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1. Introduction 

The objective of this paper is to demonstrate the value of documenting business 
processes. In so doing it will define what we mean by process documentation, the 
difference between documentation and mapping and the implications of effective 
process documentation. 

2. Why document your processes 

There are many good reasons for documenting business processes and these include: 

 Aligning business operations with strategy 

 Improve quality, compliance and safety  

 Reduce time and cost  

 Create flexibility in workforce 

 Reduce training load and cost 

 Reduce impact of high staff turnover 

 Institute continuous improvement 

 Improve motivation  

 Reduce risk 

 Improve productivity 

 Improve competitiveness  

 Prepare for outsourcing/market testing 

 Improve customer satisfaction 

 Evaluate improvement options  

If you ask the average business person if their processes are documented you will find 
that at least 50% will say no, another 50% will say yes but 80% of those will only have 
their processes mapped, and the remainder will have their processes really documented. 
In organisations that have ISO standards or operate under a regulatory regime though 
you will find that their quality, safety and compliance processes are documented. These 
organisations do not always comply on a daily basis but keep their “status” as a result of 
lots of low value work prior to an audit or inspection. Compliance is a business asset not 
just an inspection. The question is why document these separately as these processes 
should be embedded in the work processes. They are not something extra, they should 
be “the way we do things round here”. The follow sections describe the attributes of and 
differences between process mapping and process documentation. 
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3. Definitions 

 Process 

There are several dictionary definitions of process but “deal with in a routine way” seems 
the most appropriate. In business terms this might be “the steps taken to perform a given 
task”. 

 Process Map 

A diagram that shows the steps in a process and the way the process flows 

 Process documentation 

A description of what is required to execute each and every step in a process 

 Effective process documentation 

If executed as documented the process will work first time, every time. The 
documentation embraces compliance (quality, safety, conformance and risk 
management) as part of the documentation 

4. Process mapping 

The classic way to develop a process map is to pull together a group of people who are 
familiar with a given task and to use brown paper as background and Post It notes to 
show the steps. An example is shown below: 

 

The great value of this approach is that it gets buy in to the process and as changes are 
made to the process steps and/or flow, the changes are agreed by all concern. However, 
these maps are not portable and many organisations will transfer them to Microsoft’s 
Visio, Word or PowerPoint as they are familiar and generally available. Others may use 
products like Smart Draw and some as stated earlier will use a professional product. 
Over the page is an example of a process map using such a product. As can be seen it 
clearly identifies all the participants in the process, the process flow is clear, as are the 
decision points, but what it does not show is how the work is done. It is fine for those 
who know the process but what happens if it changes, or those people leave, or new 
people join. Many organisations run on a combination of tribal knowledge and good will. 

http://www.webdictionary.co.uk/definition.php?query=deal
http://www.webdictionary.co.uk/definition.php?query=in
http://www.webdictionary.co.uk/definition.php?query=a
http://www.webdictionary.co.uk/definition.php?query=routine
http://www.webdictionary.co.uk/definition.php?query=way
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This generates a degree of risk to the organisation. The counter argument to this is that 
documents supporting a given task in a process are held elsewhere and this is what 
supports the person doing the work. This is true in some cases, but who is responsible 
for keeping such documents up to date, in line with an evolving process and map and for 
ensuring that everyone who needs to know about it, really does? 

 

In essence, how does anyone know if they are doing the right job properly? 

5. Process documentation 

Process documentation is a combination of a process map and sufficient underlying 
detail for each step so that the process if executed as documented will work correctly 
every time. The documentation should be held in a single file to ensure that the map and 
supporting documentation are always together, never out of step and should be 
managed under change control. If we take the first task from the process map above it 
says “Initial validation of claim” The information below is the documentation that supports 
that task. As can be seen the documentation is comprehensive covering: 

 Who is responsible 

 What inputs and outputs are expected, including use of IT applications systems 

 How long should the task take, what are parameters regarding turnaround time 

 What business rules must be applied to the task to ensure quality and optimum 
use of resources within the process  

 What problems might arise and how they should be handled 

 A free form area (Comments) which can be used for additional information or 
change control documentation 
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General Label Initial Validation of Claim 

Description The incoming claim is first validated to check 
that all the information is provided and it is 
ok to proceed. 

Process 
Participants 

Name Type 

Call Center Rep Role 
 

 

Input/Output Input Parameters Information provided in the initial Claims form, such as: 
- Policy ID, Insured Name, Insured 
Address, Claim type, Type of Loss 
etc. 

Input Documents List of documents needed or expected as part of the claim 
application, such as: 
- Copy of Claims Form (if any), 
- Pictures or other proof of loss, 
- Copy of police report etc.  

