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1. Business Process Mapping Standard
This document sets out the standards and convention guidelines for business process mapping using Control. The purpose is to ensure that the basic “Look & Feel” & content within all the mapped processes is consistent. This standard applies to all the Control Process Authors and Administrators who will be capturing and mapping the business processes.

2. Business Process Management Objectives:
SMSA have initiated the mapping of its processes using Control to achieve the following 
· ISO 9001 compliance

· Process understanding and training
· Standardisation of processes

3. Terminology

Process
A series of steps or activities that are initiated by a trigger and end in a valued result/ outcome
Trigger


           The trigger/input initiates a process or activity
Outcome
The outcome represents the result with added value after processing

Activity Box
A single box within a process diagram which is used to describe a step/ activity in the process.

Lines
Used to depict flow to and from activities, an output from one activity becomes the input to the next activity.

Process Diagram

A single screen/ page containing a process
Map
A number of process diagrams linked & structured in a hierarchical manner make up a process map which has a draft and master version.
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Drill down
Indicates there is a sub-processes or more detailed steps for the activity to which it is linked. A drilldown will take you to another diagram which explains “how” to perform the activity on which it is attached in more detail

Resource(s)
Show which role is accountable or responsible for carrying out the activity; as well as any supporting system that may be used to perform that activity. Every activity box should have a resource attached to it. Roles can be specialised or generic; for example a Systems Architect is a specialised role but a Fire Marshal is a generic role. Any employee could be assigned the role of fire marshal over and above their specialised role/ other roles they may play. Each employee in the organization although having one job title may have multiple roles that they are responsible for
Flow line connector
Links [image: image22.png]


the output line from one diagram to an input line of another diagram & vice versa. This allows you to navigate horizontally from one diagram to the next without drilling down and then having to go up again across then down.
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External connector
Indicates that this is output does not trigger any other processes in the business (It may trigger an external process outside the business).

Indicates that the input (trigger) comes from an external process/ body/ is a time trigger. (An external process is not part of the businesses processes and is performed by another entity e.g.: vendors/ clients 
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Attachments
Allow one to access documents, forms, templates & training material which are attached to the specific activities or input/ output lines in the process where they are relevant. 

4. Process Model & List of End-to-end Processes

· Process will be defined by department
· Strategic
· QRM

· Corporate

· Audit
· Core Operational Processes
· Customer Services

· Sales

· Retail

· Operations

· Gateway

· Special Operations

· Mailroom
· Support processes
· HR

· Administration

· IT

· Finance

· Purchasing

· Legal 

· Marketing

· The ISO 9001standard will be used to model the process against quality compliance

5. Process Mapping

Business Processes:
· A process is a series of steps or activities that are initiated by a trigger and end in a valued result/ outcome
· The standard activity box i.e. a rectangle, should be used to depict activities/ processes. These should be kept a consistent size.

· The following questions provide the basis for how the processes should be modelled

· When do I start this activity?

· What must I do?

· Why do I do this activity?

· How do I do this activity…details?

· Who is accountable/ responsible for this activity and what system is used if any?
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Activities:
· The text in the activity box should always start with a present tense verb and end with a noun. A Qualifier (adjective) can be used to specifically describe the noun (e.g. Produce Custom Goods, Create Tax Invoice, etc.)

· Only the first word in the Activity text should start in upper case (Capital letter) unless it is a proper noun or a document name. 

· Do not put resource names (role or systems) in activity text.

· Resources should be attached to the activity (who is responsible or accountable and if applicable which supporting system is used).
· Work Instructions (application specific steps) should be attached to activities and not mapped as a process. Work instructions are documented step by step detailed instructions that an employee needs to follow each time s/he performs a task using a specific tool (system/ form/ equipment). This is usually derived from the training material and acts as a reference for the user. E.g. Application training: what fields & screens to complete when logging a call.

