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Purpose and Scope of This Guide
1.1 Purpose

This guide recommends the attributes to be documented when defining a business process.  This is called a "Process Definition" and may be seen as the textual description to accompany process maps of processes under study.

The guide may be used as such or as a template, either as a MindManager map part or as a Word document using the Word version of this document.
1.2 Value and Benefits

The process definition may be used to describe new processes as an input into their design - the purpose, outcomes, performance and constraints attributes being of particular value in ensuring that only required process steps are included.
It can be used to document both the logical process, which may be the process as it was intended to be, and the process as it is currently implemented.  This is useful for identifying non-compliance and unnecessary or "Rolls Royce" process steps.
It may also be used to document existing or "as-is" processes, to ensure understanding prior to analysis and redesign.  In these instances it is beneficial to include the optional attributes, notably the issues and opportunities.
1.3 Scope and Assumptions

The guide assumes the processes being documented are in each case the set of activities performed to complete a business transaction, such as: "action a customer application for a loyalty card"; "resolve a billing problem"; "identify missing revenue".
In each case, it is assumed the scope of a process is defined by:
· the event or trigger that initiates the processing response

· the process steps or set of activities that are performed in response to the trigger or event

· the business outcome that is sought and must be delivered in response to the event or trigger.
The process definition works well for "high" and "low" level processes.
Remember that the intention is to define and document the process and not the detailed "how" for each process step.  These are normally documented as procedures or work instructions and reflect the current detailed implementation of the process - not the process itself.  In short, processes are implemented by procedures and procedures are often documented as flowcharts - these are not process maps.
Process Definition Template
1.4 Summary

1.4.1 Process Name
It may be useful to name the process as it is referred to by staff and to supplement this with a more formal title.


1.4.2 Purpose and Objectives
What does the process do?

Why is the process required?

1.4.3 Outcomes
What are the possible outcomes for the process?

[image: image1.bmp] Example: Processing Loyalty Card applications might result in one of: acceptance; rejection; returned to applicant with queries

1.4.4 Scope
Start and end

Context with the external world (customers, suppliers) and other internal  processes

What other process does this process hand off to?

[image: image2.bmp] Example: a successful Loyalty Card application will be handed-off  to the fulfilment process that will create and dispatch the card to the customer

[image: image3.bmp] Tip: Include one or more context diagrams

1.4.5 Ownership
Who sets the strategy, policy, business rules and requirements that the policy must work to?

1.4.6 Who Performs the Process
Who is responsible within the organisation for actually performing the process?

What roles actually do the work?

Are any of the steps performed by other teams or departments?  Are any of the steps outsourced or otherwise dependent on suppliers or partners?

1.5 Definition

1.5.1 When is the Process Performed
What is the trigger for the process?

What event(s) cause work to start?

[image: image4.bmp] Examples: A customer calls by telephone.  An application is received via the website

[image: image5.bmp] Tip: Be very specific about the trigger(s), especially if defining processes from the perspective of a department rather than the full end-end.  For instance, for a team processing application forms, the trigger might be "Get next application from work queue".  Receiving the applications and placing them in the work queue might be the responsibility of another team, such as the call centre or post room.  Careful analysis of triggers can help verify the full scope of the process is understood

[image: image6.bmp] Tip: Also take care to define the triggers in detail and be sure that any composite triggers are separated where required.  For instance, a customer application initiates a very different process from a customer complaint, yet both are examples of "customer contacts the organisation".  Where there are multiple triggers, consider separate process definitions and maps for each.

1.5.2 Process Steps (Activities or Tasks)
A simple list of bullet points should suffice.  In most cases you will be describing a simple list of "whats".
A process map or diagram - this will also show the flow from one process step to another and any variations in routes through the process that might be necessary to handle different conditions or exceptions

[image: image7.bmp] Tip.  Remember, the key here is to identify the sets of steps needed to complete the process - do not describe "how" each step is done in detail

[image: image8.bmp] Tip.  Each bullet in the list of process steps should correspond to a process box on the process map for the process

[image: image9.bmp] Example:

Get next application
Verify data
Create customer record
Confirm successful application to customer.
[image: image10.bmp] Example of too much detail - this level of detail is suitable for a procedure or work instruction that describes "how" the process step is to be completed

Log on to system using ID and password
Go to menu 5
Select "Work Queue"
From main screen, click on "Action" menu
From "Action" menu, select "Get Next..."
Select "Auto validate data fields" and click
.... and so on.
1.5.3 Key Business Rules
What rules or guides must be followed and are use to determine decisions or action?

