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Lo Developer/instructor background...

Cultural Factors

Alec Sharp, Clariteq Systems Consulting — asharp@clariteq.com
« 40+ years experience as an independent consultant:

» Business Process Change — discover, model, 9 B siness Process Modelling
analyse, and design/redesign processes
« Concept Modelling (Business-friendly Data Modelling) / Use Case Modelling
" : T Applicati
» Application Requirements Specification ppication ) -
+ Service Specification
» Facilitation & Organisational Change Data Concept Modelling

* Project Recovery

» Consulting, teaching, speaking globally

 Awarded DAMA's global Professional Achievement Award
for contributions to "human-friendly" data modelling Check out the nice reviews | WORKFLOW
on Amazon - http://amzn.to/dHun1o Tm

* Author of “Workflow Modeling” i
- best-selling book on process modelling & improvement T
- second edition — 2009 (sole author, complete re-write)



http://amzn.to/dHun1o
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w8 Background for this course

Get everyone, even experienced practitioners,
/ on the same page — conventions, terminology, approach.

Organisational,
Cultural Factors

Working With

2 days PLEHLES
Processes

Working With
Business Processes

3 days in-person
5 half-days virtually

Masterclass

Advanced

AL\l Business Process
Techniques \
Learn advanced business process techniques,

including building a process architecture, encouraging
change, and a feature-based process design method.

Notes:
« Advanced courses don't follow a step-by-step methodology — more “tips and techniques.”

That said, the flow of the course mirrors a typical Business Process Change initiative.
« Some exercises, but we'll rely mainly on discussion and sharing of experience/examples
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Organisational,
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1.

2.

3.

Section 1 -
Fundamentals

about business processes

Themes and overview...

Three main themes: And finally... YOU:

Simple techniques, rigorously applied,

help us achieve more in less time.
Communication with and engagement of

the people who do the work.

A holistic not technocratic approach, including
human, social, & organisational factors.

* Name — how should | address you?

* Role /job title and organisation

 Brief description of your work

» Atopic you are especially interested in?
* Please keep your intro under 1 minute

Sections 2 to 6 —
Techniques

« Five things you need to communicate 2. ldentifying true, end-to-end, cross-functional

Business Processes

, L 3. Developing a Process Architecture
* How Business Process fits into a (including an interlude on Concept Modelling)
framework for Business Analysis 4. Seven ways to help people embrace Process Change
» Athree-phase methodology for 5.  Human-oriented process modelling
Business Process Change 6. Afeature-based Process Design method —

transitioning from as-is to to-be
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v Business Processes — what people need to know

. Communicating the fundamentals of Business Processes

S T

Identifying true, end-to-end, cross-functional
Businéss Processes

Developing a Process Architecture
Seven ways to help people embrace Process Change

Human-oriented process modelling

. A feature-based Process Design method —

transitioning from as-is to to-be
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i An executive briefing on Business Processes

Cultural Factors

Assume you are doing a briefing for the executives at an
organisation on the importance of proactively managing
Business Processes. What points will you make?

Key point #1.

Never assume everyone
Ivsa agrees what a
Business Process is...

{"' S‘lt's u' ,v, / e \ l[a'.\‘
\_Spear! £ g ‘J ;
~ EORE I " ... there are a
L AN\ ’v | ey = \ \‘ A 3 .
"y = \ OR s wide range of
wa s JE Pl Y g

opinions!

| It’s
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w8 Key point #2 for the executive briefing

Organisational,
Cultural Factors

Don't preach or oversell —
making the case for BPM may not work as planned

Benefits of BPM — the usual suspects

1. Reduce costs and increase efficiency
(The perennial #1)

2. Improve customer service
3. Increased responsiveness / innovation

4. Regulatory compliance
BUT... why not promote BPM with these claims?

Every other discipline makes the same claims
so nobody believes you anyway.
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L2 Fjve central ideas

Cultural Factors

1. It's essential to have clarity on what a business process really is

2. Existing performance measures are often functionally aligned
and work against business processes

3. Enterprise system implementations must include
a business process perspective

4. Success with business processes depends on taking
a holistic view in which six enablers are considered

5. Business processes can't be great at everything —
a single differentiator or strategic discipline should be chosen
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2.t 1. Confusion — what is a “business process? ”

Cultural Factors

1. ltis essential to have clarity on
what a business process really is

2. Performance measures may be
functionally aligned - work
against business processes

3. Enterprise system
implementations must include a
business process perspective

4. Success with business processes

requires a holistic view in which
Six enablers are considered

5. Abusiness process can't be great
at everything —
a single differentiator must be
chosen

In the early 1990s, Michael Hammer
popularised the focus on business process

Reengineering Work: Don't
Automate, Obliterate

gHamrd Business Review

Toward a more perfect business from ead-to-end |

CHEAPER

BETTER

REEHEIEER

EARPORATION

B — I —
C

FOR
BUSINESS

FORGET WHAT YOU REVOLUTION
KNOW ABOUT HOW BUSINESS SHOULD WORK-
MOST OF IT IS WRONG!

“May el be the bestmiti, most vellressaned business book

ageral ases ince o Seerch Of che yme, s

ar or the man
) o Woek

The 9 Levers for Transforming How Work Gets Done

MICHAEL HAMMER

AND LISA W. HERSHMAN

vl
ccviencr

Introduced core terminology:

* end-to-end, cross-functional, functional silo, ...
e even business process

Still, people and organisations miss the point...
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niitod | esson #1 — Never assume everyone agrees what a "process” is

Organisational,
Cultural Factors

| spend all day writing business
processes, like the process to
Revise Product Brochure Image.

We need some help with our
Product Lifecycle Management

process.

Not a single process — Not an entire process —

it's a family of multiple Z;i:;ér%%? e = it's a procedure providing
business processes e instructions for a single task
(a process area or _(SWI — .standard work
process domain) A whole spectrum of interpretations of process.  instructions)

—

Seek balance —
a “business process”
lies between the extremes

Most people hear process
and think procedure!

The key issues — granularity and orientation
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Taxonomy: a collection of processes vs. a process vs. a procedure

Organisational,
Cultural Factors

A Process Area or Process Domain —

Permissions and Agreements a “family” of related Business Processes:

Issue Product Grant Variance
Approval 1

An end-to-end process — “Grant CSM Program,”
from application to authorisation,
involving many departments, external organisations,

Register
Design

Register

Grant

participants, and procedures.

Business Process Scope Model (TRAC) — pure “what”...

Procedure

CSM (Client Safety
Management) Program

Client Safety
Management Program

Trigger

Grant CSM Program

sults

. A
Business Process: [csm
A sequence or set of activities

ccept

Audit
CSM
Application Program

. Determine Determine
\C/:%rll\;ly & Collect & Collect Iégwf
Equipment Egglspment lcziggssultanon Authorisation

that delivers significant results

main Activities /

for the process’ customer
and other stakeholders

Cases: New, Legacied, etc.

Procedure:

A set of step-by-step work instructions
(a job aid) for a specific task or activity
that will yield identical results every time

‘how” to complete a task...

Procedure — Calculate Unit Registration Fees:
For each Unit:

« Determine Unit Type and Unit Risk Factor;

» Apply Registration Fee from Reg. Fee Table;

 ldentify additional Inspection fees from... 11
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28 For reference — Process vs. Procedure

Cultural Factors

Process:

(or “end to end, cross-functional, Business Process”)

A sequence or set of activities that delivers significant results for the process’ customer
and other stakeholders

» involves multiple participants (actors or roles) Busi process —
. . . . . 'S
and multiple organisation units / functions 3 concept thatl

= may or may not have a defined workflow

= initially break a process into five to seven major activities
(subprocesses, phases, or milestones)

each made up of more granular activities or tasks
each of which might contain one or more documented procedures

Procedure:

A set of work instructions — a job aid — for a specific task or activity that will yield
identical results every time.

» Usually, one person or a small number of persons;
» Usually within a single function or organisational unit;
» a.k.a. Standard Work Instructions (SWI) or Standard Operating Procedure (SOP)

12
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"o A real life (and expensive!) example

Organisational,
Cultural Factors

As part of a massive system implementation, a global manufacturer
identified the business processes that were expected to improve:

Manufacturing Logistics A/R
process process process

Sales
process

Fabrication | Assembly Packaging

process process &
Labeling
process

lithography
process

There were huge differences in Most groups took a very functional
the granularity of the identified (organisational) perspective in
“business processes” identifying their “business processes”

The problem? These aren't processes — they're functions!
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< The “real” business processes were missed

Cultural Factors

Everyone confused “process” and “function.”
None of the actual end-to-end processes
were correctly identified.

Sales Manufacturing Logistics
function function function

Business process: Fulfill Customer Order

L

"‘Business Process ” =
end-to-end, cross-functional, business process.

“Larger” than people think — from initial trigger to final results.
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. Discuss - what are the boundaries of the process?

Cultural Factors

-

O

e2e business process:
Fulfill Customer Order

~

@

Trigger

Result

15
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“ii 1 What are the boundaries of the process?

Cultural Factors

- ™
e2e business process:
Q_’ Fulfill Customer Order @

- Y,
Trigger Result
Order received? No. Order is Shipped? No.
Before that... Order is Received? No.
» Contract is Finalised Order is Received, Tested,
 Price & Schedule are Negotiated and Accepted? Yes.
» Specifications are Confirmed
And before that... Any other results?

. Demand is Signalled. Yes. Yes, for other stakeholders.

Always trace to the earliest trigger,
and to the final results for each stakeholder.
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| build a
Process Scope Model & a

Process Scope Model — “what” first, “who and how” later

ﬁ:ustomea ( Sales w ﬂllanufacturina ﬁogistica (Financew

Process Summary Chart on Tngger: (. .
~100% of Project Recovery Demand is | Cases Fulfill Customer Order
: signaled
assignments - D Finalise||Develo Stage Fabricate Assemble || Package
Q—’ Standing Negotiate| - o Orderp Order || * 5 or &Test || &Label || pojpq || CONleCt
F == ==—==| Order || o I Build |(Material Order Order Order
Replenishment | Terms 00 ul Order Payment
Order || Plan [ Move Order Work in Process (WIP) ]
\_ J
“TRAC” — J AN A AN AN ~
1 — Triggering event or events Results
99 g Customer:

2 — Results: final outputs

* result(s) received by the process' primary customer

* result(s) for other stakeholders
(performers, owner, supplier, regulator, ...)

3 — Activities: 7 +/- 2 phases, milestones, or sub-processes
* aphase achieves a significant intermediate result
* simply ask the participants for ~5 to 7 milestones within the process

4 — Cases

° main variations, e.g. “new order” vs. “standing order”

*  verb — qualifier — noun

5 — Functions or Organisation Units
6 — Actors and responsibilities

7 — Systems, data sources, other mechanisms

Goods received,
tested, & accepted

Owner:

Payment received
Performer:
Commission credited

Industry Association:
Order stats reported

T essence of the process (“what”)
as-is elements of the process,
for clarification (“who and how”)
(6 and 7 not shown)

Always construct a

Process Scope Model & a
Process Summary Chart before
diving into Workflow Modelling /
Swimlane Diagramming

17
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tiv 8 The essential framework

with Strategic,

Organisational,
Cultural Factors

Business Process: o o
* a sequence (or set) of activities (steps and decisions,) ING

+ initiated in response to a triggering event, o
- that achieves a defined result for each process stakeholder utpu
Triggering Event A business process — W Final Results
Q —»| a sequence (or set) of activities >‘
End... (steps and decisions) J toend.

Three types of events:  Important processes are virtually always » Three types of results:
+ Decision-based (action) cross-functional » Aservice
» Time-based (temporal) and involve multiple actors / roles » A good
 Data-based (conditional) » May be a defined sequence, * Information
The earliest triggering event or a more ad hoc set of activities  The final result

« First, identify “what” it includes —

Trigger, Results, Activities, Cases (“TRAC”)
« Later, we add “who and how,”

then map the process flow, if there is one

“What” before diving into the “who and how” 18
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w8 Another Business Process example

Organisational,
Cultural Factors

A regional telecommunications provider (the "Telco") thought they had
three main Business Processes, and efforts to improve them were failing:

Sell h f Implement h f Collect
Offering Offering Payment for
Offering
- J - J - J
Engineerin
The outcome... J J
conflict between functional areas!

%

Sales Finance
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Process Scope Model showed ONE process not THREE

TRAC . . : . : )
Sell & Implement Offering (from need/opportunity to configuration, installation, & collection)
Complete Install
l:vescribe ?Vee‘g';l:ig tj Establish Initia.te Installation Product CoIIe_ct
eed or Service and/or and/or One-time
o tunit Proposal Contract Ord Confi .
pportunity (iterative!) rder on lgura.tlon Cutov_/er Fees
Preparation Service
\_ main Activities Y,
Trlggerln% Event: Cases Results:
Prospect / Customer BU with or without Customer:

expresses need

» Telco (Inside Sales,
Marketing, Sales Rep, ..
recognizes opportunity

Telco Internet, no cabling (our
focus)

* initial installation

* service onl

* product onK/
mixed

Other factors:

« TBD

)

F o

The "token," a Service Order, is changing
state from need/opportunity to
configured, installed, & collected.

The Business Process could be named
"Fulfill Service Order" but the client wanted
to name it "Sell & Implement Offering." \

Product / Service is installed and
operational per original or amended
contract terms
Telco:
» Ongoing source of revenue

in place
* One-time fees collected
Employee:
«  Commission or referral credit
Agent:

Commission

President reports culture change.
"We're all in this together!"

An end-to-end, cross-functional
Business Process is a great lens to
view organisation conflict and
disfunction!

y4v)
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wboo8 Process Summary Chart — my favourite diagram!

Cultural Factors

Customer\ [Sales& b (Finance b KCarriers\ (Network ) (Network\ fOperations\ /Outside
Marketing (including & Engineering Services Plant
Customer Vendors
Support)

Sell & Implement Offering (from need/opportunity to installation/configuration & collection)

Develop & Complete Install
Describe i . Initiate Installation Product Collect
Need or Negotiate Establish Service d/ d/ OZe?:;me
, Proposal Contract andsor , ancsor
Opportunity (iterativel) Order Configuration Cutover Fees
i Preparation Service

D S S} L S A L G A S | G

Process Summary Chart (a.k.a. "Process vs. Function Chart”)
adds “who” at the organisational unit or functional level.

Nothing else clarifies "Process” vs. "Function/Organisation” as well.

Great for putting details of Activities or Functions in context, e.g. ...
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Customer Sales &
Marketing

Roles: Roles:

* Office * Senior.
manager Account
or Owner Execs
(Smaller) o Strategic

* IT (Larger) Rel’nship

* C-level Managers
(CIO, * Account
COO, Rep 1
CFO...) ° InSlde

* Third party Sales Rep
IT vendor
or agent

* Customer
Project
Coord.

Multiple roles by organisation for “Sell & Implement Offering”

Finance
(including

Customer

Order
Writer
Billing
Rep.
Customer
Support
Rep.
Director of
Customer
Support

Receiving
and
Posting
Payments
(what role
does
this?)

Carriers
&

Vendors

Roles:

Port Out
Specialist
(for CS
Record)
CSR/LSR

IT Person

Local
government
“Call before
you dig”
Customer
Project Co-
ord (int/ext
consultants
or phone
vendors)

Network Network Operations Outside
Engineering Services Plant

Roles: Roles: Roles: Roles:

* System * BU Tech * Sales * Drop Crew
Admins (survey) Engineer e Lineman
(assign IP) e Switching * CLEC (not

Specialist Technician usually)
(NS Spec) ¢ Material * Engineering
* Network Manager Supervisor
Services o Materials ¢ Outside
Coord / Specialist Records
Provisioner , Project Specialist
Manager
* Customer
Training &
Support
* Install
Supervisor

It was a shock to senior leadership to
see how many roles were involved,

often overlapping or unnecessarily 29
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o8 Many benefits to starting with a Process Scope Model

Cultural Factors

Why start with a Process Scope Model? O [ ) 1[I ]]<:8

Function 1 Function 2 | | Function 3 | | Function 4

U U u g

« People see themselves as part of something larger
and more important than their own job, department, systems, ...

Then a Process Summary Chart?

« Without this, issues and objectives will be seen in functional
(organisational) terms

 Actual client comments — The focus on what...
* adds clarity and critical thinking.

* highlights how far removed the “as-is”
is from “what” we're trying to do.

« avoids the tension that comes with “who and how,”
which is personal (it depersonalises in a good way

23



WWBP-MC -

‘i Naming conventions will make life easier

1. The process name must indicate the expected result S
* Name potential process in “verb — noun” format Customer

» Restate that name as a result (“noun is verbed”)

» Ensure this is the intended result of the process:
discrete, so results are identifiable & countable

Organisational,
Cultural Factors

Customer
is

} Onboarded
* No mushy verbs: manage, Manage
monitor, administer, handle, Rengwals

Renew
Policy

track, support, maintain, etc.

» Active verbs only: Evaluate Prospect, é
Onboard Customer, Fill Customer Order, Renewals
Resolve Customer Issue, ... are

Managed

» Applies to business processes,
phases (subprocesses,) activities, steps, ...

\ . Handle Issue
2. Name process from customer's perspective Appiication Permit
(what do they want from the process?)

: : Staff Assign
3. Name process in the singular Organisation Worker




WWBP-MC —

== An example from higher education

Cultural Factors

As part of a strategic initiative to address falling graduation rates,
a university took a process-based approach to determine why
they were failing to admit the most promising candidates...

The “processes” that were initially identified...

. Financial
Recruiting Admissions Aid
Student
—
Housing Assessment
Are these good business processes?

NQO! Each of these is a department or function.
We convened a facilitated session to determine the "real” process

25
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"o Rename, reduce, refine, and sequence

Organisational,
Cultural Factors

)
Financial Student
Recruiting Admissions Aid Employment
Registration
——
Orientation pward
P N o ‘Student Assessment
Financial Aid

Recruit Complete Admit Register

Prospect Application | | Student Student
L ) in

Classes

Complete

£ P Ir/e- , Grant Assess
nrolimen Student Applicant
Requirements Housing
Sequenced:
4 . )
Admit and Onboard a Student
Award Grant Complete Register
Recruit Complete Assess Admit Student Pre- Student
S . . ) Student .
Prospect || Application Applicant Student || Financial Housi Enrollment in
. ousing ;
Aid Requirements Classes
O 2/

—

Token: A student,
from prospect to registered

\J
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WAVAWAW® L ® =

Triggers The process major Activities  Results
(or phases, milestones,

subprocesses...)
A\

/\

B

: Focus is on “what, not who or how.”
More detailed :
activities Note the high-tech tools.
Very iterative, but only 90 minutes! 27
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tiie The cleaned-up “Process Scope Model”

Cultural Factors

a Recruit, Admit, and Onboard Student h

Award Complete Register
©_> Recruit Complete Assess Admit Financial Grant Pre- Student
Prospect || Application Applicant Student Aid Housing Enrollment in

Requirements Classes

- J
Triggering Events: Cases: Final Results:
» Dept. targets prospect * In-state undergrad “Up and running,”
« Suspect is identified or purchased + Out-of-state undergrad ready to attend classes:
+ Prospect self-identifies . .. * Student is:
» ACT scores come in * admitted
« Prospect applies * oriented
. ... * registered
 Tuition is collected
TRAC — « Student accommodation
is arranged
« Trigger « Financial aid is granted
«  Results EmoyTent s

» Activities (~5-7 phases or milestones)

« Cases (major Variants)
28
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i The cleaned-up “Augmented Scope Model”

Organisational,
Cultural Factors

f Recruit, Admit, and Onboard a Student h

Complete Register

Q’ Recruit Complete Assess Admit Fﬁgzgcijal Grant Pre- Student
Prospect || Application Applicant Student Aid Housing Enrollment in

Requirements Classes

N /
* |dentify * Collect * Confirm * Make *Receive  +Provide < Confirm * I[dentify
Suspects  App Fee Application admit/ FAFSA Housing  Other Courses
*Qualify  «Initiate + Evaluate ggg‘é’ s/s « Assess Req'ts '(R:/?gau"'s%ngfs”ts « Create
Prospects Appl|gat|on Apphcatlon decision Need . . ﬁggﬁggtion insur:ance, ’ g!:ahsesdule
*Engage - Submit * Verify « Notif * Determine . writing, ...) : Who: Registration Assistant
Prospect Application Req'ts St dy t Aid * Provide | Reqist * Register »| What: Register Classes
. . . udent Alternative$ R€gISter Classes " S
etc. etc. etc. etc. Orientation How: via Workday SRS
* Complete . etc . etc
Integrated ' » Complete '
Assessment Orientation
* efc. * efc.

Typically, 5 — 7 activities identified within each major activity.
Initially just “what” (verb — noun) — later, add “who and how,”
e.q., Registration Assistant (who) Register Classes (what) via Workday SRS (how)

Identifying the functional area responsible for each activity revealed the
process was massively cross-functional...
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nteas Process Summary Chart shows an astonishingly cross-functional process

Organisational,
Cultural Factors

S == ‘sﬂ :Vmwl‘a\,?wgf'gvﬁvm\ mvmwlgﬂ (=)= =)
S|l=2l S IS = = 3|l © SOl &
SE|s|&]|e||T|<|3||S]l&] Slellellsllxll2] 2
< (| 2 8 o) Sio|l S Sl SllallEllall=] s

< R o 8 < o S < = Y] (%) v 9 S

« S8 ol &l SIS S| 8T

2 Sl s 8l S| E| 5

S
4 ] ] )
Recruit, Admit, and Onboard a Student
Award Complete Register
Recruit Complete Assess Admit Ei wara / Grant Pre- Student - d
Prospect Application Applicant Student /nzqgla Housing Enrollment in Sa|

! Requirements Classes eXeCS . no

S ) Omtfth.ﬁ There 800

UUUUuUUuUIUIU the P n\"”tmﬁp $50,
. . . 1O

Without explicitly addressing the end-to-end process: “Geed to b_UrenSS cas®

« almost no chance the student experience is positive noen a buS‘n

 very frustrating for the people doing the work
« almost no chance the university is going to meet its goals

Two key points:

1. Functions are doing their best to optimise their activities

2. A multitude of dis-integrated systems and data sources are being used

30
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2. A common obstacle — misaligned performance measures

A Process Manufacturing Logistics Accounts
Summary Receivable
Chart

: . Process goal:
Process: Fulfill Order Responsiveness by providing the

Shortest order-to-cash cycle time

d

Negotiate § Finalise & Stage Fabricate | |[Assemble &| | Package & . Collect

Order Book Develop Order | o o [ Order ] [Test Order] [Label Order] Deliver | oy

Build Plan . Order
Terms Order Material ) Payment
\ [ Move Order Work in Process (WIP) ] /
I I I
/ " N '
Late-quarter sales High and steady Lower No ‘“unprocessed”
1. Itis essential to have clarity on what a machine utilisation Shipping costs  receivables at week-end

business process really is

2. Performance measures may be functionally aligned
and work against business processes

3. Enterprise system implementations must include a
business process perspective Discuss —

4. Success with business processes requires a What are the likely impacts of these performance goals?

holistic view in which six enablers are considered ) . . o
5. Abusiness process can't be great at everything — What will the different functions do to meet the targets:

a single differentiator must be chosen

But... performance measures were established functionally,
before awareness of the end-to-end process

31
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Misaligned performance measures

Manufacturing Logistics Accounts
Receivable

: . Process goal:
Process: Fulfill Order Responsiveness by providing the

Shortest order-to-cash cycle time

Negotiate § Finalise & Stage Fabricate | |Assemble & Package & Collect
Order Book De;sillc:jppcl);:er Order [ Order ] [ Test Order Label Order [grl dver Order
Terms Order Material Payment

\ [ Move Order Work in Process (WIP)

N — N /

Late-quarter High and steady Lower No “unprocessed”
sales machine utilisation Shipping costs receivables at week-end
Hold orders until Use the backlog of = Batch the shipments, Release unresolved
last two weeks orders to smooth the use lower cost invoices knowing they
of the quarter peaks and valleys (less reliable) carriers  would be sent back

Poor performance because each function was
working hard to meet uncoordinated, functional targets 32
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triggering
event

This doesn't mean functions are bad!

Manufacturing

Logistics Accounts
Receivable

Process: Fulfill order

final
results

Process

as a whole

* End-to-end business processes deliver
essential results by aligning the work
of multiple functions

* Must be identified and managed

Ultimately, business processes are all about alignment

* A centre of expertise — cylinder of excellence —
an efficient way to provide resources
across multiple processes

» Specialised skills, knowledge, tools

* Organisational design usually based
on functional specialties

» We prefer not to use the somewhat
negative term “functional silos”

33
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.28 Processes and functions — three key points

Cultural Factors
Regulatory Has an owner!
Agency /\
PA

Customer Finance Back Operations
Office

Issue Operating Permit >

* The first step in managing processes is to
determine what they are — they don't identify themselves

= Performance goals for the functions must align with (or be
balanced against) the performance goals of the process

= Processes need an owner / steward to set direction,
ensure alignment, and resolve conflict

Needs an
owner!

It takes concerted effort — nothing happens by accident
34
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Aligning Process
with Strategic,
Organisational,

Cultural Factors

. It is essential to have clarity on

what a business process really is

Performance measures may be
functionally aligned - work
against business processes

implementations must include a
business process perspective

. Enterprise system ]

Success with business processes
requires a holistic view in which
Six enablers are considered

A business process can't be great
at everything —

a single differentiator must be
chosen

3 — Processes and information systems

“Success with SAP Implementation”
Study by the late Michael Hammer, “godfather of BPR”

THEMO: U|ENT L\l W) IKI 15 BESISLLLL Toward 2 more perfect husiness from end-to-e M‘

VOGN  FASTER
EH‘RP[IRN CHEAPER
BETTER

%lgﬂHﬂE% Itl:ﬂmw&{{ MICHAEL HAMMER

AND LISA W HERSHMAN

Observed that success of SAP implementations
varied wildly

Worked with 80 companies to assess their
degree of success with SAP implementation

35
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&% Success with SAP implementation

Cultural Factors

Hammer plotted the number of companies for each “success” ranking

Number of enterprises

1 3 | 8 10
Success (ROI, etc.) ranked from 1 - 10

36
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Hammer not sure what the outcome would be

Number of enterprises

»

Expected a
Skewed normal Skewed
pessimistically distribution... optimistically

Really
pessimistic

3 | 8
Success (ROI, etc.) ranked from 1 - 10

37
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The surprising result

Number of enterprises

Losers Winners

IT focus, Process first,
Functional

orientation

IT secondary

3 | 8
Success (ROI, etc.) ranked from 1 - 10

38



WWBP-MC —

igning Process

=% Returning to an earlier example

Cultural Factors

Global manufacturer implementing SAP

Four primary modules:
— Sales
— Manufacturing
— Logistics
— Finance

Determined to do it right:
“This will be a process-oriented
implementation!”

39
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Impact of confusing function and process

Implementing SAP without clarity on “process ”:

Sales Manufacturing Logistics AR N
111 ”
“Orocess” brocess “process” ‘process”

Sales il Manurg Logistics | divi | IEAEEEEUS
module il  module module g Receivable
module
I X

Conflicts: timing, coding, terminology, data formats, performance targets, ...

v

SAP re-implemented in a process-driven configuration:

Sales function | | Manufacturing Logistics AR
function function function

end-to-end process: Fulfill Customer Order
Sales Manufg Logistics AR
module module module module
X >
[ [ I I 1

Same software, radically different outcomes
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igning Process

o8 Staying “right” in an “entropic” environment

Cultural Factors

X

There will always be a pull back towards functional comfort
* ongoing management of the process is critical!
» all enablers must be addressed for a sustainable process

41
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1. ltis essential to have clarity
on what a business process
really is

2. Performance measures may
be functionally aligned - work
against business processes

3. Enterprise system
implementations must include
a business process
perspective

4. Success with business
processes requires a
holistic view in which six
enablers are considered

5. Abusiness process can't be
great at everything —

a single differentiator must be
chosen

Enabler — A factor that
can be adjusted to impact
process performance.

