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Process Documentation
[bookmark: _GoBack]Process documentation is an essential tool used to develop a shared understanding of the business processes and system functionality among project team and end users.  The swim lane tool is used to separate each business process into distinct, sequential tasks.  Each task is placed in the “lane” of the role performing the task and in the order performed.  

All project roles, to some degree, use the process swim lane diagrams throughout the project; therefore, standardization and utilization is crucial.  Process documentation in the swim lane format is developed for:
· High level swim lane process flows focused on technology, developed by the vendor
· End to end business process diagrams 
· Work instructions
· Procedures
· Training materials
· Post go live tabletop review sessions

Project Implementation Phases


Tasks with Process Documentation Touch Points: 
Design 
· The vendor initiates development of the swim lane diagram as a component of the Process Design Document (PDD).   The vendor develops high level swim lane process diagrams that focus on the system aspect.  
· The Project Manager, Business Owner, and Project Team/SMEs work with Steering Committee/Executive Sponsor to build the end to end swim lane process diagrams including the department tasks and the interaction with the system; developed for processes and each exception
· Project Manager uses the swim lane process diagrams to work with the Steering Committee, Business Owner, and Project Team/SMEs to:
· Review content of PDD so that users understand the implications of the processes and functionality
· Identify potential exceptions or issues that need to be resolved
· Business Owner understands process and functionality well enough to sign off on PDD and freeze business processes
Build
· Project Team and SMEs update the end to end business process swim lanes based on system configuration, in preparation for training, work instructions, and procedure development
· Project Manager/Business Owner works with departments to document exceptions needed and internal department processes
Test
· Process documentation and training integrate end to end business process swim lane diagrams to:
· Finalize work instructions, procedures, and training material
· Develop train the trainer materials (vendor teach county resources how to train end users)
· Develop end user training materials
Go Live & Intensive Support
· Conduct post go live labs
· Provide training for users not using system as designed
Post Go Live Support & Stabilization
· Process documentation and training revise/update work instructions
· Business Owner and Steering Committee work with departments to refine internal business processes to better utilize system functionality and reporting, as it relates to the utilization of the functionality in this project
· Business Owner and Steering Committee work with key users conduct table top reviews to walk through end to end processes and identify, categorize, and resolve issues



Process Documentation Format
Swim lane diagrams are used to visually represent the tasks performed, the role responsible for performing each task, and the sequence of tasks.  Each row in the swim lane depicts one role.  The tasks are placed in sequential order from left right, in the row reflecting the role performing that task.  Connections between tasks are always represented by lines, with arrowheads to show the direction or order in which the tasks occur.

All process diagrams are documented in horizontal rows with the following symbols:

	

	Start/End: Use a rounded corner box to represent the start and end of a process

	




	Task/Action: A rectangle or box is used to represent each task within the process.  The Task/Action begins with a verb. The rectangle is the most frequently used symbol.

	





	Decision: Use a diamond to represent a decision point in the process.  Typically, the statement in the diamond will require a ‘yes’ or ’no’ response. Only one flow line should go into a decision, but two flow lines should leave, one for each possible answer. 

	



	Connector: The circle is used to indicate that the flow chart continues on another page. 	

	





	Manual Operation: This symbol represents a manual operation involving a document, i.e. forward a purchase requisition to supervisor

	




	Automatic Process: This symbol represents an automatic/predefined process, i.e. batch process

	




	Interface: This symbol represents an interface. An interface can either be inbound or outbound.  
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Work Manager – Device/Hardware (iPad) Transmit Process
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