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Reengineering, ISO Certification, Business Process Improvement, Six Sigma, 
Sarbanes-Oxley all specify an organizational focus on business processes, 
however, none provides a specific method for understanding the processes.  This 
leaves many people attempting to figure it out as they go.  Without a solid 
methodology to support process understanding and improvement, many efforts 
fail, drag on, or (at best) require more effort than was initially anticipated.  Detail 
process charts provide a level of understanding that is essential for effective 
analysis. They have been used by world-class organizations to achieve excellent 
results for over half a century.   
 
Realȱbottomȱlineȱvalueȱisȱderivedȱfromȱprocessȱmapsȱwhenȱtheyȱareȱusedȱtoȱ
improveȱtheȱeffectivenessȱandȱefficiencyȱofȱtheȱprocesses.ȱȱOftenȱtheȱmotivationȱ
thatȱleadsȱtoȱconductingȱanȱimprovementȱprojectȱisȱtoȱcorrectȱaȱproblemȱsuchȱas:ȱ
theȱprocessȱhasȱgeneratedȱcostlyȱerrors,ȱtheȱprocessȱtakesȱtooȱlong,ȱtheȱprocessȱ
hasȱfailedȱanȱaudit,ȱtheȱprocessȱisȱnotȱinȱcomplianceȱwithȱnewȱlegislation,ȱtheȱ
processȱhasȱbrokenȱdown,ȱetc.ȱ
ȱ
Unfortunately,ȱtheȱurgencyȱthatȱgeneratesȱimprovementȱprojectsȱencouragesȱ
shortsightedȱdecisions.ȱȱBelievingȱthatȱdetailedȱchartingȱwillȱtakeȱtooȱlong,ȱnoȱ
mapȱisȱpreparedȱorȱifȱaȱmapȱisȱpreparedȱitȱisȱatȱsuchȱaȱhighȱlevelȱthatȱitȱshowsȱ
onlyȱwhatȱmostȱpeopleȱalreadyȱknow.ȱȱ(Actuallyȱtheȱtimeȱrequiredȱtoȱprepareȱ
detailedȱprocessȱchartsȱisȱgenerallyȱmisunderstood,ȱusuallyȱoverestimated.ȱȱMostȱ
processesȱcanȱbeȱeasilyȱmappedȱinȱdetailȱinȱaȱdayȱorȱtwo.)ȱȱWithoutȱtheȱthoroughȱ
andȱcomprehensiveȱviewȱprovidedȱbyȱaȱdetailedȱprocessȱchart,ȱtheȱimprovementȱ
effortȱresultsȱinȱchangesȱthatȱcorrectȱorȱlessenȱtheȱinitialȱproblemȱwhileȱoftenȱ
causingȱundesirableȱsideȱeffects.ȱȱTheȱmoreȱcomplexȱtheȱprocess,ȱtheȱmoreȱlikelyȱ
theȱfixȱwillȱcauseȱnewȱproblems.ȱȱWhereȱmanagersȱareȱalertȱtoȱtheȱriskȱofȱnegativeȱ
sideȱeffectsȱtheyȱsometimesȱoptȱtoȱleaveȱtheȱcurrentȱprocessȱinȱplaceȱuntouchedȱ
andȱaddȱaȱtotallyȱseparateȱprocessȱtoȱaddressȱtheȱcurrentȱproblem,ȱfurtherȱ
complicatingȱtheȱprocesses.ȱ
ȱ
Fortunately,ȱtheȱeaseȱwithȱwhichȱwellȬdrawnȱprocessȱmapsȱenableȱpeopleȱtoȱseeȱ
whatȱisȱcausingȱproblemsȱandȱhowȱtoȱcorrectȱthemȱmakesȱitȱisȱfasterȱtoȱdoȱitȱrightȱ
thanȱtoȱcutȱcorners.ȱȱAssembleȱaȱteamȱofȱpeopleȱwhoȱareȱinvolvedȱinȱtheȱprocess.ȱȱ
Prepareȱaȱmapȱofȱtheȱprocessȱasȱisȱitȱnow,ȱanȱ“AsȬis”ȱmap.ȱȱWalkȱthroughȱtheȱ



Business Process Analysis                      worksimp.com     processchart.com 
 

