PROCESS REDESIGN & OPERATIONAL EXCELLENCE

From an Ideal Process to a
Process That Works in Reality

A Process Redesign Case Study — Portfolio Edition

Kunal | Operations Manager, Brand Studio (GCC), Atlas Copco

This is a condensed, public-facing summary. Certain process details have been generalized to protect organizational and client confidentiality — reach
out for the full walkthrough.



A Growing Studio Was Outgrowing Its Process

Brand Studio's client-servicing process — from first enquiry through delivery, invoicing and closure — had served the team well. But as the studio scaled across more
service lines and functions, the original process (designed mainly around the ideal path) began to show its limits.

Ideal-path documentation Unclear ownership Limited exception handling Inconsistent execution
Covered the happy path well, but not the Roles were implied by function, not Few defined fallback paths for real-world Teams interpreted the same steps
exceptions assigned per step situations differently

The net effect: delays, rework, and support that depended heavily on individual experience rather than a consistent, shared process.




A Structured, Standards-Based Redesign

Rather than a quick fix, the redesign followed a recognized process-excellence lifecycle — studying how work actually happened before redesigning it, and building in the
structure to keep it accurate over time.

Analyze

Redesign Standardize Govern

Built in a recurring audit-and-improve loop
so the process keeps pace with the
business

Walked the floor to see how work really
happened, not just how it was
documented

Rebuilt around ownership, handoffs and Turned the redesign into SOPs teams
real exceptions — not just the ideal path could actually use day to day

Grounded in globally recognized Business Process Management practice — As-Is/To-Be modeling, root-cause analysis, ownership design and continuous-improvement governance — applied
practically to this studio's context.



One Process, Reimagined as Four Focused Stages

The single end-to-end process was decomposed into four stage-specific processes — each with a defined owner, explicit decision points and a documented path for when
things don't go as planned.

LEAD OPPORTUNITY PROJECT HANDLING INVOICING & CLOSURE

First contact to qualified opportunity Estimation, proposal & client approval Planning, execution, QC & delivery Billing & closure

Every activity across all four stages now defines:

Owner Handoff Decision Point Exception Path

Who is accountable for this step Where responsibility moves next What determines the next path What happens if things go off-plan

Documentation itself was redesigned in two layers — a Quick Overview for “how does this work?” and a Detailed Process for “what exactly do | do here?”



Standardized, Rolled Out, and Built to Evolve

A redesigned process only matters if people can use it and it keeps up with reality. Three things made that possible.

SOPs & Documentation Team Walkthroughs Continuous Governance

Every stage backed by a practical, two-level SOP — Rolled out session by session with each function — A recurring audit-and-improve loop: track recurring
used both as a daily reference and to onboard new explaining the logic, clarifying ownership, and issues, understand root cause, and update the
joiners without relying solely on individual discussing how exceptions should be handled before process and SOP — so it keeps evolving with the

knowledge. go-live. business.




THE IMPACT

From Ad-Hoc Execution to a Reliable Operating Model

Process clarity Clear ownership & accountability Cross-functional coordination
Visible handoffs Defined exception handling Less dependence on individual knowledge
Consistent execution Faster onboarding A process that evolves with feedback

A process is not successful because it looks good on paper. It is successful when people can use it to make the right decision
when reality doesn’t follow the plan.”
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THANK YOU

Let's Talk About the Full Story

This case study has been shared at a high level to protect client and organizational confidentiality. The full version — including
detailed workflows, SOP examples, exception scenarios and measurable outcomes — is available on request.

Kunal
Operations Manager, Brand Studio (GCC), Atlas Copco
dewalwarkunal@gmail.com | | +91 738 748 6925
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https://www.linkedin.com/in/dewalwarkunal/
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