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POST-WEBINAR WORKING RESOURCE
Workflow Discovery Guide
A practical guide for understanding the work before designing an integration or automation.
	USE THIS FOR ONE WORKFLOW AT A TIME: The goal is not to design the final solution. The goal is to make the current process visible: what starts it, what information is required, what decisions are made, where people apply rules, and where exceptions need attention.



What This Guide Helps You Do
Select a workflow and define the outcome it is meant to produce.
Identify the people, systems, records, and inputs involved.
Separate predictable work from review, approval, and exception handling.
Document the business rules and validations currently handled by people.
Estimate frequency, effort, delay, and risk without performing a formal technical audit.
Before You Begin
	Workflow name
	____________________________________________________________

	Process owner
	____________________________________________________________

	Date reviewed
	____________________

	Participants
	____________________________________________________________

	Systems or sources involved
	____________________________________________________________





1. Select and Frame the Workflow
Pick one workflow that matters enough to understand carefully. A good candidate crosses systems, departments, records, documents, locations, or decision points.
	Workflow selected
	____________________________________________________________

	Business purpose
	What should this workflow accomplish?

____________________________________________________________
____________________________________________________________

	Intended outcome
	What result should be trusted when the workflow is complete?

____________________________________________________________
____________________________________________________________

	Normal volume
	Daily / weekly / monthly volume: __________________________

	Known pressure points
	Delays, rework, duplicate entry, unclear ownership, inconsistent decisions, missed handoffs:

____________________________________________________________
____________________________________________________________



	GOOD PROMPT: If the workflow worked exactly as intended, what would users no longer need to double-check?





2. Map the Five Workflow Components
Use the same five components for any workflow. This keeps the conversation focused on the work itself rather than on software features.
	Trigger
	Information
	Decision
	Action
	Exception

	What starts the process?
	What inputs are required?
	What must be checked?
	What must happen?
	What stops or changes the path?

	Component
	Guided question
	Notes

	Trigger
	What starts the process?
	Event, request, received record, status change, schedule, user action:

____________________________

	Information
	What inputs are required?
	Records, fields, documents, approvals, source systems, supporting context:

____________________________

	Decision
	What must be checked or determined?
	Rules, validations, comparisons, reviews, approvals, ownership questions:

____________________________

	Action
	What must happen next?
	Create, update, send, post, store, notify, route, close, or complete:

____________________________

	Exception
	What stops or changes the normal path?
	Missing information, conflict, threshold, failed check, unusual request, manual judgment:

____________________________





3. Identify People, Systems, and Information
A workflow often looks simple until you list every participant and source of truth. Use this page to make the handoffs visible.
	Participant or system
	Role in the workflow
	Information owned or changed
	Open question

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	



Information Quality Checks
[ ] Required information is known before work begins.
[ ] The source of truth is clear for each important field or record.
[ ] Users know what to do when information conflicts.
[ ] The workflow prevents incomplete or incorrect information from moving forward.
[ ] Supporting context is visible to the person making the decision.


4. Break the Workflow into Major Steps
List the major steps in the order they usually happen. Do not force the workflow into a straight line if it branches, loops back, or pauses for review.
	Step
	What happens?
	Owner
	System or source
	Output

	1
	
	
	
	

	2
	
	
	
	

	3
	
	
	
	

	4
	
	
	
	

	5
	
	
	
	

	6
	
	
	
	

	7
	
	
	
	

	8
	
	
	
	



	WATCH FOR HIDDEN WORK: A pause, side conversation, spreadsheet, email check, or supervisor review is part of the workflow if it affects the outcome.





5. Understand Why Manual Steps Exist
Manual work often protects something important. Before deciding whether to automate it, document the reason it exists.
	Manual step
	What is the person checking or deciding?
	Why does it matter?
	Could this be predictable?

	
	
	
	Yes / Partially / No

	
	
	
	Yes / Partially / No

	
	
	
	Yes / Partially / No

	
	
	
	Yes / Partially / No

	
	
	
	Yes / Partially / No

	
	
	
	Yes / Partially / No



Common Reasons People Are Involved
Validating completeness or accuracy before the next action.
Applying a business rule, threshold, approval, or ownership standard.
Resolving conflicting information across systems or sources.
Identifying exceptions that should not follow the normal path.
Compensating for missing system functionality or unclear data ownership.


6. Capture Decisions, Rules, and Exceptions
The most important integration requirements often live inside decisions and exceptions. Capture them in plain business language.
	Decision, rule, or validation
	Normal rule
	Exception condition
	Who resolves it?

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	



	EXAMPLE: If a completed service ticket cannot be prepared for billing until required details are present, the rule is completeness. The exception is the missing or conflicting detail, and the integration should route it clearly instead of hiding the failure.





7. Estimate Frequency, Effort, Delay, and Risk
Use rough estimates. The purpose is to understand the size and character of the opportunity, not to build a final business case.
	Area
	Low
	Medium
	High
	Notes

	Frequency
	[ ]
	[ ]
	[ ]
	How often does this workflow occur?

	Manual effort
	[ ]
	[ ]
	[ ]
	How much time is spent entering, checking, routing, or correcting information?

	Delay impact
	[ ]
	[ ]
	[ ]
	How often does waiting affect customers, operations, cash flow, reporting, or compliance?

	Error or rework risk
	[ ]
	[ ]
	[ ]
	How often do mistakes, missing information, or repeated checks occur?

	Exception volume
	[ ]
	[ ]
	[ ]
	How often does the normal path stop or change?

	Visibility gap
	[ ]
	[ ]
	[ ]
	How hard is it to know what happened, what failed, or who owns the next action?



Initial Candidate Signal
[ ] The workflow is frequent and repeatable.
[ ] The same rules are applied many times.
[ ] Manual effort is used mainly to check, copy, route, or reconcile information.
[ ] Exceptions are known and can be routed to the right owner.
[ ] Users repeat checks because they do not trust the current result.


8. Summarize What Further Discovery Should Answer
Use this summary to decide whether the workflow is ready for deeper integration design, process improvement, or additional discovery.
	What is predictable?
	Rules, steps, information movement, routine actions:

____________________________________________________________
____________________________________________________________

	What needs judgment?
	Reviews, approvals, exceptions, conflicts, unusual conditions:

____________________________________________________________
____________________________________________________________

	What must be trusted?
	The result users should not need to recreate manually:

____________________________________________________________
____________________________________________________________

	Unresolved questions
	Ownership, source of truth, rule clarity, exception routing, volume, risk:

____________________________________________________________
____________________________________________________________

	Recommended next step
	[ ] Continue discovery   [ ] Improve process first   [ ] Evaluate integration design   [ ] Defer



	CLOSING PERSPECTIVE: Strong integrations begin with understanding the work. Manual steps often reveal important rules and controls. Predictable work should move automatically, while exceptions should remain visible, explainable, and manageable. Trust comes from thoughtful workflow design, validation, and clear accountability.
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