mapȱwithȱtheȱteam.ȱȱIfȱtheȱprojectȱexistsȱtoȱresolveȱanȱurgentȱproblem,ȱstateȱtheȱ
problemȱinȱtermsȱofȱobjectivesȱandȱpostȱtheȱobjectivesȱinȱlargeȱprintȱinȱfrontȱofȱ
theȱteamȱasȱaȱconstantȱreminderȱwhileȱtheyȱworkȱ(i.e.ȱtoȱeliminateȱerrors,ȱtoȱ
reduceȱcycleȱtime,ȱtoȱfixȱspecificȱflawsȱnotedȱinȱanȱaudit,ȱtoȱcomplyȱwithȱnewȱ
legislation,ȱetc.)ȱȱThenȱhaveȱtheȱteamȱchallengeȱtheȱprocessȱstepȱbyȱstep.ȱȱȱ
Sometimesȱpeopleȱwhoȱareȱtryingȱtoȱimproveȱgetȱsoȱexcitedȱaboutȱtheȱfirstȱfewȱ
ideasȱthatȱsurface,ȱtheyȱcommitȱtoȱthemȱandȱcloseȱtheirȱmindsȱtoȱfurtherȱ
opportunities.ȱȱTheȱfollowingȱquestionsȱprovideȱaȱpatternȱthatȱcanȱhelpȱaȱteamȱ
thinkȱthroughȱaȱprocessȱthoroughly,ȱspottingȱfarȱmoreȱopportunitiesȱandȱarrivingȱ
atȱtopȱqualityȱsolutions.ȱ
ȱ
TheȱQuestioningȱMethodȱ
“I have six honest serving men (they taught me all I knew); their names are What and 
Why and When and How and Where and Who.”  Rudyard Kipling 
 
Inȱdefiningȱaȱprocess,ȱourȱobjectiveȱisȱtoȱcaptureȱreality;ȱtoȱpaintȱaȱrealisticȱpictureȱ
ofȱwhatȱtheȱprocessȱdoes.ȱWeȱaskȱwhatȱisȱhappeningȱatȱeveryȱstepȱalongȱtheȱway.ȱȱ
Weȱalsoȱcaptureȱwhereȱtheȱworkȱisȱdone,ȱwhoȱdoesȱtheȱworkȱandȱwhenȱtheȱworkȱisȱ
done.ȱȱWeȱdon’tȱaskȱwhy,ȱbecauseȱitȱdoesn’tȱmatter…yet.ȱ
ȱ
Withȱaȱgoodȱprocessȱstoryȱinȱfrontȱofȱaȱteamȱofȱpeopleȱwhoȱrepresentȱtheȱprocessȱ
(andȱreallyȱunderstandȱtheirȱpieceȱofȱit),ȱitȱisȱtimeȱtoȱaskȱwhy.ȱȱNowȱweȱaskȱtheȱ
sameȱquestionsȱthatȱweȱaskedȱtoȱdefineȱtheȱprocess…but,ȱthisȱtimeȱweȱaskȱwhyȱtoȱ
everyȱanswer.ȱ
ȱ
Duringȱanalysis,ȱeveryȱquestionȱbecomesȱtwoȱquestions.ȱȱAtȱeachȱstep,ȱweȱaskȱ
firstȱ“Whatȱisȱhappening?ȱAndȱtoȱtheȱanswerȱofȱthatȱquestionȱweȱask,ȱ“Why?”ȱȱ
Whyȱareȱweȱdoingȱthis?ȱȱIsȱitȱnecessary?ȱCanȱitȱbeȱeliminated?ȱȱIfȱthereȱisn’tȱaȱ
goodȱreasonȱforȱdoingȱthatȱstep,ȱrecommendȱthatȱitȱbeȱeliminated.ȱȱThisȱisȱtheȱ
questionȱthatȱproducesȱtheȱmostȱcostȱeffectiveȱchangesȱandȱshouldȱalwaysȱbeȱ
askedȱfirst.ȱȱThereȱisȱnoȱsenseȱinȱaskingȱmoreȱdetailedȱquestionsȱaboutȱaȱworkȱ
stepȱthatȱshouldȱnotȱbeȱdoneȱatȱall.ȱȱWhenȱstepsȱofȱworkȱareȱeliminatedȱthereȱisȱ
littleȱorȱnoȱimplementationȱcostȱandȱtheȱbenefitȱequalsȱtheȱfullȱcostȱofȱtheȱ
performingȱthatȱstep.ȱȱManyȱworkȱstepsȱthatȱonceȱservedȱaȱvaluableȱpurposeȱ
(possiblyȱyearsȱago)ȱcanȱbeȱeliminatedȱwhenȱthatȱpurposeȱnoȱlongerȱexists.ȱȱȱ
Ifȱthereȱisȱaȱgoodȱreasonȱforȱperformingȱtheȱstepȱthenȱask;ȱ“Whereȱisȱitȱdoneȱandȱ
whyȱisȱitȱdoneȱthere?”ȱȱȬȱ“Whenȱisȱitȱdoneȱandȱwhyȱisȱitȱdoneȱatȱthatȱtime?”ȱ–ȱ
“Whoȱdoesȱitȱandȱwhyȱdoesȱthatȱpersonȱdoȱit?”ȱȱTheseȱquestionsȱleadȱtoȱchangesȱ
