Operational Excellence: Process Maps
Setting: Video begins at a Diner. Kai is a manager walking into the Diner while the invisible narrator discusses process maps. 

Narrator
Kai is a new manager for a local diner. She was brought in to improve the operations and to make it the premier diner experience in the city. Before digging in and fixing anything. Kai wants to get a feel for the current state of The Diner’s operations.

So how can Kai dig in and start understanding how everything works?

A process map!

Using this tool, Kai can identify the current state for how each area does their work, decision points along the way, problem areas, like tables not being cleaned quickly, waste, like the amount of time a customer is waiting on a table to be cleared, or even variation.

For example, why does serving a cup of coffee, sometimes take 5 minutes and other times 15 minutes? All of this information can be overwhelming if just listed out. It’s hard to see the cross-functional relationships between team members, decisions needing to be made, and problem areas within the process flow.

But! 

With a process map, you create a visual representation of what is actually happening and it can help discover things not seen before and help deliver on project and customer expectations. A process map can come in many forms. 

What usually comes to mind is a macro map or a flow chart. A macro map is a high level process map that outlines 
the general steps, in order, without significant detail. It provides the groundwork for more detailed maps.

A traditional process map or flow chart is used to visualize the details of one process used within one department.

Swim Lane diagrams can map out a single process across multiple departments. This visual will help you 
to understand the relationships and impact from one work group to another.

A process map is built as you observe work where it is actually happening. 

[Image: The following items are listed on-screen] 
1. Identify the problem.
2. Brainstorm process steps.
3. Define process boundaries.
4. Determine sequence.
5. Draw the flowchart, and then 
6. review and finalize the process map.

Let's help Kai build her process map.

[Heading: Identify the problem]

The problem that she wants to solve for is long wait times for customers to be seated. While she has some ideas of what is contributing to long wait times. She knows a process map will help her observe and document reality versus what she assumes is happening. 

[Heading: Brainstorm process steps]

Kai will brainstorm all the potential activities associated with the customer experience from checking in at the host stand to ordering, to paying, etc. She asks for team member input to capture actual work. 

[Heading: Define process boundaries]
She'll take these activities and define the process boundaries by creating a high level overview of the customer experience. A macro map will provide a start to finish at a glance view without getting into the details.

[Heading: Determine sequence]

Next, she determines the sequence of the steps of the customer experience. Without getting lost in the weeds, Kai is now able to draw a macro map and see the whole path the customer travels during their visit at a glance. 

[Heading: Draw the flowchart]
But now, Kai needs to get a feel for the details and what might be causing delays for the customer as they progress through this path. She'll do more brainstorming, defining and sequencing to get into the details.

For example, Kai would begin mapping like this. [Image: Oval process start icon that reads “Check in at host stand.”] The host will identify if there is an available table. [Image: Arrow connects oval to diamond decision shape that reads, “Is table available?” On the process map, this is a decision. Is there an available table? Yes or no? If yes, then the customers will be seated. [Image: arrows from right side of diamond points to process rectangle shape that reads, “Seat customer at table.] If no, then the customer will wait in the lobby area until a table is ready. This is considered a process delay and is represented by this delay shape. After the delay, we can reconnect to the customer being seated at the table. 

At the table, the customer should be greeted and asked if they need a few minutes to look at the menu. If they're ready to order, take their food and drink order. [Image: a decision diamond shape reads, “Is the customer ready to order?” An arrow comes out the right side for a yes to a rectangle process step that reads, “Order food.”] If no, let them know you'll be back to check on them in a few minutes.  [Image: arrow down from bottom of diamond to a rectangle process step that reads, “Allow customer to review menu. Return in 5 min.” and an arrow connects that back up to the decision if the customer is ready to order.]

Kai would follow this approach of mapping out decisions and steps with her team until the whole customer experience is mapped out. A benefit of mapping out a process is being able to find the pain points or areas where additional focus is needed.

For example, in our process map we have a decision point. Is there an available table? The no answer would be an important area to focus on because the problem we're trying to solve is a long wait time. This focus area can lead us to ask questions about what is happening in the diner that impacts this process step.

A Swim Lane diagram could answer those questions. In a Swim Lane diagram, you can look at a process from the perspective of multiple departments. For Kai, a swim lane would allow her to view the process of a customer's experience considering every role in the diner. We have the customer who starts the process. We have the host who greets and seats the customer. We have the server who will take care of the customer, the chef making the food and the busser who will clean the table once the customer is gone. A Swim Lane diagram also starts to identify where there are value-added and non-value-added steps. For example, if there are no tables to clean, the busser is just waiting for work to do. This is a non-value-added step and perhaps something that could be looked at in future solution brainstorming activities. 

On the other hand, value-added steps are those which benefit the customer and add to their experience in a positive way. For example, delivering the customer their food would be considered a value-added step, because the customer directly benefits from this exchange.

Identifying these steps is understanding the voice of the customer; a critical component of improving a process.

Look at these beautiful process maps! [Image: examples of a macro map, a flow chart, and a swim lane diagram].

Think about where we started with just a general idea for what might happen in the diner. And now we have a visual guide to help us pinpoint every step involved with serving a customer.

Before diving into solutions for your next project, try mapping out the process to get a macro, flowchart and swim lane view. These process maps can help us tackle potential pain points, delays, opportunities to be more efficient, and areas to improve our quality of service. 
