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PROCESS

MAPPING
A Sociotechnical Systems Primer

for Process Mapping ( 

Its Integration and Use in System Design
WHO(S ON FIRST???
	Lou: 
I love baseball. When we get to St. Louis, will you tell me the guys' name on the team so when I go to that St. Louis ball park I'll be able to know them?

Bud: 
All right. but you know, strange as it may seems, they give ball players nowadays very peculiar names, nick names, like "Dizzy Dean." Now on the St. Louis team we have Who's on first, What's on second, I Don't Know is on third (
Lou: 
That's what I want to find out. I want you to tell me the names of the fellows on the St. Louis team.

Bud: 
I'm telling you. Who's on first, What's on second, I Don't Know is on third (
Lou: 
You know the fellows' names?

Bud: 
Yes.

Lou: 
Well, then who's playin' first.

Bud: 
Yes. 

Lou: 
I mean the fellow's name on first base. 

Bud: 
Who. 

Lou: 
The fellow playin' first base for St. Louis. 

Bud: 
Who. 

Lou: 
The guy on first base. 

Bud: 
Who is on first. 

Lou: 
Well, what are you askin' me for? 

Bud: 
I'm not asking you ( I'm telling you. WHO IS ON FIRST. 

Lou: 
I'm asking you ( who's on first? 

Bud: 
That's the man's name! 

Lou: 
The guy on first. 

Bud: 
Who. 

Lou:
 The first baseman. 

Bud: 
Who is on first. 

Lou: 
Have you got a first baseman on first?
	Bud: 
Certainly. 

Lou: 
(pause) When you pay off the first baseman every month, who gets the money? 

Bud: 
Every dollar of it. And why not, the man's entitled to it. 

Lou: 
Who is? 

Bud: 
Yes. 

Lou: 
So who gets it? 

Bud: 
Why shouldn't he? Sometimes his wife comes down and collects it. 

Lou: 
Who's wife? 

Bud: 
Yes. After all the man earns it. 

Lou: 
Who does? 

Bud: 
Absolutely.

Lou: 
Well all I'm trying to find out is what's the guys name on first base. 

Bud: 
Oh, no, no, What is on second base.  .............(later)..............

Lou: 
Now I throw the ball to first base, whoever it is grabs the ball, so the guy runs to second. 

Bud: 
Uh-huh. 

Lou: 
Who picks up the ball and throws it to what. What throws it to I don't know. I don't know throws it back to tomorrow ( a triple play. 

Bud: 
Yeah. It could be. 

Lou: 
Another guy gets up and it's a long fly ball to center. Why? I don't know, he's on third, and I don't give a darn. 

Bud: 
What did you say. 

Lou: 
I said "I don't give a darn." 

Bud: 
Oh, that's our shortstop! 

Lou: 
ABBOTT! 


Adapted from (Who(s on First( ( Bud Abbott and Lou Costello
PROCESS MAPPING

AN OVERVIEW
Who ( What ( When
Most of us have been almost as confused as Lou Costello about just Who is doing What, When within our business processes.  Often the essential Whats get confused with bureaucratic Hows, confusing the Whos and turning When into an endless Tomorrow.  The key is being able to see, understand and continually redefine the process so the Right Whats are done by the Right Whos at the Right When.  Mapping this process can help us see and understand what is going on to arrive at a better process.

Within the classical Socio-Technical approach to system design are two specific frameworks which focus on the processes at work in both the Technical and Social areas.  The Technical System analysis brings a way of clearly understanding how the (product( of the system is created through the transformation of (inputs( into (outputs.(  This analysis is not concerned with who or which department is accomplishing the (work( but rather investigates only how the product components come together, how their characteristics vary, and what results are required.  The Social System analysis investigates how people and groups communicate in the transformation process and in order to control the process.  Bringing these two systems together for optimal (fit( is the goal the design process.

Process Mapping is an analytical framework which integrates key components of these two Socio-Technical elements in order to help you quickly and straightforwardly understand your current processes, clarify the real results needed, and streamline the process within the principles of effective organizational design. Simply, it identifies who does what, when(Who ( What ( When).  It can act as a precursor to formal Socio-Technical analysis, or as an adjunct to the Social System analysis.  Its usage has become more important in understanding and designing complex networked systems of information transfer, cross-functional and cross-company collaborations, and service sector design.

KEY ELEMENTS OF

PROCESS MAPPING
Effective process mapping relies on framework of several elements:
· Process Identification

If our intent is to map a current process in use and improve it, then it is important to clarify:

· What departments/functions are involved and impacted by the process

· What is the primary desired result

· Who (owns( or has primary responsibility for its effectiveness

· Who are the stakeholders or are served by the process

· Multi-Functional Participants

Analysis of the process must be accomplished by a small but cross-functional group of individuals including persons with primary responsibility and areas which are strongly impacted by the process.

· Identification of State Changes

Processes transform something over time.  Manufacturing processes take raw materials and build them into final products.  Communications processes take input and information, connect it to other information and service, and deliver information, services or products to an end user.  In each case, the (state( or characteristics of the (product( changes because of both time and activity.  A product is advertized (it is an order ( it is a confirmed order ( it is a delivered order (it is a paid order, and so forth.  It is vital that the group be able to clearly identify the characteristics of each (state change( which the process effects.

· Create a Visual Map

The more visual and easily changeable you make the actual mapping process the better.  Don(t tie yourself to a sheet of paper on a table ( or a single easel sheet.  Often we try so hard to do it (right( the first time so that we don(t have to erase ( that we miss important connections.  We like to use a whole wall and really layout the process map so that things can be moved around and put up (out-of-order( if that(s when the idea comes up.  My sample wall would be laid out something like this:
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