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Workflow Management Systems function by directing packets of work to targeted users or groups of users. These work packets are commonly called Workflow Steps and can be regarded as one or more activities which need to be completed by the recipient of the Step.

This structure makes the design of a Workflow Step to be one of the key activities when designing a Workflow Process.

This paper will look at a suggested mechanism for designing a Workflow Step.
The start point is to consider what is needed to complete any activity in the modern work place, these are :

· Description. 

A few words that describe what state this Case has reached 
when this Step is invoked.
· Objective. 

A fuller statement of what needs to be done and why, 

preferably tailored to the experience level of the viewer. 

· Pre Processing. 
What state should the Case be in before this step is 

available to work on.

· Recipient. 

Who should be performing this step. 

· Work Assignment. 
Who resolves, and optionally how, final assignment of work 

if the recipient is a group.
· Volume Limits.

What limits should be put on the number of instances of this 

Step that should be presented to the viewer in a given unit of time.
· Sequencing. 

Where should this Step figure in the sequence that work is 

commenced.

· Progress. 

Summary of what has happened to the Case so far and why, 

Including details of parallel work being done by others.

· Resources. 

What “non IT” resources need to be available before work 

can commence.
· Pre Requisites. 
Exact details of the Case which the viewer needs to know in 

order to make their input.
· Input. 


There needs to be a way of gathering the required input 

from the viewer in a manner they will relate to.
· Optional Input. 
There ought to be a way for a viewer to tell the system of 

anything that has come to light that will be useful for others either in this Case or other Cases.
· Automatic Data. 
Data manipulation which can be done automatically should 

be carried out by the system. This might include reassessment of Business Rules, Case Classification and Performance Data.
· Visibility. 

Separately, the decision on whether this automatic data 

should be visible to the viewer needs to be taken, but when in doubt, visibility is best.
· IT Resources

The IT equipment necessary for the viewer is to carry out 

the task, and optionally checking that their current Work Station is suitable for the task in hand and perhaps even loading the appropriate software if it is missing.

· Effort


The expected target time for completing this Step, to include 

expected actual time; expected elapsed time; maximum expected actual time; maximum elapsed time; minimum actual time and minimum elapsed time.

· Volume

The expected average, minimum and maximum volume of 

cases that this step is supposed to deal with per day or other unit of time.

· Report Completion
Often overlooked, but make sure that it is clear to all how 

the viewer should report completion of the activity.

· What Happens Next
A record of all the possible Steps that could happen next 

and the rules governing which Step is. 

· Value Added

At least a statement, and better still, a valuation of the value 

added to the Case by this Step.
· Milestone

If a reporting Milestone has been reached, this should be 

described along with a record of whether the Milestone has been reached by completing this Step or by starting work on it. 

· Deliverable

Related to the items above, the name and a description of 

the “thing” which is actually created by completing this Step.  This is often used in Process mapping to describe what is created by this activity. If nothing new is created, then this activity is a target for removal.

· Documents Received
A list of the documents due to be received at this point from 

third parties and colleagues who are not covered by the automated process. These documents could include :

· Documents which we must have before the process can continue.

· Documents that would be nice to have at this point and are important to the process as a whole.

· Other documents which you might receive.

· Documents Produced
Details of all documents that need to be produced by the 

automated process, including :

· The software that will create or modify the document.

· The name of the owner of the master document template.

· The name of the person authorised to modify the master document template.

· Version control and date information in order to identify the template.

· Whether the viewer of this step has the ability to modify the created document.

· Where the created document will be stored.

· How long the document will be stored for.

· How the document will be stored and indexed.

· SLA


Details of when this step needs to be completed in order to 

satisfy any external or internal Service Level Agreements.

· Non Compliance
Details of who should receive notification both when an SLA 

non compliance is near and when a non compliance has occurred, who is tasked with resolving the non compliance and the content of the notification is usually handled by another step specifically tasked with this job.
· Clarification

Details of how the viewer is able to seek clarification of the 
task they are being asked to perform, perhaps with the ability to either to “Accept” the step as an item they will take ownership of and even the ability to “Reject” the step and pass it back to the previous step owner.
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