Where in the process - by which process step - are they applied?

[image: image11.bmp] Tip: Where a number of rules are applied by different process steps, map them using a table or matrix.

1.5.4 Systems Used
List all systems that are used.  These may include systems used to create new records and perform transactions, as well as those used as references for key information or to send messages or log notes.

Include the use of office and other "personal" software, especially spreadsheets.

Include operational tools such as scanners/scanning (and OCR), e-mail, instant messaging, web or intranet applications, third party or stand alone applications.

Include any other relevant technology or facility such as fax

[image: image12.bmp] Tip: Map systems, technology and facilities to the process steps.  A good way to do this is to use a table or matrix.

1.5.5 Exceptions
What exceptional situations or cases occur that cannot be handled by the process as described?  How are these handled?

[image: image13.bmp] Tip: These might include instances of "... this type I refer to my manager and he/she deals with it."  Consider whether the exception process needs to be described as a process in its own right or can safely be included with the definition for the "standard" process.

1.5.6 Inputs and Information Required
What other information, responses or items are needed to complete the process?

[image: image14.bmp] Example: These might include: forms that need to be completed; customer history that might need to be referenced; authorisations or guidance from managers or other teams; additional documents or information (such as a credit reference) from within the organisation, from external entities or from the customer (such as a photograph, proof of identity)

1.5.7 Outputs
These are not the same as the process outcomes.  These are the things created or updated as part of the process or achieving the outcome(s).

[image: image15.bmp] Examples: These may include:

Forms completed
Records created
Messages or emails sent
Requests for additional work
Requests to follow-on processes to undertake work (such as packing and dispatch of orders)
Reporting individual cases to other departments or external agencies or regulators
1.5.8 Process Map(s)
1.6 Performance

1.6.1 Volumes
Inputs

Throughput

Outcomes

Outputs

1.6.2 Time and Timings
How long does the process take end-end?
How long does each process steps take?

How long does it take to move from one process step to another?  (Such as in the case where a process step sends work overseas by courier in order for the next process step to carry on processing)

1.6.3 Service Level Agreements

What SLAs apply – who are they with?

What penalties apply if SLAs are missed?
1.6.4 Targets
What targets apply?
1.6.5 Measurement
Which measures indicate the true health of the process?

What measures are there?

What measures are missing?

1.6.6 Quality Assurance
How is quality assessed?

1.6.7 Reporting
How is performance reported and to whom?

1.7 Policy, Legislative, Regulatory and Other Constraints

1.7.1 Constraints
Set by:

Internal Policy and Business Rules
Legislation
Industry Body
Customer
Supplier
Competitors
Market
1.7.2 Special Reporting Requirements
Are there any reporting requirements - either overall or of individual cases (such as money laundering rules)?

1.8 Optional

1.8.1 Issues, Risks and Opportunities
What is the process vulnerable to?

Where do/might bottlenecks occur

Current issues

Improvement opportunities

What risks does the proces present to the organisation

1.8.2 Change in Progress or Planned

What initiatives are in progress or planned that will impact or modify the process?
1.8.3 Business Continuity Arrangements

What arrangements are in place?

How does the process differ when operating under business continuity arrangements?
1.8.4 Location
Where is the process performed? Floor; building; address; city; country

1.8.5 Training and Effectiveness
What training is available for new staff?  What training materials are available?

How long does it take new staff to become fully effective?

1.8.6 Key Skills, Key Staff
Are any special skills required to undertake any part of the process?

Are there any key roles or individuals?

1.8.7 Audit
What are the audit requirements for the process?

How is the process audited?

1.8.8 Documentation
What is available?  What is its currency, completeness and quality?

Process maps; procedures and/or work instructions
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