· Activity IDs should not be visible in Master diagrams as they confuse the end user, however they may be used  to help identify activities while processes are still be captured/ reviewed in the draft map. However, these activity IDs should be reset prior to submitting an authorisation request to prevent huge discrepancies in the diagram numbering which can be confusing when using reports or the diagram explorer.
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Inputs & Outputs:
· Every activity has at least one input and an output 
· Line text should be in sentence case (Only the first word should start with a capital letter) 

· All inputs & outputs are ‘things’ - i.e. nouns and adjectives describing what has been achieved preferably with added value E.g. The output for the activity “Create Purchase Order” is “Order number assigned”. Thus always describe your input and outputs in order to make it easier for the user to understand the process flow and to prevent any assumption being made. 

· Line text should not be redundant i.e. It should not simply be the past tense of the text in the activity. 

· All input & output lines must be connected to the activity box.

· Activities can have more than one output

“And/ Or” or “Or” (Mutually Exclusive) flow - by using descriptive line text you can define which of the two it is
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“And” (Mutually Inclusive) flow: 
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What Not to do when Mapping Processes:
· Do not map functions only activities/ processes. Functions should be derived from processes not the other way around.
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· Do not use decision diamonds & Yes/No routing in Control 2007; use activity boxes with assigned resources & defined input / outputs.
Flow-Charting uses 'Decision Boxes' (Diamonds) with a Yes/No alternative to routing. This approach was designed to map systems in a way that computers can understand systems and situations - Hence a Yes/No (1/0) alternative to routing. Process Mapping follows the 'Human' ability to choose from a variety of inputs or outputs i.e. there is an activity to decide on something which has a number of outcomes based on that decision activity.
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6. Process Diagrams

· Maximum of 10 activity boxes per diagram (Average 6-8)

· The approved style sheet and template should be applied to all diagrams: 
· Style sheets naming convention
· SMSA_Standard Style Sheet

· This style sheet is to be applied as standard across SMSAExpress process maps

· SMSA_Scan Touch Points

· This style sheet is to be applied to Activities that are identified as having a scan touch point.

· The style is to be locked once applied to the activity.

· The SMSA Style sheets colours 
· SMSA Grey        

· R 130  G 117  B 102
· R 232   G 228  B 225
· SMSA Orange   

· R 239  G 107  B 0
· SMSA Purple      

· R  86   G 0      B 140
· The standard style sheet will be applied to the map

· The Scan Touch Points will be applied to Scan touch points (Object to be style locked once Scan Touch Point style applied

· For Scan touch points

· Data table to identify type of scan

· Notes bubble to Identify touch points for end user

· Processes should flow from left to right on a diagram starting at the top. 

· You should strictly avoid drawing up a process diagram where the scope of the process has not been identified in the parent process diagram (diagram above in the hierarchy) i.e. you should never have a white screen to start mapping except for the very top level
· Activities within the same diagram should be at roughly the same level of detail. I.e. Don’t map task related activities and high level activities in the same diagram; such as “Manage stock levels” and “Capture supplier details”
· Ensure note bubbles fit within the boundaries of the diagram template to ensure that they do not shift the diagram when opened. 

· Ensure each diagram is readable with “zoom to fit” setting or that it fits within the predefined boundaries of the template as indicated below:
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7. General
· Use of too much text should be avoided as people will not use it if it is too complicated. The easier someone can ‘flow through the activities’ the quicker they can comprehend the business’. (no more than 10 words)
· Language should be kept simple and easy to understand for ALL users. 

· Minimise the use of acronyms and abbreviations, however if you have to use them then ensure that they are recorded with their definitions in the abbreviations list provided by Control 2007.

· When mapping a process first focus on ‘assume it works’ then return to address the exceptions. Avoid showing exceptions on a high level, as this will only result in a cluttered diagram detracting the visibility of the end to end process. To avoid over complicating diagrams it is advisable to exclude mapping process flows for exceptions that occur less than 10% of the time and rather note these on the activity or attach a business rule.
8. Process Levels

· There are no hard and fast rules about levels – the aim is to get from the high level process grouping to a level where it is possible to introduce working instructions for the task.