4. A holistic view for process analysis and design

Business mission, strategy,
goals, & objectives

Culture, core competencies,
& management style

1 supports 1 aligns with
Business Process ]
enables enables enables enables enables enables
Business Human . . Facilities
Process Technology & Resources & Po’gc;es & (or, Data / Info /
Design ormaton Organisation RO (| Conrinicatons
(Workflow) Systems Documents, ...)’
* Roles * Applications < Assessment < Recruitment < Constraining < Workplace
* Steps & * Data and incentives & selection or enforced by layout
decisions s Information  * “Reward and - Skills the process * The 40% office
* Flow - * Integration punishment” < Role design  * External * Remote hubs
sequence and ¢ Devices and -« Implicit and * Organisation  (laws / regs) ors Equipment
handoffs platforms explicit design internal (real / - Fixtures and
» Who does what * Process KPIs « Assignment "anecdotal")  furnishings
when vS. of roles in Assess the process by each
Function KPIs  processes enabler — one at a time —

The usual suspects!

after as-is modelling.



WWBP-MC —
Aligning Process

o8 We model the as-is process to support assessment by enabler

Cultural Factors

As-is modelling maps reality — who, does what, when.

I
Sd-Nsl=

This supports a fact-based assessment of the as-is process by enabler.

Process Workflow | Information Motivation & Human Resources | Policies & Rules: Facilities
Design: Systems & Measurement: & Organisation: What policies or (or other):

Is each step adding | Technology: How is the Are roles suitably rules , whether Are the layout &
value, placed at the Are the process, performance of the broad, are internal or external, | furnishings optimal
right point in the the steps, and the steps, the actors, the | organisations constrain or are or do they impede

process, sequential actors supported by | participating designed properly, enforced by the the process? (Many
or parallel as the right systems functions, and the and are roles & skills | process, and what clients instead use
appropriate, and technology? process measured, deployed well into is their impact? this enabler to
performed by the and what are the the process? consider data, info,
best role, etc.? consequences? and knowledge.)
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10w b. Process goals: know your “differentiator™

Cultural Factors

1.

It is essential to have clarity on Great processes don't try to be all things to all people —

what a business process really is strive to be great at one differentiator, and good at the other two...
Performance measures may be
functionally aligned - work against
business processes

Consistent, predictable, error-free,

O LEUEUEIRN  and efficient (or safe)
IS — - — - — — — — — — — — — — —.

3. Enterprise system implementations M ficient
must include a business process bLZ‘,}ee\seS If% i?b’le in changing
erspective ; . )
4 gucfess with business processes direction or meeting needs of
requires a holistic view in which six individual customers.
enablers are considered
5. Abusiness process can't be great |  Continuous and rapid Tailors product or service
at everything — a single introduction of new Pr OdUCt_ Cus_tomer delivery to the processes of
differentiator must be chosen products and services, Leadership Intimacy individual customers.
or changes to the mix ————— el e e e - -
As noted, this is one of the things ~ — -~ ~-=- === = =- The oriai : More flexible
. : ginal reference: !
| do on ~100% of Project Recovery for adaptin /V’t%r ’97 ;’eegéb(/)e]c The Discipline of Market Leaders for adapting to needs of
assignments - plung gy Michael Treacy and Fred Wiersma individual customers,
1. Build Process Scope Model & new orrerings, Addison-Wesley 1995 but less efficient.
Process Summary Chart but less efficient.
2. Develop Case for Action — an
As-Is Azsessment by Stakeholder | 1- Concept developed for the entire enterprise, but great for individual process areas —
[ 3. Establish the Differentiator ] a “signpost” for decisions on process changes.
4. (Optionally conduct an 2. Processes in an enterprise do not all have the same differentiator.
As-Is Assessment by Enabler) 3. The Process Differentiator can change over time — slowly! 44
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oo Example: “differentiator confusion”

Cultural Factors

Getting it wrong can be expensive...
* |[nsurance company recruits CEO from high tech industry
= New CEO decides “innovation is everything” —

$100M spent on

process redesign and system development
in support of “innovative car insurance products” —

Product Leadership New CEO:

» Total failure — customers wanted affordable, Product
easy to understand, easy to buy insurance —
Operational Excellence (Op Ex)

Leadership

Customer base:

Operational

Excellence

N\

Customer
Intimacy

45
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Three common differentiator problems

1. Focus on the wrong differentiator — customer alienation

2. No differentiator or trying to excel at multiple differentiators —

stressed workforce and lower performance Stuck in the
* Operational excellence — “We must be the low-cost provider!” Bermuda Triangle

® Customer focused — “We must do what it takes for each client!

3. Conflicting differentiators within functions of a process — lower performance

Engineering Finance

End-to-end business process —
“Engineer and Fabricate to Order”

Custome/ Product \ Operational T
Excellence

Intimacy Leadership

46
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Framework Layer

Business
Objectives

Technique sample

The university is initiating the “Strategic Enroliment”
program to raise Student graduation rates in part by
ensuring Classes are available for Student

registration when needed.

Business Process — part of the Clariteq framework for Business Analysis

What it covers

Project Charter: documents the
rationale, objectives, scope, and
success measures for the project

\
seQUenGe .

This \S not®

Business
Process

Registrar's gmzfnatte Attach Reg
Office Summary flz;\rNﬂ;rE;nd
Report
Check Re: -
Department 9 Register
Request for Student i
Advisor data udent in

Class
changes

Process Model: shows “what” in a
Scope Model, then “who & how” in a
Workflow Model — the steps done by
the actors in the process

Business Process:
gives great context
for Business Analysis

Presentation
Services
(user interface)

Business
Services
(rules & logic)

Data Mgmt.
Services
(databases)

Only four types of models vs. 14 in the UML! (Unified Modelling Language)

When advisor enters five
characters of Last Name

Then System lists matching Students

When advisor selects list item

When advisor etc.

Input Message:
Student Number
Course ID

Class ID

Then System displays expanded Student
view with needed Classes

Register Student in Class

Verify Student Status
Verify Student pre-reqs
Confirm Class availability

Create Registrat

Output Message:
Results

ion

Student registers
Number in

Name
GPA

Course

Department
Number

Instructor
ID

offering of

Class

Dates

Times
Locations

assigned| Name
to| Rating Code

Use Case: describes how an actor
would like to interact with a system to
obtain a service, typically to complete Use Cases and

step in a process Services:
_____________________________ where we capture

Service Specification: describes Functional

a service — a package of rules and Requirements

logic — that is triggered to complete or

respond to a business event

Concept Model: depicts

the things and the facts about things Concept Model:

the organisation needs to record; a great platform

the things (the entities) are what
processes and solutions act on.

for Business Analysis

47
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Lo Key point! Everything relies on the concept model

Cultural Factors

The university is initiating the “Strategic Enroliment” A_” use the Ianguage and ConStraintS Of

Business progrs_:lm to raise Stdentgraduation rates in part by the Concept Model (the “thing model” —
Objectives ensun available for Student . " .
registration when needed. the ultimate “what
Registrar's [g Atach Reg Use Cases/User Stories:
. Office Summary Request and
Business Repor s - Who (Actors) needs
Process Department e ) (o) access to the Services,
Advisor doa Coss \ and how (Platform)?
Whenadwsorentersﬂve/ """"""""""""
F h 1 f Last N
Presentat|0n raeme = Then System lists matching Students USG Case [
: . Veerb-Noun pairs:
SerVICGS When advisor selects list item Then System di d Student aCtor + service + platform: - The Services (event_
(User interface) ) view with neefed Classes ) Advisor Register Student
_ e——— e ... |.inClassviaSRS._________ /. handlers) that are at
S . _ _ 7 the heart of a Service
© [ Business S e Service Oriented Architecture.
= [l Services Stdentnumoer | Loty Suudentprereqs | oCblg omete verb + noun ( + noun): - Also "building blocks"
£ J (ules & logic) Cis e Register of Business Processes
__________________________________________________________________ |_| _StudentinClass ________|_
Course
Department nstructor . M . o
g::si CI\/Iegmt. ... L = ( Entity (‘thing”) ,L\
Name offering of ass! ne;O Rating Code noun: .
(databases) s <_§;;;,5 Class ~ The core Nouns in
\\ // your enterprise.

Also known as
Bonus — great starting point to discover your Business Objects.

Events/Services and Use Cases/User Stories 48
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Another key point! Different levels of detail for different purposes

: . . . Mode's
\ Different models and levels of detail for different audiences and purposes. \ ot nd D2
(\GE=2
1o Us® Cases‘se
105 ()
Scope — NSO app\®

for Planning

Process Landscape (optional):

Permissions and Agreements
Issue Product
Approval
v

Issue Renew
] = O i

Permit

Register Renew
Procedure > Client Safety
Program

Process Scope Model:
Tngger: J
- New
- Grandfathered
ip Change

Process Summary Chart:

Grant CSM Program Cliont

Program || E Fees ) Feee Agency
o c (. Safety
Service ' Management | | Operations

Main Acthviti
Finam:ew
Grant Client Safety Management Program

Accept Audit Vorify Detearina & Detormine & ' 100,y
Collect Collect

csM csm CcsM g | P ® csm

Application || Program Equipment F:;: . poithy Authorisation

tion
b b\ D\ B/ & B/ - \8 J

D:slon

Permit

Rosults:

Phases, or Subp.

Boxes

Concept —
for Understanding

» Augmented Scope Model showing next
level activities: who - what - how

» “Business-friendly” (just boxes & lines)
flow models to maximise communication
and participation

» Two levels — Handoff and Service

Boxes & Lines

Detail —
for Specification
« Detail for technical design,
perhaps using full BPMN

® - Aere oo
e

&

O O P S
- S s

= 1O

ey Samce semcer

A e 1 Sere Detveny

£ |5bu 2 N o S |7 Soem et e
B |§ Qo _.9"[ % umg:}
g

]

[ seve macroge
e | (] L)
§ B G et J=

etc.

Boxes, Lines,
& MANY Symbols 49
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Specifics on progressive detail for all techniques

Organisational,
Cultural Factors

Clariteq framework for analysis and architecture

Business
Objectives

Project Charter: primarily “Scope” level - may evolve

Concept

As-is (and later, to-be)
Workflow Models for the
process’ main variations
(cases) to the Handoff
level.

Process Landscape
showing target and
related processes,
Process Scope Model,
initial assessment and

As-is Workflow Models to
the appropriate detail, and
to the Service level for to-
be. Optionally, document
procedures for manual to-
be steps.

Use Case dialogs in
“when-then” format,
annotated, and including
alternate sequences.
Optionally, Use Case
Scenarios.

Business
Process

Process

Modelling

List of the main Use
Cases in the form: Actor
+ Service + (optionally)
Technology / Platform
(named only.)

Initial Use Case
Modelling (goal,
stakeholder interests, use
case abstract) for each
Use Case. May include
initial dialogs.

Presentation
Services

List of main
Business Services
(named only.)

Initial Service
description - result,
main actions, cross-
referenced to Concept
Model

Each service fully
documented, including
input/output messages,
validation, business rules,
and data updates to the
attribute level.

Business
Services

Service
Specification

Application

Contextual Model

Data
Management
Services

(optional) and a glossary
defining the main entities
and other important
terms.

Plan

Concept Model (Business}

Object Model or
Conceptual Data Model)
with main entities,
relationships, attributes,

and rules.
Understand Y,

Specify

Fully normalised Logical
Data Model with all
attributes fully defined
and documented.

Concept

Modelling

The "Agile Zone"
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Cultural Factors

G Ii\\
oal or
issue, not |

\_ rigorously S

]wg/

Perform more
detailed as-is
process analysis:
- Augmented

Complete final
as-is process
assessment by
enabler, and
generate to-be

Scope Model
- Optionally,
draw workflow

Customer M * Process
/ . * Performers _D—‘Dw
Sy » Owner
[ ) *others... LD—LD *HR
R ot P&R
M::DD[:]DD — *Fac. or...

improvement

* Develop as-is models:

- = Augmented Scope Model -
add ~5 — 7 more detailed

« ID processes & draw Process Landscape
(Optional — only if you have a large scope)
« ID Trigger, Results, main Activities, Cases
(TRAC) & draw Process Scope Model —
focus on what, no reference to who or how
* ID involved functions & mechanisms (who
and how) & draw Process Summary Chart
» Conduct stakeholder-based assessment

process behaviour

Activities for each main Activity
* (Optional) as-is Workflow Models —
only enough detail to understand

» Conduct enabler-based assessment
and identify potential improvements

Our three-phase methodology — proven, practical, & agile

9 Understand the As-Is Process 9

Design the To-Be Process

Assess each
to-be feature

by enabler to
determine
changes to make
it sustainable

Refine to-be
improvement
ideas, determine
5-10 key
features of the
to-be process

; Re-think!

* Select key
to-be Features

* Assess each key
Feature by enabler

* |dentify and sequence
essential activities

* Develop to-be
Workflow Models
depicting the future
who and how

* ...0n to requirements
definition and
implementation

Design to-be

process:

1 - essential
activities first

2 - "who & how"

3 - transport &
protocol

.
3

L)

51
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“ii 1 Five key points plus a BA framework plus a methodology

Organisational,
Model-driven

Cultural Factors

framework

Cross-functional process Cross-functional process

- Process
Modelling
Processes: N 7N
“large” and X-functional s Misaligned measures

Use Cases

Operational

Excellence :
Business mission, Culture, core competencies, Se rvice
strategy, goals, & objectives and management style S peCI fl ca tl on
[ Business Process ] X
1 7 T 1 7 System success
w , - . . Product Customer Concept /
orkflow Information Motivation & Human Policies Facilities
Design Systems Measurement Resources and Rules (or other) Leadership Intimacy Data
. . Modelling
Holistic method Differentiator
P a n d a p r O Ven plete init Complete final Refine to-be Assess each 1 -
Ssdor / -i -i improvement to-be feature :
: \ is: ideas, determine by enabler to - essential
Me thOdOIOg y 655'“@' ot <‘ - Augmented A 5-10 key determine activities first
Hgofously - Scope Model - features of the changes to make - "who & how"

i \ &
W‘C‘je\c'ﬂjdi Y s - Optionally, 1 to-be process it sustainable - transport &
draw workflow [ protocol 5 2
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weid Identifying and Scoping Business Processes

1.

Communicating the fundamentals of Business Processes

. Identifying true, end-to-end, cross- funchonal]

Business Processes

S T

Developing a Process Architecture
Seven ways to help people embrace Process Change

Human-oriented process modelling

. A feature-based Process Design method —

transitioning from as-is to to-be
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"o [dentify & scope process(es)

Cultural Factors

Reﬂne to-be
o e
= Elicy) - Augmented , 5-10 key
(R \ Scope Model g features of the
A ch'f'eg 4 - Optionally, i to-be process
- draw workflow [
\ )
Clarify scope | used to dive in here...
and context ... lots of issues!
J

Process Landscape: Permissions and Agreements

Grant Variance

Issue Product
Approval

Register
Design

Register
Procedure

Grant
CSM (Client Safety
Management) Program

Renew
Client Safety
Management Program

Understand the As-Is Process Design the To-Be Process

Assess each Design to-be
to-be feature process:

by enabler to - essential
determine activities first
changes to make - "who & how"

it sustainable - transport &

protocol

Whether it’s a new initiative or “project recovery,” always:

* Develop a Process Scope Model

O——UJUuU

O

* Develop a Process Summary Chart

Function 1 Function 2 | | Function 3 | | Function 4

Cross-functional Business Process

You might start at a higher level, with a Process Landscape —
a decomposition of a business area into a family of individual business processes

54
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i Process discovery example

Organisational,
Cultural Factors

A bank believed they had identified the 12 business processes in their
Commercial Loans Management area, including these 7:

Loan Booking
Servicing
Solicitation _ P
Business Qualification Payment
Development Processing
Syndication

Discuss:
* What is wrong with the names of these processes?
« Can you think of any questions to help improve these process hames?
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L. Bottom-up process discovery — example

Organisational,
Cultural Factors

Loan
- Booking . « . )
Solicitati SCllial Dubious “business processes”
olicitation Business Qualification
| Development Payme_nt
Syndication Processing
Always use
o H ) . S
active verb — noun” naming or - Solicit... Solicit Solicit
. “ ” olici neer hat?
with no “who and how what: Prospect Loan Payment

Client then identified recognisable activities, each producing an essential result (easy!)

] a Customer
Solicit |dentify Sook Settle is registered
Prospect 00 Loan ,
Accept PRy Loan Fund CReflster
ustomer P
Let's pUt these Aprl)-lci):ar'lion [ HEEEEE -oan [I)DI:;[/:;beurfte
in sequence, then Receive . Lloan Solicit Qualify
. ication Prospect
use TRAC to determine Payment | Appiica Prospect P
L

Business Processes.
This was done in-person with Post-its and flipcharts

but tools like Lucidchart and Miro work well virtually 56
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Summary — sequence activities

Organisational,
Cultural Factors

Not usually linear — parallel chains are typical

Identify Qualify Solicit Register Rig?:e ALssaers]s Fund Book Solicit Receive Distribute Settle
Prospect Prospect Prospect Customer L. L. Loan Loan Payment Payment Payment Loan
Application Application
Now we’ll use my “TRAC”
4 framework for
business processes —
« Trigger
* Results
Solicit | Book || settle . * Activities
The clients arranged the Payment || ldentify| 1 oan || 7 o, Register « Cases
s . Prospect Fund |Customer
activities in sequence: Accept I L”“
oan
- easy-’ A Llc.)arl. Assess Solicit Distribute
- a learning experience! pplication Loan | Prospect Payment
Application Qualify
Receive Prospect
Payment

57



WWBP-MC —
Aligning Process
with Strategic,
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Summary — use TRAC to discover business process boundaries

A Customer seeks Time for Zero balance
. . _ loan financing repayment installment (conditional
? Various... (they struggled with this one) ',lf"-vl (decision event) (temporal event) event)
1:1 1:1 1:1 ™ 1:1 1:1 N 111 1:1 ™
Identify Qualify Solicit Register Receive Assess Fund Book Solicit Receive Distribute Settle
=P =P Loan = Loan =
Prospect Prospect Prospect Customer L. L. Loan Loan Payment Payment Payment Loan
Application Application
Acquire Customer ' Grant Loan r Collect Payment Settle
( ) ( ) ( ) Loan ( )
_ Custome}: Custon’;er: Bank: Customer:
It appears we have discovered an Account that enables Loan funds available Loan payment release of
four business processes, each with: business with the bank The Bank: received & Loan
Trigger The Bank: a performing asset (Loan) distributed liability
Results a new Customer (an asset) Syndication Partners: Syndication The Bank &
Activities Bucs(;rrrnersnsi i?::/srirgietnt: a share of the Loan Partners: Syndicat/:on
(Cases later) _ _ _ Loan Payment Partnfr,f' g
1. ID where a final Result of value is delivered to received Eomp ete
) o oan
one or more (usually at least two) stakeholders — “happiness points Regulator:
2. Identify points where a Triggering event (decision, time, condition) beyond the Loan
Y . . . ers completion
organisation’s control is required before activities can proceed otice
3. Identify “cardinality” of connections between Activities (1:1, 1:M, M:1)
4. Identify “tokens” flowing through the activities
58

5. Name business processes with active verbs and nouns (usually the tokens)
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Four end-to-end business processes, objectively demonstrated

Organisational,
Cultural Factors

Zero balance

Customer seeks Time for
‘ loan financing repayment installment (conditional
Various... (decision event) (temporal event) event)
( . N\ ( N ( N
Acquire Customer Grant Loan Collect Payment Settle
Loan
Identify Qualify Solicit Register Receive Assess Fund Book Solicit Receive Distribute Settle
Loan Loan
Prospect Prospect Prospect Customer L. L. Loan Loan Payment Payment Payment Loan
Application Application
\_ ) U J J L )
Customer: Customer: . Customer:
) Bank:
an Account that enables Loan funds available Loan payment release of
business with the bank The Bank: : Loan
] received &
The Bank: a performing asset (Loan) distributed liability
a new Customer (an asset) Syndication Partners: Syndication The Bank &
Business Development: a share of the Loan Partners: Syndication
Commission credit Loan Payment Partners:
received completed
Loan
Regulator:
Loan
completion

notice 59
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nitl8 Six guidelines for well-formed processes, two clients really appreciate

Organisational,
Cultural Factors

ol A

Ul

e
ke

Ir =

“Active verb — noun” naming that indicates primary result
Triggered by an event (decision, time, data) outside process’ control
At the end are results that makes one or more stakeholders happy

In between are ~5 to 7 major Activities (phases, milestones, subprocesses, ...)

Activities linked 1:1 are probably part of the same process;
a 1:M or M:1 connection between activities is probably a boundary

|
|
|
J

6., The same token moves through the whole process,
| changing state, e.g. a Loan, from applied to booked;
|

CP _ ! there will be a change of token across a process boundary

Acquire Customer O—'

Grant Loan

Loan

Book
Loan

-
0 0 . Accept Assess .
Identify~J1:1 Qualify L1l solicit 101 egister 1:M Loa: ‘m 11l fyng m’
Prospect Prospec rospect Customer : Application o e o oar
) _

—O

change

a Customer,

from prospect to registered

token:
aloan,
from applied to booked

change
of token

Clear, objective guidelines — science, not just opinion
Client had faith these were their business processes

) O-’ Collect Payment |

Solicit  [1:1

Loan Etc. —Ml

Payment

token:
a Payment,
from solicited
to distributed

O—> Settle Loan

change ()
aloan,

from

zero balance
to notified

60
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el Doing this virtually with a tool like Lucidchart...

Cultural Factors

various: Action: Temporal: Conditional:
unsure what Customer Time to Loan Balance
the triggering decides to collect Loan is zero.
Triggering event was seek Loan. Payment.
Events -
three kinds
O Action: Identify 11 Qualify 1 ooicit (1L Register Receive 1:1 Assess 11 Fund 11 Book Solicit 1:1  Receive 1:1 Distribute Settle
(or Decision-based) = Prospect | Prospect ~° Prospect ~ Customer @ Loah =—> Lo&h > ioan’ ™| Loan Loan =~ Loan = Loan @ Loan
Application Application Payment Payment Payment
G Temporal: — — — e — - — —
(or Time-based) - > -
Token: a Customer, Token: a Loan, Token: a Loan Payment, Token: a Loan,
@ Conditional: from Prospect to Registered from Applied to Booked from Solicited to Distributed from Zero
(or Data-based) Balance to
Customer: Customer: Notified Customer:
Final Results an Account Loan funds Bank: releas_e o.f.
(happiness points) enabling business available Voan Loan liability
Activities - with the bank Bank: and removal
Stakeholder: civities ; : Payment :

' active verb + noun! Bank a performing ol of Liens
result : a new Customer asset (Loan) S Bank and
Stakeholder: : D0 distributed AR

Business Syndication Syndication Syndication
result . Development: partners: partners: partners:
Stakeholder: Commission credit a share of the L : completed
result garl

Loan Loan
Payment Rasilais
received eguialor.
Loan
completion
notice

61
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4e¢ Correspondence to the Concept Model

Cultural Factors

Customer
Acquire
Customer
Tis
1:M | granted
IS
granted to
\
Loan
Grant
Loan
Tis
1:M repaid via
repays
Y i
Loan
Collect Payment

Payment

The nouns in your verb-noun Process name are
most often the Entities in your Concept Model, and
each will usually have one primary Process

The relative number of Process instances
(e.g., 1:M or M:1) align with relationship cardinality

This does not mean there is only one Process per
Entity

Assess Customer Performance
Retire Customer

Merge Loans

Write Off Loan
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Aligning Process
Lo What next?

Cultural Factors

/ Commercial Loans Management \ f\Process L_andscape for the Proce:”ss Area
Commercial Loans Management

Cplﬁs:\ir showing its four Business Processes.
T More were added later.
/  Grant ) [ Collect } { Settle This is the beginning of the
Slmpllfy uupn \\ Loan ) Payment Loan b Process Architecture.
Various...
( R N\ [ N ( N [
Acquire Customer Grant Loan Collect Payment Settle
Loan
Identify Qualify Solicit Register Ri(c;:r\]/e ALssaers]s Fund Book Solicit Receive Distribute Settle
Prospect Prospect Prospect Customer L. L. Loan Loan Payment Payment Payment Loan
Application Application
(. \\ VAN J \
é) Refine “down” A Process Scope Model for “Acquire Customer”
( R )
Customer: an account... AR CLETEanEs
The bank: a new Customer... O—» Capture Pf‘szetsesct Pészezsct colici Register
Biz Dev: commission credit... Prospect is Prospect _ P ) P . Customer _O
. o Details Financial || Strategic || Prospect Y.
identified Health Fit Customer,
L ) Bank,
Cases: Enterprise, SMB, Biz Dev:

Retail, Government no change63
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2.9 The arc of modelling and analysis

Start bottom-up to build overall framework — Continue top-down

4 )

Draw a Process Landscape,
our overall framework

Use objective criteria to Progressive refinement and elaboration

identify process boundaries

11111 o-Cassasky
[. EEERE Develop Process Scope Model,
EEEN
Sequence activities Process Summary Chart, and
into “chains” Augmented Scope Model
m B _D{h -0
" L, u¥g® [}
g2 _'H = ]
E = - —

Granular activities

(real, recognisable work) Develop Initial Swimlane Diagram g4
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whS g

1.
2.

| Building a Process Architecture

Communicating the fundamentals of Business Processes

Identifying true, end-to-end, cross-functional _
Business Processes bonus (M

. . in
. Developing a Process Architecture ] mater‘a

\On

. Seven ways to help people embrace Process Change

Human-oriented process modelling

. A feature-based Process Design method —

transitioning from as-is to to-be
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4.9 Case study — Process Architecture on a budget, non-invasively

Cultural Factors

Client —

« Regulatory agency ensuring the safe design, installation,
and use of technical equipment

* Natural gas systems, electrical systems, boilers and pressure vessels,

elevating devices, & many more
0\ ;

— ] e
: — ".g. fo 6
} \ o o L 1
"‘,\ . ‘.'.J
(=) Sz ]|
i )

Goal —

« Use leftover budget at year-end to develop an Enterprise Process Architecture
Agreement —

«  We will experiment with novel approaches if we can use it as a case study

* Non-invasive — minimal interviews, no sessions

« Use available resources — existing models and anything else we could find

« Two experienced Business Process Analysts made available part-time
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nl Many approaches to process discovery

Organisational,
Cultural Factors

Top-down discovery is often less effective

than expected, yielding a view that is
functional, organisational, or fragmented

D\s(we(\r\s Business Uveesses
mam/ Cov¥es Yo the Stme endh.

\‘\&“h‘{")(,){,) *OQ (L‘Ur\ 1‘(\:0E
Bottom-up discovery is often more cefeceac models °c ‘;h\ ]
effective at the (ster, r ex
. eVom \&t}(aw\S
project level — B | Quaesc Yo
identify relevant lower level activities, link to Bchd e Lbuce Syed\ one
form complete processes o1l oz Ciakalinan
e L )
éuw\ess C‘Q"""“'*‘/ M""f()
N\O(LL\ ce= Q'r,,\\d‘ Le (Lu\
N\LV(. i U‘s \)oﬂ'm\—UQ \(a\uf’
ur 0(:- (cc\w\hes ‘i{‘ O\\G‘}\
f\\\r\ (X \‘“\. ) \

‘3=l|’&m\|'~>
|’;r\ Q((»U\\L(’,, 6mQ\0\/ G N X,
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Aligning Process

.o Discovering processes at enterprise scale

Cultural Factors

Bottom-up techniques alone are impractical for the enterprise
“Classic” approach:

= Large project, core team of 5+ people, scores of interviews and sessions
with many participants, over many months or even years

= “Boil the ocean” — expensive and time-consuming

Alternate approach (Regulatory Agency case study)

= Build first-cut (better than “draft”) process architecture
= Small team, limited number of interviews and sessions
= Use available knowledge, e.g., Business Analysts

= Use other available resources, e.g., typical patterns and frameworks,
organisation's training materials, job/role descriptions, reference models,
industry texts, ...

= Refine architecture over time, process by process
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Aligning Process
with Strategic,
Organisational,
Cultural Factors

Business Process Categories — highest level of Process Architecture

These processes provide guidance to the
enterprise on its mission, strategies, goals, and
objectives, and coordinate interaction with
external agencies and regulators.

Also called Directional or Steering processes.

These processes deliver results that are the
essence of why the enterprise exists — they are
unique to a particular line of business and provide
results that are visible to external stakeholders.

These processes deliver resources — people,
facilities, systems, etc. — and services —
accounting, risk mitigation, procurement, etc. —
which enable the LoB processes to operate.

Governance &
External Relations
Processes

—— e o e e e o =y,

Line of Business (LoB)
Processes
(within scope)

Supporting
Processes
(within scope)

P e

sensitivi t’e‘? Line of Business
about naming Core—
Processes

Supporting
Neon-core?

