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Why This In construction, every project has countless moving parts: materials, subcontractors,

schedules, clients, and crews. When processes aren't clearly defined, even the best software
Playbook can't prevent confusion, delays, or costly rework. That's where process mapping comes
Matters in: it makes workflows visible, reveals bottlenecks and inefficiencies, and highlights where
improvements are needed. This playbook will show you how to create and evaluate process
maps, explore different map types, and put them to work so you can streamline operations,
adopt software with confidence, and position your team for long-term growth.




Create a Process Map

A process map is a visual diagram of how work gets done. It lays out each step in a process, the order they
occur, and the people or tools involved - making it easier to spot gaps, delays, or opportunities to improve.

Step 1: Define the Process You Want to Map

Pick one process to start with. Choose something that is repeated often, involves multiple
people, or tends to cause frustration. For example: Preparing an estimate, managing change

?
i ‘ orders, submitting invoices, or onboarding subcontractors.

Start small. Map one process at a time. Once you've got the hang of it, you can tackle others.

Step 2: Identify Inputs, Outputs, and People Involved
Frame the process before you start, to provide focus and prevent scope creep.
* Inputs: What information do you feed into the process (info, documents, approvals)?

* Outputs: What's the final result or “done” point?

« People: Who touches this process (PMs, estimators, subs, clients, admins)?

Step 3: Choose the Right Level of Detalil
Ask yourself: Am | mapping the big picture or drilling into details?

« High-level map: Useful for understanding major project phases
(e.g., Pre-Sales = Estimating = Execution - Billing).

* Detailed map: Useful for zooming in on one phase (e.g., how an estimate is built).

If this is your first time, stay high-level. You can always layer in details later.

Step 4. Start Sketching

Don't worry about making it perfect, just get the steps out of your head and onto the page.
Use shapes or colors to keep things clear: circles for start/end, boxes for tasks, diamonds for
decisions, and a color or symbol to show who's responsible. The key is to be consistent so
everyone reads it the same way. Your first draft is just a starting point; you can refine it later.

Step 5: Validate with Your Team
Bring in the people who actually do the work. Walk through the draft map and ask:

* Does this reflect reality? » Do we still need all of these steps?

+ Are we missing steps? * Where are the bottlenecks?

This review step is critical. It creates team buy-in and often sparks valuable “aha” moments.



Types of Process Maps

Not every process map looks the same. Different types of maps serve different purposes. Here are the
most common ones and when to use them:

Flowchart

* Purpose: High-level overview.
* Best For: Getting started, understanding big phases. ‘ }H‘ H H ‘

- Example: The life cycle of a job
(Pre-Sales = Estimating = Execution = Billing).

Workflow Diagram

 Purpose: Sequential steps and dependencies.
* Best For: Showing how one step leads to the next.

+ Example: Steps for creating and sending an invoice.

Swimlane/Cross-Functional Flowchart

* Purpose: Shows who is responsible for each step.

+ Best For: Teams with multiple handoffs (office = field).

.

+ Example: Change order approval between project
manager, accounting, and client.

-

Decision Tree/Gravity Flowchart

* Purpose: Displays steps stacked vertically, letting the
process flow downward like gravity.

* Best For: Making complex processes easier to follow
in a simple, linear order.

« Example: Showing an approval sequence (e.g., Estimate
- PM Review = Client Approval = Execution).

Spaghetti Diagram

* Purpose: Maps the physical flow of people, materials,
or information around a workspace.

+ Best For: Identifying wasted movement, backtracking,
or inefficient layouts.
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+ Example: Tracking how a superintendent, project
manager, or materials runner moves around a jobsite
trailer, warehouse, or yard.



Tools for Process Mapping

The good news about process mapping is that you don't need fancy software to get started. In fact, some
of the best insights come when you keep it simple and focus on the conversation. The right tools, whether
physical or digital, make it easier to capture ideas, visualize steps, and collaborate with your team.

Here are some tools and resources YOu Can use:

Hands-On Tools

* Whiteboard & Markers
Great for group collaboration. You can quickly sketch ideas,
erase mistakes, and let multiple people contribute.

+ Sticky Notes
Write each step on a separate note. This makes it easy to move
steps around, test new sequences, and visualize improvements.

* Chart Paper or Butcher Paper
If you don't have a whiteboard, tape paper to a wall to create a
large, visible workspace that can stay up during the discussion.

 Board Games for Inspiration
Games like The Game of Life or Candyland combined with
small sticky notes show how paths, choices, and outcomes
can be visual and fun.

Digital Tools

* PowerPoint or Google Slides * Visio
Almost everyone has access to these, and the A more advanced Microsoft tool for
built-in Charts tool makes it easy to create a organizations that want detailed
quick map. documentation and integration with other

. Microsoft systems.
* Lucidchart

A popular diagramming tool with templates, * JobTread
symbol libraries, and collaboration features. Once your processes are mapped, you
Great for polished maps. can use them to guide your workflows and

automations directly in your software to

* Miro guide daily operations.

