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Organizations do not struggle because people lack talent or commitment. They struggle because people lack a shared

picture of how work actually happens. When teams cannot see the flow across systems, roles, decisions, risks, and
data, they fill the gaps with assumptions, tribal knowledge, and siloed interpretations of the way we do things.

Connect the Dots is a people-centered approach to process modeling that turns complexity into clarity. It helps
organizations visualize work in a way that accelerates alignment, strengthens decision-making, and reduces
operational risk.

Why Visualizing Work Matters
Most organizations have documentation. Few have documentation that is:

e Consistent

¢ Comprehensive

¢ Understandable across functions
¢ Useful for decision-making

Teams often rely on outdated SOPs, ad hoc diagrams, and institutional memory. The result is
predictable: misalignment, rework, compliance gaps, and friction between business and technology.

When you visualize work clearly, people can finally answer:

¢ What happens today

¢ What changes tomorrow

¢ Whoisinvolved

¢ Which systems matter

¢ Whererisks live

¢ How data moves

¢ Whatdecisions drive outcomes

A shared picture becomes the connective tissue between strategy and execution.
A People Centered Approach to Process Modeling

Technology does not create alignment. People do. Connect the Dots uses a people-centered approach
grounded in three principles.

1. Start with the foundational flow

Begin with the simplest possible representation, the happy path. This gives everyone a shared baseline
before layering in complexity.




2. Layer information intentionally

Different audiences need different views. A CFO cares about risk exposure. A data governance lead
cares about attribute lineage. A project team cares about system dependencies.

Layering allows you to toggle perspectives without overwhelming anyone.
3. Use a common visual language

Standards like BPMN give teams a shared vocabulary. They reduce ambiguity, support automation, and
make cross-functional collaboration dramatically easier.

The Layers That Bring a Process to Life

Most organizations stop at the basic flow. The real value emerges when you add the layers that reveal
how work actually happens.

1. Systems and Applications
Mapping systems to process steps helps leaders understand:
¢ Where dependencies exist
¢ Which platforms are mission-critical
¢ Where downtime creates operational risk
¢ How technology investments alignh with business value
This is especially powerfulin complex or regulated environments.
2. Risks and Controls
Visualizing risks directly on the flow helps teams:
e ldentify unmitigated risks
o Validate existing controls
e Prioritize remediation
¢ Communicate exposure to leadership
It turns risk management into a strategic conversation rather than a spreadsheet exercise.
3. Data Attributes and Lineage
Data is the backbone of modern organizations. Yet few teams can articulate:
e Where key attributes originate
e How they are transformed

e Which systems rely on them
e Where quality issues begin




Layering data attributes onto process flows gives data governance and reporting teams the visibility they
need to protect accuracy and integrity.

4. Resource and Cost Constraints
By adding indicators for:
e Number of people involved
e Hoursrequired
e Costintensity
e SLAthresholds
Leaders can quickly spot bottlenecks, inefficiencies, and opportunities for automation or redesign.
5. Exception Paths and Contingencies
Real life rarely follows the happy path. Mapping exception handling:
¢ Reduces operational surprises
e Strengthens resilience
e Improves training

e Supports audit readiness

This is where documentation becomes operational intelligence.
From Spaghetti to Structure
Many organizations begin with what looks like a spaghetti bowl, a tangle of systems, tasks, and handoffs

that no one can fully explain. Through structured modeling, that chaos becomes a clean, layered,
navigable representation of how work flows across the enterprise.

Where to Begin

If you are unsure where to start, begin with value:
¢ What processes drive revenue, mission outcomes, or customer experience
¢ What processes carry the highest risk
¢ What processes create the most friction or rework

¢ What processes leadership cares about most

Start small. Start simple. Then layer intentionally.
Conclusion: Clarity Is a Strategic Advantage

In a world of increasing complexity, organizations that can visualize their work clearly, consistently, and
collaboratively move faster, make better decisions, and adapt with confidence.

Turner Adaptive Strategies helps organizations build that capability with intention, clarity, and a people-
centered approach.