Processes

Supporting
En=kiing
Processes
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18 A look ahead — Business Process Architecture taxonomy

Organisational,
Cultural Factors

_________ - - a0 )
( S--" Individual ..

( 11 Certification Ul
: Line of : S o and
i | Business | 00 £ _ e e Agreements

L P, © © Qualification
| N\ o - C

o v

| | © o £

g RN c ~ o
| Iy 5 n>.. 2 2
| . | « = i
|| Supporting : \\ 2 E o C.ontra_ctor Comprliance 2

I \ c © 9 Licensing Assurance A e

1L J \ B 7 =] 2 E
\ / -

————————— \ - - m

-\ 3 ~
- - \
_--" \\ Education & Awareness Programs
-
- | & J

- 7

L “7 “Process Areas” or “Process Domains” — level 0

Applicant Cust. Records Safety Finance
Issue Product Grant Variance Service Mgmt. Operations
Approval

,7{ Process: Grant CSM Program

Issue ) Accent Audit Verif Determine Determine |
Register Design Installation C;C\;I‘Ep C:I\/: CSe;;Iy & Collect & Collect éguMe
Permit Application || Program Equipment TR T T Auth'n
Fees Fees
-
-
Register k JK J\ J \ jk J
8 d Grant Renew . .
Procedure Client Safety Client Safety ~ 1 Business Process with 5 +/- 2 sub-processes (level 2)

Management Program Menagement Program

Additional detail about each business

9 “End-to-end Business Processes” — level 1 process is added during “framing” 20
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08 How to start — reference models?

Cultural Factors

8.0 Manage Financial Resources (10009)
Useful for... reference!
8.4 Manage fixed asset project accounting (10731)
8.4.1 Perform capital planning and project approval (10751)
8.4.1.1 Develop capital investment policies and procedures
(10844)
8.4.1.2 Develop and approve capital expenditure plans and
£ : ” budgets (10845)
NOt real |y bUSl neSS processes, 8.4.1.3 Review and approve capital projects and fixed asset
. t acquisitions (10846)
) 8.4.1.4 Conduct financial justification for project approval (10847)
In Ou r erms : 8.4.2 Perform capital project accounting (10752)
8.4.2.1 Create project account codes (10848)
o . . 8.4.2.2 Record project-related transactions (10849)
FunCtlonal Orlentatlon 8.4.2.3 Monitor and track capital projects and budget spending
(10850)
e e 8.4.2.4 Close/capitalize projects (10851)
Catalog ueS Of aCtIVItIeS 8.4.2.5 Measure financial returns on completed capital projects
(10852)
8.5 Process payroll (10732)
. . . 8.5.1 Report time (10753)
Extremely inconsistent granularity 8.5.1.1 Establish polices and procedures (10853)
8.5.1.2 Collect and record employee time worked (10854)
8.5.1.3 Analyze and report paid and unpaid leave (10855)
8.5.1.4 Monitor regular, overtime, and other hours (10856)
8.5.1.5 Analyze and report employee utilization (10857)
8.5.2 Manage pay (10754)
8.5.2.1 Enter employee time worked into payroll system (10858)
8.5.2.2 Maintain and administer employee earnings information
(10859)
Etc. etc. etc.
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v How to start — Michael Porter's “Value Chain?”

Organisational,
Cultural Factors

/Su pport Activities — “Supporting Processes” \

Human Resource Management

Technology Development

rocurement

Inbound . Outbound Marketing
Operations . ..
Logistics and Sales

Logistics

Qrima ry Activities — “Line of Business Processes” J

Sometimes it works, sometimes not.
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1% We tried using Value Chain for first cut

Provide

authorization Market.lng,
education,
& ensure

environment programs . awareness
compliance

Understand Develop
needs & safety

“IDFR” — Just Didn't Feel Right

Authorize

operations,

technology, compliance
products, ...

Understand Develop
needs & safety
environment programs

“CBNC” — Close, But No Cigar

Provide

Service

Marketing,
education,

awareness,
service
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Aligning Process

“ti 1 How to start — a generic business model?

Cultural Factors

Simple form:
Assess
Market / Develop it Sell it
Industry

Developments

Assess
Develop Product /
Strategy / Service

Plans Performance
or Build — Sell — Deliver

Develop Sell Build / Deliver Enhance

Product / SDte"r:::’:e BN product/ WM product / Product /
Service Service Service Service

Acquire Capabilities
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Aligning Process
with Strategic,
Organisational,
Cultural Factors

Generic models worked — first-cut list of process areas

Individual
Certification
and

Qualification Compliance

Assurance

Contractor
Licensing

Education & Awareness Programs

Not bad, but:
= Political issues (“Where's MY group...?”)

Safety Program
Development
Resolution

(]
(S ]
[ =
()
20
7]
]
=
-
[
()
S
[ =
(]
=
>
c
Ll
>
1]
=
©
(70

-
c
()
£
(7]
(V2]
(9}
(7]
(7]
<
©
c
©

= Refined through bottom-up work
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Aligning Process
with Strategic,
Organisational,
Cultural Factors

Generic model for asset management processes

Asset Management Life Cycle:
Starting point for supporting processes, shared resources:

People aC|I|t|es Fleet, Technology Assets, .

Manage .
Retire
— ispcs

Supporting began with the usual suspects, which didn't last:

Human Information Plant, Property,
Resources Technology & Equipment

However, the Asset Management Life Cycle was a good starting
point for each.
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-9 Service maps — a lucky find
For a school project, BAs had
catalogued the services provided Aoprove
by each functional area. rrodu

Investigate
Incident

We refined them, then validated
them with functional experts —
it was easy!

Conduct
Site
Inspection

Resolve
Inquiry

Contractor
Licensing

Discussion —
why did this layout work?

Issue
Commercial
| Residential
Installation
Permit

Conduct
Disciplinary
Event

Services ranged from discrete
activities to near-business
processes.

Issue
Commercial
| Residential
Operating
Permit

Issue
Contractor
License

Grant

Services (activities) could be
strung together into plausible
business processes.

Qualification
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“te 0 Another lucky find — role profiles

Cultural Factors

Department: “Market Awareness”
Position Title: Communications Officer

Principal Accountabilities:

Key Messaging: develop corporate key messages and issues messages aligned
to the Strategic Plan to ensure that Agency staff, Executive and Board
consistently utilize strategic messaging in all internal and external documents

and ensure marketing and branding initiatives align with strategic
communications goals and messages.

Communications: ...description of more responsibilities

Media Messaging: ...description of more responsibilities

Observation —
the further from core operational responsibilities, the

harder to decipher...
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Aligning Process
with Strategic,

A lot of work to massage into discrete activities

Organisational,
Cultural Factors

“...in partnership with internal and external stakeholders, using the full range of traditional
and new media along with an integrative framework, disseminates relevant content that will
enable self-sufficiency among business and residential constituencies.”

Translation: “Publish procedures.”

Process

Department Position Title Activity Area Process
152 [Corporate Services  [Assets & Supplies Coordinator IArrange office renovation Procure “Configure” facility
124 [Corporate Services  [Leader, Facilities & Fleet Negotiate accommodation lease (new and renewal) |Procure IAcquire Facility
125 [Corporate Services  [Leader, Facilities & Fleet | dentify office location Procure IAcquire Facility
126 |Corporate Services Leader, Facilities & Fleet Develop office space plan Procure IAcquire Facility
127 |Corporate Services  [Leader, Facilities & Fleet Arrange office move Procure IAcquire Facility
128 [Corporate Services  [Leader, Facilities & Fleet IArrange office reconfiguration Procure IAcquire Facility

IComplete office move (coordinate w. project
138 |Corporate Services Facilities Coordinator Imanagers, designers and planners) Procure IAcquire Facility
145 |Corporate Services Assets & Supplies Coordinator [ssue/revise/terminate security access Procure IAcquire Facility
121 |Corporate Services Leader, Facilities & Fleet [dentify operational needs Procure IAcquire Vehicle
IAcquire property management service

129 [Corporate Services  [Leader, Facilities & Fleet maintenance and security) Procure Maint/Repair Facility
130 [Corporate Services  [Facilities Coordinator Provide space planning advice Procure IConfigure Facility
118 |Corporate Services Leader, Facilities & Fleet Develop facilities strategic plan Procure [Facilities planning
119 |Corporate Services Leader, Facilities & Fleet Develop accommodation strategic plan Procure Facilities planning
3 [Finance Leader, Performance Reporting Determine replacement schedule of vehicle fleet.  [Procure Fleet planning
120 [|Corporate Services Leader, Facilities & Fleet Develop fleet strategic plan Procure Fleet planning
153 [|Corporate Services Assets & Supplies Coordinator “Liaise” with building maintenance Procure Maint/Repair Facility
K01 |Legal & Policy Legal Counsel Retain external counsel Procure Obtain service
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igning Process

i "“Assemble” business processes

Cultural Factors

Processes discovery — a “meet in the middle” approach

= Services (from the Service Maps) and
Activities (from the “massaged” Role Profiles) were
grouped into first-cut Process Areas
(all treated simply as “activities”)

= Some activities (services) appeared in multiple processes
» Link activities as described earlier
= Analyse connections (1:1, 1:M, ...)
» |dentify and name Business Processes

= Adjust high-level Process Architecture
(the Process Areas)
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% “Final” LOB Process Areas (or "Families" or "Domains”)

Line of Business Process Areas

Individual
Certification &
Stakeholder Qualification
Needs & Safety i:;e?;m Contractor Compliance Reviews&
Trends g Licensing Assurance Appeals
Assessment DB PR
Administer
(technology, Client Safety
emerging risk, Management
external e

experience,
etc.)

Education & Awareness (public and dutyholders)

Marketing & Branding

Customer Service
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Aligning Process

2o % We progressively refined process scope starting with "what"

Cultural Factors

1) We depict the scope and contents of each Process Landscape: Permissions and Agreements
Process Area with a Process Landscape — _
a decomposition of the Process Area into e +
individual Business Processes 1

2) Next illustrate the scope of a single Register
Business Process with a Process Scope Model — B

a pure statement of “what” in terms of
Trigger, Results, major Activities, and Cases (TRAC)

Register

Grant Renew
PREEDEIID CSM (Client Safety |gl Client Safety
Management) Program |l Management Program

-
-
-

|

1

1

_--"" I Client Result:

Trigger: -7 | Approval granted for
Client submits ~_ _--~" . a self-managed
request to — i safety program.
enter into Process Scope Model: Grant CSM Program Authorisation

a CSMP & -
Accept Audit Verify 337?;2'“ ggffg‘r:rtune & Issue
—»|| CSM CSM CSM ; . CSM
Application Program Equipment Eg:;pment g::ssultatlon Authorisation

Cases: Main Activities (or Milestones, Phases, or Subprocesses) égﬁg,%’eizzgg;e d.
- New New participant in
« Grandfathered CSMP; confirmation

+ Ownership Change  Always establish “what” (TRAC) first! e ulations are
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wim Now develop the Process Summary Chart

Organisational,
Cultural Factors

Client Result:
Trigger: Approval granted for
Client submits gasfg![;rg?ongarg(ra;j
re%c%g;a stto Process Scope Model: Grant CSM Program Authorisation ) '
RN (W P very | Btermine s | Determine & 1 =0
O_> Application Program Equipment Eg:sipment g::ssultation Authorisation

C ] Main Activities (or Milestones, Phases, or Subprocesses) _/ ll‘?\g\(/eggg eRc%?lggt: od.

. a[\?g\f/. New participant in

 Legacied " » CSMP; confirmation

- Ownership Change Process Scope Model — pure “what”... tsha?;[s:‘iegdmatlons are

Applicant Customer Records Safety Finance
Service Management Operations

Grant Customer Safety Management Program Authorization

Accept Audit Verify 2:;:::"“ & EsrlZZTlne & Issue
csm CcSM CcSM . . CcSM
L. . Equipment Consultation L
Application Program Equipment Authorization
Fees Fees

Main Activities (or Milestones, Phases, or Subprocesses)

_ JL__JU_ JQ

Process Summary Chart — simplified “what,” plus “who”

A powerful communication tool!
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Aligning Process

Liii8 Processes within one Supporting Process Area

Cultural Factors

Human Resources Administration & Development
/, ___________________ \\\ S
: Organization & ! rocé S%
! Employment ! 0 any P area
] Administration | NOte -5 da "SUb’
i Define & Maintain | T T TTTTTTTTTIIT \\ e adde
' |Org'n Structure ] i ! Employee | W
i Recruit & Select ) i | Performance & P T -
| P Development | N
 [Employee ) ' Employee Health, I
i rAssign Employee ) E E rDeveIop ) i: Safety, & Well-being i n, Labour & Employee |
| |to Position J i1 |Capability Plan ) :i ' | Relations !
. [Record Employee & Y ) ¥ ImplemeréthOHS ! i
\\\Employment Data _,/' ! Development Program | i: Frogram ange ) E Resolve :
//:::::::::::::::::~\ » S y 1 | [Employment Case |
l Compensation & \: ' [conduct Training & | Corpplete Workplace i | i
| Benefits ' | |Development Event o JnC|dent Response J 11 |Assess !
p N i \ ! | [Employee Attitud |
' [Establish Employee t 1 |assess & Improve ' | [Resolve Occupational P Mpoyee Athituces X
i Fompensation )i i Employee Performance : :\ Hygiene Issue )1 Tttt
i Provide . | E rRecognize Superior ) i __________________
; LEmponee Benefit i ! [Employee Performance !
E Compensate Employee | |
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Aligning Process
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Cultural Factors

Trigger:
Hiring
request is
approved

O

Scoping one Supporting Business Process

Agency Human Internal Recruiting External
Department Resources Applicants Service Applicants

/Recrmt & Select Employee

. Pay
Create Post & Receive & Select Assess Make Onboard referral /

s advertise assess . : s
requisition . o candidates | | candidates offer employee | | recruiting

opening applications fees

(S

- Ju Ju o Ju JU

A.O

Agency result:
New employee
is hired and
onboarded
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Cultural Factors

Obligatory

2
2
w
=
Ll
=
]
o
Ll
(a4
]
2
o
[N
wl
2
)
o
Ll
(o]
-
o
El=
)
=
=
(%}

“Everything on one page” graphic

Strategic Executive External Establish MOU [l Negotiate Develop
Planning Leadership Relations/ / Partnership Collective Regulation /
Reporting Agreement Safety Standard

Strategic
Processes

Stakeholder Needs Safety

& Safety Trends Program

Assessment Development

emerging risk, Programs

external experience,
etc.)

Compliance Reviews&
Assurance Appeals

Line of
Business
Processes

Education & Awareness (public and dutyholders
Marketing & Branding

Customer Service

Supporting

Processes
Financial Services
Communications &

Information
Records & Content

Management
Risk Assessment &

Business Process,
Performance,
Mitigation

Human Resources
& Audit

Development
Systems &
Technology
Management
Procurement
Legal Services

REDUCED SAFETY RISK & INCREASED CUSTOMER SATISFACTION

Organization, Workforce, & Project Management Processes
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Aligning Process

08 Notes and numbers

Cultural Factors

The numbers:

e 2 Categories: Line of Business and Supporting
e 27 Process Areas

* 103 End-to-End Business Processes

* ~600 Subprocesses

Observations:

* Line of Business processes highly cross-functional,
much to everyone's surprise

* Supporting functions often had significant involvement in

: : . . : ~1
Line of Business Processes, esp. Financial Services Noté me
. com
* Supporting processes:
* More numerous and “smaller” — quick transactions

e Less cross-functional
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Cultural Factors

On the other hand..

Experienced people who know the business can iterate quickly
to a plausible, high-level architecture

This “Business on a Page” work at a plpellne operator was

completed in half a day = T o

‘s‘ Al o bher
Leq vicemen¥s

m{-f\(, gcmen\’

S8 = o . — — - e
< e = =
‘ S)\\’(’ c ' P(od./d” }
' _— Leletton s ‘0 ‘;’\ N\Vove meat ¢ [
‘ M ¢n ege ment =i "‘*-o(:ﬂxc :
[ | e = J
|
| COMN((\L\ ‘ ggccm\ P«Qc\"\e ka{\\r\g
| OWN'{md\] [— gff \web * Besey o Boge ¥

Ocvelopwment | RO Consheuction € M“"*‘—"LM& €
I 3 5 ’
\ X Dnvosnc al\(\s L{QL\(
f
" ‘ Tavestmeny
N\anLauNn*
/," — — — R — = -— & Sy
Quuu\as ;
\ E"S&af(n\\’(\‘\"
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5% On the other hand — cleaner version

Cultural Factors

-

Commercial
Opportunity
Development

Line of Business Process Areas

Shipper
Relationship
Management

Pipeline Asset
Construction &
Onboarding

Special Services
Management

Investment
Management

Compliance and other Requirements Management

Product Movement & Storage

Pipeline Asset

Maintenance &
Repair

~

Public Awareness & Engagement
\ J
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Case study — using the architecture

Soon after completing the architecture, an opportunity arose to put the process architecture to work

Opportunity in
“Boilers & Pressure Vessels”

Goal -
* Shift from an inspection-based model (~800 inspectors!) to client-managed safety programs

* Clients will apply for a Client Safety Management Program Authorisation (CSMP Authorisation)
- must show effective processes and accurate record-keeping

. CIients will pay a fee for managing their own safety programs! Still beneficial!
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Aligning Process

niitd Returning to the case study — Concept Model, Services, Use Cases

Cultural Factors

* Business Development chooses Pilot Program —
boilers and pressure vessels in Oil & Gas fields

«  Current systems won’t support CSMP, time-consuming and expensive to change them —
IT and Finance suggest 18 — 24 months of work

« BD is unimpressed by IT and Finance objections (“You're being mindlessly obstructionist!”)
and proposes work-around procedure. Guess which tool they intend to use?

 I'm hired to identify end-to-end implications —
“Design a process and determine IT requirements that will allow this procedure to work.”

»  Concept Modelling was a critical tool in understanding the underlying policies,
and developing the process & requirements
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w58 First, check the Process Architecture!

Cultural Factors

( )

Administer Client Safety Management Programs Immediately
checked
{““ect } Enterprise
CSM Fee
A A i Process
< N ( Architecture
D Renew
o Grant =CSM Authorization tO Understand
M J‘evise _ J iImpact areas —
Program t:SM Equipment
Authorization | [Terminate every process
9 ) CSM Authj::rlzatlon except One.’.’.’
\ B ’
® The “simple
o Conduct
= CSM Audit workaround
G \ C ) would have
) .
< major impact.

Grant CSM (Client Safety Management) Program Authorization

. . Determine & Determine & -
Djpt é::\j/:t \C/(Sel:;lfy Collect Collect Icsss;\jﬂe In terVIe Wed
Application Program Equipment Equipment Consultation Authorization -
functional reps.
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A few of MANY issues/assumptions by enabler

Process /
Workflow

Manual billing by Finance for all CSMP Units is viable due to low year 1 numbers
Will the spreadsheet be validated in the field, or by a Head Office CSR?
Will the spreadsheet specifically identify additions/deletions, or just total Units?

Information
Systems &
Technology

S-MAN doesn't recognize the CSMP concept.
Somehow, S-MAN will have to be persuaded to stop invoicing and stop
certificate production for CSMP Units

Motivation &
Measurement

Regulator will ultimately measure success by CSMP uptake/retention, steady or
improved safety records, additional registration revenue, etc.
Client savings can be measured through minimized operational disruption

Human
Resources

Officers who have expertise at inspecting Units will require major retraining in
auditing safety programs

If more spreadsheet work by CSRs is expected there will be resource issues.

Policies &
Rules

What is the scope of a CSMP - a client? a facility/site?
Is it legal to issue a single Bulk Operating Permit for all CSMP Units?
How will we handle Units that have been operating outside of conformance?

Financial

Concept Modelling was a critical tool in this initiative — let's have a closer look at it...

Is there agreement on the idea of a flat rate per-unit fee for CSMP Units?
If not, what alternatives have been developed? Size, type, negotiation, ...?
An application fee will be charged. Will there be a consultation fee?
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Aligning Process

wiiem An interlude on Concept Modelling

Cultural Factors

» Concept Modelling / Data Modelling is
crucial to Business Process work

* The “things” you define in your data
model are the things that

* processes act on
(in verb-noun process naming, the
noun is a “thing” — an entity)

* businesses want information about
« applications revolve around

 Businesses needs a common
language more than ever

Note — it often works best if you don't
begin with a lecture on Concept Modelling “Now! That should clear up

or Data Modelling... ‘ o a few things around here!”
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Aligning Process
with Strategic,

What actually is a Concept Model / Data Model?

A description of a business in terms of
» things it needs to maintain records of — Entities
» facts about those things — Relationships & Attributes
» policies & rules governing those things and facts

Organisational,
Cultural Factors

“Things” first,
data later!

* Models a view of the real world, not a technical design

(therefore, stable and flexible) Narrative component

« Can be comprehended by mere mortals
(at least initially)

« Graham Witt — “A narrative supported by a graphic”
Graphic component

Entity (thing)
/ a distinct thing of interest

Student definition:
A Student is any person who has been admitted to the
University, has accepted, and has enrolled in a course

within a designated time. Faculty and staff members may
also be Students

[ . ” . .
coures about which the business Plus Assertlops (policies & rules)
. ; must maintain information - Each Course is offered through one or more Classes
Attribute (fact) Nohartment teaches Each Class is an offering of a single, specific Course
A property'of an entity C:::iitell:lours H Instructor - Each Instructor teaches one or more Classes
that can be expressed as a piece of data Descrintion ! .
ptior Number - Each Class is taught by one Instructor
Pre-requisites Name .
(which may or may not be true...)
T offered via
offering of taught M | 't be sh the di
Student by Room any rules can't be shown on the diagram...
Number registersin Class Number -A Stude'nt can not register in two Classes of the same
Name Days location of| Building Course in the same Academic Term
Address is registered by | Times >_|_|_ Seating Capacity One
Major located in Equipment
GPA
Relationship (fact)
A named association Many

between two entities

(or “Multiple” or “One or more”)
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. A better looking version of the model on the previous slide

Cultural Factors

Independent Entities at the top

Student Course Instructor Building
P —H
A
Class = A\
| Room
< s J
Drawn top-down by dependency

v
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“i. Concept Modelling principles

Cultural Factors

AL 20)
2 dounptinr: VDAY

prvinge_deiner

xvas Curster

P, canifioc Jocee

tem_ceranrg_see

We model "things" before "data”
» Less often called "Data Modelling"

Models should:

= Mask unnecessary detail

= Highlight what matters

» Use visual cues consistently

wires

Erag_repuciert
¥ oreee_e: DNTEGR (1K
¥ roreden: = TSGR (R

We will focus on:

= Directionality

(top-down by dependency)

Simplicity and abstraction

Minimizing graphic "widgets" 98
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Aligning Process
with Strategic,

Always start with terminology (the “things”)

Organisational,
Cultural Factors

From one-on-one interviews with 8 -10 key stakeholders we gathered ~200 terms
related to CSMP (Client Safety Management Program) — "anything that went by a
name." Here are 24 that met the criteria to be a "thing" — an entity in a Concept Model.

Location

Site

Device Client Unit Company d (e
ls \|\(€ / LUC‘ . \Nork
TOO dchdrt “POStJt
Applicant P(/ZSSSSZEQ Operator Owner Boiler Licensee LUC| : rtud\
100l V!
1 1 1 1 iy ide
Slug Operation  Verification =~ Customer Plant Inspection
|dentify synonyms and select one term.
Pig Bl oo How do these relate to one another?
Authorisation License Confirmation

What do you need to know about each?
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Lo Review from an example using Miro — Terminology Analysis

Cultural Factors

Terminology analysis (continued):
Let's arrange these terms into columns of synonyms. It's always a surprise for the business

to see how many terms are used to describe the same fundamental thing! -_———
/ \
| | | | | I
Pressure I I ; I T I i | Unit
' Licensee Confirmation License ni |
Device Vessel I Plant I Company I I I :
| | | | | I
| | | | I I
: : Client I I | Facili I
. - . CSMP acilit
Boiler Slug | Facility | Operator | Inspection | oo I y |
| | | | | I
| | | | I I
| | PO | | | I
Unit . | Site | pplican Owner | | [ Client
Pig Verification Permission |
| | | | | I
| | | | | I
[ [ [ [ | I
: Customer
| Location | | | | I
I I I I I Inspection |
| | | | | I
| | | | | I
: Operation : : : | comp |
I Authorisation |
| | | | | I
\ /

~—_—— 100
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wiso Concept Model Version 1; not perfect, but a good start

Organisational,
Cultural Factors

1. We arranged the entities / business objects by dependency

2. Then we drew relationship lines Client
3. Then we added a relationship name in each direction .
4. Only then did we state (in words) the cardinality (1:1, 1:M, M:M) Ioperaxes
and then update the diagram with hash marks ( 1- ) and crowsfeet ( 1\ ) operaredty
Facility
TS Ts the location of
granted
Definition -
A CSMP Authorisation is a permission (or ,Sgramedml i ,ocatedai
license) to operate a self-managed safety =
program (a Client Safety Management Aitborication Unit
Program) at a specific Facility, for a specified —
time period, usually 1, 2, or 5 years. Issub,-medm
is performed on

The CSMP Authorisation is "all or nothing" - it

covers ALL the Units at a Facility. Inspection
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Aligning Process
with Strategic,
Organisational,
Cultural Factors

What do we issue

Are Units permanently the Authorisation to?

part of one Facility?

What do we Inspect?
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Aligning Process
with Strategic,

Organisational,
Cultural Factors

Concept Model Version 1; state Assertions and challenge them

Now, state the relationships emphatically as Assertions. Each Client operates one or more Facilities! Then, challenge them!
Again, don't worry yet about optionality - whether the relationship must be or may be be present.
We only care now about the maximum - each ObjectA is related to a maximum of one or one or more (or many) ObjectB.

Assertion: Client
Each Client operates ___

operates
is operated by

Assertion:

Each Facility is operated by ___
Facility

Assertion:
Assertion: — Each Facility is the location of ___
Each Facility is granted ___ Fﬁm MTS"‘E location of

Assertion:

Each Unitis located at ___

is granted to is located at
CSMP Uni

Assertion: nit Assertion:

Authorisation

Each CSMP Authorisation is granted to ___ Each Unit is subjected to ___

is subjected to
is performed on
Assertion:

Inspection Each Inspection is performed on
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Aligning Process

“t..9 Concept Model Version 1; revised Assertions from challenges

Cultural Factors

Now, state the relationships emphatically as Assertions. Each Client operates one or more Facilities! Then, challenge them!
Again, don't worry yet about optionality - whether the relationship must be or may be be present.
We only care now about the maximum - each ObjectA is related to a maximum of one or one or more (or many) ObjectB.

Assertion:
Each Client operates
one or more Facilities

Assertion:
Each Facility is operated by
one Client

Assertion:
Each Facility is granted
one or more CSMP Authorisations

One CSMP Authorisation at a time,
but one or more over time

Assertion:
Each CSMP Authorisation is granted to
one Facility

Each Facility is operated by one or more Clients

Client at a time (Joint Ventures) and

over time (changes in Ownership or Lease.)
So, this becomes a M:M relationship, and we should

operates not show a Facility as being dependent on a single
is operated by

Facility

Client, because a Facility is an independent thing.
But... we don't always get our way!

Assertion:;
— Each Facility is the location of  ygs byt one or more Facilities over time, because
s Jsmetocatonor one or more Units Units can move between Facilities. So, this
grante :
. becomes a M:M relationship, and we cannot show
Assertion: : # X &
A a Unit as being dependent on a single Facility,
Each Unit is located at i g 3
. . because a Unit is an independent thing
is granted to is located at one FaClllty
CSMP Unit '
Authorisation Assertion:

Each Unit is subjected to

, one or more Inspections
is subjected to
is performed on
Assertion:
Inspection Each Inspection is performed on
one Unit
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Aligning Process

1t 9 Concept Model Version 2; revised from challenging Assertions

Cultural Factors

Now we will re-draw the initial Concept Model based on changes that came from
challenging the Assertions in Ver. 1.

isaVof Note:
Client | URE You don't always get what you want or what you think is the
O e islocated at right thing in Concept Modelling. In this case the client (the
operates L Emijaciin Regulator) said they always wanted a Facility to be operated
isopemedbyI by ONE AND ONLY ONE Client.
Spelemmie If a Facility was operated by multiple Clients, they would
Facility , 20 rgectien require the Clients to form a new Joint Venture Client. This
: was to ensure that if there were legal difficulties, there was
i BE— only ONE Client to go after.
— Or, as they put it, "one throat to choke."