inȱlocation,ȱtiming,ȱandȱtheȱpersonȱdoingȱtheȱworkȱwithoutȱchangingȱtheȱtaskȱ
itselfȱandȱthereforeȱtheyȱareȱalsoȱhighlyȱcostȱeffective.ȱȱEquipmentȱisȱrelocatedȱ
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closerȱtoȱtheȱpeopleȱwhoȱuseȱit.ȱȱSchedulesȱareȱrevisedȱtoȱfitȱwithȱpreviousȱandȱ
followingȱportionsȱofȱtheȱprocessȱtoȱproduceȱsmootherȱflow.ȱȱTasksȱareȱshiftedȱtoȱ
peopleȱbetterȱableȱtoȱperformȱthem.ȱȱTasksȱareȱcombined,ȱeliminatingȱtheȱ
transportsȱandȱdelaysȱbetweenȱthemȱthatȱoccurredȱasȱtheȱworkȱflowedȱbetweenȱ
locationsȱand/orȱpeople.ȱȱȱ
ȱ
Onlyȱafterȱtheseȱquestionsȱhaveȱbeenȱaskedȱandȱansweredȱshouldȱtheȱfinalȱ
questionȱbeȱaddressed;ȱ“Howȱisȱitȱdoneȱandȱwhyȱisȱitȱdoneȱthatȱway?”ȱȱWhileȱthisȱ
questionȱcanȱleadȱtoȱexcellentȱbenefits,ȱitȱalsoȱincursȱtheȱgreatestȱcostsȱbecauseȱ
changingȱhowȱaȱtaskȱisȱdoneȱgenerallyȱrequiresȱintroducingȱnewȱtechnologyȱwithȱ
newȱequipment,ȱprogrammingȱandȱsignificantȱamountsȱofȱtraining.ȱȱOfȱcourse,ȱ
newȱtechnologyȱisȱimportant.ȱȱItȱisȱveryȱimportant,ȱandȱitȱshouldȱbeȱpursued.ȱȱ
But,ȱifȱtheȱorganizationȱwantsȱtoȱmaximizeȱprofits,ȱitȱwillȱholdȱoffȱonȱchangingȱ
howȱtheȱstepsȱareȱperformedȱuntilȱafterȱtheȱpreviousȱquestionsȱhaveȱbeenȱ
properlyȱdealtȱwith.ȱȱ(Unfortunately,ȱnewȱtechnologyȱisȱsoȱenticingȱthatȱ
organizationsȱoftenȱleapȱintoȱitȱbeforeȱaskingȱtheȱearlierȱquestions.ȱȱTheyȱmissȱ
easyȱtoȱinstall,ȱhighȱpayoffȱopportunitiesȱandȱsometimesȱwindȱupȱhavingȱspentȱaȱ
lotȱofȱmoneyȱtoȱautomateȱactivitiesȱthatȱshouldn’tȱbeȱdoneȱatȱall.)ȱ
ȱ
Usingȱtheseȱquestionsȱwithȱaȱprocessȱmapȱprovidesȱteamȱmembersȱwithȱfreshȱ
eyesȱtoȱseeȱtheirȱworkȱfromȱaȱnewȱvantageȱpoint.ȱȱTheyȱareȱusedȱtoȱdoingȱtheȱ
work.ȱȱTheyȱareȱnotȱusedȱtoȱseeingȱitȱasȱsymbolsȱandȱlines,ȱandȱasȱaȱpartȱofȱaȱ
process.ȱȱFromȱthisȱnewȱperspective,ȱopportunitiesȱforȱimprovementȱbecomeȱ
apparent,ȱandȱsinceȱtheȱpeopleȱdoingȱtheȱstudyȱareȱthoroughlyȱfamiliarȱwithȱtheȱ
work,ȱtheirȱimprovementsȱareȱalmostȱalwaysȱrealistic,ȱpracticalȱandȱdoable.ȱ
Asȱteamȱmembersȱworkȱtheirȱwayȱthroughȱtheȱ“AsȬis”ȱmapȱtheyȱcomeȱupȱwithȱ
numerousȱchangesȱthatȱareȱeasilyȱdisplayedȱinȱaȱrevisedȱmap.ȱȱWhenȱtheyȱhaveȱ
doneȱthisȱtwoȱorȱthreeȱtimes,ȱtheyȱarriveȱatȱaȱmapȱthatȱrepresentsȱtheȱprocessȱasȱ
theyȱwouldȱlikeȱitȱtoȱbeȱȬȱaȱ“ToȬbe”ȱmap.ȱȱNowȱtheyȱhaveȱtwoȱmaps,ȱtheȱ“AsȬis”ȱ
andȱtheȱ“ToȬbe”,ȱbothȱdrawnȱstepȬbyȬstepȱusingȱpreciselyȱtheȱsameȱmappingȱ
terminology,ȱwhichȱpavesȱtheȱwayȱforȱmethodicalȱhandlingȱofȱapprovalȱandȱ
implementationȱactivities.ȱ
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