Appendix B: Process Inventory Template
Use this template to list every recurring process your company runs, one row each, as Chapter 3 describes. It

extends Table 3.1 with volume and exceptions, and you should revisit it at each quarterly review.

A process is recurring work with a trigger and an outcome someone would miss. Aim for at least twenty rows.
Use the same row number in both parts.

Part 1: What you run and who owns it

Table 1: Process Inventory, Part 1.

Owner (or Finished Systems
# Process “unowned”) Trigger outcome touched

10

11

12

13

14

15

16

17

18
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Owner (or Finished Systems
# Process “unowned”) Trigger outcome touched

19

20

Part 2: Volume, hours, and exceptions

Table 2: Process Inventory, Part 2.

Minutes
each Estimated
Volume per (normal / hours per Exceptions  Marks (U, Map
# month bad day) month and rework S, D) attached?

10

11

12

13

14

15

16

17
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Minutes

each Estimated
Volume per (normal / hours per Exceptions Marks (U, Map
# month bad day) month and rework S, D) attached?
18
19
20

How to fill in Part 2:

e Volume: how many times a month the process runs. Take it from a system where one exists; otherwise
estimate and write “est.”

o Estimated hours per month: volume times typical minutes, divided by 60. Label it an estimate. These
hours are capacity, not money Al will save.

o Exceptions and rework: where the normal path fails. Listen for “usually,
back.”

e Marks: U for an unofficial source (a side spreadsheet, a private file), S for sensitive data, D for a consequential
decision such as approving a price or a payment. These are the marks from Figure 3.1.

e Map attached?: once you map a process on Worksheet 3.1, write “yes” and the date, and keep the map
with this row.

RRINAY )

except when,” and “it came

Sizing invisible work

Invisible work, such as looking things up, re-typing, and chasing replies, hides inside other processes. Size it once,
across processes, and give it its own row.

Table 3: Invisible Work Tally.

Hours per week
Kind of invisible (times x minutes
work Person asked Times per week Minutes each / 60)

Ask three or four people, average their hours per week, multiply by the number of people who do this kind of work,
then by about 4.3 weeks for hours per month. Label the result an estimate, add it as its own inventory row, and
remove those hours from the rows they hid in, so every hour is counted once. Check HR policy before asking staff
for tallies.
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Source conflicts

When two sources disagree, record both. Naming the system of record is the process owner’s call.

Table 4: Source Conflicts Log.

Where they Owner who Decision and
Row # Source A Source B disagree decides date

Choosing the first process to map

A process is a good first map if it passes all five tests:

O It recurs at least weekly.

0 People complain about it.

[0 It crosses a handoff.

O Its outcome is not a consequential decision (a process that only contains one can be mapped, with that step
marked D).

0 Someone will own it.

If several pass, map the one involving more people.

Quarterly review

0 Add new processes; remove ones you no longer run.

[0 Confirm every owner; send unowned rows to the leader who assigns owners.
[0 Update volume and hours where a system or baseline gives a better number.
[0 Re-check marks, especially new sensitive data or new decisions.

O Send changed rows to Appendix C for re-scoring.

The AI Operating System for Small Business — free companion download 4



	Appendix B: Process Inventory Template
	Part 1: What you run and who owns it
	Part 2: Volume, hours, and exceptions
	Sizing invisible work
	Source conflicts
	Choosing the first process to map
	Quarterly review