Output 
Parameters 

Claim ID, 
Premium Amount, 
Estimate of Loss, 
Claim OK or NOT 

Output 
Documents 

Policy details document showing coverage, terms and conditions. 

Application Data Information about what type of Insurance company applications 
systems and databases are accessed to do the work in this task. 
Such as: 
- Policy Management System 
- Claims Management System  
- Claims procedures manual 

 

Details Priority Medium 

Number of User 
Resources 

2 

Expected Time 
Duration 

1 Hours 

Due in 5 Days 

Task Expires in 2 Weeks 

Name of Sub 
Process/Service 

 

Rules There are a number of business rules that are applied in this 
workflow task. 
 
- Filed Claim is complete, no missing information 
- Policy ID is valid 
- Effective Date is valid and prior to the incident of loss 
 
If everything is fine, the decision is made that the claim is OK and it 
is ok to proceed, otherwise decision is made to stop this claim. 

 



The real value of documenting business processes 

Confidential                             Copyright © 2012 Koru Consulting Limited. All rights reserved. Page 6  

 
 

Problems Description Handling Type Severity Frequency 

Claim information 
is not complete 

Request additional 
information from Insured 

Activity Medium High 

Policy does not 
exist 

Verify Policy ID from Insured, 
if not valid then Invalidate 
Claim 

Activity Medium Low 

Invalid policy 
effective date 

Verify Effective Date from 
Insured, if not valid then 
Invalidate Claim 

Activity Medium Low 

Policy Mgmt 
System is 
inaccessible 

Notify IT Support, wait Application Medium Low 

 

Comments This process step was last updated and approved by the Director of Customer 
Services on 14

th
 June 2011 to introduce new Claim Form 

----------------------------------------------------------------------------------------------------------------- 
Original process step was approved by the Director of Customer Services on 2

nd
 

January, 2009 

 

This level of information ensures that the person carrying out the task can execute the 
step correctly every time. 

6. Value 

Documenting business processes, rather than mapping or just accepting the status quo 
delivers a multitude of benefits. These include better motivated and multi-skilled people 
driving higher productivity, lower costs that improve competitiveness, increased quality 
delivers better customer interactions, and increased safety and reduced risk enhance 
reputation. On their own each one is a reason for adopting process documentation. 
However, there are two others really good ones. The first is continuous improvement;  

The value of continuous improvement 

Value/Benefits 

 

 

 

 

 

 

 

Time 

  Re-engineering 

 Resting on laurels 

Continuous Improvement 
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When one re-engineers processes it is vital that they are documented and executed 
consistently. It is not possible to improve something that everyone does differently. The 
re-engineering drives a step function improvement in performance and continuous 
improvement sustains and builds on the gains. Without continuous improvement the 
benefits will deteriorate over time if only by the ravages of inflation. The figure above 
clearly demonstrates this. 

The final and most important reason is that superior customer satisfaction or great 
customer experiences are driven by: 

 A customer first ethos – the focus of the organisation and its business processes 
should be on the customer 

 Engaged and empowered people – the people who do the work best understand 
how processes work and how they can be improved. They should be empowered 
to document and improve them and to go the extra mile for the customer. 
Empowerment is a very strong motivational tool 

 Consistently executed processes – these deliver what the customer wants, when 
they want it and to the required quality or compliance standard. You can only 
consistently achieve this if your processes are documented. Customer 
satisfaction drives business results 

 Customer satisfaction, employee productivity and morale and business results 
are inextricably linked; a failure in one crates a failure in all three. 

Documenting processes is not a chore, it is not a cost, it is an investment in a business 
asset. 

7. About Koru Services Group 

Formed on January 1st, 2012 by a merger of Koru Consulting Ltd, a specialist sales 
improvement company and The ContinuousImprovement Practice Ltd a business 
transformation company, Koru Services Group has a unique portfolio of products and 
services suitable across the widest market spectrum. In summary the statements below 
define what we do and why we do it. 

Our mission is to “help and enable our customers to better help their customers”  

We use the 100 + years of sales and service delivery experience of our three directors, 
plus that of our like minded associates and partners, to enable public and private sector 
organisations to get the best out of their people and processes, to deliver improved client 
interactions and superior customer satisfaction, helping them flourish  in today’s 
challenging business and service climate. We are dedicated to helping, coaching, 
enabling and where necessary leading cultural change to put customers at the forefront 
of their minds. We have a straightforward and energetic approach to customer 
engagements. We aim to and do make a difference. 

For further information email steve.rowe@korusales.com or call on +44 (0) 7903 
121916 

mailto:steve.rowe@korusales.com

