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The 4 Stages of 
Process Improvement 
 
There are four stages to process 
improvement. Each stage involves 
specific actions. As you progress, you 
phase-in additional team members. 
 
Stage 1: Initial Briefing  
In this stage, an oral walkthrough of the 
existing process is done by 
knowledgeable resource(s). Take notes 
and get a good understanding. Let 
stakeholders know the diagrams and 
notes produced during the process will 
probably be messy but a re-drawn and 
cleaned up. Start with as few people as 
possible limiting it to those people 
closest to the related work activities. 
 
Step 2: Rough Draft  
Next, block out the major flow in 
pencil on brownpaper with the 
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knowledgeable resource. Use Post-it 
Notes™ with details to increase 
flexibility and reduce rework time. The 
team will check for accuracy and may 
involve a few different people. 
 
Step 3: The Brownpaper  
Then, use colored markers to draw the 
process flow on the brownpaper. 
Augment the process flow with 
examples of documents and 
explanatory narrative. Get “strengths, 
problems, and opportunities” input 
from a few more people. 
 
Step 4: Evaluate 
Creatively display strengths, problems, 
and opportunities that appear in the 
rough draft (e.g. rework loops, time 
lags, multiple approvals). Get sign-off 
by appropriate members of the 
management and the other 
stakeholders. 
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Stage 1 Questions 
 
This list shows questions that might be 
asked during an initial briefing session: 
• “Can you elaborate on your role 

and responsibilities within that 
role?” 

• “Please take me through the 
process that you perform, manage, 
oversee.” 

• “What are the timescales, volumes, 
and costs?” 

• “What review activities do you 
undertake?” 

• “What is the review processes?” 
• “Does this diagram show all you 

perform, manage, oversee?” 
• “What are the issues that worry 

you about this process?” 
• “What opportunities for 

improvement do you think exist in 
this process?” 

 

Example of Brownpaper Opportunities 
 
• Duplication • Procedures • Specification 
• Redundancy • In-sourcing • Storage 
• Frequency of use • Authorizations • Surplus 
• Accuracy • Validation • Best Practices 
• Timeliness • Forecasting • Reconciliation 
• Standardization • Waste • Evaluation 
 

The stages of Process 
Improvement are creative and 
iterative. The process flows 
should be mapped out first in 
draft using pencil (or with Post-
it Notess™) and verified before 
a final Brownpaper is produced. 
Use the steps below to create 
your process map and improve 
processes. 

 

Introduction to 
Process Improvement 
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The major parts of the process flowchart are the flowcharting symbols and a defined color scheme: 

Constructing the Process Flowchart 

Here is an example of a simple process flowchart: 
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Here is an example of a process flowchart with swim lanes: 

The final brownpaper will look something like this (see the tool on the Brownpaper Technique for Process Mapping): 