CSMP

Autharisation Later in the project, they realised they needed a history of

the Clients that had operated a Facility, so the Client-Facility
relationship became Many-to-Many, and Facility was
modelled (correctly) as an independent Entity, as shown
here: i

——

Client 5 “°PrPed™ Facility

operates

- <
is a JV participant in
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iitm8 "What facts do you need in the Concept Model?"

Organisational,
Cultural Factors

Clent | Unit Sketching this out was fast, and raised many
Vo e P unit 1D questions that had not occurred to the client...
Full Legal Name P e <] Unit Manufacturer Serial Number
Goes By Name = at URN (Universal Reference Number)
<] ead Office Location Unit Type * Is there one CSMP per Client, per Facility, or
member of |Legal Entity Type Manufacturer Name o0
-+ Manufacturer Model Number some Other baSIS -
operates Manufacturer Description
operated nufactur .
by T - Do Units frequently relocate, or even turn up
Facility Initial Registration Date at another Cllent?
Facility ID registered Facility Installation Dates
location of

Client Name Facility Removal Dates

=

Facility Name

I * What is inspected —
o the Facility or the Unit?

Contact Persons performgg
- Name
- Contact Type Unit Inspection * Does the CSMP cover all or some Units at a
- Contact Points & Typesi | e.gglemail. Inspector ID FaCIIItyr)
mobile, Inspector Name )
[ oranted Tocsbuok s Insseclion Date/Time
e b s - ...and MANY more...
/ |Inspection Test Results
CSMP Authorisation
Aplication Dale It's not perfect, but the businesspeople
craned e found it incredibly useful. Model took
i ~90 minutes
Expiry Date H Ao A =
o i St This was done initially without any

data modelling terminology or symbols! 106
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nic=8 [dentify an Entity, then Services / Events, then Use Cases / User Stories

Organisational,
Cultural Factors

Finally, we'll identify the Services (verb - noun pairs) we need, and the Use Cases /
User Stories by which the Services will be accessed

Client™ Who needs
CSR

What events Use Case or

happen to a Unit - via - access to each Use Cases User Story
Wha('; adre the lPortal  via S-MAN Service, - add Who and
needed services? - T How
and How?
(Verb - Noun) _Decommission 'FH'S'EB'H'\ Service l
. , rvice Service (or Event)
o . Specification YRV
. \ \ (Events) to the Noun
. (a Business \ Entity
| Object / oz or simply a "thing"
| Repair Entity) Modelling
\ y - a core Noun
\ Service Inspect t
lis @ greayour
A Conce_p;[ rd Sco\/(eLJ'"ne% StorieS)
pOln ses
The "Doughnut Model" supports St?rtmgand Use ©
Service

Service-Oriented Business Analysis
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Cultural Factors

One Service

What

(the Service —
verb + noun)

Multiple Client Register Unit via Portal Rt
Use Cases Customer Service Rep (CSR) | Register Unit via S-MAN (the ERP) \
Client Register Unit via Mobile App d /U ;
27?7 Register Unit 27?7 5
. J

What is the value of documenting the Service only once?
("One Service available through multiple channels.")

» re-use of the asset, and therefore higher consistency

» better chance of getting it right — higher value from less effort
 ifit's implemented as a single service, easier maintenance — it's in ONE place.
Why would we make a single Service available via multiple Use Cases?

« different actors need different "navigation and hand-holding,"
e.g., casual vs. expert users

« different technology platforms have different capabilities,
e.g., mobile phone vs. touch-screen kiosk 108
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w8 Recap — what can an analyst do with a Concept Model?

Organisational,
Cultural Factors

First, clarify language. (A platform)
Second, establish policies and rules.

Then, identify events or services, e.qg.,

AUnitis...

- Registered (requiring the service “Register Unit”) (€ m_e_“ S
 Loaded (requiring the service “Load Unit") —(‘(\e?e\ oapa‘o‘\‘
 |dled (requiring the service “ldle Unit”) esseﬂ“a
 Reactivated (requiring...) sdow“%(l\\l\l
+ Repaired 1\ awd>0TS

* Inspected Some\f‘““%e\ec\‘“g

- Relocated e\,a\ua““g

* Retired...

We did the same for Client, Facility, CSM Program, ...
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Aligning Process

o Develop high-level Services then Use Cases

Cultural Factors

Service: Register Unit

e Check for presence of properly formatted UR Number

e Determine if Unit UR Number is previously known
e |f known, has it (a) moved (b) changed ownership (c) ...?

Use Case: CSR Register Unit via S-MAN

e CSR will select “spreadsheet” of all Units covered by CSMP application
e S-MAN will highlight all that can proceed immediately
e For each category of Units requiring intervention...

Note:
Services and Use Cases were described at a very high level
(“upper conceptual”) to provide the vendor with key requirements and

avoid the usual bulleted list requirements document. They loved them!
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2.9 Clarify scope of the new process and identify participants

glient R/esult.; g
Trigger: pproval granted for
Client submits 23?2{‘;?;30”;%%(’
;%c%greisgtgo Grant Client Safety Management Program '
Oyl Taw o e Yemeer Ve e
O_> Application Program Equipment Eg:sipment g::ssultation Authorisation
P PPPP : Agency Result:
Main Activities (or Milestones, Phases, or Subprocesses) Revenie collected
Cases: New participant in
— “ ” CSMP; confirmation
¢ New Process Scope Model — pure “what”... that regulations are
» Legacied satisfied

« Ownership

Change
Applicant | | Customer Records Safety Finance
Service Management | | Operations

\ef
\G Ga(\\e Grant Client Safety Management Program
$amp Accept Audit Verify Determine & Determine & lssue
\‘\.\‘\5 e e A oy Collect Collect Soe
\l\l e Sa\N Application Program Equipment Egslspment (lg::ssultanon Authorization
Main Activities (or Milestones, Phases, or Subprocesses)

_ JL_JUL U

Process Summary Chart — simplified “what,” plus “who”
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“ti The Initial, business-friendly workflow model

Organisational,
Cultural Factors

Process: Grant CSM Program Authorization, Case: “grandfathered” safety program (page 1 only)

Revise/fix
CSM
application

Submit CSM
application &
app fee pymt.

Obtain and
prepare CSM
application

Complete and submit
ESR spreadsheet

Conduct
CSM audit

Client

@
< Submit CSM Confirm Revise/fix
5= By Fap Conduct
8% application & prerequisites & CSM - CSM suil
= g app fee pymt. CS':A tapp. application noffcetior
>8 completieness location
° = nolification oK
© of
w location
I
8 Provide client-
§ specific ESR
i spreadsheet
o g
e Create Misc. Existing
Rev. Trx for fee
< Any CSR will be able to handle the fee payment A H a n d Off Leve I
o payment transaction. Subsequent CSM-
w specific steps will likely be handled by a
o single CSR specializing in CSMs. kfl d |
£ — WOIrKTIOW modade
3
(6]
w
B
o
5}
53
o
g To keep the diag_ram legible, we haven't Secure file:
- shown this every time, but all movement of Hold ESR
] the spreadsheet between the Client and
$ the Authority is via a secure file and FTP. spreadsheet

112



WWBP-MC -

“ii 1 Then detail showing where use cases & services fit

Cultural Factors

Process: Grant CSM Program Authorization, Case: “grandfathered” safety program (2™ to last page only)

3) ...by interacting with

Safety Officer (or
Manager)

\

2 Correct and
2 . resubmit ESR
O spreadsheet H -
1) This Actor (or Role)...(* 2) ...completes this Activity...
8 \ Including:
2 All recordsmust « Count of CSM Units bl Type
S be glean before « Details for Units with clrrent
T loading the data Op. Permit (for pro-ratjhg)
v G — e e S — —— il gl ittty A r—
g Racondie No Reassemble” Load new Units /) 1 (* ‘Inspectand Idie CSM Summarize ) "feator
& |l ——wspreadsheet Units "ﬂﬁﬁ: “ spreadsheet override known ! approve” CSM Units in invoicing
3 adier | with S-MAN Units as necessary Units in S-MAN 1| Units in S-MAN S-MAN data
E kleps Rejected ¥ : ) S 'spreadsheet
3 Units FERRE SR R R AR B v, TSRS R, S A A
‘f | sz’ez‘fed i te q Sprgadsheet | I
g : Units Ueri)ltasraa:d ‘g‘g(e)] (via FTP) : New Units are : ; These steps may not
2 assigned a be necessary if it's OK
5 | into separate vejg:l‘eel : UnitNumber| | : to leave Units in
3 : spreadsheets : ! atthis point | ! “initial” status (“limbo")
. I . .
I 1 1 |
_‘g— : Previously Archive : : :
8 ! Retained ‘good” bt ESR : ! ; 1] 0 ”
: : e | ; . A “Service Level
; Y v
o : : STMAN: SMAN: S-MAN: kf I m d I
Secure file: Spreadsheet is
5 Query Unit Hold spreadsheet archived once Load / Outcome (Update Unit WO r OW 0 e
& of “good” Units it's “clean’ Update Unit Unit??? I

4) ... this Service offered by a System _——

(which collectively is a Use Case) 113
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igning Process

a8 Mission accomplished! Conclusions:

= "Plan A" rejected — agreement that Unit data must get into S-MAN
= “Plan B” (change the app) looks good, but the vendor estimates are HIGH
= “Plan B Minus” (existing functionality plus CSR work) is worth the cost

l

;

1. If requirements, issues, assumptions, etc. are in lists, people will argue
endlessly; if they are in an integrated set of models,
it’s much harder to dismiss the reality of the situation

2. Process Models, Use Cases, Service Specs, & Concept Models: essential! 4



WWBP-MC —
Aligning Process
with Strategic,

Organisational,
Cultural Factors

partial Concept Model

MATH 100 Course

‘ Department Code
Department Name
Course Number

Course Description

offered via
offering of

MATH 100/ Class (or Section)

assigned to

e

Class 3
Fall semester 2021

Class Number
Max. Registrations
Days / Times

Locations

In this example we:

* resolve the M:M relationship
between Instructor and Class

 move redundant Department
attributes in Course up into a new
Department entity

» create a reference entity to
standardise the values of
"Assignment Role"

Instructor

Instructor Number
Name

Job Classification
Seniority Data

Start Date
End Date

A look ahead — from Concept Model to Logical Data Model

beginning the Logical Data Model

Kernel

Characteristic

Weekly Committed Hours

Role

z assignment of &

N

=)
=

Characteristic

Reference Entity
(independent)

Assignment Role

etc

Assignment Role Code
Assignment Role Desc

Reference

classified as

Department

Department Code

:

Course

Name

Course Number

classifies

MATH

Department of
Mathematics

Instructor

Course Description Kernel
Instructor Number
Name
Job Classification
offered via Seniority Data
offering of
Class (or Section)
Class Number
Max. Registrations
Days / Times
Locations
to of
Instructor Assignment a0 _np
Associative
Start Date
End Date

Weekly Committed Hours

<
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Aligning Process

tta8 More examples: Example 1 — Concept Modelling to clarify the process

Organisational,
Cultural Factors

Analyst struggles to model “Evaluate Education” — timing disconnects,
1:M and M:1 connections within the process, token changes, ...

A few minutes of Concept Modelling showed two distinct tokens and
processes. “Education” was a “mushy noun.”

[ Education ] Processes:
{ J Evaluate Education???

Not a good entity name, therefore not a WELD 101
good noun in a "verb - noun" process Introduction to
name. Overhead Welding
- It's not a singular noun we can

imagine single instances of.

- "What is an education?" or

"What is a single education”

doesn't sound quite right.

WELD 101

Nov 07-09 2017
MPL Main Campus
Room T-2114

Course

|

|
|

|

N\

Class

A delivery of a
Course

Also known as
"Training Event"

Processes:
Develop Course
Evaluate Course
Retire Course

Processes:

Schedule Class

Enrol Participant in Class
Conduct Class

Evaluate Class
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Aligning Process

tteal Fxample 2 — Concept Modelling to clarify the process

Organisational,
Cultural Factors

A session to model the “Design Component” process at a pipeline operator is going in circles.
Concept Modelling clarifies the company doesn't actually “design components,” they:

* Develop Component Type Specifications
» Approve Manufacturer Make/Model (“AML”)

Valve Component
Mixer Category

Pump

Motor l J | Manufacturer
Meter
etc. -+
N
Check Valve Component : AN\
Relief Valve Type . ‘ Manufacturer | We Design and
Gate Valve Make/Model | Assess Reliabiliity
2" Ball Valve l J : o of these
etc isa ’

Equipment We Install and
Unit Maintain these

< (a unit of property)
isa
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Aligning Process
with Strategic,

Organisational,
Cultural Factors

Example 3 — a Process job becomes a Data job

Assignment — improve broken Consumer and Online Advertising processes

in a $6B media firm

Early realisation (30 minutes) — inadequate data was the real problem,

so we started concept modelling

Everyone talked about “Customer,” so we asked the classic “dumb” question

“What is a Customer?”

Modelling showed there was no “Customer” entity managed by the business.

External Entity

part of

| | Organization

Person

opened for

A

Account

Everyone talked about “Team” — same situation
Focus shifted to developing the “MAL” — Minimum Attribute List
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Aligning Process

= ¥ Never be afraid to ask "dumb " questions...
- Myth - - Reality -

You're paid to ask, not to know

Someone will be glad you did

The number of different
answers will surprise

“I've got to have
all the answers.
| can't show my P
ignorance.

everyone f
Classic example —

O “Case” in a justice system

O Just one more question,
©) ma'am. Nothing too important...

— ( There's one thing I'm not
Could we go over this just | jear on...
once more to be sure I've v

got it right? “J

[Lieutenant Columbo takes up Data Modelling}
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Aligning Process 1% 7
i “What do you mean by...?
Cultural Factors

120
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i Reporting to the executives

Cultural Factors

Issue

« Data is distributed in a multitude of systems (300+) with inconsistent definitions, management
policies, accessibility, quality, formats, etc.

« This makes our suite of business processes and applications
FAR more complex than they need to be

« Fundamentally, we manipulate and massage data, but don't manage it
« This leads to general and very specific unhappiness

Overall goal
« Implement a managed data environment (“DMI”) for core data
« This will enable a central point of management and establishment of Bl environments

This week's objective was met

« Initial concept model for core Campaign data
(Customer, Account, Team, Contact)

» Initial development of roadmap
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wiioe Initial "Concept Plus” Model

Cultural Factors

Other Business Extermel Entity
Entities: L
Account y .
Opportunity Organization | | Person
Internal %:zr partof
eo
Person Role Industry
Etc. E T T T
with
as i i :
of requires required for opened fm,/{\ \is for lenth
Person Business - —+ "Supplier
Role Role Account External Partnership B
Assignment Requirement Contact g
J[ ! Vendor
at/L /Lplaced by
of to fill r d
. from Transaction Sales
—— Opportunity :,7,,—6 Order Account House
“Team" ‘
Assignment i
9 Joint
+ Venture
/‘\- —i__ either to fill ,L of
Work |, ~ b by
Request |
il "Supplier" -
Team
Dot < Activity Assignment
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Aligning Process
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Organisational,
Cultural Factors

Key achievement — clarity

Clarified that Customer is not something we manage —
it's a “view” of two fundamental things we manage, or should, manage:

External Entity

A person or organization (a legal entity) with which we have or wish to have a business
relationship. This includes past, present and future (prospect) relationships. Legally, an
organization is either a company, a partnership (e.g., a law firm or accountancy), a society (e.g.,
Red Cross) or a government agency (e.g., City of Seattle.) An organization may be structured into
a hierarchy of subsidiary organisations to whatever number of levels we wish to manage. Other
types of relationships among organisations are possible (e.g. ownership, collaboration, ...)

Account

An account is a record-keeping mechanism through which we organize our business interactions (such as
Orders or Opportunities) with External Entities. Accounts can be arranged in a hierarchy of Accounts.

For the first time, the business was discussed in terms of business entities, not systems!
Only now is real process change possible.
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weod Example 4 — application in Process & Big Data

Organisational,
Cultural Factors

A useful concept model can be built quickly...

» Major US print newspaper making transition from
print publication to digital content clearing house

= Need new processes, and a CMS
(Content Management System)

They take one of my workshops to learn about business modelling —
process, data, events, ...

» Did some class exercises using CMS as an example
= Q: “What is content?” A: “Everything.”
» Q: “What is a single piece of content called?” A: “Huh?”
»  Q: “What happens to content?” A: “Lots.”

= We spent 30 — 40 minutes getting everyone on the same page by starting a

“Content Concept Model”
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Cultural Factors
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Aligning Process
with Strategic,
Organisational,
Cultural Factors
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Aligning Process
with Strategic,
Organisational,
Cultural Factors

v 1E
1 i &NYT
v ne
fev vy
e

Common G3YTSules
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Note the extensive use of “subtyping”
(generalisation — specialisation)

\

Now have a common language,
an understanding of how things hang together,
and even some essential requirements
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il | ater... data modelling for Big Data

Cultural Factors

Client moving into Content Management,

Product Lifecycle Management, Clickstream Analytics, ...

Happily using cool new terminology...

Content and Product

Product Owner

Audience and Customer and User
Audience Segment

Behaviour and Consumption
Behaviour-based Segmentation
Sales Funnel

Call to Action

But... no one knew or agreed what these meant!
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Organisational,
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Content Audience
- editorial - users Product
- advertising - segmentation

Consumption
&
Behaviour

Registration /
Subscription

- J
¥
/
/
Billing &
Contact Payment
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Lo Developed “conceptual plus” models e.q., “Audience”

Organisational,
Cultural Factors

Segmentation Scheme Affinity Segment
(Google Analytics) D>

(lifestyle interests)

"Segmented Entity"

Name

Type (market, audience, ...) member of Device Recognized User
"
Description/Purpose <
Anonymous Known Person
defined using 3 [Reglstered] [ Subscribed ]
member of/ (via App)

NamS member of/

~

Attributes, e.g. for 7

- Birth Year (generation)

- Gender ) ) In-Market Segment

- Marital Status L defined using (Google Analytics)

- Kids at Home / (purchasing interests)

- Work Status

- Home Ownership L{ >—

- Internet Usage Amount
- Internet Usage Platform
- Social Media Usage

- Usage (subs, visits, ...)
- etc...

Y
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E.qg., “Product, Subscription, Person, & Contact”

Product
Person
Pesson ID Free Subscribed
ASL Daevice Anonymous Regstered Print
- Daily
Birth Year - Device ID - ADD Newsleners: CM-E
- Gender - News & Info - Sunday Only
- Zp Code - Breakng .
Display Name (unique) - Airline News Digital
Email (unique) h - Digital Bundle
Status (Derived): onio of - Sports Hines (paper.com, Jupaer,
- Registered User - Local Deals Print Replca)
- Current Subscriber (E,C,1,V) . &
- Former Subsciiber (F) Semgmzed A A
« Known, Nen-Reg, Non-Sub ser - paper.com
Location AppDownicad -+ - Print Repica
- Dovice ID - Jupiter
- Ereader
- L m by tor
Ph::‘tn::l Registration
Credit Card ::'ael::
ACH ve Date
Cashi/Check Source
-CSR
Contact - VR by for
Point - Process }\ 1{\
Emad - Browser
- A Subscription
Phene (home) 5 » s
Phone (mobie) Status Subscription
Facebook Entered Date Topic/Trend
Twitter Effective Date
e Expiry Date +
\ Customer Service
Contact‘Communication
Location
- Residence —_—
,. — T
- Billing < Topic
Subacription Billing/Payment
—Fﬂ Transaction Teansaction
ot payment
Feedback - query
330D . - challenge
- complaint 2
- BCCess
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“Content, Consumption & Behavior

Device Category
Funnel Type - Desktop
M - Tablet
Call To Actan _ Maobie
(volunteer, meter - mare??? Device Type
message, paywall
challenge. offer, ..) - Make'
Device Categoey s Z_‘Ol*'
Audience Segment - Senes
(a "ookalike group?*
For
- User Type
- Device Category
- SW Platform
- Protuct
Funnel Stage
Descrption
PageName? [~ T T T T === |
|
|
|
|
|
| ASUMPUaN Benawar
Base Pattern
=
Subsection L _ |Behaviowr Instance
Lookalike Group
Edsonal Itam
“a singie piece of Instance
editocial content - Lookalike Group
e.q., astory”

Entry Date-Time
Leave Date-Time
"Screen Actions” -
- scrall

- anlarge image

- follow link

- hover

- etc.

Editorial ltem Page View

Recognized User

<m Anonymous Known Person
Device
(via App)
Visit enabied by
- by a Usor: Optionally, a Visit is enabled by
SMulonads Reiton 1Dy being a Recognized User - a
registered Person having Registered or
= subscriber Subscribed to a Product, or a
] 3::22‘:;5;;3”’ Device that has downloaded the
possibly enabled by being a App. This is implicitly a very
““l“’gfl‘"‘” :‘:‘;’ a Product important connection to the Product
: !ami!t‘:d:'"ing d::::, that enables Visit.
to an entrance page We hope this will be the majority of
URL Visits, but the accessing Device will
- friendly page name
- to & content type always be known.
index page
- article page
« 1o & content item
<<*behaviour’>>
- 10 an exit domain
detined by tollowed by

Page/Screen View

Entry Date Time
Leave Date-Time
“Screen Acticns”
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Classroom tech support at major US research university

» Goal: “Uber-style” tech support for classrooms —
when an Incident is raised in a Classroom,
dispatch it to one or more appropriate Techs
(qualified, available, assigned to the appropriate Support Unit)
who will bid on it.

= Approximately 20 “assertions” described the planned state:

» Each Tech may be badged for one or more Service Category Levels, and for each Service Category Level
there may be one or more Badged Techs.

» Each Tech may be assigned to one or more Support Units during a given time period,
and for each Support Unit there may be one or more assigned Techs.
A Tech can only be assigned to one Support Unit at a time.

» An Incident for a particular Classroom can be raised by
either a Customer (the “reporter” — Faculty, Staff, Tech, ...7?)
or an automated Alert raised by an Equipment Unit located in a particular GP Classroom.

" many more...
» The assertions led to the development of an ERD.

Note — the complete “Concept Model”

is the combination of the definitions, the assertions, and the graphic (ERD) 133
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Example 5 — Assertions. Lots of assertions.

Classroom Support

Assertions, for review and validation:

* Support is provided by different Support Units (organizations) for
different Service Levels (tiers) and different Service Categories
(Computers, Audio-Visual, Learning Technologies, Networking,
Scheduling, and Facilities.) We are concerned with support for
Computers, Audio-Visual, Learning Technologies, and Networks.
Scheduling is supported by the Registrar’s Office, and Facilities is
supported by (shockingly) Facilities.

If we only cared about one Service Category, say “Computers,” there
would be no need to model the “Support Category / Support Unit”
concept, because it would be a given — there would only be one.

* Each Support Unit could support one or more Service Categories. E.g.,
Sam’s Call Center provides Tier 1 support for Computers, Audio-Visual,
Learning Technologies, and Networking.

* Support for Department-owned rooms is not within the scope of this
initiative; support will be provided by the owning Department’s Local
Support Unit.

* Support for Classrooms (GPC and non-GPCs) or a Room Block of GPCs
will be provided by a Support Unit during a Time Block for a Support
Level (Tier.) That is, for a given Room Block (available via the Classroom

Classroom Support
- Is this the “normal” case?
- Should it read “after normal business hours?” That is, will Central
ever provide support both before and after normal business hours?
Each Tech may be badged for one or more Service Category Levels, and
for each Service Category Level there may be one or more Badged
Techs. A M:M relationship.
Each Tech may be assigned to one or more Support Units during a given
time period, and for each Support Unit there may be one or more
assigned Techs. A M:M relationship, but will a constraint be that a Tech
can only be assigned to one Support Unit at a time?
An Incident for a particular GP Classroom can be raised by either a
Customer (the “reporter” — Faculty, Staff, Tech, ...?) or an automated
Alert raised by a an Equipment Unit located on a particular GP
Classroom.
The “dispatcher” or “CSR” at Room Support (?) assigns (or routes?) an
Incident to the appropriate Support Unit based on the Support
Responsibility.

Putting all this to work...
The goal is to automatically route an Incident to one or more Techs.

reporting the Incident) for a given Service Category Level (e.g., When an Incident is raised, Dispatch will always create a Ticket, and then
Computers — Tier 1) during a particular Time Block, a particular Support route it to the appropriate Tech(s) based on Service Category Level (Service
Unit will provide support. This concept is represented via the “Support Category and Service Level,) Time Block, Room, and Support Unit. Here’s

Responsibility” concept, an associative entity which indicates the how...

responsibility of a Support Unit to provide support for a Service Category

Level for a Room Block during a Time Block. There are three general

possibilities:

1. Support for the Room Block will be provided exclusively by the Local
Support Unit (the Department);
- this only applies to non-General Purpose Classrooms (Department
“owned”)

2. Support for the Room Block will be provided exclusively by the
Central Support Unit;
- Will this happen? Is this a goal?

3. Support for the Room Block) will be provided by the Local Support
Unit during “normal business hours” (a Time Block) and by the
Central Support Unit outside of “normal business hours.”

When an Incident is raised, we know the Room Block (via Room,) the
Time Block, and the Service Category Level, therefore we know the
Support Responsibility, and therefore the Support Unit.

We also know which Techs are badged for that Service Category Level,
and which Techs are assigned to that Support Unit at that time.

Now we have a pool of Techs the Incident could be dispatched to, for
them to “bid on,” Uber-style.
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“ii The underlying "Concept Plus” Model
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Region : Service Level
Service Category (Tier)
(Computers, AV, (Tier 1, Tier 2,
Networking, LT, etc.) etc.)
/ f f
Building
Support Unit /}\ /f\
Tech Service
T Central Dept. (Technician) Category
Department ) Employment Type Level
(e.g., AV

Room Block Ervilbment
Emergency Contact . s jl‘ T Tier 2
support)
A +_

Classroom Tech Assignment

A A

Equipment Badge

Type A ap W Times / Shifts ! (Qualification)
[ 6P Jrem-cP /

Time Block?
Number, Size,
Emerg. Contact

e ——

P
—— — — -
E g A A
Equipment - Support Time Block
Unit Qustomer e Responsibility
S (I;repf)orst:ar;'f- | | CSR (For this Room
rof, Staff, A
Tech, etc.) I /- \ (e.q., "ticket Block by this
T : Incident maker" or Support Unit at
Time "dispatcher”) this SC Level
either < ) during this
Severity Time Block)
/}\ Impact
Response
Alert 1 P
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The assertions and the ERD showed the idea could be implemented:

= When an Incident is raised, we know the Room Block (via Room,) the Time Block,
and the Service Category Level, therefore we know the Support Responsibility, and
therefore the Support Unit.

= We also know which Techs are badged for that Service Category Level, and which
Techs are assigned to that Support Unit at that time.

= Now we have a pool of Techs the Incident could be dispatched to, for them to “bid on.”
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-4 Encouraging change in people and organisations

Cultural Factors

1. Communicating the fundamentals of Business Processes

2. ldentifying true, end-to-end, cross-functional
Businéss Processes

3. Developing a Process Architecture

[4. Seven ways to help people embrace Process Change]

Seven techniques

5. Human-oriented process modelling we can use to build

“change” into our
practice.

6. A feature-based Process Design method —
transitioning from as-is to to-be
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Origins — my clients were ahead of me

almost slavishly, the
usual resistance to

change simply
doesn't materialise.”/

“We're using your N “Do you have a \
methods as a degree in
generalised approach to Organisational
any sort of change, not Psychology?”
just ‘process’ change.” ) Me : “Huh?”
“When we follow the
g‘ == method closely,

“Instead of Change Management at
the end of a project (“Change is
coming. Now CHANGE!”) we like the
way support for change is built in
throughout your approach.”

~

J
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= Five thoughts on what doesn't work...

Cultural Factors

1. Leaping far too quickly into specifying the future state.
No, that does not make you nimble, responsive, or agile.

2. Copying so-called “best practices” without regard for your culture,
core competencies, style, or differentiator.

3. W. Edwards Deming:
“Eliminate slogans, exhortations, and targets asking for zero defects

or new levels of productivity.
Such exhortations only create adversarial relationships, as the bulk of the causes of

low quality and low productivity belong to the system and thus lie beyond the power
of the work force.”

and
4. Failing to involve the people who actually do the work.

