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What is Streamlining? Why do it?

Let’s admit it. As business people, we all have the annoying
habit of overcomplicating things, particularly when it comes
to running a business or a project.

Whether its work allocation, quality inspection, project
monitoring, or simply going through a to-do list, project
managers and teams often complicate processes which are
easy to implement.

The most effective way to make things right is to identify
where you are wasting your time, streamline the work
process, and find opportunities to improve your workflow.
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What is Streamlining? Why do it?
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A streamlined process reduces complexity and redundancy of
processes. This means less opportunity for errors and delays.

By definition, streamlining a business process means improving its
efficiency by either removing any unnecessary steps, adopting
other methodologies, or using new technology.

To streamline the process, you need to start with what is
actually required...
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Process Mapping

What is a Process Map?

* A process map visually shows the steps of a work activity
and the people who are involved in carrying out each step.

* WWhen mapping a process you simply draw a box for each
step and connect them with arrows to show a flow. A basic
process map to publish a blog post could look like this;

Create a post
outline

Wrrite the
post

Do research

Proofread
content

Publish the post
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How to Create a Process Map

e
llllllllllllllllllllllllllll

Step 1: ldentify the Process You Need to Map
Step 2: Bring Together the Right Team

Step 3: Gather All the Necessary Information
Step 4: Organize the Steps in Sequential Order
Step b: Draw the Baseline Process Map

Step 6: Streamline Process - Analyze Map to Find Areas for
Improvement
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Process Mapping Process

Define _ = Products (good or services) with
Product Famil common process steps

Foundation (the basis) for the
<= future state; 70-80% accurate is
acceptable (directionally correct)
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Document Current
State

Create flow by eliminating waste

Design Future 3Day <= it is now obvious from your
T State Event current state map); typically 3-6
8_ * months out
[
= Create < Include accountability and
Implementation Plan timeframes for completion

¥

<4 The goal of mapping!
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Documentation & Process
Mapping Techniques

Unless you know what, exactly, the process consists of, you can't
really streamline it. Putting it down on paper makes analysis
significantly easier, as it gives you a top-down view of the process.
Depending on what you're looking to improve, there are several
different process mapping techniques you can use.

* Written Procedures

» SIPOC (Supplier, Inputs, Processes, Outputs, Customers)
e Turtle Diagram

* Value Stream Map

* Flow Chart
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Process Documentation —
Traditional Written Procedure

SOP Procedure Format PrOS —

-0 ::i?:::cess is used to ...... ¢ C a n be Ve ry d eta i l-ed

2.0 Responsible Parties -
Which position is responsible to ensure proper planning, communication and providing necessary o C a n I n C l u d e p h Oto S Of h OW to
documents to interested parties? p e rfo r m ta S kS

3.0 Related Documen ts
What are the referenced documents used in this SOP/Process?

4.0 Revision History

Date Revision Description of Revision Author Approver
IR Initial Release

Cons —
" 51 o e Often becomes cumbersome

5.11 —-

i — and difficult to comprehend

5112 —-
512 ———-

5.1.3 -]
1 J— -
Y J— -

6.0 Records
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Process Mapping Technique: SIPOC ASAS
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S - Suppliers (Who are the suppliers) SIPOC Diagram == Insert Process Title Here

| — Inputs (What are the suppliers supplying) - nputs | process " customors Roguiroments

5 Ust - List 5 List - List - List
P - Process Steps (What are the key steps in the

process — 10K Foot Vi ew) » Suppliers 3 Inputs y Outputs y Customers - Requirements

- Here 3 Here 5 Here 5 Here -+ Here

O - Outputs (What are you trying to achieve?)

C —Customers (Who are your Customers?)

R —Requirements (What are the requirements that
must be met)

Pros -
. . i Cons -
*  Provides a high-level overview of the process.

+  Keeps all the team members updated about their respective roles * Does not provide details about steps.
and responsibilities.

* Makes redefining a process easy. * Very simplistic.
+  ldentifies liabilities hidden each step of a process. * Starting point for process mapping.

*  Agreat tool to maximize overall efficiency.
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Example: SIPOC - Pizza

SIPOC Diagrams N

Inputs Process Outputs Customer

| | 1 |
1 1 [ |
| | |

| | | |

Prepare Dough
Add Sauce
Add toppings

Dough

Sauce Dinein

Take out

Whole Pizza
Pizza Slices

Peperoni Add cheese

Bake in oven

Home Delivery

Cheese
Remove and package
Peppers
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Example SIPOC: Receiving
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Supplier Input Process Output Customer
Purchasing Purchase Order Goods Received Delivery Note Accounts
Goods Supplier Sales Order Booked In Stock Stores

Accounts Informed

Purchase Order
Matched

Supplier Paid Remittance Advice Goods Supplier

High Level Process

Start Point Goods Received H» Booked In B» Accounts Informed Purﬁ:tsczgjrder —» Supplier Paid
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Process Mapping Technique -
Turtle Diagram
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Pros -
* Provides More Detail of the process

With what? Who?
* Resources » Responsibilities
* Equipment « Abilities C
« Machinery l ‘ « Competencies ons —
i el « Not as Intuitive as SIPOC
'"p‘:: tﬁl m — * pfoduct » Steps within Process are not depicted
* Materia a . ) . .
. Informatlon e  Decision Points are not identified
: hods * Information
A ,‘t e * Not as Easy to see Activities and flow
el < Pioeivas of decisions as SIPOC or Flow
Measures « Documentation Diagram

What for?

