Sample Documentation Levels for Process Mapping

General Guidelines:

The team needs to understand the scope of what they are looking at and how it fits into other processes:

· Where the “process” being analyzed fit into in the big picture? 

· Are you really starting at a process step, sub-process, or process?  

The process breakdown does not always have to be at every level – the ideas is to break the process down into smaller and smaller pieces so that it can be easily followed and understood in greater and greater levels of detail… this is not an exact science and these are not hard and fast “rules” for how to best portray the process so that it can be analyzed and understood.

Some ideas for how to break down the process:

Span of Control 

A process may be broken down according to who has ownership of the step, activity or task, or who performs it.  For example if a:

· Process is owned by a single VP / Director

· Sub-processes are owned by the Directors / Managers under the VP / Director

· Process Steps are identified by Departments that perform them

· Activities are performed by an Individual within the Department

· Tasks/sub-tasks are the details of what that Individual actually does to complete the activity
Deliverables

A process may be broken down based on the “deliverables” or output of the process.  When you get into activities, they are defined by deliverables generated, even if all activities are performed by the same person.  The concept of deliverables should be looked at in conjunction with span of control in order to identify the best breakdown.
Functional Decomposition

A process may be broken down from a system perspective, based on what application is being used, then into modules, screens, fields, etc.  This may be a good way to view a process if the intent is purely to automate / technically enable the process versus a higher level reengineering point of view.

Outline Format

A process can be broken down in an outline format in a tool such as MS Project.  Starting with the process, break it down into no more than 5 sub-processes.  Then break each of those down into no more than 5 key steps.  Then break down each key step into activities, tasks, and sub-tasks depending on how much detail is needed.

Level 1 – Process / Sub-Process

Description of Level

Level 1 describes the highest level of the business processes.  It is at this level that the organization should define it’s overall company structure and core business processes.  Typically, sub-processes are somehow related to each other, either in terms of integration / dependencies or in terms of related outputs.  From a business process mapping perspective, each sub-process should be mapped as it’s own “project”, but may be done by the same team.  In addition, the analysis step may be done for all sub-processes together depending on the integration points.

Not all process will be broken down into sub-processes.  This breakdown will depend primarily on how the entire organization’s processes are defined, as well as how the “process” to be analyzed is defined during the strategic planning effort.

How to Document

Level 1 documentation should be done using a activity diagram, which shows outcomes, inputs, outputs, and resources of each process / sub-process.  Additionally, listing shown under Information / Data Tracked should be documented.

Information / Data Tracked

Objectives

· How does the process impact the bottom line?

· How does the process affect competitiveness?

· How does it help meet regulatory or legal requirements?

Inputs / suppliers

· What must be in place for the process to occur?

· What information, raw material, and decisions precede execution of the process?

· Brief description of major input sources (these are also links to integration points)

Outputs / customers

· What product, service, or solution results from the process?

· Brief description of major outputs and to whom outputs are provided (additional links to integration points)

Resources / systems used / tools / etc

· Technology – what technology is required to perform this process?

Overall owner & key players

Process definition & assumptions

· What is the purpose of the process? / Why is it performed?

· Critical assumptions about the process

Efficiency & Effectiveness Metrics

· How is the process monitored

· How is efficiency tracked? / Productivity, cycle time, etc.

· How will success be measured?

· Customer satisfaction, ease of use of output

Major Milestones / Deliverables

Internal and external integration Points

For As-Is:  Known Issues, Inefficiencies, Ineffectiveness

For To-Be:  Business Requirements / Needs

Example

Process:
Inventory Management

Sub-Process:
Purchasing (other sub-processes might include cycle counting inventory, inventory transfers, stocking/picking, etc.)

Level 2 – Key Steps 

Description of Level

Level 2 describes the key steps in a process or sub-process.  Typically, there are anywhere from 5-10 key steps in a given process.  The process team should begin by identifying the start and end points of the process, and then identify the main components that make up the process.  This should be kept at a very high level, as it is only the first step of breaking the process down.

How to Document

Key steps are documented in the same manner as the process or sub-process, using a worksheet for initial definition, then entered into tool or Visio to show the relationship between process, sub-process, and key steps.  Link to final documentation approach – Process modeling tool / Visio Templates / Both / etc.

Information / Data Tracked (same as process/sub-process)

Example

Process:
Inventory Management

Sub-Process:
Purchasing (other sub-processes might include cycle counting inventory, inventory transfers, stocking/picking, etc.)

Key Steps:
Identify Needs, Requisition, PO, Receiving, Accounts 

Payable

Level 3 – Activities 

Description of Level

Level 3 describes the main activities below the key steps in the process.   Each key step should be broken down into the 3-5 key activities that are performed.  Since this level is still not down to the task / sub-task detail, this will still not be describing specific work instructions, such as entering data into a screen or filing a document.

How to Document

Activities are documented in a high level flowchart format, using the basic shapes for activities and decisions (i.e. boxes and diamonds).  Additional data would be tracked in the database or the Visio / Word files.

Information / Data Tracked (same as process/sub-process)

Example

Process:
Inventory Management

Sub-Process:
Purchasing (other sub-processes might include cycle counting inventory, inventory transfers, stocking/picking, etc.)

Key Steps:
Identify Needs, Requisition, PO, Receiving, Accounts 

Payable

Activities:
Need to define using specific organization’s data

Level 4 – Tasks / Sub-tasks

Description of Level

Level 4 describes the level of documentation at the lowest level of detail.  This documentation includes work instructions that should include each task that is performed within the process.  In some cases, it will make sense to have tasks that are further broken down into sub-tasks for clarification purposes.

How to Document

Tasks and subtasks should be detailed out in a detailed flowchart format showing each step, decisions, data stores, etc.  The tool and/or Visio and Word will be used to capture the flowchart as well as the additional data information.

Information / Data Tracked (same as process/sub-process)

Example

Process:

Inventory Management

Sub-Process:
Purchasing (other sub-processes might include cycle counting inventory, inventory transfers, stocking/picking, etc.)

Key Steps:

Identify Needs, Requisition, PO, Receiving, Accounts Payable

Activities:

Need to define using specific organization’s data

Tasks / Sub-tasks:
Need to define using specific organization’s data
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