A digital whiteboard that's perfect for remote
teams. Use it to brainstorm, move digital sticky
notes, and co-create maps in real time.

Pro Tip

Don't overthink the tool. The value of process mapping is in the conversation it sparks and the clarity it
creates; not in how pretty the diagram looks. Start with what you have, and upgrade tools only when it
helps your team work better together.



Practice Process Mapping

Choose a workflow in your organization that you know pretty well. Practice creating a flowchart process
map by filling out the primary and sub-steps below.

You can’t improve what you can’t see. By mapping your processes, you
make the invisible visible, turning daily routines into opportunities for
stronger communication, smarter systems, and better results.

-Dr. Anna Hunter



Evaluate & Optimize Your Maps

Creating a map is step one. The real power comes from analyzing it. Once you've drawn your process,
use these steps to evaluate:

STEP 1
Look for Inefficiencies

+ Circle Gaps: Missing steps or * Flag Bottlenecks: Delays waiting
unclear responsibilities. for approval, where work piles up.

» Strike Through Redundancies: * Highlight Miscommunications:
Where two people or tools do the Handoffs where info is lost or
same thing. prone to errors.

STEP 2

Ask Tough Questions

Challenge every step:
* Does this add value? * Could it be automated?

* Who benefits from this step? * What happens if we remove it?

Tradition, not necessity, often keeps old steps in place.

STEP 3
Identify Opportunities

Use your analysis to:

* Combine similar steps. « Simplify approval tiers.

+ Automate repetitive tasks. « Clarify accountability.

STEP 4
Create the “Should Be” Version

Once you've analyzed the current state (“as is”), draft a future state
map (“to be”). This shows what the process should look like once
improvements are made.

Now you'll have an optimized version of your process map that's leaner,
faster, and easier to follow.




Turn Insights Into Action: Making the Change

A process map only creates value if you act on it. Once you've identified gaps, bottlenecks, and
redundancies, the real work begins: translating those insights into better workflows. Here's how to do it:

1. Prioritize What Matters Most

Not every inefficiency needs attention right away. Focus on the two or three changes
that will have the biggest impact. Ask your team, “Which improvement would make your
workday easier tomorrow?” Their answers will point you to the best starting place.

2. Plan the Change

A future-state map is only an idea until you decide how to bring it to life. Think about
who needs to be involved, what resources or training are required, when the rollout
should happen, and how you'll measure success. A clear plan turns vision into reality.

3. Test With a Pilot

Before you overhaul the entire company, try the new workflow on a

single project or small team. This “dress rehearsal” helps you catch Remember:
issues early and make adjustments without disrupting everything a process map is not just a
at once. picture of how things work;

it's a blueprint for how they

4. Communicate Clearly could work better. The

Change fails when people dont understand the why. Share what's magic happens when you
changing, why it matters, and how it will make daily work easier. turn analysis into action,
Use your updated map as a visual guide so everyone can see the one change at a time.

plan, not just hear about it.

5. Support the Transition

Even positive change can feel uncomfortable. Make the shift easier by offering
quick training, checking in during the first weeks, and asking for feedback.
Small tweaks will build trust and increase adoption.

6. Lock It In

Once the workflow is running smoothly, document it. Update your process map,
write it into your SOPs, or build it into your project management software. And
don't forget to celebrate; recognizing wins reinforces that the effort was worth it.

7. Assess & Adjust

After the change has been in place for a while, step back and evaluate: Did it save
time? Reduce errors? Improve communication? Look for new bottlenecks and refine as
needed. Continuous improvement keeps your processes alive and effective.



The Hidden Value of Process Mapping

A process map gives you more than efficiency. Beyond streamlining workflows, it
becomes a tool for training, communication, and alignment; helping your team work
smarter together and adding value long after the initial improvements are made.

Here are a few other ways to put your map to work:

* Guide Daily Operations
Use your map as a reference point for your team. When questions arise about “who does
what” or “what comes next,” the map provides a clear answer and reduces confusion.

+ Train and Onboard
New hires learn faster when they can see the workflow. Instead of piecing things together
over weeks, they have a guide that shows exactly how the business operates.

* Improve Communication Across Teams
When all staff share the same visual, miscommunication decreases. Everyone
understands handoffs, approvals, and timelines, which keeps jobs on track.

* Prepare for Software Implementation
A process map highlights what's working and what isn't before bringing in technology. It
helps you set up a system that fits your workflow and provides a blueprint for building out
digital processes.

* Support Continuous Improvement
Processes aren't static; they change as your business grows. Revisit your maps regularly
to identify gaps, make improvements, and keep your operations efficient.

By putting your map to work, you'll gain more than just a diagram, you'll have a tool for decision-making,
training, alignment, and growth. The clearer your processes, the more confidently you can run your
business and adopt systems that truly support it.
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