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10
ACTIVITY / TASK

20
ACTIVITY / TASK

40
REVIEW / INSPECT

EXTERNAL

DELIVERABLEExternal 

Deliverable

20
(If returned 

for rework)

Process 

Triage™ 

Map 

Completed

Milestone

Deliverable

30
ACTIVITY /

TASK

50
ACTIVITY / TASK

(if required)Internal

Deliverable

80
ACTIVITY /

TASK

70
ACTIVITY / TASKInternal

Deliverable

90
ACTIVITY / TASK

60
ACTIVITY / TASK Internal

Deliverable

External

Deliverable

Reviewed

85
ACTIVITY / TASK

(if external

Deliverable

Is accepted) Milestone

Deliverable

Internal

Deliverable

100%

40%

60%

30%

30%

10%

66%

10%

90

ACTIV
IT

Y / 
TASK

Internal

Deliverable

30%

30%

1,800 / mo.

1,080 / mo.

1,200 / mo. rework

720 / mo.

1,920 / mo. total

540 / mo.

720 / mo.

“Load analysis” is the basis for 
budgeting and growth scenario analysis.  
High rework points suggest process 
improvements. 

READING THE PROCESS TRIAGE™ Workflow Map:
Process Triage requires the illustration of Work [activities / tasks], Work Products or Deliverables, and the sequence in which these 
deliverables should complete.  In the sketch (below) Sales Proposals are drafted (Activity #110). Once drafted, they are reviewed (by 
Activity #120), which includes the Sales Budget (#820), whereby the draft is returned for revision (#110 back) or approved for Sales 
Proposal Presentation (Activity 130).  

330
ACTIVITY / TASK

340
ACTIVITY / TASKInternal

Deliverable

320
ACTIVITY / TASKInternal

Deliverable

Milestone

Deliverable

310
ACTIVITY / TASK

Information Technologies & Performance

Triage Examinations

IT Application

Oracle® Teradata® Teradata® 

SAP® PeopleSoft® PeopleSoft® 

IT DBMS

PeopleSoft® SAP® 

Oracle® Teradata® 

IT notes may include any subject related to the design, 
implementation, and performance of IT applications and 
systems. 

IT Triage typically includes workflow loading and performance 
requirements, and IT CRUD Transaction (see adjacent 
segment left) notes.

Microsoft® 

Office® 

2,400 concurrent users during 
week-day business hours, EU, USA, 
and China / Singapore

§ 24/7 
§ Five-9's availability!
§ .2 to .3 second 

response time

730
ACTIVITY / TASK

740
ACTIVITY / TASKInternal

Deliverable

Milestone

Deliverable

720
ACTIVITY / TASKInternal

Deliverable

Milestone

Deliverable

Underinvestment Symptoms (Point-of-Pain)

¶ Ar r ives Lat e
¶ Poor  Qualit y
¶ I nconsist ent  Qualit y
¶ No r eplacement s
¶ Replacement doesnõt fit
¶ Too expensive

¶ Not  in st ock
¶ Wr ong color

¶ Out - of - Box Failur es
¶ Too expensive
¶ Poor  Design
¶ Takes t oo long t o make

Triage Examinations

UNDERINVESTMENT 

(PAIN POINTS)

¶ Not in stock

Each mapping workshop participant is given 3-5 Post-It® 
notes, with one “pain point” per note.  Pain Points typically 
cluster around one or two deliverables (circles),  suggesting 
high-consensus symptoms of process dysfunction.  Begin root 
cause analysis at those points, especially if they are early in 
the process.

Crafting these points-of-pain typically takes an hour or so.

410
ACTIVITY / TASK

420
ACTIVITY / TASKInternal

Deliverable

430
ACTIVITY / TASK

440
ACTIVITY / TASKInternal

Deliverable

Milestone

Deliverable
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0

External

Supplier

Deliverable
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0

External 

Supplier

Deliverable

Human Resources Examination (RACI)

Name, TitleR

A

C

I

Name, Title

Name, Title

Name, Title

Name, TitleR

A

C

I

Name, Title

Name, Title

Name, Title

Name, TitleR

A

C

I

Name, Title

Name, Title

Name, Title

Triage Examinations

RACI Matrix  

Responsible (Org. Charter)R

A

C

I

Accountable (Delivers it)

Contributor / Consultant

Informed / Observer

Individual  / Contact Person

Jane D.
Expert

Jane D.
Expert

Bob O.
Expert

Bob O.
Expert

Bob O.
Expert

Bob O.
Expert

Bob O. Expert

Name, TitleR

A

C

I

Name, Title

Name, Title

Name, Title

Name, TitleR

A

C

I

Name, Title

Name, Title

Name, Title

An “HR” Overlay is an effective way to 
ensure every deliverable has an owner, 
especially for position design and 
succession planning.
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TRIGGER

