TickITplus processes still need to be demonstrable to the assessor. However, this is not too difficult a problem if the PRM is created
appropriate and again, the structuring of the organisational management system into clearly defined and described processes will help greatly
here.
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 In a very large engineering organisation where there are actual department undertaking specific task of major

engineering projects the individual TickITplus process might exist on a one to one (or maybe couple) basis with
the organisational processes. For example, there may be a sale department responsible for understanding
customer needs, expectations and requirements and they may simply have one process that maps directly to
the BPL Stakeholder Requirement Definition process. There may be another department called Systems
Engineering that takes the awarded contact and developments system requirements for the hardware,
mechanical, electrical, and ergonomic engineering groups – in this case that systems engineering department
may have a process that maps directly to the BPL Requirements Analysis process. In the individual engineering
groups they may have processes that bring together a number of BPL processes such as Development
Implementation (i.e. implement the system requirement) and Verification (verify it). This could continue
through the processes and organisational structure.
The decomposition needed really depends on a number of factors, but primarily it should be based on what is
fundamentally undertaken in the business to concert the input (customer requirement) into the output (product or
service) and the organisational structure of who does what.
By creating a management system top down there can be numerous benefits whereas creating a management
system bottom up typically over defines what is actually needed. Working bottom up tends to encourage the
generation of procedures for everything that is undertaken rather than considering the most appropriate method to
establish the necessary decomposed business processes.
Once the business processes have been identified, along with their interactions which is often a by-product of
establishing the business processes in the first place, the most appropriate method for defining them can be
considered. Note the use of the word defined rather than documented. The ISO 9001:2008 standard requires
defined processes, not documented processes. The2008 version does require 6 documented procedures, but these
are procedures not processes, which has always been a slight anomaly when it comes to internal audit, which could
easily be considered as a key business process. I say internal audit should be considered as a process because of a
number of factors. Firstly it follows the normal process model with inputs, outputs and constraints. Secondly, it
consists of activities which could easily be proceduralised such as planning the internal audit, conducting the internal
audit, communicating the results of the internal audit and following up on the internal audit corrective actions.
However note that the requirement for these 6 documented procedures has been dropped in the 2015 version of
the standard.
Processes could be defined in a number of ways:
 Through the conventional documented approach using text, flowcharts, swim lane diagrams, etc.
 Through staff training, development and competency similar to how we are all trained to drive cars
 Through software systems and tools such as those often seen to undertake purchasing or to manage

development code in a version control system
 Through defined templates although here if the process is capable of being defined through a template it is

more likely to be a procedure than a business process, but nevertheless, there may well be a situation where a
process can be defined through such a means.
 Through cultural, either organisational or regional, understanding of what the process is meant to achieve and
therefore commonly accepted approach for achieving it – this may not be something that is specifically trained,
but acquired through experience, maybe supported by mentoring or coaching. For example, we can define
processes for the mechanistic elements of sales, but a successful sales process involves far more that the
defined activities. Having said that, many of the other methods will contribute along the way to establishing
the cultural process.
 Natural processes like those involved in simply living and surviving, i.e. instinct – but although these are far too
complex to relate to the operation of management systems, they are heavily involved and are probably the
closest to achieving truly institutionalised processes.
Selecting the right method to define a process needs to be based on a number of factors, such as:
 Process complexity – where there are numerous paths through the process with multiple decision points and

options
 Frequency of the process performance – processes that are undertaken frequently tend to be more well

understood and therefore more repeatable than processes that are performed once and a while.
 Competency of staff involved in performing the process – where staff competency in a particular process is

TickITplus TIN016-1511

Page 4
Copyright Omniprove Ltd 2015. All Rights Reserved.
For terms of use please see www.omniprove.co.uk/Terms-of-Use.html

Version v1r0

TickITplus Implementation Note
high as a result of training, experience or education.
 Tools supporting the process performance – where the process is substantially driven by a software system or

tool
 Regulatory requirements imposed on the process – where specific activities must be undertaken and records

must be available. Having said this, even some of the above factors could mitigate this as a driving factor,
although being aware of the regulatory requirement on a particular process is still essential even if it doesn’t
change the approach for defining the process.
All of these factors should ideally be considered through a formal risk management approach to ensure that they are
considered and that the final approach taken (or in other words the risk mitigation taken) results in an adequate
level of process definition for the organisation. Note in going through a risk managed approach, there may well also
be a situation where it is decided that the mitigating action is to outsource the process to another organisation.
Nevertheless even if this is the case there needs to be appropriate control and this would naturally be covered by a
process itself.
Table 1 attempts to show the relationship between the various factors and the style of process definition which
might be applicable.
High
Light weight
documentation typically
based on flowcharts or
other diagrammatical
forms

Simplicity,
frequency
and
regulatory
flexibility

Low

High level overviews
driven by understood
goals

Detail prescriptive
processes supported by
clear, formal and extensive
Control based processes
information such as
supported by compressive
procedures, work
regular refresher training
instructions, forms, and
templates. Formal training
provided
Low

High

Staff stability, competency and tool support
Table 1

The steps involved in moving up through TickITplus maturity levels would be something like:
1.
2.

3.

4.

