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A THREE-PHASES WORKFLOW-DRIVEN METHODOLOGY (Summary)
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II) ESTABLISH PROCESS SCOPE AND CONTENTS (Summary)
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Establish scope and contents of the process (iterative):

- II-1) WHAT the process is:

- a) Triggering events – what initiates the process?

- b) Results – what are the results expected by customer/stakeholder?

- c) Subprocesses – what are the main stages (5 ± 2) of the process?

- d) Cases – what are the major variations of the work item

that lead to different flows?

- II-3) HOW it is currently supported

- a) Mechanisms – how is the process supported (equipment,…)

- b) Measures – how the process behaves via basic statistical measures

- II-2) WHO is involved in

- a) Participating organizations – who participates

- b) Individual actors/responsibilities - who and what are main steps
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- The results establish the ending point of the workflow model. 

- II-1-b) Identify Results for each stakeholder

- Result (=the expected output) vs. Objective (=a performance 
target for individual/aggregate instances of the process)

- Some examples of results…

- order is filled

- new product is developed

- magazine edition is published

- payment is received

- employee is hired  

II) ESTABLISH PROCESS SCOPE AND CONTENTS:
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-…with some corresponding objectives

- orders will be scheduled into production and a delivery date 

committed within 12h of receipt

- 60% of revenue will derive from products introduced in the past 

5 years

- circulation will be increased to 150,000 by Oct-Dec

- advertising revenue will be increased by 10% this year 

- average cost of posting a payment will decrease by 20% by Dec 

- turnover will be reduced to 4% per annum within 18 months

-Objective should relate to organization’s KPIs

- Ask to yourself: “is there a next step that must be completed?” or “is 
there another criteria that must be met?”

- Result statements have two parts: basic results + additional criteria

II) ESTABLISH PROCESS SCOPE AND CONTENTS:
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- E.g.

- Order is delivered and accepted

- Product is launched and is available for purchase

- Edition is printed and turned over to distributors

- Payment is received and posted to internal accounts

- Employee is hired, assigned to a position, and has been issued ID

- E.g. the customer order must be filled (the customer is happy), it 
must also be paid for (the shareholder is happy), a commission 

must be paid (the sales agent is happy).

-Differentiate results for specific recipient: Customers (service 

recipient) Performers, Owners (service provider), suppliers, 

partners, government, marketplace. Who else must be satisfied?

- If a checklist of specific criteria has to be completed, use the 
shorthand “onboarding checklist completed”

II) ESTABLISH PROCESS SCOPE AND CONTENTS:
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- They are all the result from the same process because each happens 

on a 1:1 basis with the same triggering event. � Overcome 

organizational barriers between operations and finance or other 

supporting organizations 

-Notice: not everyone receiving an outcome from a process has to be 
identified as a stakeholder expecting a result. A result is one of the 

end points for a process. Do not confuse “a job to do” by a 
performer with “a result to expect”

- II-1-c) Identify Subprocesses

II) ESTABLISH PROCESS SCOPE AND CONTENTS:

- A subprocess meets some criteria:

- it produces a discrete, countable result

- it achieves a significant milestone for the process result

- it is often something that the organization would count/measure

- it usually achieves an important state change
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II) ESTABLISH PROCESS SCOPE AND CONTENTS:

- Ask “what are the significant milestones that must be accomplished 
between the triggering event and the result of the overall process? 

There are usually 5 ± 2 subprocesses.

- Focus on “sunny day case”. The body of work following one milestone 
and leading up to the achievement of the next milestone is a 

subprocess

- Some discovered activities are at a finer granularity than 
subprocesses. In this case, the emphasys will be on combining 

activities into subprocesses and filling in the gap.

- E.g. two versions of the 
Fulfill Order process, one 

of which includes 

manufacturing and 

collections activities

-� The choice must be 

made at this stage 
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- II-1-d) Identify Cases

II) ESTABLISH PROCESS SCOPE AND CONTENTS:

- A case is a version of the process specific to a particular kind of 
work item (token). Each case is likely to have a substantially 

different workflow.

- The case is named in action verb + adjective or qualifier + noun

- E.g. (process: cases) 

- - Hire Employee: Hire temporary Employee, Hire regular Employee

- Fill Order:  Fill new Order, Fill replacement Order,

Fill standing Order

- Receive Shipment:

Receive consumable Shipment (for fuel,…)

Receive indirect inventory Shipment (for equipment repair,…)

Receive direct inventory Shipment (for raw mat/components)  
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II) ESTABLISH PROCESS SCOPE AND CONTENTS:

- It is often easy to have a separate diagram for each case, to 
manage layout complexity by avoiding multiple parallel streams

-Do not use decision points to illustrate different cases when there 
are not actually decisions being made:

- a case is not something we do on the basis of variation on 

how the work arrives (e.g. by FAX or XML) when the rest of 

the process is the same, but it is determined by what. 

- a case is not the same as a scenario. A scenario is a test 

case demonstrating a certain set of conditions, with 

predetermined decisions and outcomes.

- for each case of a process we often develop separate 

process diagrams including more scenarios.
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- II-2-a) Identify Participating Organizations

- Include external organizations: customers, suppliers, regulators

II) ESTABLISH PROCESS SCOPE AND CONTENTS:

- At this point we are concerned only with organizations with some 
direct contact with the work item as it goes through the process 

-Do not include organizations receiving results or observing 
performance of the process  

- E.g. Organizations in the Fulfill Order process: Customer, Sales, 
Manufacturing, Logistics, Accounts Receivable

-Draw a process vs. organization chart

- II-2-b) Identify Individual Actors and Main Responsibilities

- For each participating organization, identify the individual actors 
(typically roles and job functions) 

- Then, list the main responsibilities of each actor in the process, in 
terms of clear action verb – noun pair.
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II) ESTABLISH PROCESS SCOPE AND CONTENTS:

- E.g., an actor in the Customer “organization” for the Fulfill Order 
process could be a purchasing agent with the following 

responsibilities:

- Contact sales representative

- Define needs

- Negotiate price

- Confirm order

- Release invoice for payment

- II-3-a) Identify Supporting Mechanisms

- This includes applications and data sources, machinery, forms, 
documents, reports, and so on, for each process.

- It may be very tied to the current implementation, but it is safe 
because we clearly separated what from how
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- II-3-b) Identify Process Measures (Optional)

II) ESTABLISH PROCESS SCOPE AND CONTENTS:

- This stage would cover basic operating measures such as the number 
of instances of the process per time period, the percentage of each 

case, the percentage that end (un-)successfully, typical cycle time, 

and so on. 

-Note: the focus is on measures, which are simple statistical values, 
not metrics, which are values resulting from calculation via multiple 
measures for producing  a balanced perspective on performance

- Avoid focusing on metrics at this stage, to avoid the problem of 

‘bringing yesterday’s metrics into tomorrow’s process’
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PILOT CASE STUDY: THE AGENCY (COLLECTED TERMS)
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PILOT CASE STUDY: THE AGENCY (COLLECTED TERMS)
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Glossary Grid in Logizian

It allows managing Project Keywords.

Each term can be connected to aliases/synonyms, and can be 

asociated to Labels/Categories
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