Customer

Contact

Attempted

510
PRESENT

WELCOME &

QUEUE CHOICES  

520
ATTEMPT

ISSUE

RESOLUTION
Welcome & 

Queue 

Presented

530
ASSIGN AGENT

QUEUE

(if unresolved)

540
ATTEMPT

AGENT

RESOLUTION
Agent 

Queue

Assigned

Req'd

fo
r 3

0

550
LOG RESOLUTION

RESULTS

(if resolved)
Attempt

Agent

Resolution

30
(If Referred)

Issue

Resolution

Attempted

50
(If resolved)

Customer CallC

Customer CallR

Welcome Announcement R

Announcement PresentationC

Customer IssueR

Issue ClassesR

Issue Class AssignmentC

Customer CallR

Issue Class AssignmentR

Issue Class Solution

R Customer Issue

R

Solution PresentationC

Solution Success Assessment (Y/N)C

Call StatisticsC

R
e
q

'd
F

o
r 

5
1
0
+

Customer CallR

Issue Class AssignmentR

R

Agent Queue Candidates

Solution Success Assessment (=N)

C

R

Agent Queue Assignment

R Solution Success Assessment (=Y)

Call Statistics (Logged)

Customer CallR

Issue Class AssignmentR

Issue Class Solution

R Customer Issue

R

Solution PresentationC

Solution Success Assessment (Y/N)C

Call StatisticsU

Call StatisticsU

Call StatisticsU U

Solution

Knowledge- 

base

Updated

Queue 

Control

Data

Updated

Req'd

for 500's

Data DNA (CRUD Transaction Identification)
(Optional Advanced Triage for Root Cause Identification)

Triage Examination

“CRUD” Transactions

D

C “Create” new instance of a fact

U “Update” existing instance of fact

“Retrieve” existing instance of factR

“Delete” existing instance of fact

“CRUD Transaction” 
identification is used to define 
essential “business data” 
requirements used in a 
workflow.  They must be 
identified before attempting 
expensive Information Systems 
development.

Itemizing CRUD Transactions will take 3x the 
time spend crafting the initial Process Triage™ 
Workflow Map.  Figure and average 15-20 
minutes per activity (numbered, solid arrow).  
Alternatively, for every hour spend mapping, 
expect to spend 3 hours “CRUD’ing” depending 
on how complex the activities are.  You’ll want 
your IT system requirements analyst to attend.

220
ACTIVITY / TASKInternal

Deliverable

Financial & Cash Flow

# 3392COS

C
a

p
E

x
O

p
E

x

$250K

Yr

$50K

Yr

Budget

Actual

$250K

Yr

FTE

45.5

Triage Examinations

GENERAL LEDGER 

ACCOUNT

# 3392COS

INCOME 

STATEMENT

(Cost of Sales)

Unit Cost

$34.43

There are many ways to note financial dimensions, 
depending upon the accounting need.  Coupled with 
workflow loading data, it’s a straightforward method 
to build a budget.

Milestone

Deliverable

3 Minutes
Uninterrupted Labor

(#110 & 120)

Triage Examinations

16,000/
WIP Month

Work-in-Process (WIP)

# of Deliverables per 

time period

28.5%
Traffic 

% of Workflow 

Demand

Triage Examinations

Uninterrupted Direct 

Labor

Workflow Speed
(Includes work time, queuing, 

rework)

13 Minutes
Uninterrupted Labor

(#130 & #140)

29 Minutes (#130 & #140)
Observed Speed

29 Minutes (#110 & #120)
Observed Speed

Speed & Actual Time-on-Task
(Cycle time & process time)

SITUATION ANALYSIS
Selected Triage Examinations – Second Period

130
ACTIVITY / TASK

140
ACTIVITY / TASKInternal

Deliverable

Milestone

Deliverable

120
ACTIVITY / TASKInternal

Deliverable

Milestone

Deliverable

110
ACTIVITY / TASK

210
ACTIVITY /

TASK

Milestone

Deliverable

Milestone

Deliverable

Milestone

Deliverable

Name, TitleR

A

C

I

Name, Title

Name, Title

Name, Title

Moments of Truth (Customer Satisfaction Points)
(See bp.org / CEMMethod®)

630
ACTIVITY / TASK

640
ACTIVITY / TASKInternal

Deliverable

Internal

Deliverable

610
ACTIVITY / TASK

Triage Examinations

Moment 

of Truth
Customer Satisfaction Point

(Deliver the Brand’s Promises)

Moment 

of Truth

Resolution

Results

Logged

Moment 

of Truth

910
PRIORITIZE

SMALL / BIG NOW’S

930
IMPLEMENT

SMALL / BIG NOW’S

(If resourced)
Small / Big 

Now’s 

Implemented

820
ACTIVITY / TASKInternal

Deliverable

Milestone

Deliverable

Small Now’s (Action Items)

Big Now’s (Projects)

POINTS-OF-PAIN
Triage Examination – Third Period
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Halftime: Do NOT
Proceed without this!

