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Process-Mapping Template
Document how work actually flows, identify friction, and design a better future state
	Practical tools for building better business systems


Designed for small-business owners, managers, and improvement teams
How to use this tool
Use this template when a process is inconsistent, slow, error-prone, dependent on one person, or difficult to train. Map the current state first. Do not begin by drawing the process you wish existed.
	BEST RESULT
Build the map with the people who perform the work. A 45–90 minute working session is usually enough for a focused process with 8–15 steps.


Recommended method
1. Define the boundaries: Name the trigger that starts the process and the result that ends it.
2. Choose the right level: Keep the first map to roughly 8–15 major steps. Create a separate detail map for a complicated subprocess.
3. Capture reality: Record decisions, handoffs, delays, rework, approvals, systems, and exceptions.
4. Quantify: Add processing time, waiting time, frequency, error rate, or volume where useful.
5. Improve: Mark waste and risk, then design a future-state flow with fewer handoffs and clearer ownership.
6. Confirm: Validate the map with frontline employees and the process owner before changing procedures.
Standard symbols
	Symbol
	Use
	Question to ask

	Start / End
	Rounded terminal
	What event triggers or completes the process?

	Process
	Rectangle
	What work is performed?

	Decision
	Diamond
	What rule determines the path?

	Document / Data
	Document or data shape
	What information is created or required?

	Delay
	Delay marker
	Where does work wait, queue, or age?

	Connector
	Arrow
	Where does work go next?



Completed example: customer order to shipment
	#
	Role
	Step / Decision
	System or record
	Time
	Issue / opportunity

	1
	Customer Service
	Receive purchase order
	Email / ERP
	5 min
	Orders arrive in several formats

	2
	Customer Service
	Validate required information
	ERP
	8 min
	Missing ship-to data causes rework

	3
	Credit / Owner
	Credit approved?
	ERP / accounting
	0–1 day
	Approval threshold is unclear

	4
	Planning
	Check stock and capacity
	ERP / schedule
	15 min
	Inventory may not match physical stock

	5
	Production
	Produce or pick order
	Work order
	1–3 days
	Priority changes interrupt flow

	6
	Quality
	Inspect and release
	Inspection record
	20 min
	Duplicate manual entry

	7
	Shipping
	Pack, label, and ship
	Carrier portal / ERP
	25 min
	Tracking is copied manually

	8
	Customer Service
	Send confirmation
	Email
	5 min
	Could be automated



	EXAMPLE IMPROVEMENT TARGET
Reduce order-entry rework by standardizing required fields, define a credit-approval threshold, and automate shipment confirmation. Track order-to-release lead time and first-pass completeness.




Blank current-state process map
Process name: __________________________________   Process owner: ______________________________
Start trigger: __________________________________   End result: __________________________________
Customer / recipient: ___________________________   Date mapped: _________________________________
	#
	Role / lane
	Step or decision
	Input
	Output
	System / tool
	Time / wait
	Problem or risk

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	



Process metrics
	Metric
	Current
	Target
	Source / method

	Total lead time
	
	
	

	Hands-on processing time
	
	
	

	First-pass yield / right-first-time
	
	
	

	Rework or error rate
	
	
	

	Volume per day / week / month
	
	
	



Improvement observations
	Observation
	Likely cause
	Proposed test
	Owner
	Due date

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	



Future-state design questions
Can any step be eliminated because it does not change the product, service, information, or risk?
Can approvals be replaced with clear rules or dollar/risk thresholds?
Can information be captured once at the source instead of re-entered?
Can handoffs, queues, batches, or waiting be reduced?
Can work be standardized without removing necessary professional judgment?
What metric will tell us whether the redesigned process is better?
Common mistakes
Mapping from memory without the people who do the work.
Mixing the current state and future state in one map.
Using too much detail before agreeing on the major flow.
Treating every symptom as a root cause.
Improving one department while shifting delay or rework to another.
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