5. Client: “Everyone seems to think Change Management is a training plan.” It isn't.
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Not a methodology
« techniques

« frameworks
 Ideas

« examples

For your awareness

So you can learn to
observe relevant factors

I'm not an expert on OD, culture, change, etc....
... but the techniques presented here have been validated
by experts
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Cultural Factors

1 — The power of venting —
let them be heard

2 — What first, who & how later —
abstraction to the essence

3 — Don't start with why? — the problem
with problem statements

4 — Clarify what you need to be great
at — your differentiator

5 — Understand enablers —

the levers of change )

6 — Three core change techniques / |

L frameworks )

7 — Build a feature-based, holistic
view of the future state
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nitod But if you want a method — the classic sources
The New York Times Bestseller

Cultural Factors

NEW CASE STUDIES + APPLICATIONS + RESEARCH

Intluencer ad'@ Prosci

PEOPLE, CHANGE, RESULTS,

Joseph Grenny « Kerry Patterson
David Maxfield « Ron McMillan = Al Switzler
uuuuuuuuuuuuuuuuuuuuuuuuuuuuu

crucial ¢ ()Il\( rsations

4/6 = 10x
OTIVATION ABILITY [| 1. Create a Sense of Urgency I] et
: A Awareness
Make the Surpits | 2. Form a Guiding Coalition |
PERSONAL usdgnrgrle Your Limits ) I .
L. | 3. Create a Vision |1 D Desire
| 4. Communicate the Vision | | d
Haness  Find Strength K Knowledge
SOCIAL Peer Pressure in Numbers | 5. Empower others to Act on the Vision | g
I , ‘
| 6. Create Quick Wins | ' A Abil ity
Design ‘!‘ ' ‘
sracrupa, Pearisand - Chamgethe | 7. Build on the Change | R | Reinf
Accountability einftorce
| 8 Institutionalizethe Change | |
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w2 A little more from Influencer

Cultural Factors

The New York Times Bestseller MOTIVATION ABILITY

REVISED and UPDATED SECOND EDITION
NEW CASE STUDIES + APPLICATIONS + RESEARCH

2 ‘ | Personal Motivation: . Personal Ability:
<2f - Do they want to engage in = Do they have the rights skills and strengths
@) the behavior? to do the right thing?
Influencer |
! a MAKE THE UNDESIRABLE, DESIRABLE HELPING THEM SURPASS THEIR LIMITS
~) Social Motivation: /l Social Ability:
- Are other people encouraging — Do others provide the help, information,
and/or discouraging behaviors and resources required at particular times
ol WL HARNESS PEER PRESSURE FIND STRENGTH IN NUMBERS
(:;{:(m:ilz;i bfr;;fciiﬁr;t;(?rls
&' - Structural Motivation: , Structural Ability:
o J Are systems rewarding the right behavior C) Are there systems thot keep people
g and discouraging ineffective actions? In place and on progress?
2
&c DESIGN REWARDS AND DEMAND ACCOUNTABILITY CHANGE THE ENVIRONMENT

From Influencer: The Power to Change Anything

designed by helpmaghelp.org

Address any four of these and
your chances of success increase tenfold
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it 1 ) Venting

Cultural Factors

1) The essence of the technique:

Early in the session, “venting” / “what's on your mind?”
e questions

e concerns

* greatideas

« what I'd change if | could

related to today's topic
Discussion:
« Why is “venting” an effective technique?

« What concerns do you have about “venting?”
« How would you mitigate those concerns?
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Note — establish context
before venting
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Lo Build “venting” into the session plan

Cultural Factors

Typical opening agenda...
* Quick presentation by the sponsor on scope and overall project goals (5 minutes)

* Introductions (10 minutes)
« Facilitator
« Participants

» Brief presentation by the facilitator (10 minutes)

« What do we mean by “end-to-end” and what issues does this raise?
« Key elements in defining an end-to-end view

» Objectives for the series of sessions, objectives for today's session,
and today's session plan and ground rules (5 minutes)

—

- “Venting” / What's on your mind? (45 minutes)

« Key issues, specific expectations, concerns, burning questions, No guarantees’
great ideas, cautionary tales, etc. strictly time-boxed

* No guarantee they'll be addressed in this session.

» Clarify terminology (90 minutes)

» |dentify significant activities (30 minutes) etc.
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Lt Venting example

Cultural Factors

Topic —

“Strategic Scheduling / Course Management” i
(what that meant... not exactly clear) . with the aiing of

grievances ...

Senior university personnel — Staege Scheliling ¢ Cuce Munegemant.
Department Chairs, Deans, .., | SetesHia = fveiihe Bee S8R
. . Condext Soc this 1mh chve
45 minutes for venting — Y R T
it was well used! © Trbcobuctions - Neme
- wock ey e U

colete

| v \!Cl\‘\\t\o\" - questiny, ‘to“(e,r’ngl \dees, - -
Define man Te(ns S0 FuTRS  no¥e
(C‘(). ® Cuccicoluwe Mc“ﬁ%‘mc&“’ \§ - )

Id.u\‘\\'(‘\[ majo( Qﬂwsses L-\‘r\\\,\ SLch

Foc eedn qrocess, identidy -
- cesulis
- ey cchndies

= ?“"‘UQ"\*S /sh\-cLoluﬂ

Foc ecdn geotess, £ssess Luscent stede -
= by shdeholder U Svdend Trwlly, Brdenan,-)
- Qen gornts ‘os\'\wt ‘m\\‘s

Toc eack geocess , eshiblsh Yo-be goels
‘7, shekeRolde e

1 B U ) Ut
Summacize Sy wFoon g Mﬂmu\e nevt S\-QS

Kk
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ovy k\.shx\/ B (owxie
\,s C(duaus - 5"

B e Lot rcpl\;

MoAd  define - 0alin

8 dutine : ‘\;?\:\\i %
>~ y F‘u-l,.

kS \W‘\b bian Fools ( X s-l.%-.,
oy vkt\Q \o l-b“\’ ’\)v\' mt ‘MQ"'“ -ﬂ-g,

~'¢~A g(b 56 .
e o b«b’k&o« yecs, o}
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-« Next day, small groups expand on themes

Reaction: “Wow, we've never seen anyone actually do
anything between sessions with our notes!”
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il The y Joved it!
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= Active participation
led to buy-in

= Uncovered the
real issues

before we “structured”
things into a future state
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Eventually, led to a very different
Business Process Architecture and
prioritisation than initially expected

= Not sure we'd have got there so
quickly without “venting”
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o 2) What first, who & how later

Cultural Factors

“All models are wrong, but some are useful.”

Two especially useful models
= Business Process Scope Model

= Business Concept Model
(a.k.a Conceptual Data Model)

Both are “essential” —
they show the essence — the
George E. P. Box “what” — of a subject with no

1919-2013 reference to who, how, why;, etc.

See samples on the
next two slides
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“iiv Samples — Process Scope Model

Cultural Factors

Communicate System Outage
Cor.1flrm Outage Determine . Assess Identify and
* triage & route Communicate . L .
. * scope . . Communicate Communication Communicate
notification . Situation R luti
» perform system * Impact (as appropriate) esofution Process Next Steps /
Pe . » audience (lessons learned) || Follow Up
diagnostics
Triggering Cases: Results:
Event: * new Communications about the

Notification of * recurring Outage ar)d the progress on

degradation or lack of resolving it are delivered:

Service Other factors: * internally and externally
* severity * informally and formally

* internal system

» external provider
* calls to Service Desk

* key operations periods / areas

(registration, summer, course
evaluation season)

time of year

time of day

Process Scope Model using “TRAC” -
what is the Trigger, what are the Results,

what are the main Activities

(7 = 2 milestones, phases, or subprocesses,)
and what are the main cases or variations?

Final Results:

Service is restored and root

cause is known (or is

determined to be unknowable)

and resolution is

communicated:

* Externally (“good news”)

* Internally (“cause &
resolution)

Why 7+ 27
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Lt Samples — Concept Model

Organisational,
Cultural Factors

Client
Client Number Unit A description of a business in terms of
Prime Contact Details NCB Unit Number » things it needs to maintain records of —
etc. ) UR Number B
T '”Sta”ea‘: Unit Classification entities
Manufacturer .
operated by Manufacturer’s Ser # = facts about those things —
Facility Year Buil relationships & attributes
Facility ID Installation Dates L
Name etc. = policies & rules —
Facility Type performed | definitions, constraints, and assertions
Legal Site Description on i i
Prime Contact Details : governing those things and facts
etc. Inspection
Date
I NCB Inspection ID
granted for Outcome
CSM Program etc.

CSMP Number
Granted Date

Status

Terminated Date
Terminated Reason
Officer Name / Contact
etc.
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8 “What” first, “who and how” later

Cultural Factors

Note — this won't always be appropriate, but for process- or data-focused
initiatives, it's essential!

The essence of the technique, for process or data or both:

« Describe what the process is,
with no reference to who (organisation or job role)
or how (artifacts or implementation technology)

» Describe what the required data is without reference to how (existing
systems, database/file design, forms, spreadsheets, or other
implementation artifacts)

Discussion
» Why are “essential” models useful in supporting change?

» Are there any specific contributions made by
Scope Models or Concept Models?
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Organisational,
Cultural Factors

Selection of new Financials app is

hopelessly bogged down Requirements D&B Oracle SAP Coda etc.
. . oy 1 Y Y Y Y
Considerable effort in building a 2 Y Y Y N
BDM* 3 Y Y Y Y
4 N Y N Y
. 5 N N Y Y
Two problems: 5 Y Y ¥ ¥
1 matrix points to the app no one likes ; z ¥ z z
2 want vendor demos with focus and 9 Y N Y N
control 10 N Y N Y
11 Y Y Y Y
12 Y Y Y Y
13 Y N Y Y
14 Y Y N N
858 N N N Y
859 Y Y Y Y

BDM issues
time consuming
most apps meet most criteria

still can't tell if an app will work well in
your environment

* Big Dumb Matrix
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“ii 8 Selecting an application

Cultural Factors

The problem:

understand business to decide on package configuration options
a list of 100s of requirements wasn't helping

The approach:

» small team builds “thing model”

(concept model, ~60 entities total, 15 “core”) “Things we track”-

= for each core entity, Project, Work Order
identify 3 to 5 life cycle events Plant, Plant Equipment
) Product Type, Product Lot
= for each event, develop scenario Product Inventory

Sale, Transfer

= turn over to app vendors - show us Location, Ledger Entity

= “How do you support the data model?” Financlal Category
) ., Responsibility Center
» “How do you handle scenarios? Account, Sub-Account
Fixed Asset

“Events that happens to them”

The key points: Fixed Asset is
. ags . Acquired or Constructed

» jnitiated by the business Depreciated

= it worked! — saw how an app would support the business E‘i’::fse;;egf

= didn't initially call it “data modelling”
» |eft vendor some room - “Here's how we'd do it.”
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= 3) Don't start with “why?”

Cultural Factors

The essence of the technique:
After venting and establishing the essential what of the process or area

being studied, conduct a three-part, stakeholder-based assessment of the
as-is situation.

The three Cs:

Concerns — each stakeholder group's issues with as-is
Context — why these concerns are arising now
Consequence of inaction — if we don't change, what...?
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“t.9° Our methodology — three responses to three common difficulties

Cultural Factors
Understand the As-Is Process Design the To-Be Process

- i Complete initial | Perform more Complete final Refine to-be Assess each Design to-be
3L » as-is process detailed as-is as-is process improvement to-be feature process:
Qoal or\w : , of assessment, and process analysis: assessment by ideas, determine by enabler to 1 - essential
oM, ok L ocC: to-be ob]ecﬂve - Augmented enabler, and 5-10 key determine activities first
A ngoron_J_st S Sumn a setting, by Scope Model generate to-be features of the changes to make 2 - "who & how"
w tione ; stakeholder - Optionally, improvement to-be process it sustainable 3 - transport &

ideas

a C , draw workflow
Blg picture 1 Don’t start Flow first,
first here! detail later

Don’t start with a problem statement!

protocol

1 — Premature diagnosis ] _ o
There will be some goal or issue, but don’t formalise it yet.

of the situation
And remember... it may not be a “process” issue.

My hardest assignments . . . Rigorous techniques to identify real business processes —
— Failure to identify true
a Process Scope Model and a Process Summary Chart
end-to-end processes .
make scope and context visible.

3 — A rapid descent into Clarify the big picture, then take a controlled descent
unhelpful detail with well-defined levels of detail.

165



WWBP-MC —
Aligning Process

Lie 8 Perform initial as-is assessment, determine to-be objectives

Cultural Factors

~
/Goal or \\
issue, not | - Augmented
\ rigorously (‘ Scope Model
@e\clﬁ/ei y x - Optionally,
. draw workflow

Why does this process need to change?

START =~ "2*

WIT

‘l

Simon: Swek

“People don’t buy what you
do, they buy why you do it.”

Understand the As-Is Process Design the To-Be Process

Refine to-be

improvement

ideas, determine

5-10 key

features of the changes to make

to-be process it sustainable

But for a process...

What first

[ Who & How next ]

Only then@

Why does this process
need to change?

We'll answer that with a
Case for Action

(a nuanced form of
problem statement)

Design to-be

process:

1 - essential
activities first

2 -"who & how"

3 - transport &

protocol

Process Scope Model

00000k

Process Summary Chart

Function 1 Function 2 | | Function 3 Function 4

[Cross-functional Business Process
| || | | [ | I
Supporting Mechanisms

Now we have an end-to-end,
cross-functional perspective.
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i Michael Hammer's original "Case for Action'’

[/

Cultural Factors

THE MONUMENTAL NEW YORK TIMES BESTSELLER
UPDATED TO INCLUDE ANSWERS TO
t . t. THE MOST FREQUENTLY ASKED QUESTIONS ABOUT REENGINEERING

« a “wedge” or "prybar"; where we are, why we can't stay
« factual, not exaggerated EﬂRP"RH“N

* concise, clear, compelling

1. business context — what's happening? & JAMES CHAMPY
2. business problem — essence of concern?
3. marketplace demands — requirements we can't meet?

4. diagnostics — why we can't meet them?

5. costs of inaction — what if we do nothing?

= | simplified it, re-sequenced it,
and made it more stakeholder-focused
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i My version of Michael Hammer's "Case for Action"

Cultural Factors

Simplified, re-sequenced, more stakeholder-focussed

THE MONUMENTAL NEW YORK TIMES BESTSELLER
UPDATED TO INCLUDE ANSWERS TO
THE MOST FREQUENTLY ASKED QUESTIONS ABOUT REENGINEERING

1) Stakeholder assessment — makes it real

What are th f each stakehold ?
\ C?Jssgiqere concernscl) each stakeholder group Eﬁal][l

* | Performers —

 Owner/manager (the enterprise itself) -
e Others (regulator, partners, ...) as needed &

T YOU REVOILL
HOW BUSINESS SHOUL
/RONG!

FORGET WHA JTION
KNOW AROUT D WORK
MOSTOFITIS W

“May well be the best-writtcn, mos e ed business book §

agerial masses since n Seerchs of 3 ohn Bymne, Bxsines

We're not s el
that bad!

2) Context — makes it blame-free
What changes in the environment since the process @

“ . ” H ?
was designed have caused these issues to surface: Yay — It's not our fault!

We'd better get on with it!16s

3) Consequences of inaction — makes it compelling
What will happen if the process is left as-is?
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‘i 1. Stakeholder concerns

Cultural Factors

“You must communicate in a clear and compelling way why the process
has to change by completing the initial assessment for the as-is process.

Initial assessment — 3 components Initial assessment — typical questions

Customer:
* Are there too many interactions?
* Are rules, requirements, protocol reasonable?

”

Stakeholder assessment — makes it real
 Customer

* Performers « Can your work be located within the process?
(what's in it for me?) « Are you the process integrator —

* Owner/manager the human glue that connects the process steps?
(the enterprise itself) Performer:

« Others, as needed * What are your major sources of frustration?

* Do you have the necessary tools and support?

* Are there steps that serve no purpose?

* Are problems caused upstream? Does the workload vary wildly?
» What would you change if you could?

» /s there a documented process?

Owner/manager:

* Does the process use resources you would rather re-allocate?

* Is it a net contributor or a source of problems?

* Does the process constrain innovation, growth, or opportunities?
» Is it a source of customer or media criticism?
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1l 2. Context — assessing changes in the environment

Cultural Factors

Context — makes it blame-free

Areas to consider:

What changes in the environment )

since the process was first
“designed ” have caused these
issues to surface?

Regulatory change
Workforce changes (e.g., “recruiting and retaining” vs. “retiring”)

Emergent technology (Al, robotics, drones,
“‘SMAC” - Social, Mobile, Analytics, Cloud,)
or current supporting technology is EOL ("End Of Life")

Changing customer expectations
Competition, especially new or emerging

Changes in business volume (growth or contraction)
Socio-political change

Environmental (“green”) concerns

Change in business model (e.g., customised or standarised)
Change in business ownership (public, private,) M&A, divestiture
Change in government (post-election fallout)

Changes in business operating locations

Economic conditions

... and many others (see “PESTLE") 170
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wiite 3. Consequences of inaction

Cultural Factors

Consequences of inaction — makes it compelling
What will happen if the process is left as-is,
and the status quo is maintained?

For the individual: My job is:
* Unsatisfying work environment? O Rewarding
. e .y [] Satisfying
* Diminished opportunities?
PP SLowyy
* Reduced employment CRUSHING
or loss of employment? MY souy

For the organisation:

* Reduced performance?

* Reduced stature or reputation?
* Withdrawal from the market?
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Lii 3 “Case for Change” example

Cultural Factors

Situation:
« Manufacturing firm redesigns core Financial Reporting processes prior to COTS selection
* No progress! — Project has descended into “the blame game”

Stakeholder assessment — Client was very happy!
» Customer — Financial markets / fund managers cannot get
the info they need for investment decisions ,
. L . Alec, I'm so happy |
» Performers — Finance staff spend all their time on assembling could just kiss you!
“the numbers” with no time for value-added analysis

« Owner/manager — CFO is under constant pressure and criticism
from the financial markets and other executives

Context —
« Firm recently divested from a huge conglomerate
» Financial reporting was formerly to Head Office,
but now is to financial markets which the processes were never designed to do

Consequences of inaction —

» Planned acquisition of competitor will not go ahead due to
lack of financial market support for new bond issue;

« Firm likely to be acquired by the competitor. Uh oh... Finance staff quickly
realised their employment was threatened and got on board!

That's not
in my contract
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“ti 1 Then, establish process goals / improvement targets

Cultural Factors

“You must also provide a sense of direction by
defining to-be process goals and objectives.

Measurable objectives

”

Subjective goals

Give people a ‘feel "for direction: Provide specific targets

« “Customers will love this process Establish baseline to prove success
because...” Format:

« “Performers will love this process + Topic
because...” (what will be improved?)

» “The process owner will love this process | ¢ Target
because...” (what is the measurable objective?)

* Timeframe
(when will these results be realised?)

It may now be appropriate to consider new process measures, metrics,

and key performance indicators (KPIs,) and establish baseline performance
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Example from in-person workshop — assessment to goals
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Case for Action summary

Stakeholder
assessment

e

<

All stakeholders
have real issues
with the
as-is process —
it needs attention!

n

4

|

Factual and
unexaggerated

|

Context

( N

These issues have
surfaced because of
changes beyond our

control in the wider

environment.

N J

Blame-free and

non-threatening

Consequences
of inaction

p

If we don’t fix this
process, there are
serious
consequences —
individually and for
the enterprise.

\

Urgent!

Operational

Excellence

The Case for Action is also a great starting point for
specifyin]Q to-be objectives,
and clarifying the process' Differentiator.

Customer
Intimacy

Product

Leadership
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i o8 4) Clarify the “differentiator” — how will you excel? (a reminder)

ne,
Great ato iher two- Consistent, predictable, error-free,
gOOd i the othe ] and efficient — focus on low cost (or
(Not awful @ gperl 7"""“’ safety, in some industries.)
Xcellence @ B

More efficient, but less flexible in
changing direction or meeting
needs of individual customers.

Rapidly introduce Tailors product or service
industry-leading offerings, [tk _ Cus.tomer delivery to the processes
or change mix of offerings. RaLLEELY Intimacy of individual customers.

More flexible for adapting More flexible for adapting
to needs of new offerings, to needs of individual
but less efficient. customers, but less efficient.

Failure to focus on one differentiator — lower performance
Focus on the wrong differentiator — customer alienation
Conflicting differentiators — stressed workforce, lower performance
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= Understanding through differentiators

Cultural Factors

The first time | used this framework on a consulting engagement.

Leading U.S. HMO
(Health Maintenance Organization)

* Reengineering (major change) of
“Provide Clinical Care” is stalled Excellence

* I'm brought in to get it moving 50%
Key finding when determining
objectives of program:

Operational

Product : Customer
° 50% thought Op EXx Leadership Intimacy
* 50% thought CL.I. their history 50%

The immediate outcome...
The ultimate outcome... .



WWBP-MC —

.« Failure from not considering differentiator

Cultural Factors

Recent example of serious failure due to mishandling differentiator change

Global leader in high tech field, massive growth

®* New COO +
Sr. VP Global Process Design Operational

Excellence

®* The goal — transform the business!

Executives

Customer
Intimacy

* What they were really (unwittingly) doing —
moving from PL to OpEx \

®* HR consequences: Product
a huge shift in values

Leadership

Staff

* Staff reaction: intensely negative
* Consequences for “process”...

178 178



WWBP-MC -

wiioe Another example — different differentiators

Cultural Factors

Client: a financial services organisation offering the management of tax-advantaged savings
for higher education was a recent assignment.
«  We'll call them “EdSave.”
» Terrific growth, now things “fraying around the edges,”
M.D. requested an “organisational review.”

Outline of our findings:
= Background, approach, observations, quick wins
| = Mission and differentiator |
= The organisation overall:
Leadership and management, high-level structure, recruiting and retention
(" = The organisation's culture: Later, in the section on
! Communication, management style, writing & review organisational culture
» Cross-functional work and projects
» Organizational role refinement — Operations and Finance
= |T: Custom system (The “Windows app”,) outsourced development,
IT role refinement

» Business Intelligence / Analytics
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EdSave differentiators

“‘EdSave’ is a classic example of an enterprise in which two different business areas —
development and execution — each have their own differentiator

In developing new offerings, the differentiator is clearly Product Leadership

« EdSave known as the innovator

» New product development partly contracted out to external financial consultants
» “We must constantly innovate, because if the ratings fall, money moves.”

In serving the Account Owners (opening, contributions, withdrawals, ...)
EdSave's differentiator must be Operational Excellence

» To drive the cost structure down, EdSave must continue to drive Account Owners to
an easy-to-use web experience and minimize person-to-person interaction

« “The Boglehead mentality focuses on fees, fees, fees.”
» “<EdSave offers> a simple plan for simple people to engage in a solid plan.”
* “We must make a concerted effort to minimize complexity”
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o8 \ision — what is EdSave's “differentiator?”

Cultural Factors

2) Operationally, EdSave must “execute like crazy” EdSave's differentiator is not Qustomer _
Blow costsileaditolowifeas Intimacy, and should not be distracted by it
- understandable offerings and processes » The most common error organizations

make is trying to excel at Op Ex and Cl

* “Do we really need to respond to that
Operational Efficiency one Cranky customer?”

Excellence and low cost “
 “One comment from an Account Holder
has us trying to turn on a dime.”

Industry-leading gLl Customer Tailored for
offerings WELL &% Intimacy individual
customers.

1) EdSave creates leading products Don’t get distracted by
- consistently first with new options tailoring for individual
- partially subcontracted out customer needs
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158 5) Understand the enablers of performance

Cultural Factors

The essence of the technique is to explicitly consider the as-is

and the to-be with respect to each enabler, forcing a holistic view.

How well or how poorly a process performs is determined by six
factors referred to as “the enablers of a process.”

Business
Process
Design
(Workflow)

Technology &
Information
Systems

The obvious two

Many clients use this framework to think through any sort of initiative

Motivation &

Measurement

Human
Resources &
Organisation

Policies &
Rules

Facilities

(or, Knowledge /
Info / Data,
Communications,
Documents, ...)

Critical, but often ignored Wild card
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After as-is modelling, assess process by all enablers

Business mission, strategy, Culture, core competencies,
goals, & objectives & management style

Organisational,
Cultural Factors

placement

regulations

1 supports 1 aligns with
[ Business Process ]
enables enables enables enables enables enables
Business Technol & Human Facilities
Process echnology Motivation & Policies & (@ [elze e
Desian Information Measurement Resources & Rules Info / Data,
J Systems Organisation Communications,
(Workflow) Documents, ...)
* Too many * Unavailable < Inappropriate * Mismatches - Out-of-date < Mismatch of
actors information performer or  between task  policiesor ~ work needs
Non-value -  +Datare-entry Process value and numerical limits and facility
added steps . pissing measures performer . Excessive  * No support for
- Duplicate functionality ~ ° Internal rather - Too little review or team work
steps . Awkward ]tchan customer empowerment approval steps . Layout that
.Delavs and interfaces ocus - Fragmented - “Anecdotal” or impedes flow
bottlgnecks * Measures of  jobs / roles inconsistent of people or
, * Lack of support tasks vs. - Inaporopriate  Policies material
« Excessively for workflow outcomes pprop "
sequential recruiting and -« Misinterpreted
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Examples — enablers becoming disablers...

Cultural Factors

Process
Design

The as-is Insurance Claims handling processes were highly sequential,
involving multiple participants and many NVA tracking and checking steps.
The to-be process perfectly duplicated the as-is flow using a workflow engine!

Information
Systems &
Technology

Nurses in a Regional Dialysis Program were “supported” by multiple, dis-
integrated applications, some externally hosted. Staff spent >50% of their work
hours manually copying or “cut and pasting” data between applications.

Motivation &
Measurement

A major telephone company invested hugely in reengineering Customer
Service processes to enable CSRs to up- and cross-sell, but left performance
measures based on call time in place, which ultimately caused total failure.

Human
Resources

Like many large organisations, a Forensic Sciences Lab had undergone cost-
cutting, and laid off many administrative support workers. Much more highly
paid, scarce scientists then spent ~55% of their time on admin tasks.

Policies &
Rules

A Property and Casualty Insurer required a document be signed at a broker's
office and sent to a central verification unit for any policy change. The company
is now global, and this is now a major bottleneck of dubious value.

Facilities
(or other)

As a strange outcome of a merger, a Contract Electronics Manufacturer's QA
facility was remote from their main manufacturing site. Moving goods back and
forth to the QA facility actually introduced additional defects.
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niet® “Motivation and Measurement” enabler is crucial

Cultural Factors

[THE EXPLOSIVE FOLLOW-UPTO FREAKONOMICS

SUPER
FREANONONICS
Sincriosie Inthe introduction to Levitt and Dubner's latest...
“Was there a theme to Freakonomics?”

BTRVRR lﬁ.‘ ;‘Fﬁ'mﬁ.ﬂ.
LEVITT=DUBNER

FREAKONOMICS “...the book did have a unifying theme, even if it

A ROGUE ECONOMIST EXPLORES W SN 't obvious at the time, even to us.”
THE HIDDEN SIDE OF EVERYTHING

“Prepare to be dazzied

“People respond to incentives, although not

@ 7} necessarily in ways that are predictable or manifest.
STEVEN B. “T"..Em Therefore, one of the most powerful laws in the

STEPHEN J. BUBNER universe is the law of unintended consequences.”
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niiil Are “unintended consequences” unavoidable?

Organisational,
Cultural Factors

“What we've got here is a failure to anticipate...”

“Unintended consequences”
are often simply a failure to anticipate
what is obvious in hindsight.

It helps to remember that
“what you reward is what you get” and

“what gets measured is what gets done.”
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- Looking for Troutile consequences

Cultural Factors

At a Financial Services company,
important activities were seen as separate processes,

each with their own measures of success:
What consequences

Identify Solicit Qualify would you expect from
Prospect Prospect Prospect the measures of the first
two processes?
Measured on Measured on Measured for long-
number of contacting all term viability of
prospects prospects client
generated

‘o N

ne process: Acquire Customer

Process sequence and
etc. metrics support sales

Identify Qualify Solicit

Prospect Prospect Prospect

\ / funnel.
Measured on Measured on Smaller number of prospects, more
quality of identifying time to tailor solicitation, higher

prospects “good fit” conversion rate
nrosbects
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L2 6) Three core change techniques / frameworks

Cultural Factors

1 — Force Field Analysis — what's working for and against your change efforts?

Desired ‘

Driving Change Restraining
Forces Forces

2 — Beliefs — are your organisation's beliefs preventing it from moving in the
direction it needs / wants to go?

o

3 — Organisational Culture — is your organisation's culture at odds with where you
need to go?