Process Triage Deliverables
Action Items & Projects Nomination & Prioritization (Fourth Period)

710
ACTIVITY / TASKMilestone

Deliverable

Not Yet’s 
(Small & Big Now’s Waiting Resources)

Small / Big 

Now’s 

Prioritized

920
QUEUE 

NOT YET’s

(if resource

constrained)

L3

3

2

Customer 3 3 1

2Feasibility

222Talent

13Cost

11Speed

31Quality

L2B2L1B1Outcome

PRIORITIZATION

CRITERIA
2

Small Now = 1 or 2 people-size action item.
Big Now = > 2 people-size, needs project
                 structure & leadership

1

Not Yet’s

Queued

930
(When

resourced)

Budget 30 to 45 
minutes

Budget 20 to 30 
minutes

Budget 20 to 30
min. for labor costs

Budget 15 to 30 
minutes

Budget 30 to 45 
minutes

Budget 3x times
map build time

Budget 5 to 15 
minutes

Budget 1 to 3
hours Budget 2 to 3

hours

Budget 1 to 4
hours per map

120
REVIEW

SALES

PROPOSAL

ACTIVITY
(Work)

DELIVERABLE
(Work Product)

130
PRESENT

SALES

PROPOSAL

(If Internal Approved)
Sales

Proposal

Presented

Sales

Proposal

Drafted

110
DRAFT

SALES

PROPOSAL
Sales

Proposal

Reviewed

CONDITIONAL

ACTIVITY INDICATOR
(Condition added under activity name)

After 120 completes, a 

decision determines which 

activity (and deliverable) 

follows next.

110
(If revisions)R

eq
'd

fo
r 
12

0

820
PUBLISH SALES

 BUDGET
ADDITIONAL DELIVERABLE

DEPENDENCY 
(“Required for” activity # added to dashed arrow)

Activity #120 consumes deliverables 

from #110 AND #820, AND #110 and 

#820 are not produced in the same 

processes.

1 2

3

4

Sales

Budget

Published

PROCESS TRIAGE™ Workflow Map Symbols

Deliverable completion order follows the direction of the arrows

Process 

Trigger

Milestone

(Internal Work)

External
from outside 

 the process

Non-

Milestone
(Internal Work)

DELIVERABLES
(Work Product)

Milestone (red) and 

non-milestone 

(white) deliverables 

are produced by the 

process, typically 

IRS Form W-2 / 1099, 

or Capital spending

Process Triggers are 

external deliverables 

(green) that cause 

the process to start 

when they arrive.

External deliverables 

(blue)  are contracted 

for, and must arrive 

on time and be of 

correct quantity and 

quality. They are 

typically paid by 

invoice or charge-

back, not W-2 / 1099.

CRAFT THE MAP
First Period

Workshop Agenda

1st Period *
¶ Craft the Process Triage™ 

Workflow Map

2nd Period
¶ Perform “Situational Analysis” 

triage exams.

Halftime
¶ Process Owner’s Strategic 

Objectives & Goal’s Review

3rd Period
¶ Process “Pain” triage exam.

4th Period
¶ “Small Now” action items & “Big 

Now” project nomination & 

prioritization

Post-Workshop Tasks

¶ Process Triage:
- Publish the map &
  exam notes
- Assist owner as needed with
   implementation planning.

* A “period” may be 2-4 hours 
depending upon scope of work.

Workshops and Coaching
Consulting Facilitator:  Joseph Rosenberger

rosey@processtriage.com

USA (01) 913-269-3410

www.processtriage.com

Diagram Key

CONDITIONAL TASK

- Hash mark on base of arrow

- Indicates an activity / task is conditional.

- Condition short name (If...) with the 

  task labeling.

00
TASK

(If..condition)

Req'd for XX 

Req'd
 fo

r 3
0 

Deliver-

able

10

Deliver-

able

20

30
ACTIVITY / 

TASK 

DUMMY TASK (Dashed Arrow)

- Does not consume resources

- Illustrates possible critical path

- Indicates a task requires a parallel,

  upstream deliverable.

- Activity 30 cannot complete with out

  predecessor deliverables 10 & 20.

20
ACTIVITY / TASK 

10
ACTIVITY / TASK 

TASKS / ACTIVITIES

- Consumes resources

- Has and upstream trigger (earliest start)

- Consumes time

- May be automated and/or manual

- Bundles Information Transactions (CRUD)

- Number is unique to this map, may be

  reusable in other maps

- Does not indicate rank or sequence

00
ACTIVITY / TASK NAME

DELIVERABLES (Completed or Arrived) 

- A physical, tangible work product.

- Has measurable attributes.

- Completion or arrival is observable (time stamp)

- Named (Noun + Past tense active verb)

- Arranged in EARLIEST FINISH order

Milestone
(Internal

Deliverable)

External 

Process

Deliverable

Non-

Milestone
(Internal

Deliverable)

Process 

Trigger

http://processtriage.com/PTWM_Support1.php
http://processtriage.com/PTWM_Support1.php
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