How?

© 2021 ASA ASA AFRA 2022 - PROPERTY OF ASA



Example: Turtle Diagram - Baking

WHAT: Equipment & Materials WHO: Personnel & Competencies
* Conveyors & Carts * Production Mgr (Process Owner)
* Oven * Certified Baker
* Gages * Production Planner
 Utilities * Maintenance Tech
* PPE * Material Handler
KEY INPUTS KEY OUTPUTS

/
* Good Quality Baked Donuts
* Consistent Donuts

/, * On-Time/In-Full Per Order

Ted’s Fat Free Donuts:

/'« Bill of Material (BOM)
/ *» Work Order Packet

[« Daily Production Schedule i =] Baking Quantity

/ * Raw Materials / = Process * No Excess Perishable

/ * Formed Dough / | Inventor
/ / * Product gtaged For Toppings
/ Process

HOW: Documentation or Method
» Standard Operating Procedures £
* Standard Work

* Product Specification

* Equipment Set-up/Parameters
* Inspection Checklists * % of Budget Variance

CRITERIA: Objectives & Targets
>+ % Schedule Attainment
* % Scrap

* % Rework
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Process Mapping Technique: Value Stream Mapping
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e Avalue stream map illustrates the flow of materials and information from
supplier to customer.

* Value stream mapping (VSM) is a lean manufacturing technique used to
analyze, design, and manage the flow of materials and information required
to bring a product to a customer.

* VSM helps identify waste and streamline the production process.

* The main goal of a value stream map is to visually record information such as:
* Work and wait times along each step in a process
* Labor needs at individual work steps, including the identification of overtime, if necessary
* Error rates at individual work steps
* Downtime at individual work steps
* |Inventory excess or shortfall
* Production or process delays
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Steps to create a VSM
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1. Identify the product or process. That is, what is it that you wish to map? If multiple products are involved, you
may want to start with those with the highest value, volume, or potential.

2. Define the scope of the mapping project. Most value stream maps follow the production process from supplier to
customer. Some map the supply chain, which would continue upstream to raw materials.

3. Map the process steps. This may take some time and will certainly require "working the floor." Some document
the process from customer back to supplier, others go from start to finish. We are not breaking down tasks; these
are the major steps in the operations performed on the product.

4. Include information flow. How does communication flow during the order, production, and delivery steps?

5. Collect process data. This will require some effort to develop a clear understanding of important aspects of each
step in the process. Some of the data needed may include:

1. Inventory

2. Cycle time (how long it takes to make one unit of product)

3. Actual work time versus unused/wait time (including number of operators, shifts, etc.)
4. Machine uptime and downtime

5. Unnecessary movement (of items, material, and workers), scrap rate, etc.

6. Create a time line. This information tells us about total process time, inventory demands, and total lead time.
This usually shows how lead times may be considerably longer than processing times, indicating how much waste
exists in the system.
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Value Stream Mapping
Symbols and Components
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XYZ
Manufacturing

| [

'o_o‘

Daily

/N

400 units
1.75 days

Cutting

0.35 days

25 mins

PROS:

\ A

300 units
1.25 days

3.90 days

Stamping

45 mins

* Performed fast and easily
* Cheap method, does not require a lot of

equipment and staff
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Production
Control

A

450 units
2.5 days

4.33 days

v

Painting

120 mins

CONS:

200 units
0.67 davys

7.69 days

\
lﬁ-.; Captures current state
7 days of the process
fl
Packaging
1.15 days PLT  17.42 days Production Lead Time (PLT)
15 mins VAT 205 mins Value Added Time (VAT)

Only one type product can be analyzed

Provides snapshot of process at a certain moment of time

Difficult to work with new technologies
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Bob's
Distribution
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Value Stream Mapping Software

* Lucidchart: With a free account, you can open up a value stream
mapping template in Lucidchart. As a value stream mapping sottware, it
offers plenty of shapes and makes their arrangement for presentation
easy.

* Smartdraw: Smartdraw includes plenty of templates and shapes for
value stream maps, in addition to flowcharts and other charting tools.
You can add data to your individual process shapes that are then
automatically calculated into complete information about your process.