ORGANIZATIONAL
CULTURE

DIVERSITY
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"l 1 — One-pager on “Force Field Analysis”

Cultural Factors

-3- -4 -
|dentify Develop
driving strategies to

-2- forces maximise

Describe
current .3 _4-
state

|dentify Develop
restraining strategies to
forces minimise

e —

Most descriptions
of the method

suggest weighting
the forces —
| don't.
-5. -1 -
|, Develop & N Describe

execute target

a plan state

A method to list, discuss, and
assess the various forces for
and against a proposed
change;

Developed by Kurt Lewin;

Originally for Social Science,
now widely used for all sorts
of change.

|7 Force Field Analvsis

Forces for Change Forces Against Chonge

Glogtemreeue (et ®

jim_“d—_ erarch cal o
@ Qo eLions L vialitut ®
eUgRee > Dif” clort adpon @

— O
OCmdt™ Aol  <BNE™ O

Hrapsparent

Total = 20 Wb Total = [4
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Force Field Analysis can make the situation visible in short order...

Resistors — 5

( )

Fevoroey - 1

k3 M Povecs. - D rlve 'S =

= (idach

-{u mar) - it
¢ > % Devrs - ¢
L biee lsek 556

>

|
I
|
|
1< > <
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2 — Organisational beliefs, and their impact

Cultural Factors

The essence of the technique is to identify the underlying (and often unstated)
beliefs that drive the behaviour of the organisation — the paradigms.

E.g.,
» Belief —
Qur Customers expe('?t a high-touch experience e Bl g
with personal contact. Discovering Y
* Reality - thefutme
"Our younger Customers want a low-touch experience o
via an app." Joel Arthur Barker

" Purmdigns: The Business of Discevering the Future o «

BECHET WOIDON. (1M DUYING B CODY #0600 OF Ty QUsoma’s
cormptitons™

Then, are these beliefs preventing
the organisation from moving
in the direction it needs to go?
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i Case study — belief systems as barriers

The Problem:
Leading high-tech manufacturer hits limits to growth —
they can build, but can't seem to ship complete systems

De“‘a“d

| Capacity to Fulfill Order
____________ »
\Already a gap

2014 2017 2020
What works for a $100M company doesn't work for a $1B company!

Systems shipped
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Book || ieq [ Pickand | Ship Collect
Order p r.o cosses | | Pack Order Payment
i i | Order
NS /

____________________

ulfill Customer Order

Determined root causes and suggested process changes.

But, for every suggested change: “We can't do that!”
The Third Law of Process Design: “For every suggestion,
there is an equal and opposite reason it can't be done.”

Team visibly dispirited: “This is the point we always get to!”
Me: “Always...?” Team: "This is the fifth time we've tried!"

Classic symptom of having “hit the limit” with underlying beliefs

To achieve more than incremental improvement,

a new platform of beliefs and principles is needed.
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Formulate value statements — new beliefs

First, identify barriers, the underlying beliefs causing them, then new beliefs

“We value this...”

“We value this more..."

Adapting schedules and dates to
meet customer requests.

Providing a firm Promise Date to the
customer, and sticking to it

Capacity utilisation of a cell
or a person.

Smooth, non-disrupted flow of the
overall process and the
well-being of associates.

Responsive teams.

Recognizing that teams have a real
lead time and capacity.

Teams value their data

One visible source of the truth

Filling Consumable Orders within 24
hours and minimising finished goods
inventory. (This was the core issue!)

Shipping complete system orders
according to Promise Date and not
“cannibalising” them.

This simple but cohesive set of value statements

enabled us to describe a new process.
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niitod [dentify 5 to 10 key features of to-be process

Organisational,
Cultural Factors

Tightly

linked WO -
SO

Hybrid ATO
& statistical

inventory

Produce
Order, not
parts

Single

visible
source of
the truth

Measure
true order
fulfill

Single
piece,
fulfillment
pull

Staging
space for
OF

Locked-in

schedule

Separate
production
and ship

Process
owner

True
capacity-
based
planning
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Fulfillment-pull model

Power Supplies

ConSOIeS E B EEEEEER

Cables Cenms

Leads EEEENER H

Kits Cissssss s Customer
Order

Torches Des.lred

EEEEEEEEN Dellvery

Date

Consumables

ERP generates signals

.lllllllé' _— h

Material Build Pick & Ship
lead time pack time
time time
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“ii 1 Reporting it out to the Cx0Os

Cultural Factors

Function Function Function Function
owner owner owner owner
o . o

\d
* % OO * e RN

* * *> * *
O S - *e O (S » .,

Who owns the process? A process
owner/steward/officer must be appointed
- clarify goals and metrics for the process
.| - ensure and monitor alignment among
all the moving parts/

Accounts
Receivable

[Business Process

1 enables I enables Tenables 1enables 1 enables Ienable

Workflow Information Motivation & W W e
Design Systems Measurement Resources Rules (or other)

Policies & * Facilities

End-to-end business process

[ Lean initiati/g Lean initiative | I [ Lean initiativé
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“ii ¢ 3 — Organisational Culture summary

Cultural Factors

Culture: behavioural norms that are reinforced because they are seen as “good.”

Amplified by the
behaviours of leaders
Amplified Embedded in a network
Evident in the behaviours by the behaviours of organisational

of individuals and groups P practices

individuals and RO .
groups Rl

Visible in the ™= — :
Shared beliefs, values

‘way that work gets , :
done’ on a day-to-day \ and assumptions held §
\, by members of an

basis y/ DA .
/4 organization Shared beliefs,
values, and

assumptions held by
“‘way that work gets done” members of an

on a day-to-day basis organisation
Summary image from http://www.nhorizons.ca/

Visible in the
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1o Note — "What is good?" may vary across functions

Cultural Factors

OEM Product Actuarial Customer IT Sales
Team Team Service

\
Develop Insurance Product
Request Approve Design Develop Z:zZZ?:
Product Product Product Product
Launch
J
| |

The misalignment might not be in explicit measures,
but in different groups' perceptions of “what is good”

« OEM - deadline driven

* Product — number of products / features introduced

« Customer Service — simpler products

* IT — bug-free product launches 200
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8 Organisational Culture

Cultural Factors

1) Assess “organisational culture,” formally or informally, using one of the
available frameworks —
we'll use the Organisational Culture Assessment Instrument (OCAI.)
All organisations have a culture, recognised or not.
Impacts process design and ability to change e.g.,
an organisation characterised by
centralised, top-down control and decision making
will not successfully implement a change requiring
front line accountability and decision making
What is a best practice for one culture can be a worst practice for another

2) Considerations
A quick, informal assessment is probably adequate
You might keep your assessment to yourself...
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Organisational culture

Organisational,
Cultural Factors

OCAI — Organisational Culture Assessment Instrument

Professors Kim Cameron and Robert Quinn found
two dimensions of culture were vital in
understanding effectiveness:

» Internal focus and integration

VS.
» External focus and differentiation

« Stability and control
VS.
» Flexibility and discretion

A survey-based assessment determines
« current dominant organisational or team culture

» desired organisational or team culture

Flexibility and Discretion

Family

A 50

40

30

Internal Focus and |
Integration |

[

20

10

Adhocracy

External Focus and
Differentiation

Hierarchy

10

20

Y
Stability and Control

40

Market

Rather than formal surveys, it can be effective to just observe and ask.
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Cultural Factors

OCA/I — Organizational Culture Assessment Instrument

Flexibility and Discretion

The Family / Clan Culture

Friendly, sociable, “one big happy family”
Leaders: mentor, facilitator, team builder.
Values: loyalty, tradition, involvement,
communication, personal development

Focus: needs of the client, caring for people
Style: teamwork, participation, and consensus.

Internal Focus

A

The Adhocracy Culture

Energetic, creative, entrepreneurial, dynamic
Leaders: innovators, risk takers, visionaries.
Values: innovation, agility, risk-taking, change
Focus: growth and creation of new/unique
products, services, resources

Style: experimental, individual ingenuity, freedom

External Focus>

and Integration

The Hierarchy Culture

Formal, structured, efficient, predictable
Leaders: coordinator, organiser, monitor.

Values: efficiency, stability, uniformity, timeliness,
low cost

Focus: control, coordination, policies, rules,
processes, procedures

Style: rule-driven, efficient, smooth-running

Stability and Control

v

and Differentiation

The Market Culture

Results-oriented, hard-driving, competitive
Leaders: hard driver, producer, and competitor.
Values: winning, reputation, hitting targets
Focus: goals, customer/market, market share
and penetration,

Style: aggressively competitive, get things done,
high expectations
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Test takers assess corporate culture, splitting 100 points over descriptions
of the four culture types with respect to six aspects of the organisation —
dominant characteristics, organisational leadership, management, etc.
Done twice — current state and desired state
The culture profile illustrates:

« Current blend of cultures and the dominant culture Adhocracy

* Relative strength of the dominant culture

- Discrepancy between present and preferred culture _ i
(13 H b

« Can also show “competing values”:

Fomnsdos Flexibility a:d Discretion — .
\ ‘\ The Clan The Adhocracy /'*’ >
£ | DN 7~ E‘ Stabiity

-— /" The Hierarchy The Market 50\
Board of Directors .

Stability and Control | tobyelwin.com/competing-values-drives-your-organization-out-of-business

As noted before, you should always be observing and asking.
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Aligning Process
.08 An example —
Organisational,

Cultural Factors

The “organisational review” at EdSave included an informal OCAI assessment:
Off the scale in “Market culture”, essentially 'zero' in “Family / clan culture”
This shaped the planning and design of the desired future state.

Flexibility and Discretion

A

The Clan The Adhocracy
50 o
B 40 g
I =
Eo 30 f’:
E 30 S
2 &

= 10

S <2 5y 2
3 |P c| &
— o
3 a
= g
3 Z.
= £
— _C_.
0 -

The Hierarchy The Market >

A 4
Stability and Control

We didn't actually draw the chart — didn't have the data to back it up.
These often are drawn to show differences between two groups, or “current” and “desired.”
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National culture

Modeling culture with Hofstede's cultural dimensions:

Small vs. large
power distance

How less powerful members of groups perceive
(and accept) that power is distributed unequally.

Individualism vs.
collectivism

How an individual identifies with self or with
group, how performance is seen as a group or
individual function, ...

Masculinity vs. femininity

Value of competitiveness, aggressiveness,
assertiveness, etc. vs. relationships, quality of

life, etc.

Low vs. High uncertainty
avoidance

Extent to which uncertainty and ambiguity are
avoided; “strong avoidance” values
standardization, structure, rules, ritual, etc.

Long vs. short term
orientation

“Future leaning” attitudes, e.g. thrift and
persistence vs. “past/present leaning” e.g.

benefit now, respect for tradition, and reciprocity.

Understanding this has many implications for
matching future state design to the organisation
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wteoe8 Closing thought — procedure driving culture change

Cultural Factors

THE CHECKLIST MANIFESTO « THINGS RIGHT

“The Checklist”
The New Yorker
BESTSELLING AUTHOR OF DeC- 10, 2007 +

ATUL GAWANDE

BETTER AND COMPLICATIONS

2011 Commencement Address,
Harvard Medical School

The point — fantastic statistical improvements in surgical
outcomes from utilising a pre-surgery checklist.

Amazingly, this also drove cultural change! 207



WWBP-MC —

igning Process

/) A feature-based approach to process design

Cultural Factors

1) The essence of the technique is to identify each key feature of the to-be
process, and determine what will be required (enabler by enabler) to
make it work.

The alternative is to treat the entire to-be process as a “big bang,”
iImplemented all or nothing.

“You doat have
Yo canflete the

Supports implementing change, feature by feature.
More in the upcoming section on design

208



WWBP MC

.o Making process modelling relevant

1. Communicating the fundamentals of Business Processes

2. ldentifying true, end-to-end, cross-functional
Businéss Processes

3. Developing a Process Architecture

4. Seven ways to help people embrace Process Change

[5. Human-oriented process modelling}

6. A feature-based Process Design method —
transitioning from as-is to to-be
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it 3 — Complete additional as-is modelling

Cultural Factors

The goal is to understand

- | mprovemen: o process: the as-is process, not
ﬂssue, not | t Augmented . ;defg,kl:itermme i : ;jt?jiggglfirst it i
| : / L 0j€ i ' e
A ngorously ﬂ ting, by Scope Model . features of the changes to make 2 - "who & how" d ocument it in
@e\clﬂeﬂ y de - Optionally, [ to-be process it sustainable 3 - transport & . . il
y araw workiow | Il protocol excruciating detail!

Admit and Onboard a Student

Award Complete Register
O—> Recruit Complete Assess Admit Fi ial Grant Pre- Student
Prospect Application || Applicant Student Al.r:iancm Housing Enrollment in
! Requirements Classes
* |dentify + Collect » Confirm + Make -+ Receive <« Provide < Confirm * Identify Optlonally,
Suspects  App Fee Application admit/ FAFSA Housing Other Courses HPRCr _
* Qualify * Initiate » Evaluate deny/ -« Assess Req'ts Requirements ¢ Create mOdel Inltlal WOfkﬂOW
Prospects Applic.ation App_lication assess Need ot Asse_ss . (vigg, shots, Class ° Slmp|ICIty — minima|
* Engage  * Submit * Verify decision+ Determine Application writing, ...) Schedule - - - - .
Prospect  Application Req'ts * Notify Aid - Provide - Register - Register N Wﬂgt EZgE:re?tggsAsS;slStant sym bO|S and detall
* etc. * etc. * etc. Student - etc. Alternatives Orientation Classes “1 How: viagWorkday SRS “ . . ”
. etc. . etc. . etc. < elc. * “Flow fIrSt, detail later!
| always build an Augmented Scope Model — _
1. What the detailed activities are, e.g. - 1
“Register Class” (verb + noun) !
2. Add who and how, e,g, il
“Advisor Register Class via SIS” = |
This is often good enough! — no need for an
as-is swimlane diagram / workflow model =

www.lucidchart.com
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Complete semester enrollment (partial)

es
E Prepare Submit Decide to i’ Providle
S enroliment enrollment roceed supporting
2 package package w P documentation
n o Student gives up!
no
g — Submit Decide if yes Flow:
S S enrollment supporting Handoff: A sequential
o package | | documentation Aflow fromone d
g3 needed ) |1 actor to another. ependency
&< " between steps.
[a] days later!

Actor:

A participant in the
process — could be a
person, organisation,
Job, system, tool, or
anything else that
“holds the work.”

Departmentall
Advisor

Departmental
Dean

Decide if
waiver
required

Confirm
course
prerequisites

Prepare

confirmation%> Etc.

i

no
Enroll student
per
instructions
yes

Must be printed
and signed.

Approve or

= Shows sequence and
dependency, left to right

Other
Process

= Simple — anyone can read

= Shows all actors and
therefore all handoffs

» The entire, e2e process

= What, but not how

reject waiver
request

Note - This is
simplified - we
haven't shown the

An activity or step
carried out by one
or more actors.

"transport
mechanisms."
Step: _/ Grant

Financial Aid

Why did simple Swimlane Diagrams become popular?

Simple Swimlane Diagrams — maximise their strengths

Who — the actors
What — the steps

When — the flow

Other tools are better for

capturing detail —

how the steps are done:

» step-by-step
procedures

» checklists

» decision trees

* Uuse cases

- etc.
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¢

. lots of diagrams | migl?t draw diffe?é?vtly.

— Data Visualisation = -
e = © = = O -
W W i
- == E=3 .
| = -y =
’ .-v‘"' - - -
- e o= : = -
- = 5 =
r——iee - ‘ . - — -=
°33 =~ o0 -,.
e om | zes™| T .
e = S o=
- - Py
foas] R

Flowchart Programming ...
conceptdraw.com

21 Creative Flowchart ...
visme.co

Flowchart Tutorial ( Complete Flowchar...
creately.com

Follow flowchart best practices without ...
cacoo.com

s 2 T
L e = 50 A N == )
Ay =% =
A ==
Rl | | i prowRn ﬂ £
Ugutepneen | e Onpatrant = i
A ) = = m e = =
g <dp =
| ; RN
| P U -, '_J
i ~ """""""""""""" - .-_) : :
Gt S .

Dota 2 Flow Chart ...
reddit.com

Free Flowchart Templates ...

gliffy.com

> & W
¥

=
'

A quick Google Images search on "swimlane diagram” reveals...

!
|

i = o 8
Y

& g4 ® + &
R ] L3
ERE ¢ #4AE &

complex RENO flowcharts easier ...
weibull.com

@@E}(

-S>~ ==
=Ren RS S

==

,_-

@ {=]
S {=]

Flowchart Tutorial (with Symbols, ...
visual-paradigm.com

com » 713363512
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i One example... "Chaos With Colours”

Organisational,
Cultural Factors

Help! | Probably accurate,

not too many symbols, but...

» do unexplained colours help?

« significance of multiple flows?
» two separate flows inbound

to a step

\ * two joined flows

Both or vy 7 inbound to a step

One? N7 ( ~- } + one outbound flow splitting

| So_L -7 < butmostof all...

| flows in all directions!:
No R S  left to right

- <>‘ —<> * right to left
" / « top down
— * bottom up o defeats
v . —N<>‘—. fNo | Why’?’?’?  "one: pag d|agram
! , the gr

=
o
£
%
3
o

Role 2

Role 3
<

Role 4
=<
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If you need a one-pager draw an Augmented Scope Model

4 ] )
Admit and Onboard a Student
Award Complete Register
_ ( | Recruit Complete Assess Admit f . Grant Pre- Student _,‘
Add 5 1 O Prospect || Application Applicant Student F/nzr;;/al Housing Enrollment in
Activities per Requirements || Classes
Maijor Activity -
+|ldentify < Collect « Confirm = Make *Receive  +Provide *Confirm « [dentify
Suspects  App Fee Application admit/ FAFSA Housing Other Courses Later add
«Qualify < Initiate « Evaluate Sess « Assess Req'ts I(R:/?San|;er]r2§nts « Create who & how to
Prospects  Application Application gecision Need » Assess insurance, ’...) Class L
«Engage  * Submit - Verify | Notif « Determine Appllcatlo.nRegister Schedule  @gch ACtIVIty
Prospect Application Req'ts Studgnt Aid * Provide Orientation * Register
. etc . etc . ete . etc Alternatives Classes
: : : * Complete ' . etc * Complete . otc
Integrated : Orientation : - - -
Assessment .ot Who: Registration Assistant
et etc. What: Register Classes
etc. How: via Workday SRS
n - - n
Before SWImlamng e We're almost at swimlane level!
( )
Always! Always! Almost always!
Process Scope Model (TRAC) Process Summary Chart Augmented Scope Model
J
4 4 2\
@ ————————— [ ] [ ] [ ] [ ] [ ] Function 1 Function 2 | | Function 3 | | Function 4 O—> --------- [ ] [ ] [ ] [ ] [ ]
N N y,

Cross-functional Business Process
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Another fast Augmented Scope Model example

Cases:
* $5000 - $25000 Goods
* $25000 - $50000 Goods

Organisational,
Cultural Factors

Activity

Triggering Event:

Customer needs
Good / Service

* $5000 - $25000 Services

* $25000 - $50000 Services
Assume everything <$5000 is
purchased with a PCard

(or subproc

tail by Major
dg/m'\\estone)

Source Good/Service

- Award / Receive &
Prepare Evaluate Solicit Evaluate Issue
Requisition Requisition Quotes Quotes Issue Approve Payment
q q P.O. Invoice y
Develop scope of  Confirm Determine Receive quote Generate Receive Receive invoice:
work / specs completeness — (additional) (mail, fax, e-mail,  Purchase Order Good/Service * from vendor

Investigate
potential vendors
(and price?)

Solicit vendor
quotes

(just to get an
idea)

Obtain approval
(Department)

Verify Item and
Account
(General
Accounting)

Submit
requisition
(visible to all)

get clarification
this is actionable
(scope sufficient)

Assign (or re-
assign Buyer as
necessary)

Identify MBE/SB
opportunity
(competitive)
(co-op)

* sole source or
co-op, vendor(s)
known

Determine

methodology

* sole source

* co-operative
(piggyback on
contract)

* competitive

* emergency

potential vendors

Solicit quote
(including Bid
Due Date)

Post quote
(solicitation
documents) in
“the binder”

Resolve vendor
queries

* Up to $200K,
we control who
gets solicitations;
above, no control
—it’s “publicly
advertised.”

Over $200K there
would be 20
more activities,
and could be
multiple award.

Confirm
completeness

Verify suitable
price, terms, and
conditions
(generally, low
bid for
equivalent)

Clarify (not
negotiate) with
vendor

Optional:

* Evaluate
equivalency (for
alternate)

e Confirm
equivalency w.
Customer

Notify Requestor

“Transmit /
deliver” P.O.

* Pain point — we
aren’t sure when
the vendor
receives the P.O.

* Invoice could
be attached

Accept
Good/Service

Issue invoice
(vendor)

Issue Payment
(Magic Happens Here)

* |f multiple line items, different line items
could go to different vendors;

Identify vendor

* |f multiple vendors, line items are not split.

* from the
department the
vendor sent it
to

* Vendor

complains invoice

is “lost”

If >$5000,
match

* invoice

* PO

* receiver

If <$5000,
match

* invoice

* PO

* Could invoice
$4K on $40K PO

Batch invoices for

Receive payment

Final Results:

* Customer has received
Good/Service:

* Vendor has been paid
* viaA/P
* via PCard
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.8 Core principles — "Flow first, detail later” and "Simplicity!"

Cultural Factors

Swimlane Diagram

Workflow Model

Process Map

Cross-Functional Flowchart
People-Process Chart
Functional Deployment Diagram
Process Responsibility Diagram
LOVEM Diagram

The purpose of a Workflow Model is
to show the Flow of Work

Whatever you call them,
they are a great tool for showing flow —
sequence and dependency of steps

Left-to-right flow

T
"
g s

-
; e : i L1 1
LSimple... but not simplistic Symbols were just boxes and lines
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The Cognitive Psychology of diagramming

Cultural Factors

What do people first perceive on a diagram??
1. relative size —

. O OO0
[importantJ imaz%z:nt C} SR, [ }:( .

step
Make all the steps the same size,
unless you're trying to make a point

2. relative X-Y position

1|
Actors L[:h ﬂ H ]

v )

X > Flow (time) 217
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w8 Don't conceal sequence and dependency

’ .'— = - .| Steps perceived as happening in parallel,
O\ T‘ L~ even though flow lines indicate sequential.
L =
' I
| ' . | Ciritical in analysing a process:
) ~._ | * sequential vs. parallel
— - dependent vs. independent

: ‘ H H h A simple guideline:

L flow lines only leave
the right edge
{:h TGB and only enter

LDJ the left edge — never
the top or bottom.
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neiel "l think | know why our business partners don't want to review this..."

Organisational,
Cultural Factors

P ro ba b I y a g Ood D F D XYZ Development Flow Updated 10/12/03 Joe Analyst

(Data Flow Diagram) S| [ | [ o | [ o o | oua] o] BN [rveo) [Nl |Gt
useful to a technical
audience

Not a good

Process Flow Diagram,

useful to business

professionals, because...

* no obvious flow

* too many symbols

* cryptic acronyms

« lanes aren't actors

- ... ram
with thi ud‘cgtmg

‘ ror\g mmun N
\Nha’( S \é\’ans of (;O dienc
as @ ¥ pusin®
wit
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Remember — you can build an initial flow model with Post-its, real or virtual
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i Minimal symbols
Organisational,

Cultural Factors

Later, redrew it with Lucidchart (www.lucidchart.com) —
add rigour, but still focus on flow and simplicity.

et

yyyyyy

B T
jul

W
e )
srree

Fo < §
[ pee TRt SRS PSS SEEPAN ST SR ey 1
i L

H
H
£
| e
i
o

_‘
13
il ke
4
—J
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wiie Full BPMN™ — not useful for business purposes

Organisational,
Cultural Factors

If you choose to use BPMN, use extreme restraint! Only use a few symbols
such as Lanes, Tasks, Flows, simple Events, and optionally Gateways

! ! i ! h? i EI/]“
*Business Process Model and Notation, a standard by the OMG. BPMN was created to be
a visual programming language for automating workflow, not for business modelling.
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4 Kkinds of 63 kinds of

can be Gught maltiple tmes.
Musrsple: Catching one ot of
aset of events. Throwing all
events defived

& Senpt T

Parallel Multiple: Catchig
il out of 3 52t of paraliel

] g s s,
ACtIVItI es ctivities Conversations Choreographies s
<
: Event
. A Communication defives a set of Participmt & s":-vm‘ohv Events T St Isspctle | B Ven S
|US A Task s & it of werk, the job t be { ? lenllyMnmEemm Omeeography - | |
s | memOSEwsides | O Empeeiee i m ) t Bk AT
Markers & b refiwed. compound comersation element 8 \ % QE H E gg z \
) Amwun Multiple Narkee A b | - a g 1
£ Conversation Link conneets v , - | @ |
| A Transaction is & st of acttrities that Ingicaly Commumicaticns and Participants (Message hm m“x‘:m m,.,;,‘,,,.m‘ m ' E S i - o !
T k T Tracsaction belang topeths; & might follow  specifind between two Paticigans.  sare bind. Iteractons. e v t - i
as ypeS | trdskaction prutoool: A Forked Conversation Link connects i it O !
ES Ceomrmmicaticns are mullipe hanges or fieal states, ! !
. Event SubbProcess s placed o a Process or Participmrs. Choreography Diagram ) Tt
P Sub-Process. It i activated when its start event Message: Receting and | '
Sbvanad fets triggered and can batemupt the higher level ( ™ g messages. ; i
B T D e Conversation Diagram i Cidic W evea T
points In time, time spans or |
Zrm— timecuts. 1z
A Gall Activity s a wrepper for a dobally defined ¢ o Ecatttons Eiialig 13 :
Sub-Process or Task that Is rewted In the current an higher level of H
pooces. resgonsitity. i i
)\ Conditiceal: Ruacting to T :
changed birsiness conditions | |
Activity Markers Task Types o Interativg bustoess rules. i |
Markars indicate execution specty the nature of < Link: O1-page cannectars. ] {
betavion of activities ;::’:nm o be performed: b tamQM Two (ﬂw “"I ety ] 1l
el equal 3 sequence flo; : !
S Frocess Markee B send Tesx Error: Catching or throwieg | |
narred erers. t '
0D 1o E2):ebve ik Collaboration Diagram Cancal: Reacting o canceled T
I Porsiict i warker B user ek Armosactions or igring | |
n eancellation, 4 |
== Siquitial i Warhar O manuat Task Compergation; Handiing or | \
o~ Hoc Markar = Business ke Task ;AMBVIRg epetn i |
Sigral: Signalling across differ- | T \
<K Compensation Marker B service Tese ent processes. A signal thiown | ] i
1 1
i |
i |

/ / / events,

Terminate: Triggoring the
defines the oxscution it the default branch  has a condition inediste teamination of & O
order of activities. 1o be chosen # all as3igred that defines process.

6 ways to
represent
Data < Data

N A Data input 15 an extemal inpu for the
h _7 % enire process. Rt can be read by an actity.
A Dats Output 15 0 variable avaliabie as result
of the entire process.
A Data Object represents farmation fowing

Wrough the process, such 3s business.
decusants, emails, of lotters

m A Collaction Data Object represents 2

‘other conditions whether o not the

7 kinds of e
Gateways —— Gateways

Exclusive Gateway  When splittia, it routes the sequence flow 10 exactly
e of the cutyoing beneches. When mergig, it awats
ane fncaming branch to camplate before triggenng the
outgolg fiow.

Pool (Expanded)

Event-based Gateway s timnys followd by calching events of recerve tasks.
Sequence flow & routed to the subzequent cvent/task.
which happess first.

