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Conduct the workflow modeling session
* Main steps:
- Preparing for the workflow modeling session;
- Initiating the session;
- Building the initial handoff (level 1);
- Validating and extending the model;
- Adding detail, as necessary, with a service (level 2) model;
- Transitioning into task-level documentation.

* There may be pressure to skip as-is modeling. It is a false economy,
a known problem, bacause the true BP is larger than people think it
is, and you should not make changes to one part of the process
without the knowledge and participation of the whole.
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* Participants: anyone who participated in the identification sessions
that has a role in the process to be mapped is a candidate, along
with any additional folks identified during framing.

* Participants should also include both management or supervisory
personnel and front line workers (not their representatives). Some
support staff should also be involved, especially IT staff, who often
have a true end-to-end view.

* Also external participants (customers, suppliers, and so on) should
be included, because they may do substantial work in the process, in
the age of e-business, e-commerce and extended enterprises.

* On average: two or three cases of the process and some details for
the service -level diagram within a three hour session. After the
handoff diagram, one or more further session for refining it and
ensuring coverage of the main cases. This is done via one-on-one
interviews or small meetings (90’-120’) with each functional area
involved + a finale walkthrough with the entire group.
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* On average: two-three sessions per week, each lasting half a day (in
the morning), e.g. Tuesday and Thursday mornings (avoid Monday
and Fridays due to traveling problems).

* For every hour in a facilitated session, your team will invest three
additional hours: two in documenting the session, and another in
preparing for the next one. Hence, a half-day session will involve a
full day documenting it and another preparation half-day.

* |f participants are geographically distributed, do virtual (electronic)
meetings, via some viedoconferencing tools and sharing some simple
drawing tool like Visio.

The Kickoff meeting

* Be focused. Start by answering (10’) to two questions: basic
principles of swimlane diagrams, and scope/context of the specific
process to model
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Building the Handoff-level diagram

* Option 1: Trace the flow via the ‘three questions approach’: who

gets the work next? who does it get there? who really gets the work
next?

* Option 2: Bottom up, gather activities, then assemble. Brainstorm
the individual acrivities (who does what?) on post-it, and then
sequence and cluster the activities to produce handoff-level

diagram. It is useful when participants do not easily understand
sequence and flow

Refining the initial model - the five key questions

* Review each step in the swimlane diagram, one by one, ad ask each
of five specific questions about it. This is especially useful with
handoff diagram, because it allows verification and extension for
adding more detail at the service level. Some real examples -
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Con‘1ple.te Submit
Customer Application Application
Form AB 123

Open and
Technician timestamp
Application
Complete Submit
Customer Application Application
Form AB 123 by Mail

Post Mangle Deliver
Office Application Application

Ma'h:oom Sort and Deliver
Services Incoming Mail

Question 1, “How does it get there?”

* Question 1: How is the work delivered by the Customer to the next
step? It can be discovered that additional actors are involved.
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“Review” ] | 1 [ Decide
often means s —— > | application
“Decide...” | completeness
£ )

“Analyze ” Analyze Determine
often means SEIMCE — > | service outage
“Determine...” | outage cause
“Monitor” ~ - - 3 -
often means Monitor Measure Identify
“dentif re r —_— > reactor exception

entty. . mperatu | temperature | condition
variance in...” - ~
“Track ” ~ i

Track Record uer

often means y
Record .." shiprient —_—> current or... current
”Qecor . or ocation shipment location shipment location

uery... - S

“We don’t really know what's going
“Administer,”“manage,” on in this step!”

“process,”“handle,”and _— >

other mushy verbs mean...

Question 2, “Does the name of the step convey the result of the step?”

or

“This is an oversight function, not a
step in a workflow.”

* Question 2: The purpose is to agree on what the outcome of each
step is, and that the name conveys the result. No mushy verbs.
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Question 3, “What makes it go?”

Technician

Control
Cashier

r’continue

S

Prepare
Cash
Submission

30 PM

no
Issue Decide if Cash
Receipt Exceeds Limit 4
yes
L

Reconcile
Technician's
Cash to System
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* Question 3: The purpose is to uncover missing trigger conditions for a
step. Often the initial diagram will show a single flow line entering a
step. Is the flow line showing really all that it takes to trigger the

step?
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doesn't show - Place
that the Customer <_,J\:> Order

Customer

and Sales e — —— ————— ———— ———————— —————— ———— -
Rep work
together on Sales Receive
the order. Rep Order
This version is
more accurate. Place

Customer -—— Order

| |
e — e — e — — — — — — — — — — —

| |
Sales
Rep Place
Order

Question 4: “Is anyone or anything else involved?” (a) confusing serial and collaborative work;

* Question 4-a: Activities shown as being serial may actually be
collaborative
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g Provide
g ad
3 feedback
| |
| |
o 0
2 Schedule Prc;vcllde Schedule
A i review
§ review feedback

/s

. Participants in meetings are often missed.
Confirm . o )
ad A typical error would be failing to depict Route
that the Sales Rep meets with the ad

quality Customers to collect their feedback.