Review the existing management system to identify the clearly visible business processes and their
interaction without worrying too much at this point about how these processes will be defined.
Establish the necessary level of definition for each of the processes as described above and represent in a
method that enables good common communication and understanding, which probably means describing it
in some way either through a document or possible a process description tool. This is effectively the design
of the management system, because in practice the implementation within the business is the actual
system.
Define the processes through the established mechanism using existing management system components
such as procedures, work instruction, guides and templates, and develop or establish missing components,
e.g. the approach established for a particular process is deemed to be through formal training, but the
existing training approach is considered less than adequate and needs to be improved.
Review the remaining management system components to understand their value in the new approach.
These are unlikely to be key parts of the new management system structure and could be disposed of
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5.

although in all probability they might be useful guides to supplement the main system. For example, let say
that a particular process has been reviewed and it has been identified that there is an adequate software
tool that fully covers the process involved. The previous procedures, work instructions and forms which
now might not be necessary, might actually a very good supplementary guide on the use of the software
tool and could be retained for references or even introduced as part of any associated training support for
the software tool. However, it is clearly not part of the formal process based system as the necessary level
of definition established through the risk management approach has deemed it unnecessary to achieve the
desired level of repeatability and control.
Next, or even at the same time, consider the TickITplus process attributes and generic practices and ensure
that the defined processes are fully covered by these requirements.

It is important to note that the generic practices do not just happen by themselves and that something in the
organisation needs to ensure that they are appropriate undertaken. In fact it is other processes that make the
generic practices happen in an organisation. The act of carrying out a base practice in one process may well act as a
generic practice to one or more other processes.
For example, if we consider the engineering processes around software development such as TEC.11 Requirements
Analysis, TEC.13 Architectural Design and TEC.14 Development Implementation to select a few, at the Bronze level
they would all require the second generic practice of process attribute 2.1 to be applied, that is, they would all
require to be planned. How do they normally get planned on a project?
Well, normally, they would all be covered through project management planning the project and including these
activities on a Gantt chart or other scheduling mechanism and this is exactly what is achieved by base practice BP.3
Plan the Project in the Project Management process, PRJ.1. Resources, that usually include or refer to
responsibilities, would also typically be allocated during this project planning process, and by doing this, another two
generic practices would have been addressed, namely the generic practice covering resourcing and the fourth
generic practice on roles and responsibilities, both in the Bronze process attribute PA 2.1.
Resources can be planned, but they still need to be made available and this would often be achieved by or through
interaction with the human resources group, and if you look at the Human Resources process base practices BP.3
Satisfy Human Resource Requirements and BP.4 Allocate Human Resources they do exactly this.
There are many links between process base practices and the required generic practices within TickITplus and in fact
in all the capability models based on ISO 15504, see Figure 1. This figure shows the relationship between TickITplus
processes and the generic practices for the Bronze level process attributes 2.1 in green and 2.2 in blue.
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Figure 1 – Relationship between processes and generic practices

While not wanting to go into a great amount of detail here about high maturity, the Gold and Platinum levels
demonstrate the relationship between processes and generic practices rather well. Taking the Gold level only for
example, a process has to implement the process attributes 4.1 (Process Measurement) and 4.2 (Process Control)
along with their associated generic practices. These generic practices don’t just happen by chance as previously
discussed; they need to be made to happen within the organisation. This is done by introducing the maturity process
MAT.1 (Quantitative Performance Management) which provides the organisational mechanism to satisfy the level 4
generic practices required by the process being quantifiably controlled.
Once some thought has been put into looking at the structure of the organisational processes and hopefully some
improvements made, the PRM will need to be extended to cover the Bronze level process attributes and generic
practices. If the process set has been addressed as discussed above, then the additions to the PRM might be
relatively minimal, and probably just a case of appropriate mapping to show they are implemented by the
organisational processes.
While the organisational processes may have been rationalised into a smaller, but more focused set of processes,
the PRM still needs all the in-scope BPL processes to be addressed. However, this would typically be a much simpler
task given that processes at the higher level would often cover more of the BPL base practices than if the
organisational processes were based on numerous low level procedures. In practice, the aim would be to change the
PRM from being a one to one mapping between the base practices and the organisation’s management system to
more of a many to one mapping. By achieving this, the same would then apply to addressing the generic practices.
The extract below in Figure 2 shows an example of what a PRM might look like for the Risk Management process
(ORG.8) at the Bronze level. The grey area represents the requirements from the Base Process Library and the yellow
area represents the organisation’s PRM mapping to their QMS.
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Figure 2 – Extract from PRM for ORG.8 Risk Management

The Omniprove PRMate management tool includes everything necessary to create a PRM that addresses the Bronze
level requirements, see www.omniprove.co.uk/PRMate. TickITplus Capability Training is currently progressing
through the final pilot courses and will be available from CPIS Ltd early in the New Year, reserve your place at
http://cpisltd.co.uk/contact and be one of the first to benefit from what TickITplus Capability levels offer.
The next, or maybe the one after next, TickITplus Implementation, will supplement this TIN with some guidance on
the Silver level, but in practice the approach for addressing Silver is very similar to that for Bronze. However, at the
Silver level there is also a TickITplus requirement that the process outcomes can be demonstrated in such a way that
the organisation can fully understand the effectiveness of the processes through achievement (or not) of the process
outcomes.

TickITplus TIN016-1511

Page 8
Copyright Omniprove Ltd 2015. All Rights Reserved.
For terms of use please see www.omniprove.co.uk/Terms-of-Use.html

Version v1r0