Institut

Parallel Gatoway When used to spUt the sequence flow, ¥ eutzeing
branchas are activated serultaneousty. When menging %
@ parallel brancees (¢ walts for all g Besschest 1 3
complete betor the curgaing flow, x= ™ i;'am N 3 comundq :ﬂfﬁndin!mlﬁm. g 0 listof order

Inchasive Gatwaay Exchusive Event-based Gateway
When splittieg, ene or more teol

m::cnlsn:muﬂ.m Each ocourrence of & sibsequent
wctive incomiog branches must evenit Sarts 3 new process
T ; oitog Mmmmmml:n Message Fiow mmm:np
Activities in & process. Apool  flow acros ceganizational  specified by combis
Paraliel Eventbused Gatemwny or a fane can be on Boundaries, Nessage flow  message flow and A ;
| org@ntzstion, a roke, or a <can be attached to pocls,  sequence flow, mswuumucmw 3

nmnm:: that tsnet mouu.mofﬂm RLIN wrpriimennt E'I -
or n v : communication betwees two
l caplired by ather gatewip. wvents stats & new process :"’""”rt"; "’“’m‘" v :M.“‘-"""“'l' 2 2 3

/A Data Store iz a place where the process can
read or write data, ¢.5., 2 database of a fllng
Dl Bterm cabinet. It persists beyond the lifetime of the

Process Instance.

instance.
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i Decision
Event
”7 Or..
Q Tempora
5 Event
é Or...
V Conditiona
%) Event
. luse
¢ BPMN
- event
symbols

Collaborative

Step Step

| don't use the
BPMN Gateways:

%
<P

©

exclusive (XOR —
exactly one flow,
in or out)

parallel (AND —
(all flows,
in or out)

inclusive (OR —

in or out)

Manugz

Minimal symbols for an approachable workflow model

Manual
Step

Result

parallel No
exclusive
il Deg;id_e; ..
Yes
[ — \
: P':u al : r l"!'il
Step 1 Supported
: 1 Step
| |
! |
| . .
|| parallel | Interaction
: |

one O\F more

_\‘—|_> System Systen
Name Name
1 Function or Function or
Service Service
ra

one or more flows,
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“i.¢ Three questions to develop your initial workflow model

Cultural Factors

Emphasis:
« keep you out of the details — focus on flow

« ensure the involvement of every actor is shown —
it doesn't matter how much or how little they do,
or whether they add value

Three simple questions:
1. “Who gets the work next?”

o |

(h O
74

Guideline for the initial Handoff Diagram:
Whenever an actor holds the work,
whether they do a /ot or a little,

draw one box (or post one sticky)

and move on!

(And no value judgements — include
every actor that holds the work!)

2. “How does it get there?”
— Often uncovers "transport" actors or systems

Actor 3 | Actor 2 | Actor 1

3. “Who really gets the work next?”
— Often uncovers additional actors
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“ii Question 1 — "Who gets it next?" traces overall flow

Organisational,
Cultural Factors

Process: Issue Building Permit g

o . . _ ) ter
Case: Single Family Dwelling (SFD) mantra de’ta‘\ \a

._. st
D D D D D Etc. — In some cases it will carry on to
Schools, Parks and Recreation, Legal, ...

D How would you describe this process?
&) Be factual, not judgmental )

D

Builder

Permit
Control
Clerk

Zoning

D What questions do you have for the Building Permit
experts? Focus on why it works the way it does,
D not "Couldn't we do it this way instead...?"

Fire
Safety

Road-
works

Two key concepts: -

D — sequential vs. parallel
— dependent vs. independent

Water-
works

—

In scoping, you identified the trigger, the result, and the main actors. Now, starting at the

triggering event, keep asking question 1 —

“‘Who gets the work next?”

- trace the flow of work through to the Customer's result, following one path only!

- at a decision or parallel flows, follow the main path, mark the other with a cloud, and return later

- DO NOT ask “What do you do?” 226
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i Question 2 — "How does it get there?" uncovers more actors

Organisational,
Cultural Factors

Process: Issue Building Permit
Case: Single Family Dwelling (SFD)

00 O O O O
Y

Admin Services and D
the Mailroom move the work

Builder

Permit
Control
Clerk

Zoning

Fire
Safety

B

Road-
works

works

B

Water-

Next, at every handoff, ask question 2 —
“How does it get there?”
- uncovers additional actors, and therefore more handoffs

- a handoff is a potential source of delay, error, or expense

227



WWBP-MC —

i Question 2 revealed more actors and transport mechanisms

Cultural Factors

EB¢

00— N 8
o8 Who really gets it in Zoning? D

wn

g8

£

0 0 0O 0O 0 O
23

g

- - -
s

Now, inspect handoffs again, looking for missing actors, ask question 3 -
“Who really gets it next?”
- does it really go directly to the actor you first identified? 228
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Aligning Process

Lt 9 Question 3 — "Who really gets it next?" uncovers specific roles

Cultural Factors

THREE actors
3 within Zoning

oning

If you stick to the 3 questions, this is fast —
7 trace one overall flow through the process We found EOUR
: g without bogging down in detail. actors within D
Fire Safety

* Only when we got to the level of
individual actors did we see where
the delays were

O O od
] . ]

Water-

1

Viailroom
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. We have started a "Handoff Diagram”

a little |09
- - Guideline:

-~ Whenever an actor holds the work,
= whether they do a lot or a little, a lot
draw one box (or post one sticky)
~2 | and move on!

Cultural Factors

Emphasises who is involved when.
31 Shows handoffs and pattern of involvements —
the overall flow, not the individual tasks.

O J O g
o ] .

230



WWBP-MC -

2o Now develop a "Service Diagram”

- ._’[ Prepare Accept

E App'n App n & Fee Anl.q .

- Steps within an actor's involvement
e

Route ]_‘ that complete a service,

Cultural Factors

Accept
App n & Fe

App'n

e.g., one handoff-level step could
become four service-level steps:

Review
App'n

First, name steps in the handoff diagram,
draw flow lines, check for alternate or
parallel flows, etc.

Assess
Zoning
Compliance

oning

4 A
! I
: Assess

c 5 ! Assess ssess Site Heiaht & Assess Easement &| I
aE | Zoning Coverage Encl% o Encumbrance 1
| Compliance [Compliance oD Impacts 1

1
I

\

Fire

Safety

Puts the emphasis on what is achieved by showing
the significant intermediate results or milestones —
no procedural level “how.”

Road-
works

Key point!

The model grows left-to-right but not
up-and-down — no new actors appear
in the Service Diagram. If they do, go
back and revise the Handoff Diagram.

Deliver
App'n

allroom
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Aligning Process

o8 Two levels of swimlane diagrams

Cultural Factors

Definition Emphasis
« Draw one step (box) e * Sometimes this
1 every time an actor ‘\‘/\>/thc;na”nd level of detail is
C Hand-off ) continuously “holds the P enough to
work,” no matter how _pa I e o ¢ understand As-Is
much or little they do involvemen process behaviour
2 » Decompose handoff- * Usually, we don't go
level steps into discrete « ” . any further than this
. : What" is
Service ) services, as necessary: actually for the As-Is process
one step each time actor achieved * Also called a
achieves a significant “Milestone” diagram
result or state change

The handoff-level diagram is critical — ensures we
discover the overall flow before diving into detalil.
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5o B e ——

s ﬁ-ﬁwummw

“Order and simplification are the first steps to mastery of a subject 7
Thomas Mann 233
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Aligning Process

vt We learned a LOT in a short period of time

Cultural Factors

HR Enabler L Oalabes |
Caused by recategorising Facilities Enabler
the Submissions Clerk job. Poor layout so Customer
E""' : Services moves sample in
N - ~ | and out of storage.
Cusbermss Services s S "”) '
m {o it — "
—— The Case was "No Search InvoIvement l
5‘-"0%.«39 : 1
B . .' \ /[ : Pollcy& Rules Enabler

Policy requires constant non-value- |
added checking by DNA Manager.
wor -

Quality Manager (who drew the —————1_ "}

i"""%" e diagram) was very surprised they /> '
Sk"‘f‘ were not part of the process! - &
T ek fii s
oo R e T Y L -
AuEiess Facilities
IE’::;;SHS Tﬁ;g:;';?gn& An/;l:at;‘:;z(:nneﬁt Regoul:?::,? & Policies & Rules (orirl‘(f(r;?g:g?e/
(Workfiow) Systems UL Dooumente, ) 234
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2.9 The Service level workflow

- Purpose -

Understand the actual contribution of
each actor to the process

Ensure feasibility and effectiveness of process
(can each actor actually perform their steps?)
Show relationship to systems - steps involving automated
support correspond strongly to use cases and services

Key points:
* Steps within an actor's involvement that complete a service
E.g., one handoff-level step could become five service-level steps:

. Initiate Identify Describe Describe Confirm Schedule
Vehicle Insurance . X
Claim Claimant Incident Loss Coverage Inspection

One handoff-level step One or more service-level steps

* Puts the emphasis on what is achieved during the process by showing the significant

intermediate results or milestones —
“the achievements, not the individual tasks” 235
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Aligning Process
with Strategic,

Organisational,
Cultural Factors

Reminder: the service level ties in Use Cases and Services

Process: Grant CSM Program Authorization, Case: “grandfathered” safety program (2™ to last page only)

s

28 3) ...by interacting with

O c

> ©

£ \

©

»n
= Correct and
o . resubmit ESR
Q spreadsheet H N

1) This Actor (or Role)...(* 2) ...completes this Activity...
3 / : Including:
13 All records must IT may be able to pri e :
e b6 Jaar bafore faciliies to automate thY : S:;’;:sfofﬁm'gmi‘;bc ,T,‘éf‘?
i.|E. loading the data and subsequent three steps Op. Permit (for pro-ratihg)

.  — C———a - irdinediaiadadedelade ok (7 Bediedindde 70 -
& Reconcile No “Reassemble” Load new Units / E ‘Inspect and Idle CSM Summarize ffcaion
®  |[e=—>fspreadsheet Units " spreadsheet override known approve’ CSM Units in invoicing
8 afier | with S-MAN Units as necessary Units in S-MAN : Units in S-MAN S-MAN data
c kleps Rejected | 'spreadsheet
3 s s P gy T
ol ! Rejected % » preadshe: ] i
@ ! ﬂiucxs Sep_arate ?009, (viaFTP) ! New Units are ! These steps may not
£ ' Units and "Rej : 1 assigned a ' ! be necessary if it's OK
5 | into separate spr;'g‘;ee‘ i Unit Number | 0 to leave Units in
8 ; spreadsheets : at this point : : “initial” status (“limbo")

i i | |
ﬁ : Previously Archive . | |
3 ! Retained "good” ;”s ESR | ! :
& | Ui spreadshent Units spreadsheet| | | |
1 1 I
v v 3 v
2 S-MAN: Socure . Spreadsheet is S-MAN: S-MAN: S-MAN: ]
) Query Unit Hold si archived once Load / QOutcome Update Unit
° preadsheet it's “clean” Update Unit Unit??2?
& of “good” Units LA LG

4) ... this Service offered by a System ——
(which collectively is a Use Case)
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Aligning Process

Ltiiie Stop diagramming before you get into “how ”

Cultural Factors

Stop workflow modelling when work isn't flowing.
Do not use a workflow model to describe how an activity is done —
that belongs in the activity description or in a linked document.

NLQ

Validate
Application
Completeness Determine | — Set Up
| Credit Limit Account
Yes
b'/
Checklist o
« Al contact info >
complete? Procedure Use Case
» Tax registration + Determine gross * When credit rep enters...
number provided? annual income Then system displays...
* Netincome » Subtract annual tax *  When credit rep selects...
<= gross income? « Subtract child Then system calculates...
+ etc. support + etc.

Etc. 237
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Aligning Process

“ii Knowing when you've gone too far

Cultural Factors

Do not use a workflow model to describe how an activity is done —
that belongs in the activity description or in a linked document.

Handle TEO
(Telecom Equipment Order)

)
£ Submit
o TEO
%’ (web/fax/print)
O

n Create Assign Input Input Org ID LfeCL Al Distribute Papers
T Receive Print Login to gn inp P 9o, Customer Order Print p
o0 TEO TEO 0SS Pre- Service Contact Info, Request from from Labels & Orders to
=10 Order Coordinator Order Type qTEO 0SS Assigned CSR

Login to
CchC

Assigned
CSR

You've gone too far if:
- there are multiple steps in sequence by the same actor

- the steps include "how-to" instructions (procedural level detail) 238
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Aliining Process

Lo Summary — where we've been, where we're going

Cultural Factors

Why they work The most common errors

Principles Flow (sequence & dependency) Concealing flow by drawing a

Y is clearly visible, left to right convoluted diagram, usually in an

The purpose of a attempt to make it a "one-pager"
Workflow Model is to
show the Flow of Work D, Simple to read — the symbols Using a lot of symbols that
are mostly boxes and lines regular folks don't understand
Simplicity is a virtue P : N :
Shows all actors and their Omitting actors just because
steps, and therefore all they play a minor part —
/Always do a Scope Model\ \interactions and handoffs )| everyone has an impact y
and a Summary Chart : . .
before flow modelling Shows the entire, end-to-end SALiulig) Wt CLEE ) Il el
X v . page segments — the initial flow
process, from trigger to results :
model should be continuous
Shows "what" the steps are Using a Workflow Model to
without diving into "how" document procedural level detail
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igning Process

o A blank slide to help maintain balance in the universe

Cultural Factors

240
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i Business Process assessment (as-is) and design (to-be)

Cultural Factors

1. Communicating the fundamentals of Business Processes

2. ldentifying true, end-to-end, cross-functional
Businéss Processes

3. Developing a Process Architecture
4. Seven ways to help people embrace Process Change

5. Human-oriented process modelling

6. A feature-based Process Design method —
transitioning from as-is to to-be

241
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=8 Before we do a "formal” as-is assessment...

Cultural Factors

1.

2.

Record first impressions, and identify obvious problems
and NVA (non-value added) work

|dentify leverage points —

A point in a process that has a
disproportionate impact on
overall performance.

« Often early in the process
« Most “bang for the buck” — fix first!

Leverage point examples:

Sales reps dislike returning to the office to submit orders,
so, they submit in bulk at the last minute, causing a surge in workload

Forensics lab accepts all items submitted,
in the mistaken belief they are legally obligated to accept all of it,
even though much of it is redundant or useless
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it ...then apply structured, enabler-based techniques

Cultural Factors

Two critical techniques address common problems:

1. Problem: focusing excessively on workflow and IT.
Solution: conduct a final assessment that holistically addresses
all enablers and generates potential improvements

2. Problem: implementing process “improvements” that have
unforeseen consequences (negative and/or expensive)
Solution: assess significant improvement
by specifically considering each of the six enablers

Result: a set of to-be process characteristics (“features”) that:
= impact specific issues
= are consistent with one another and the differentiator
= are feasible with respect to culture, resources, ...

Key point — don't jump into workflow design too soon!!!
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Aligning Process

2129 Our methodology — two points highlighted by clients
Design the To-Be Process

Perform more Complete final Refine to-be Assess each Design to-be
Y detailed as-is as-is process improvement to-be feature Process:
Qoal & \ process analysis: assessment by ideas, determine by enabler to 1 - essential
SEe ot ' to-be tive - Augmented enabler, and 5-10 key determine activities first
A ngorog_sly % ' S¢ Scope Model generate to-be features of the changes to make 2 - "who & how"
w tional - bt stakeholder - Optionally, improvement to-be process it sustainable 3 - transport &
2 Ci draw workflow ideas protocol

Start with Inclusive Based on Awareness of Addresses We can do it! Feature-based
what assessment reality all factors our goals ' approach

Not a “big bang” —
an effective, implementable, sustainable
business process

Builds support
for change

"We like the way support for . / Feature-based \
change is built in throughout Yoo doat have approach makes it
your approach, not bolted Yo conflete the Agile | iterative.
on at the end." .
And fast! — up-front
work avoids endless
\rehashing later /
244
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< The link between the As-is Process and the To-be Process

Understand the As-Is Process Design the To-Be Process

Cultural Factors

Complete initial | Perform more Complete final Refine to-be Assess each Design to-be
as-is process detailed as-is as-is process improvement to-be feature process:
Goal or W : o/ assessment, and process analysis: assessment by ideas, determine by enabler to 1 - essential
issue, not ' )-be ctive - Augmented enabler, and 5-10 key determine activities first
ngorously ] Scope Model generate to-be features of the changes to make 2 - "who & how"
speC|f|ed v al - bl Stakeholder - Optionally, improvement to-be process it sustainable 3 - transport &
' draw workflow ideas protocol

This phase ( @ ) marks the pivot from as-is to to-be:

* we capture what we learned while studying the as-is

* we use this to generate ideas for the to-be

« three more phases ( (- ) lead us to a new design

Key point!
Much of what we learn comes from discussions along the way,
not from studying the swimlane diagram. 245
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Complete final as-is assessment, generate to-be ideas

Considering all six

Design to-be

Perform more Complete final Refine to-be Assess each

| | e ST s enablers is at the heart
(o | | | e e R fthi hodol
\'\inCiﬁ?q /‘ e older -Optlgially, gnprovement to-be process itsus?ainable 3 - transport & 0 t IS met O O ogy
= draw workflow ideas protocol
[ Business Process ]
a a A
enables enables
i This always uncovers issues
Business | | o chnology & H Keowleage /| that would have b
Process Iecf no otgy Motivation & Resc;Z)r’:gs g Policies & ““,,ﬁg‘;",v)':gge' .a wou avg €en
Design netiankEron Measurement rees Rules i missed otherwise and
Systems Organisation Communications, )
(Workflow) Documents, ...) always generates ideas
: _ _ ) (potential features) for the
* Too many * Unavailable - Inappropriate - Mismatches - Out-of-date < Mismatchof . "
actors information performer or  between task  policiesor ~ work needs P
-Non-value - - Data re-entry process vaI'EfJe and numerlc.;al limits and facility
added steps . pjissing measures performer - Excessive « No support for
« Duplicat functionalit * Internal rather ¢ Too little review or team work
uplicate unctionality th A t | st
steps + Awkward f an customer empowerment approval steps, Layout that
-Delaysand interfaces ocus - Fragmented - “Anecdotal” or  impedes flow
bottlenecks * Measures of  jobs/ roles inconsistent  of people or
; * Lack of tasks vs. - Inaporopriate  Policies material
* Excessively support for outcomes pp_t_ P 34+ Misint ted
sequential workflow recruiting an isinterprete

placement regulations 246
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Aligning Process
tio 0 A few examples
Organisational, " "

Cultural Factors

Business Facilities
Process IDETelEEY o Motivation & gl Policies & (& e GE R |
. Information Resources & Info / Data,
Design Measurement e Rules o
Systems Organisation Communications,
(Workflow) Documents, ...)
/
Workflow AND Technology
 Failing to rethink process design to
take advantage of new technology...
» The new "Settle Claim" process was
still completely sequential after
implementing a Workflow system
because they copied the old paper-
based workflow
Human Resources Policies & Rules
Motivation and Measurement * Depressingly common... * Micromanagement...
« What you measure is what you get. .. » Clerical, administrative, and * Laboratory technicians:
 Customer Service Representatives: support staff made redundant, work had to be checked by a
measured on not exceedin So highly-paid professional staff senior manager after every step,
2 minute call time, so they %ung up do the work instead (and poorly) so the process was bogged
on Customers at 1:58 or 1:59 down in pointless reviews

And an example from a ultility — vilified in the media for disconnecting the heat of an
86 %ear old widow in the middle of the coldest weather in living memory:
* Human Resources — outsourced Customer Service Reps
» Policies and Rules — CSRs must escalate certain cases (pending disconnection) to utility
» Motivation and Measurement — outsourcer is hit with a financial penalty for every escalation!
247



WWBP-MC —
Aligning Process

el Assessment by enabler — Business Process Design

Cultural Factors 56 are
———— gjides 248/1‘26renr?
Busi Technol - Human » Facilities tly fO hroug
Purzﬁeesss > g(o o e Resources Pol:gc(:les (or other, e.g. \(,)\/Ont he ry
Design Information M < t & Rules Data / Info / ‘ a ft e Ve
(Workflow) Systems easuremen Organisation Knowledge) | (But in g|)
intere®
Assessment points: Example:
« Too many actors  The paper-based Settle Claim
or excessively granular process was highly sequential,
activities? Involving many roles and many

tracking and checking steps. The to-be
process perfectly duplicated the as-is
flow using a workflow engine!

A quote:

* "We have customised the process to
meet every possible variation and

* Non-value-adding or
duplicated steps?

* Unnecessary intermediaries

« Steps excessively sequential or
not performed in natural

sequence? : . .
o o need. Every instance is unique. Can
» Confusing "inform” with we develop a baseline process that
approve,” leading to would meet most needs?"

unnecessary delay? 248
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=28 Technology & Information Systems

Cultural Factors

Business Technology Motivation
Process & &
Design Information Measurement
(Workflow) Systems

Assessment points:

Unavailable information or
redundant data re-entry?

Missing functionality?
Awkward interfaces?
Lack of support for workflow?

Not leveraging new

technologies?
(Robotics, drones, Al, BPA...)

Purchased software that is
more complex than necessary

Human

&

Resources Pol:gc(:les (or other, e.g.
Rules Data / Info /
Knowledge)

Organisation

Facilities

Example:

A

Nurses in a Regional Dialysis
Program were “supported” by multiple,
dis-integrated applications, most
externally hosted. They spent >50% of
their work hours manually copying or
“cut and pasting” data between
applications.

quote:

"We are so 'last-century' — printing,
scanning, sending, and emailing
inaccessible information. The result —
we have local 'information factories' of

shadow systems and Excel nightmares,
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Aligning Process
with Strategic,

Organisational,
Cultural Factors

Motivation & Measurement

Business Technology N Human - Facilities
Process & etaten Resources Policies (or other, e.g.
. . & &
Design Information Measurement & Rules Data / Info /
(Workflow) Systems Organisation Knowledge) ME‘I‘R'GS -

Assessment points:

 Inappropriate performer or
process measures?

* |Internal rather than customer
focus?

« Measures of tasks vs. outcomes?
(e.g., piecework)

« Simple measures that are easy
to game vs. metrics (algorithms)
that are hard to game?

 Rewards that work against the
process? ("Perverse incentives")

Example:

* A major telephone company mvested
hugely in reengineering Customer
Service “processes” to enable CSRs to
up-sell and cross-sell, but left
performance measures based on call
time in place. The result — total failure.

A quote:

* "We reward our Quality Assurance
people on the number of defects they
discover. Naturally, they find a LOT of
defects, and in some cases actually

introduce them!"
250
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Aligning Process

“ii Human Resources & Organisation

Cultural Factors

Business Technology N Human - Facilities
Process & etaten Resources Policies (or other, e.g.
. . & &
Design Information Measurement & Rules Data / Info /
(Workflow) Systems Organisation Knowledge)

Example:

» A laboratory underwent major cost
cutting and laid off many administrative
and clerical support workers. Highly
paid, scarce scientists then spent ~55%
of their time on administrative tasks —
and they were not very good at them!

A quote:

« "Our complex, decentralised, granular
organisation structure and role
definitions lead to a fractured process
where no one feels responsible for the
whole."

Assessment points:

 Mismatches between
task value and performer?

* Too little empowerment?
 Fragmented jobs / roles?
« Recruiting for past needs?

 Roles needed to hold the

process together — Expediter,
Co-ordinator, Traffic Manager, ...
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2o Policies & Rules

Cultural Factors

Business Technology N Human - Facilities
Process & etaten Resources Policies (or other, e.g.
. . & &
Design Information Measurement & Rules Data / Info /
(Workflow) Systems Organisation Knowledge)

Assessment points: Example:

« Out-of-date policies or « For any policy change, a Property
numerical limits? and Casualty Insurer required a

- Excessive review, inform, or document be signed at a broker’s
approval steps? office and sent to their centralised

_ ' o Signature Verification Unit. This was

» Inconsistent or conflicting of dubious value and is now a major
policies bottleneck for a global company.

« “Anecdotal” policies

A quote:
* Misinterpreted regulations - "All these 'wet signatures' may be a

cultural need, not a legal need."
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i Facilities (or other)

Cultural Factors

Busi Technol — Human - Facilities
Purzﬁeesss . g(o o MOtl\éatlon Resources Pol:gc(:les (or other, e.g.
Design Information & Data / Info /
(Workflow) Systems SR ETE Organisation Rules Knowledge)
Assessment points: Example:
* Mismatch of work needs and * In a hospital, the location of units
facility? (Imaging, Toxicology, Cath Lab, ...)

. " dictated a bizarre (and risky!) patient
No support for teamwork flow that took them through every

* Layout that impedes flow of floor and area of the hospital.
work, people, or materials? A quote:

* Process design that optirgises * "Our in-person Customer Service
a fac.|l.|t.y, not ﬂle process: area has two separated counter
* "Facilities row" that bears:' no areas — essentially "Payments" and
relation to the "workflow? "Returns" — requiring two people to
staff them, even in slow times. It's
not so great when we're busy,

either. 953
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Lo Conflict within an enabler

Cultural Factors

Business Technology N Human - Facilities
Process & etaten Resources Policies (or other, e.g.
. . & &
Design Information Measurement & Rules Data / Info /
(Workflow) Systems Organisation Knowledge)

Contradictory policies, or "gaps and laps"

E.g., at a manufacturer of high-tech manufacturing equipment,
the #1 problem was inability to ship complete systems on time

« Policy: Virtually no finished goods inventory of spare parts
and consumables — "overly Lean"

« Policy: All orders for spare parts or consumables must be
shipped within 24 hours

« Qutcome — complete systems awaiting shipping were

cannibalised for spare parts and consumables
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w228 Conflict between enablers

Cultural Factors

Business Technology N Human - Facilities
Process & etaten Resources Policies (or other, e.g.
. . & &
Design Information Measurement & Rules Data / Info /
(Workflow) Systems Organisation Knowledge)

E.g., at a gas utility a staffing decision (HR), a policy, and a
performance reward (punishment) collectively harmed the process

HR — Outsourced Customer Service Reps to BPO provider

Policies and Rules — Level 1 CSRs must escalate certain cases
(e.g., disconnection) to Level 2 CSRs employed at the utility

Motivation and Measurement — Outsourcer is hit with a
financial penalty for every escalation!

Outcome — Level 1 CSRs are penalised by BPO management

for every escalation, so they learn to just abandon those calls
2565
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=8 A problem in one enabler surfacing in another

Cultural Factors

Business Technology N Human - Facilities
Process & etaten Resources Policies (or other, e.g.
. . & &
Design Information Measurement & Rules Data / Info /
(Workflow) Systems Organisation Knowledge)

E.g., at a national Forensics Lab, a reclassified job definition led to
fractured workflow:

» Police Officer submitting an Item met with Submissions Clerk

« Police Officer then had to go elsewhere meet with Customer
Services to complete submission.

Why"? Submissions Clerk role improperly reclassified, now lacks
legal authority to accept evidence (the Item) — Police Officer sent to
Customer Services who have legal authority to accept the Item

even though it's not their job! 256
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“ii 1 Assessment by Enabler generates ideas for the To-Be

Organisational,
Cultural Factors

Workflow:
- Resource not available to Requestor until after all classification and tagging is

complete, even though:

- it's unnecessary in many/most cases

- it's freely available from US Library of Congress, British Library, etc.
(Future State — make Resource available immediately, then do classification
and tagging only if necessary, first checking if other libraries have done it)

IT:
- Three separate core systems lead to manual copying of data from system to

system, often through "shadow systems".

(Future State — automated data replication)

- Functional richness of core systems leads to overcomplexity
(Future State — identify the subset of features we really need,

and only use those)
257
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Aligning Process

“ii 1 Assessment by Enabler generates ideas for the To-Be

Cultural Factors

Motivation & Measurement:

- Because work is so granular, no one is motivated by the performance of the
whole, which is not even measured.

(Future State — develop relevant end-to-end metrics, and develop role and
workgroup metrics to assess our impact on professional staff)

Human Resources:
- Acquisition tasks don't require a skilled, higher cost Records Manager —

Agency staff could do much more, RMs could do higher value work.
(Future State — Assign authority for higher-value work to Agency staff)

Policies & Rules:
Three (3!) approvals required for low-value (€20 - €50) cases
Future State — revise policy to reduce approvals, eliminate them entirely

for low-value cases
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Aligning Process
with Strategic,

Organisational,
Cultural Factors

Closing thought on the value of a framework,

Give people a framework, go through it point-by-point,

I
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WWBP-MC —
Aligning Process
with Strategic,

Assess by enabler, establish 5-10 to-be features,

assess each feature by enabler

Organisational,
Cultural Factors

A feature is a significant change or

P el L k| i improvement to the process,
/ isgjef):not N process analysis: ideas, determine by enabler to 1 - essential . . . .
ey etrezorie [rersesronece Wz oo son or a significant factor in the design
\ ffsc' ‘/e_q J - Optionally, to-be process it sustainable 3 - transport &
craw workow protocol of an all-new process.
Assessment: Features:
Enabler-based - Sales Reps motivated entirely by +rerease-Repis-commission-forearty-submissien— Rejected by execs.
assessment of mgs":rt;:’eft commission, with no motivation to [New Sales Assistant role to enter Service Orders ] A feature.
the return and submit Service Orders
as-is process
generates Order Capture and Order Submission | (Service Order entry directly by Customer | Another feature.
ideas for the ;’Z:;Z:’ces are not effective uses of a Sales Rep's
time INew Sales Assistant role to enter Service Orders | Same feature
to-be process. again.

