Guide to Process Mapping 
Objectives:                     (insert your own objectives for your project)

Parking Lot:

Issues and concerns might come up that may not be directly related to process flow. Issues not related to process flow should be "parked" and addressed in another manner - outside of the process mapping exercise. 

Ground Rules and Important Points: 

The focus of this exercise is on the process, not the people that work within the process. Critiquing people and leaders should be off-limits. 

Participants should not expect to discover a major breakthrough. Any improvements that result will most likely be a series of small, incremental changes rather than a big home run. 

· Before you can improve a process, you have to understand the current process – there are three versions to any process:

1. What you think the process is

2. What the process actually is 

3. What the process should be
· The process mapping exercise is intended to help staff better understand the current process by recreating the process in a way that makes it more "visual - process mapping is a form of visual sense-making

· A process map begins with mapping the current, as is process - the aim is to capture and understand how the current process actually flow - this is an important point because processes often evolve over time into something far different that what they were originally designed to do

· The idea behind mapping out a process is to identify waste - waste in the form of rework, low first-time-quality, excessive waiting, delays, handoffs, and errors 
· Once the current process is mapped out, work can begin on creating a more efficient and more effective process that minimizes the waste uncovered in the current process mapping exercise

Steps to Mapping a Current Process:

1. Determine process boundaries (note, pick a logical and manageable process start/end point - for example, if you are mapping the intake process, a logical start point would be receipt of an order/referral, and a logical end-point would be when the delivery ticket is printed

Process Start Point _______________           Process End Point_______________

TIP: Generally, when you conduct a process mapping exercise, your scope boundaries are defined by those issues, tasks, and outcomes that your process and staff have control over - once the delivery ticket is printed, intake staff have very little or no control over how the work moves onto the final delivery or service to a patient.
2. What is the primary process path or name of the process?  New orders, reorders, Medicare patients only, etc.... 

3. Who is the customer of the process? (refer to SIPOC template if needed)

4. Identify customers' needs - what is it that they need from your process? 

5. Now it's time to begin mapping the process - begin with identifying the first major process step

TIP: Don't get too detailed at this point, the objective here is to list major process steps, for example, in an intake process, receiving a new referral would be considered a major process step, entering the referral into a log might not be considered a major process step. 

6. Once all major process steps are listed, begin to identify more specific tasks that occur at each major process step - for example, indicate the specific tasks are involved with receiving a referral such as noting the time, source, type, etc...

7. Are there any process-level metrics that could be implemented at any of the major process steps?  Consider:

· First-time-quality (see value stream mapping section) 

· First-pass-yield

· Wait time

· Process time (also referred to as cycle time)
· Lead time 

8. Identify any technology that is used at each process step (PC, fax, copier, paging system, phone, etc...

9. Identify and assess volume of work that passes through each major process step (this is referred to as first-pass-yield)

Observations of Current Process: 
10. Is the process map comprehensive enough? 

11. What do you see? Where is the process broken and why? 

12. Are there key inputs or outputs that are not captured on this map? 

13. What are the major decisions made within the process and where are they made? When are these decisions made and who makes them? 

14. Is there a specific process step that takes a long time to complete? Why does it take this long? Is there a range? 

15. What are the problems you encounter in performing this step? What are some of the causes of these problems? (refer to the Introduction on Lean in the Introduction section - see Five Whys)

16. What are the roadblocks in this process? Is there a current plan to deal with these roadblocks? 

17. If we said we had to be five or twenty times faster in performing this process with the same level of quality or better, what are the critical items that should be eliminated or retained?

Process Improvement - Things to Consider:

18. Are there any areas within the current process that can benefit from using a standard work process?  (see section on Process Management)
19. Standard work tools can include the use of checklists that identifies each step or task (in the proper sequence) that must be completed before the work is passed on to the next step

20. Are there formalized work standards in place? 

21. Are people trained consistently? Is there a formal training program in place? 

22. Are people working within the process experiencing excessive interruptions?  (see section on Interruptions) 
Assessing the Process Map 

When assessing a process, categorize each process step associated task into three categories: 
1. Those steps, tasks, and activities that create value for the customer

2. Those steps, tasks, and activities that create no value but are required (regulatory, policy, legal, government, etc...) 

3. Those steps, tasks, and activities that create no value and are not required

Your focus should be on number three - those instances where no value is created and the step, task, or activity is not required. 