 Companion by Minitab: Chock full of Lean tools, Companion by
Minitab includes templates for different size value streams and a
template for comparing current and future state maps. You can add
data to your individual process shapes that are then automatically
calculated into complete information about your process.
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https://www.lucidchart.com/pages/value-stream-mapping
https://www.smartdraw.com/value-stream-map/#valueStreamTutorial
https://www.goskills.com/Course/Microsoft-Visio
https://www.goskills.com/Lean-Six-Sigma/Resources
https://support.minitab.com/en-us/companion/help-and-how-to/tools/value-stream-maps/value-stream-map/

Process Mapping Technique -
Flow Chart

Pros — Easy to follow for
simple processes

Alarm < Set for 5
Rings minutes

T Cons — Complex processes
are difficult to depict when

Average .

3 times there are multiple
inputs/outputs and decision
points

NO! Hit
Snooze

Button

Climb Out
of Bed
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Common Process Flow Chart Symbols  (Asaé
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Most
common
flowchart
symbols:

Document Multiple Data Intemnal
Documents Storage Storage
Merge Connector
Manual Input
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Example: Flow of Material & Information
from Supplier to Customer
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RECEVING
MARKE TING VENDOR il AND

INSPECTION

SALES
FORECAST PURGHASIG w
m

?

PRODUCTION
ORDER ENTRY
CUSTOMER | e AND S pe—
ORDER ... - INVENTORY
CONTROL
. l CUSTOMER
SHIPFNG | ORDER

© 2021 ASA ASA AFRA 2022 - PROPERTY OF ASA

FINISHED
GOODS
INV




Example: Warehouse Process Flow
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A 4

Inspection

Incoming Inspection Flow Chart

To be

4

Storage

Put Away

l

Replenishment

Cross Docking

v

Storage

h 4

Picking

|
A 4

Packing

———»{_Shipping

» ™
™

|

1Qc 0K

Check - PASS labe

Out

lr'G

Put Unqualified
Label

l

1QC Issue
{Quality Deviation Notice )

MRB Review and
Sign the notice

Picking

Suppliers Accept
/proce
Supplier o Return e b come to on
Goods h‘ picking/p Deviati
s rocessing on
factory
4nel
owrchase P (r.n.n Piddin |
B De:e\;ork lom| 2/Proc |up 1ac
uction essing TN
Notice)
lCOpv l OK
Put PASS label on
Finance

Goods
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Example: PO,

From
Purchase
Ordering

<

Merchandise J
t

Reorder repor

—_—

"Enter Purchase
Order Data

From Recelipts
Procedure

!

Receiving
Roport

o

Enter Receoeipts
Dntn

Insert Quantity
ordered Into
inventory records

l

received to on-
hand balances

[ Aaa Ounntltlcs ]

From Sales
rocedure

)

Shipping
Report

Ent:t Shipping
Data

shipped from on-
hand balances

Deduct quantities I

= |

From Return
Procedu re

1

Credit Memo l
Purchase
Maemo

E_:n;r Return
Data
Change on-hand

balances to reflect
adjusted quantites

Receiving, Sales, Returns Flow
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i - l — l_ v v ¥ =
Open il T 3 e
Purchase Merchandise e

Transaction Inventory Receipts
Order | il Eile Master File Transaction
. gl — —— -y = File

I 1T —— — it

h 4 I

—— - Print -

Print Daily J» ------- Reports
- -

Open & lnvonlory f:o‘::kc:’u' Summary of
Overdue Status Bt merchandise
Purchase Purchase Report P receipts

Orders Order Merchandise

report Sp— Inventory reorder
——— Usage report

Report

To Inventory

Management Manager

To Purchasing
Manager

To Rocolvlng]
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Example: Manufacturing Process Flow

Inventory Tools, Dies, Molds
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Job Costing &

Raw Materials &

- Raw Materals
« Tasks
- Tools Dies/ Molds
Ship fom
Sk *Estmated Time 10
Complete
.

o Creaw

Manulactuning >

Orcder
= &
I -

Took 1 Task 2 Task 3 Manutactung
Input Cardoaﬂ
Sales Order

Record Labor Hours & Parts Used

Back-fiunh Raw
Mabrals from
Sock ocom/
Croato Finmhod

»

\
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Process Mapping - Tools ASAS
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Pen & Paper — The simplest option is to just grab a piece of paper
and draw the process map. The fact that it's a physical document,
however, makes it harder to share, get feedback on, etc.

Flowchart Software — Dedicated software for creating online
process diagrams. This can be extremely helpful if you don't want
to remember different symbols used for process mapping.

Workflow Management Software — A tool that allows you to
create a process diagram and enforce it at the same time. You can
use it to track work in real-time, as well as make modifications to
established processes.
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https://tallyfy.com/lucidcharts-vs-visio/
https://tallyfy.com/
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Questions/Comments
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