· If a process decomposes to more than 6 to 8 sub-processes, it may mean that one of the higher level processes needs breaking into two.

· If the decomposition only gives a couple of detailed activities, consider rather capturing the process in the supporting description i.e. work instructions etc.
· Lower levels should contain attachments with work instructions, job aids, email templates, forms.
· Processes are designed hierarchically, working from the highest to the lowest level of detail. The overall inputs and outputs remain consistent between all levels downwards i.e. DRILL DOWN functionality should be used AFTER the input(s); output(s) and process title have been agreed as they set the scope for the lower level process diagram

· The input and output on the lower level/ “drill down” process diagram must always be the same as those of the activity on the higher level as shown below:

· Stop points for mapping processes are

· Work instruction level (Business) and Use Case Level (IT)
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·  Linked Diagram indicators can be used for supporting processes.
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The linked diagram indicator, just as the drill down, indicates that there is more detail on how to execute the process.  The only difference is that it refers to a process diagram that already exists under a different parent activity or area of the process map. This allows you to link to common processes without having to duplicate them. 

· Flow line connectors allow you to read the detailed end-to-end process steps across a scope of diagrams
[image: image16.png]



To ensure the integrity of a process and cross functional collaboration between Business areas it is important that all processes are integrated.  The result of one process should always be the trigger of another process up to the point where no more processes are performed by the business.  This is indicated by a “flow line connector” which is linked to the next process that is triggered by the result of the first process.  

Only create flow line links to diagrams with the same level of detail. If there is no other diagram with the same level of detail to link the output to, it should be left blank. 
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9. Linking to other processes

In order to describe an end to end flow it may be necessary for another department to complete a part of the process.

Using the “Draw Sign Post” functionality in Control visually and functionally (within the tool) shows where the process either breaks off to another department or continues to another department before returning
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10. Business Process Map

· It is best practice to only have one Business process map per an organisation to prevent duplication of effort and ensure integrity between process diagrams.
· SMSA Control “Operations Manual” still to be named
· There will be two maps for SMSA Stored under the SMSA folder:
· SMSA Landing pages map
· SMSA process map
· During initial mapping each department processes will be mapped in a separate map (Stored under the Workshops WIP) folder and when complete transferred to the SMSA processes map. Once completed, the department map is to be deleted
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11. Resource Management

· Resource Names should always begin with a Capital letter

· Systems should always be preceded by (s) e.g.: (s) SAP

· Every activity should have a resource assigned: Either a human resource or a system; or both.

· Only one human resource should be displayed on an activity; if there are a number of people responsible for an activity then the accountable person should be the one that is displayed. If you are using Activity Based Costing the other resources can be added to the activity with their costing but not displayed as it clutters the diagrams.

· Only the resource name is to be captured
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· Resources are to be added to the Central Resource Library upon approval from HR
12. Specific Control Functionality

Note Bubbles

· Can contain extra information about an activity such as additional details, key instructions, business rules etc.

· Text in note bubbles should be limited to about 20 words and the author must ensure that it still fits within the diagram boundaries when opened.

· If there is a lot of additional information, it should rather be captured & attached as a document not a note bubble.

· Should only be used to capture small notes about the activity and be limited to 10-15 words otherwise an Internal WP document should rather be used or a document should be attached.
Hint Text

· Provides more information when scrolling over an object in Control e.g. Notes bubble, drill downs, input and output lines. 