Then, assess each Feature — what changes are needed, enabler by enabler, to make this feature work?

Facilities
(or other)

Policies &
Rules

Human
Resources

Motivation &
Measurement

Info.
Systems
& Tech.

Process
Design

Feature

Feasibility

& Notes

Avoids unanticipated

Direct Service
Order entry by
Customers

Need to get the
Service Order
from the server to
the Engineering
Supervisor for
assignment, and
then to Engineer
for assessment

Customer review?

Obviously, all
the Web stuff

Integrated
Service Order
DB

Workflow
functionality?

What format
for Customer
sketches?

Commission?
What impact on
commissions for

current sales force?

Displacement
of current
Sales Reps?
What are
expectations
for freed-up
Sales Rep
time?
Customer
training?

Will all
Customers have
access to this?

Electronic
orders may
free up space
currently used
for bins,
boards, etc..

Highly feasible.
What will
Customer and
Sales Rep
reaction be?

consequences!
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igning Process

. Determine key features of the to-be process

Cultural Factors

All the phases so far have generated to-be ideas —
50, 100, or more ideas. Now what?!

You could to a formal assessment, idea by idea.
I'm not a fan, but some organisations like the numbers.

Good for Good for Good for the | Ease of
Idea Customer Performers Enterprise | Implementation, Total
1 - 3 (best) 1- 3 (best) 1-3(best) | 1-3(easiest)
SPOC 2 2 3 3 10
(Single Point of Contact)

Instead, rely on the group's:

 ability and desire to seek consensus

» collective knowledge & experience from working through
the first four phases (remember — don't skip any!)

WEe'll use brainwriting to synthesise 5 — 7 features from the many ideas 261
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Lo Use "brainwriting” — "big wheel, little wheel” facilitation

Organisational,
Cultural Factors

 Generates more ideas, and more diverse ideas
» Easier for everyone to make their contribution

3. Small groups synthesise
ideas into a “team effort”

(again, ~5 — 7) then

present to entire group.

2. Each participant “brainwrites” ideas,
each on a separate Post-it
or Lucidchart "Sticky Note".
Aim for ~5 - 7.

-

1. Facilitator gives question or
instruction to entire group
(11 participants, in this case.)
"Let's each identify the key
features of our new process."

4. Entire group
synthesises
ideas into a
group effort,
~5 — 7 features
(rarely more

than 10) 062
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Lo Example — determining features of the to-be process

Organisational,
Cultural Factors

Synthesis of features from group suggestions... Five of seven features determined by the team
1. Data digital by default, validated and

¥(,~1 ?(\l\(—\(’\‘> LN H-c *o-‘?c @(M(SS .
captured at source, and suitable for all

Vehhaded cok dighel by debaniy o s

T downstream use.
sl Istllf’ll;ZEDfENTAL RECORD ITERATWVE. (nat celyiny w Lu m“ m”\, e ep age .
BERRTON.  ponezmewr; WSt 1000 By AEERELSS 2. Visibility into the current state of each
sy o T ) el e .
ek e el g, MRRES instance of the process (each faculty
du her Hu To CoRRECT ,,:;._ 'a,:{ s EMPLoveE Recmng IR : o |
Compuiec does — oupipte LT o meiracy Rept oI search) by anyone with a need to know.

Well. Homens oo! h o ol

|ldeas from the smaller groups

3. Separate the “need to approve” from the
“need to be informed.”

2 Niabdd, b Yhe cuccent shebe of 4. Each search will follow a defined and
eech \nstcace of the peeLess (tac\~ SeucL) visible workflow.
\-) % \ s . . .
Dy kayone Wtk & oneed to \eroy. e U 5. The process will be designed for digital
B e sy signatures only — no fallback!
REEAS ppasPapENC G0 1Sy liky 1k - by toyone S
P AND VAADATION v ety hoggend ¢ ned Yo bae

1»-‘:‘«""&\1/«14‘, [raze

- .)\ ,"\ < ( £t I g\.\.,‘\“* uut\
DOMINGES FRmuPLE Yy NES

‘\ G o Y(‘\ + Via the ‘\b\'(’v""\"{’
e Chonce e ) S

|deas from the smaller groups.. 263




WWBP-MC —
Aligning Process
with Strategic,

Organisational,
Cultural Factors

Same example using a virtual whiteboarding tool

Data digital by default,

validated, captured at source,
suitable for all downstream use.

Data
validation!
(Immediate!)

Final offer is
paperless, with
terms and
signatures
stored digitally

Let the computer Record
do what it does negotiation
best. process in data
Humans too! - not Post-its,
phone calls,
memory, ...)
We will notify a
stakeholder an
offer is viewable, Paperless
not "send" it records digitally
electronically or kept
on paper

System leads to

correct template

via defined rules
in data

We will send an

overview and a

link, but not the
offer itself
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"o Features usually focus on one enabler, but involve all

Organisational,
Cultural Factors

Reminder:

A feature is a significant change Intent: o _

: . « "Don't sweat the small stuff" — focus on significant ideas.
(improvement) or factor in the AN . .
desi ¢ « Avoid "Big Bang" implementations —

€SIgn of a NEW Process. implement feature-by-feature

Often implemented one at a time.

Assessment by Enabler (and other techniques) generates ideas — some become features:

Business Technology L Human i~ Facilities
Process & Motivation Resources Policies (or other, e.g.
. : & &
Design Information Measurement & Rules Data / Info /
(Workflow) Systems Organisation Knowledge)

y }

Make requested Resource New Engineering Assistant role to

available immediately; tag and book Service Orders not requiring
classify later, as necessary a Configuration Engineer.

v v

A "single source of truth" Service Revise policy to reduce
Order DB; eliminate shadow approvals, eliminate them
systems and the "Excel Jungle" entirely for low-value cases

Develop relevant end-to-end Reorganise staff workstations
metrics; develop workgroup to match workflow. (Eliminate
metrics to quantify our impact the need to use the Mailroom).




WWBP-MC —
Aligning Process
with Strategic,
Organisational,
Cultural Factors

A bit more on assessing each to-be feature, enabler by enabler

Intent:
* Ensure each feature is implementable and sustainable
« Avoid unanticipated consequences through a holistic assessment

For each feature, ask...
"What needs to change in this specific enabler to make this feature work?"
***Changes in multiple enablers are usually needed for each feature.

Motivation & Policies &
Measurement Rules

Facilities
(or other)

Human
Resources

Info.
Systems
& Tech.

Process
Design

Feature Feasibility &

Notes

Assign
authority for
higher-value
work to
Support Staff
rather than
having it all
done by Senior
Records
Managers.

Need to decide
whether we can
auto-route
requests to the
appropriate staff
member, or if all
should go to a
Senior Records
Manager for
routing

Current systems
are much too
complex for
most cases,
especially the
ones that would
now go to
Support Staff.
Need to isolate
and only display
essential
functions

We MUST
adjust the
performance
measures of
Support Staff to
ensure they are
not penalised for
taking on
additional
responsibility

Revise job
descriptions for
Support Staff as
necessary.
Provide
additional
training in
Records
Management
functions and
the RM System

Current policies
dictate that all
categorization
and
classification
work be carried
out by Records
Managers — this
will have to
change. Some
regulations may

be a factor

Some
Support Staff
will be moved
closer to
Records
Managers,
but this is a
minor change

Highly feasible if
we can resolve
Policy issues.
Support Staff are
very positive
about the
opportunity, and
Records
Managers look
forward to more
time for high-
value work.

This feature required change in all six enablers, especially M&M and P&R!

N—
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Aligning Process

ukecel A richer example — first, describe the feature (page 1 of 2)

Organisational,
Cultural Factors

A surprise benefit — invaluable during training and roll-out.

Feature name (A feature is a particular characteristic or improvement in the to-be process)

Forensic strategy (“applying science at the front end”)

Description

A Senior Scientist, typically the Case Manager, will meet with the Submitting Officer and develop a case strategy specifying which
avenues of investigation, and which items and tests are most likely to yield the needed results in the least time with the least effort.
The goal is to do this for as high a percentage of cases as possible.

This is the first decision point in another characteristic, multiple decision points.

Visually, this is the first stage in a funnel, in which the work being performed on a case is continually reduced as new facts arise.

Issues addressed

There is a tendency for the Customer (the police) to submit all possible items, and request all possible tests, or at least submit more
items for more tests than are necessary or justified. This is known as “forensicating” a case and is ironically a primary cause of the
delay and expense that the customer is unhappy with.

Currently, Forensics accepts all items and performs all requested tests through to completion. In some cases, the suspect has
become the accused and then the defendant, and has been convicted and incarcerated, yet testing continues.

Anticipated outcomes / benefits

For the Customer — deliver a positive result in less time, at less cost.

For Forensics — free up resources by reducing submissions, and performing fewer tests on fewer items, thereby providing better
throughput for all cases.

In the future, Forensics will only perform those tests that will help, and which will stand up in court because we can say “we chose
these tests for these reasons.”

On an ongoing basis the customer will become more aware of the avenues that are most effective.
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Aligning Process
with Strategic,

Organisational,
Cultural Factors

Then identify requirements to implement each feature (page 2 of 2)

Enablers

Process Design

Performers (“actors”), tasks, sequence, dependency

e Senior scientist “meets with” appropriate scientist, not necessarily in person

e Assessment and agreement and recording of requirement which is not contracted yet.

e The requirement must be made available to the Process Manager, who will assess it with
respect to current capacity.

e The Case Manager and Process Manager will then negotiate and refine the requirement. They
will then agree on “what and when” and commit capacity, which might involve another provider.

Information Systems &
Technology

Systems, automated support, data and Information, comm.
e Capture requirement
¢ Real-time view into work-in-progress and committed capacity (Forensics' and subcontractors)

Motivation and
Measurement

Measurement, assessment, consequences

e« The Process Manager will be measured on accurately estimating capacity and throughput.

e The Process Manager makes a commitment for Forensics, and will be measured on having
done the least to get the necessary result. (“lean consumption”)

Human Resources

Recruitment, placement, education, roles, matching task to role

e New front-end role for scientists

e Process Manager role

e Provide service 24x7 will impact some staff.

e Recruitment, recognition, and reward are fundamental to making this work

Policies and Rules

Internal: policies & guidelines. External: laws and regulations

e The overall submissions policy must be revised to reflect forensic strategy vs. “take it all.”

e Investigate legal consequences of forensic strategy.

e Mechanism to protect the individual scientist from pressure. (“Forensics, not the individual
scientist” — this is a corporate decision, not a personal decision)

e Scientists can't make commitment without the Process Manager.

e A 10 minute phone call and a 4 hour conference both constitute delivery of a service. A request
to confer with a Case Manager constitutes contract initiation.

Facilities and Equipment

Physical accommodations, layout, equipment, furnishings
e Some place to meet — in person, teleconference, ...

Eight features assessed in a single five-hour session!
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Aligning Process

.o Design to-be process — overview

Cultural Factors

Refine to-be Assess each Design to-be
/E&T 0?,,,\ {mprovement ) to-be feature process:
/ 3 ideas, determine 1 - essential
= Elicy) - Augmented 5-10 key activities first
"\_' ngorog§ly <\ Scope Model features of the changes to make 2 - '"who & how"
\ specmeq 4 - Optionally, i to-be process it sustainable 3 - transport &

Understand the As-Is Process Design the To-Be Process

—

draw workflow [ protocol

Use an Augmented Scope Model to determine what the
essential activities are

Lyl
Next, factor in who will perform each activity, then how

* a person as a manual activity A
* a person interacting with a system, e.g. a use case — ]

» asystem, e.g., RPA (Robotic Process Automation) >

Link essential activities by dependency — a PERT chart
Adjust — e.g., verify activity is assigned to the correct role
Only then redraw as a swimlane diagram

Finally, add non-value-added but necessary activities:

(ey points: ﬂ

As with the as-is process —
"What first, who and how later"
Design around essential steps,
not administrative steps WV

—

* transport, record keeping, notification, etc. Who: Safety Officer

What: Confirm Application

* ensure any approval steps are really necessary e .

How:  S-MAN (system)

("Don't confuse notification with approval.") B

vv‘nmﬂ' 56
“9\‘L‘+IM (IS

!

D r Sefery 0Ficec

CUG\F\(_N\ gw‘((d\
Comgletencss

Ceeede Misc. 2
Pevenve Toansechon
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“icted 4 — Design to-be process — the details — Identify essential activities

Organisational,
Cultural Factors

Recruit, Hire, and Onboard Employee Lucidchart version

Prepare to || Recruit Evaluate Negotiate Finalise Onboard
Recruit Applicants [ Applicants & Terms of Terms of Employee Neoalaina
. . refin
Select Finalist \ Employment { Employment bl et
- — Employment
Neaohiete Tecms of Employmend i here Tecms of Employment
— 5 : s 4 7 eso ' . !
Le¥ive Veo LeFive Ve
Ll‘\o L/kd' r Rown (s) H’OL] Lo ,"”\L‘( r nown (5) (- HOU Offer
L ’ Initial Terms of
NEEOTIME  INTERNM- Organiz « Confim N;sohsk ( Refine Employment
1—Two PEOURCES inihal Terms with 2 — The full TRl R | B
groups ikl st group G e
WNE/TX‘—"WP o < Shurdete e
brainwrite omsel/  [eall Finstrat - e o
gotiate
eSSGﬂtiaI et O +discuss ferms) SyntheSISeS a ?“;" Sy Initial Terms of Initial Terms of
. . T W [
activities i Skl list of essential  Tes ot Eugleyminr ettt aic G i
. [ o, I requared 0. _0no
ol S ity activities. =
They are \evpaL Wegohiae ferms a5 ‘
0 OFfeR- dud . % Reguest
"augmenting" e Ll s Approval of
Tecms ofF Emplo O Top Candidate &
the Scope OPrioNL P74 Tetms o Erloymd fanide
PerlepoTUeTIoN Transfur peatuant Employment
Model. bF VERBAL deby S (G
a:mw b F—::st\- Q«(w.\
20N b e Tog Condidete (Findu) Approve (or not)
reeseonD P T Top Candidate &
Employment
<eopy ngrou. Coc nod)
%Pm Tog Cendhidite
oL LOO ¢
Jense Frtezat Initiate
B— Background
(NTIATE 4 Tl Check
%ﬁ: Rl ﬁu.\.sﬂm& Checle
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WWBP-MC —
Aligning Process
with Strategic,
Organisational,
Cultural Factors

Similar example — Augmented Scope Model for the full process

Recruit, Hire, and Onboard Employee ]
Hue
G Steg Nr o
?(CQ(,.(C + Reccut E‘Tzz"‘"i“ V“\’zfr" (u\us\(uc\.L E"\Q\u‘fe( (ome\(jc
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For the first time, the end-to-end process is visible
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A surprise to everyone how much work it is
Still no reference to “who or how” — just "active verb + noun"
This is critical to build support for change — it “depersonalises” in a good way!
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Prepare to Recruit
* [dentify
Payroll Title & Job Title

* Develop Job Description
* Obtain

Funding, Compensation,
& Space Approvals

* [dentify

Supervising Manager

* Determine

Recruiting Method

* Assemble

Recruiting Resources
(e.g., search committee)

L1 -y

Dl(:d‘ ng“,y
bedos

C"\fl{ﬂ\ EﬂYloY((

°-q\e*m~
Ner T 0, fﬂ\l.\\

LM);A\ Wk g
Com m bec Stw\ocg

271



WWBP-MC —
Aligning Process
with Strategic,
Organisational,
Cultural Factors

Finalise
Approval of
Top
Candidate &
Terms

=

|

PeopleAdmin |

)

We have the core of the
to-be process design

Going immediately to a
Swimlane Diagram would be
overwhelming!

But now, developing the to-be
flow model (swimlane diagram)

is straightforward — We Can Do It!
We have:

« actors (swimlanes)

« steps

* how the steps will be done

* sequence

(approximate, but OK for now)
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wii8 Final observations from session retrospective, 12 people

Organisational,
Cultural Factors
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= Final thoughts from session retrospective

Cultural Factors

* The steps we went through and starting at the high level
“‘opened up minds.”

« Use of visible flipcharts helped, and could be
helpful / interesting to other staff.

« Pulling back to the high level (Scope Model) enabled us to
make the progress we did.

« Having enabler assessments (e.g., Policy) addressed and
visible enabled us to “let it go” and lay out new workflow.

« Without the high level, it's easy to get into the weeds.

« Specifically addressing the perspective of each stakeholder
was beneficial because it changed our thinking.

« Helpful to have a facilitator — “ignorance is golden.”
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Aligning Process

wieod Every phase contributes to the goal — don't skip any!

Understand the As-Is Process Design the To-Be Process

Cultural Factors

T e Complete initial Complete more Complete final Refine to-be Assess each Design to-be
Goal > P S as-is process detailed as-is as-is process improvement to-be feature process:

2084 0r : a Scope Mod assessment, and il process models: assessment by ideas, determine by enabler to 1 - essential
ISSUE, "IO & a Proces: to-be objective | - Augmented enabler, and 5-10 key determine activities first
"90"01#5)& % Ssummary Chart; setting, by Scope Model generate to-be features of the changes to make 2 - "who & how"

Speciie ptional - build stakeholder - Optionally, improvement to-be process it sustainable 3 - transport &
a Concept Model draw workflow ideas protocol
A A A A
Discover the real Complete holistic as- Design to-be
process and participants is assessment & process flow
generate to-be ideas

Ensure features are
Identify issues for

implementable
all stakeholders with no unforeseen
consequences
Understand Determine key
activities and flow process features
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ito Remember — "It's a process!”

Cultural Factors
Understand the As-Is Process Design the To-Be Process

. al Perform more Complete final Refine to-be Assess each Design to-be
G If\ 3L detailed as-is as-is process improvement to-be feature Process:
OB O i - : process analysis: assessment by ideas, determine by enabler to - essential
issue, nlo | bjective - Augmented enabler, and 5-10 key determine activities first
; ngorogf_s;; % 8 Scope Model generate to-be features of the changes to make - "'who & how"
%' ; | stakeholaer - Optionally, improvement to-be process it sustainable - transport &

draw workflow ideas protocol

Transparency and involvement are core principles —
Brad Wheeler — “You can’t skip the therapy” and
"We are legitimizing what comes next."

You can't start here
with “best practices”

Making the new process sustainable:
« Alignment of all enablers, especially Motivation & Measurement,
Human Resources & Organisation, and Policies & Rules
* Visibility of the process — the whole process, right down to job aids
» Training in the new process for current and new staff
» Time for each feature of the new process to take hold before more change —

continuous change should mean regular but not constant change
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Phase 1 summary — Discover processes, ‘frame” the target process

—3—
Characterise and
design the
“to-be” process

—2_
Understand the
“as-is” process

-1-
Identify, scope,
and assess the
target process

Phase 1 - Identify processes & “frame” the target process (scope, issues, goals)

Identify a set
of related
processes

* |D common
terms

* Select core
nouns (things)

* |D activities
acting on things

* Link activities
into processes

* Draw Process
Landscape

Select target
process and
define “what”
(essential
scope)

» What — TRAC:
» Triggering
event
*Final Results
by stakeholder
*~5 +/- 2 main
Activities
*Cases /
variations
* Draw Process
Scope Model

Define
as-is process
“who and how”

* Who —
Functions /
Organisations /
each Actor
(optionally main
responsibilities)

* How —
supporting
Mechanisms

* Draw Process
Summary Chart

Determine
why process
must change —
“Case for
Action”

» Stakeholder
issues and
concerns

* Business context

(changes in the
environment)

» Consequences of

inaction
* Record
Case for Action

Specify to-be
process goals —
“Process
Goals "and
Differentiator

* Establish
subjective goals
by stakeholder

* Establish
objective
(measurable)
goals

* Clarify
differentiator

* Record Process
Goals

Specify to-be
process
performance
metrics

* Determine
basic
measures

* Craft process
metrics:

« strategically
aligned

* outcome-
based

» customer-
focused.
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Phase 2 summary — Model and understand the as-is process

—-1-
Identify, scope,
and assess the
target process

_2_
Understand the
‘as-is ” process

—3—
Characterise and
design the
“to-be” process

Phase 2 — Model and understand the as-is process, and impact of all enablers

Organise and Augment
initiate a Process Scope
modelling Model with more
session detailed steps

» Workers, * Identify ~5 -7

managers, essential steps per

external

stakeholders * Determine

“‘who and how” for
each key step
Add supporting
activities (e.qg.,

* Review Process
Landscape,
Process Scope
Model, and Process

Summary Chart transport, review,
* Review ground inform) as
rules necessary

1
1
I
1
|
1
1
I
1
main Activity I
I
1
|
1
1
I
1
|
1
1

» From trigger,

» Three questions:

Validate
completeness
using “the five
questions ” for

each step

Optional:
Develop
handoff-level
as-is Swimlane
Diagram

1) “How does it
get there?”

- system?

- external process?
2) “Good name?”

trace one flow to
result — “flow first,
detail later”

1 - “Who next?” 3) “All inbound flows
2 - “How?” shown?”
3 - “Who really?” 4) “All actors /

* Add details — systems shown?”

5) “All outbound
flows shown?”

names, labels,
alternate flows

Model other
cases of the
same process

* Use initial diagram
(case) as starting
point.

* If unwieldy, it's
normal to create a
separate diagram

Develop
service-level
Swimlane
Diagram, if
necessary

» Develop service
level diagrams
(one per case)

* Document
procedures etc.
as needed (not
usually done)

Optional, if you choose to
develop as-is Swimlane
Diagrams (Workflow Models.)
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ntdl Phase 3 summary — Define to-be process characteristics and design

Organisational,
Cultural Factors

1=
. - 2 -~
dentify, scope, and Understand the
assess the target “as-is” process
process

.
Characterise and
design the
“to-be ” process

Phase 3 — Assess as-is process, develop to-be characteristics, design to-be

Conduct final Conduct a Select Assess each
assessment of Decide on challenge 5-10 ke feature by enabler Design
as-is and overall session to features ;:) , (to avoid to-be
generate ideas approach generate more the to-be unanticipated process
for the to-be to-be ideas consequences)

* Collect first » Abandon * Optional » Team and * Describe what * Identify essential
impressions  Qutsource « State management must be done, one activities (what),
and ideas * Leave as-is underlying review enabler at a time, then who & how

« |dentify « Improve or assumption in Select 5— 10 key  tomake the feature .| jnk activities by
leverage points redesign each step ideas that: work _ dependency and
and ideas * Totally new * Overstate! and - meet goals ) E‘zzlrjelatc torised To adjust

* Assess process design challenge - are significant * Draw initial

. . Be Process, \ .
(and optionally * Record - are feasible Process Swimlane Diagram
each step) by alternative ideas, < These are the to- Requirements . Adc_i _npn-essenhal
enabler, and or keep be features activities

] . /
record ideas statement Annotate! 279
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wii¢ Three phases — summary

Cultural Factors

Phase 1
Identify, scope, and assess

the target process

Identify related processes

+ identify and link activities

* 1:1 links are in same process
» draw Process Landscape

Use TRAC to clarify target process' scope

 Triggering event

» Result for each stakeholder

» ~5+/- 2 main Activities

» Cases (main variations)

» draw Process Scope Model

Clarify as-is process elements

« functional areas

* actors and responsibilities

+ systems and mechanisms

» draw Process Summary Chart

Assess as-is process

by stakeholder (initial assessment)

+ also specify context and
consequences of inaction

Specify to-be process goals

* subjective and objective

Specify performance metrics

 customer-focused outcomes,
not internal task efficiencv

Phase 2
Understand the as-is

process

Organise and initiate session

« staff and management plus external
stakeholders

* review scope, issues, goals

* review ground rules

Build Augmented Scope Model

« |dentify main steps by Activity

+ |dentify who & how per step

Build as-is swimlane diagram

» Optional

* one case and path at a time

» Three questions:

“Who next?,” “How does it get there?,”

“Who really gets it?”
Check each step - 5 questions
« Verify all flows in and out
» Confirm active, accurate name
» Confirm all actors / systems
Model other process cases

 create new diagram, or use original case

as a starting point
Add additional levels of detail

 only if necessary

Phase 3
Characterise and design

the to-be process

Assess as-is process

by enabler (final assessment)

* using as-is models as a guide

* record ideas for to-be

Decide on approach

(abandon, outsource, leave as-is,

improve or redesign)

Conduct challenge session

 challenge hidden assumptions

* record ideas for to-be

Eliminate infeasible ideas

(cost, legal, resources, impact, ...)

Select 5 — 10 key ideas —

these are the to-be “features”

Assess each feature by enabler

* helps us avoid unanticipated
consequences

* builds Process Requirements

Identify & sequence essential

activities

Lay out to-be workflow

 handoff then service

 only then add non-essential ste@80
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“ie 1 Other courses for analysts by Alec Sharp

Cultural Factors

Working With Business Processes — Process Change in Agile Timeframes 2 days

Business processes matter, because business processes are how value is delivered. Understanding how to work with business
processes is now a core skill for business analysts, process and application architects, functional area managers, and even corporate
executives. But too often, material on the topic either floats around in generalities and familiar case studies, or descends rapidly into
technical details and incomprehensible models. This workshop is different — in a practical way, it shows how to discover and scope a
business process, clarify its context, model its workflow with progressive detail, assess it, and and transition to the design of a new
process by determining, verifying, and documenting its essential characteristics. Everything is backed up with real-world examples, and
clear, repeatable guidelines.

Business-Oriented Data Modelling — Useful Models in Agile Timeframes 2 days

Data modelling was often seen as a technical exercise, but is now known to be essential to other initiatives such as business process
change, requirements specification, Agile development, and even big data, analytics, and data lake implementation. Why? — because it
ensures a common understanding of the things — the entities or business objects — that processes, applications, and analytics deal with.
This workshop introduces concept modelling from a non-technical perspective, provides tips and guidelines for the analyst, and explores
entity-relationship modelling at contextual, conceptual, and logical levels using techniques that maximise client involvement.

orking With Business Processes Masterclass — Aligning Process Work with Strategic, Organisational, and Cultural Factors

This 3-day interactive workshop combines the core content from two highly-rated classes by Alec Sharp — “Working With Business
Processes” and “Advanced Business Process Techniques.” This structure is popular because it gets both new and experienced
practitioners to the same baseline on Claritiq’s unique, agile, and ultra-practical approach to Business Process Change. First, it shows how
to effectively communicate Business Process concepts, discover and scope a business process, assess it and establish goals, and model
it with progressive detail. Then, it shifts to advanced topics — specific, repeatable techniques for developing a process architecture,
encouraging support for change, and completing a feature-based process design. The emphasis is always on ensuring business process
initiatives are aligned with human, social, cultural, and political factors, and enterprise mission, strategy, goals, and objectives.

Business-Oriented Data Modelling Masterclass — Balancing Engagement, Agility, and Complexity

Our most popular workshop! This intensive 3-day workshop combines the core content from two popular offerings by Alec Sharp —
“Business Oriented Data Modelling” and “Advanced Data Modelling.” First, the workshop gets both new and experienced modellers to the
same baseline on terminology, conventions, and Clariteq’s unique, business-engaging approach. We ensure a common understanding of
what a data model really is, and maximising its relevance. Then, we provide intense, hands-on practice with more advanced situations,
such as the enforcement of complex business rules, handling recurring patterns, satisfying regulatory requirements to model time and
history, capturing complex changes and corrections, and integrating with dimensional modelling. Always, the philosophy is that a data
model is a description of a business, not of a database, and the emphasis is on engaging the business and improving communication.

Model-Driven Business Analysis Techniques — Proven Techniques for Processes, Applications, and Data

Simple, list-based techniques are fine as a starting point, but only with more rigorous techniques will a complete set of requirements
emerge, and those requirements must then be synthesised into a cohesive view of the desired to-be state. This three-day workshop shows
how to accomplish that with an integrated, model-driven framework comprising process workflow models, a unique form of use cases,
service specifications, and business-friendly data models. This distinctive approach has succeeded on projects of all types because it is
“do-able” by analysts, relevant to business subject matter experts, and useful to developers. It distills the material from Clariteq’s three,
two-day workshops on process, data, and use cases & services.

*** Note: two-day in-person workshops are delivered virtually as three half-day sessions via Zoom.
Three-day in-person workshops are delivered virtually as five half-day sessions via Zoom. 281
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Alec Sharp, West Vancouver, BC, Canada

If you have questions or comments...
don't be shy, get in touch!

« e: asharp@oclariteq.com
* ig: @alecsharp01
* m: +1 604 418-3352
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