Production
supervisor

Question 4: “Is anyone or anything else involved?” (b) confusing solo and collaborative work;

* Question 4-b: Activities shown as being performed by one actor that
are actualy collaborative.



Workflow Modeling 11 of 17
e
detail invoices payment

A

Customer

Finance
Clerk

[ i

g | Postal Postal ! -
g a 1 service: service: I
58 . Deliver Deliver :
5 I invoices payments !

Billing

Y
Invoice Bi”ing Bi”ing
System: run time System: System:
Post Produce Post
invoice detail invoices payment

Question 4: “Is anyone or anything else involved?” (c) missing system-supported work.

Systems

* Question 4-c: Activities carried out by an actor but with support
from a system that has not been shown, e.g., systems operating in a
batch mode that have so far been missed.



Workflow Modeling 12 of 17

® Question 5: Look

at the right edge : ‘
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* Ask ‘does this
step initiate work
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for any other

?’
actors: Question 5, “Are all outcomes shown?”

easily be missed if we

didn’t specifically look for
other flows.

notification

This notification flow could I ]
— Receive

Customer
Service Rep.
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Applicant

—_——— ———

CRC
Technician

Rating
Technician

Complete
and submit
application What for?
How? Process
/ application
When? Assign

Registration

==

Initial version,

When? Any other flows?
before the five questions review.

What happens?

* A real example of diagram for review. The process takes excessive
time between the time an applicant submitted their application for
a cross-jurisdictional business license and the time they received
their assessment, prorated across the different jurisdictions.

* This initial version failed to show where the delay was occurring.
Exercise: ask the five questions.



Workflow Modeling 14 of 17

Complete
Applicant and submit
application
Postal
Service
Loadi Deliver tray to Within 10 minutes -
oadin o ifi
Dock 9 Mailroom no significant delay
Sort Comfinr,{o.us -
inbound no significant delay
Mailroom .
mail
. Deliver
Admin. and pick
Services up mail no
Retrieve app.,
CRC decide if
Technician complete = cont.
Rating
Technician
(a) Revised version, after the five questions review.
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Applicant
Postal
Service
Loading
Dock
Sort
Mailroom internal
mail
Admin. 10:00 AM, Deliver and Deliver and
Services pick up mail 10:00 AM pick up mail
3:00 PM
CRC Retrieve app., Place From here on, we
Technici decide if app. in found more of the
echnician complete — out box same ...
______________ yes . _ _ _———— o o
Rating Retrieve
Technician _ p?gft;:ﬁ;?e
(b) Revised version, after the five questions review.




Workflow Modeling 16 of 17

When to stop?

* People working on an overly detailed model will be working harder
and harder, but contributing less and less to understanding overall
process behavior.

* Ask to yourself: What is the underlying purpose of this model, will
more detail further the goal?

* Stop when you understand why the process behaves the way it does.

* Example: a handoff diagram does not clarify what is the impacting
performance -> yuo need more details. It might not be the overall
workflow that is causing unacceptable process performance, but a
service-level workflow might provide the key to determine what is
causing the problem.

* You might then determine at the service-level: steps that should not
even be performed by a specific actor but by a supporting person,
steps with an inappropriate performance metric, steps needing IT
support.
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Producing the service-level diagram

* Begin the service level by looking at each handoff-level step asking
‘what are the significant accomplishments/milestones here?’

* Encourage participants to think in terms of milestones.

* Follow the principle of ‘expanding by five plus or minus two’: each

step in a handoff diagram can typically expand to no more than five
or so steps at the next level.

* Do not automatically assume you have to draw the service-level
diagram. You can only produce a handoff diagram annotated with
the service-level steps if sufficient to understand problems.

Producing the task-level diagram

* |t is only for a part of the process, generally best described via
specialized documents such as procedures or use cases, which is not

typically part of as-is modeling and assessment. It support training
and implementation in the to-be process.