Commentary
· Commentary allows further description of an Activity in the process. Commentary linked to an Activity will automatically be picked up by a storyboard that has recorded that Activity.
· Commentary should be used where there is a step note required for an activity i.e. a decision has to made, commentary will allow you to provide further information around the decision making process

Data tables

Data tables to be compiled are
· SMSAScanning Touch points

· Used to identify where in the current AS IS process a scan occurs, 

· To be controlled by administrator

· To be attached to relevant activities
· Statement related Data Tables (to be linked to the ISO 9001 Statement set)
· Statement Info

· Statement Audit

· Statement Link Information

· Statement Link Audit

· To be controlled by compliance officer / Quality auditor

Only the administrator should be able to run Reports for Data Tables

SMSA Scanning Touch Points Data Table

· Only the administrator should be allowed to enter data

Statement related Data Tables

· Only the QRM and external ISO auditor resources should be allowed to enter data

Registry
To use the Document management Document supplied by SMSA to define standards for Documents

· SMSA will use the Control registry to manage process related Work Instructions and Policies until SharePoint is configured at SMSA
· SMSA will store all forms on an intranet site and the link to the form will be added to the Control registry until SharePoint is configured at SMSA

· All process related documentation to be version controlled and authorized in Control
· Management of Work Instructions and Policies

·  To be categorized by Categorization lists for Documents
· Department (Sales, operations etc.)

· Document Type (Work instructions, Policy, Hand book)
· Authorization of documents to be actioned by the relevant process owner and the QA Director

· Promotion of the document to be actioned by the Control Application Administrator

· All Docs to be versioned as version 1. Promotion will result in the version being incremented
· Management of Forms
· The link to the form is to be added to the registry

· To be categorized by

· Document Type (Form)

· Form type (Carbonated Copy, Spreadsheet, form)

Highlight Rules
Scanning touch points (activity level) to be highlighted by the style sheet

· SMSA Scanning  Touch Point Process Diagrams
· See (Process Diagrams)
Storyboards

Storyboards to be used for training and user revision.
· Storyboards by Role

· Storyboards by task

All Storyboards to be maintained by the author,
Mandatory Users and Acknowledgements to be setup for each storyboard.
Naming convention for storyboards

· <Department>_<Task or Role>_<storyboard description>

· i.e.

· HR_Task_Recruit Saudi National

Translation

To be considered in the future

· Translate English to Arabic

Elaborate

Metrics & Scorecards

· [Establish how will you define & manage these to ensure that:

· They align with people’s performance measures

· They align with the Business’s strategic objectives.

· Set up access rights for sensitive information]

· For consideration in the future

Statement Sets

· ISO 9001 to be used to for Quality adherence (customer focus)

· Data tables to attach to statement sets

· *SMSA Statement information
· Data entry for Global Information about the statement set

· *SMSA Statement audit
· Data entry for the Global audit of the statement set

· *SMSA Statement link information

· Data entries for information for the activity the statement is attached to 

· *SMSA Statement link audit

· Data entries for the audit of the activity the statement is attached to
System integration:
1.1.1 Oracle
To be defined

Direct link from Control to Oracle transaction
Training material to be defined (either E-script or work instruction for system)

13. Working Offline (Mapping)
Only the Administrator should be able to package and unpackage maps onto the Central Server
When requesting to take a map offline (off the central server)
1. The Administrator must pack the map

2. Set the default access on the central server for that map to “Access Denied” add the Administrator as a read write user for that map.
When a map is requested to be unpackaged back onto the central server

1. The Administrator must unpackage the map

2. Change the default access rights back to their original settings

The author must reconcile the content

1. If Resources have changed ensure the Central Resource Library is updated

2. Test links to see if still functioning

14. Finalising Diagrams

Before promoting & requesting authorisation for a diagram you should always:

· Tidy up the process diagram (Fit to template)
i. Resize Activities

ii. Align Activities

1. Align tops
2. Align Lefts

3. Space apart centres

iii. Line up input / output lines
· Spell check the diagram
· Reset & toggle off ID numbers (Even though they will be toggled off, it is necessary in order to tidy up the diagram level numbers)

i. Align Activities

· Refresh titles

· Use integrity check to pick up any mistakes
· Position lock the diagram
· Style lock any particular aspects that you do not want the default style sheet to override
Activity 1 produces both Output A & B every time causing Activity 2 & 3 to flow concurrently








Activity 3 requires both Output A & Output B before it can be initiated 
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