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WHY THIS FRAMEWORK
EXISTS

Better Processes
Build Stronger
Organizations.

Every organization has processes. Great
organizations intentionally improve them.

The 4M Process Optimization Framework was created
to help leaders move beyond temporary fixes and
toward sustainable operational improvement.

Too often, organizations respond to symptoms instead
of identifying root causes. By combining observation,
measurement, thoughtful redesign, and continuous
monitoring, this framework helps teams build
processes that are scalable, repeatable, and resilient.

Whether improving HR operations, business
workflows, customer experiences, or enterprise
initiatives, lasting improvement begins with
understanding how work truly happens—and
improving it one meaningful change at a time.

Map the reality. Measure the impact.
Modify what matters. Monitor what lasts.

THE 4M PROCESS OPTIMIZATION FRAMEWORK
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THE PROBLEM

Why Process Optimization Matters

Most HR processes weren't designed — they accumulated, one exception at a time.

What Happens Without It

= The same manual workaround gets repeated for years because no one owns fixing it
= New hires learn the process by shadowing someone, not from documentation

= A process that took two days when the team was five people still takes two days at fifty

= "That's just how we've always done it" becomes the only explanation on file
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The 4M Framework

Four repeatable steps for taking any HR process from broken to owned.

Map

Document how the process actually runs today

Measure

Quantify time, cost, and error rate

Modify
Redesign the highest-impact steps

MEASURE

Monitor

Track that the fix is holding

MODIFY

MONITOR
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FRAMEWORKAT A GLANCE

How the 4M Cycle Works

Show the relationship between Map, Measure, Modify, and Monitor.

MAP

[Purpose, key activities, and output]

MEASURE

[Purpose, key activities, and output]

MODIFY

[Purpose, key activities, and output]

MONITOR

[Purpose, key activities, and output]
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GETTING STARTED
Your First 30 Days

Week 1-2

= Pick one process that causes visible friction

= Map it end-to-end with the person who runs it

Week 3

= Measure current time, frequency, and error rate

= Identify the single biggest bottleneck

Week 4

= Pilot one targeted fix with one team

= Set a 30-day Monitor check-in before you finish this week

The 4M Process Optimization Framework



Map

Document Reality, not ideals.



STEP 1

Map: Document Reality, Not Policy

Most process documentation describes how a process is supposed to work;
Map captures how it actually works.

Core Activities

= Walk the process end-to-end with whoever runs it day-to-day
= Note every manual workaround, exception, and "just email me" step

= Capture handoffs between people or systems — that's where delays hide

= Write it down in plain steps, not a flowchart no one will maintain
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TOOLKIT

Quick-Start Process Audit Template

Field What Goes Here

Process Name [What this process is called]

Current Time per Cycle [Hours or days, measured — not estimated]
Biggest Bottleneck [The single slowest step or handoff]
Proposed Fix [What changes, specifically]

Owner [Who's accountable for the fix]

SERVICE

(} o) e

" ANALYSIS BUSINESS

AUDIT - ‘) ;‘-% ‘5
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Process Discovery Worksheet

Capture the current-state process before proposing changes.

Field Working Notes

The 4M Process Optimization Framework
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Stakeholder & Handoff Map

Identify who performs, receives, approves, or depends on each step.

Actor / System Step 1

The 4M Process Optimization Framework 11



Current State Process Checklist

Use this page to confirm that the process has been mapped as it actually operates.

Checklist Item 1

Checklist Item 2

Checklist Item 3

Checklist Item 4

Checklist Item 5

The 4M Process Optimization Framework
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Measure

Data speaks to results: what is actually happening.



Measure: Put Numbers to the Pain

A process that "feels slow" is hard to prioritize. A process that takes 6 hours a week is not.

Metric What to Capture

Time per cycle How long one full run of the process takes, start to finish
Frequency How often this process runs (daily, per hire, per cycle)
Error / rework rate How often it has to be redone or corrected

People touching it How many handoffs occur between people or systems

The 4M Process Optimization Framework 14



MEASURE TOOLKIT

Baseline Metrics Dashboard

Define the measures that establish current performance and visible friction.

TIME PER CYCLE

Baseline: 6.5 hours/cycle
Target: 3 hours/cycle

ERROR/REWORK RATE

Baseline: 18%
Target: 5%

l Improving l Improving
PROCESS FREQUENCY HANDOFFS PER CYCLE
Baseline: 40 cycles per month Baselines: 17
Target: - Target: 3
w= Stable | improving

The process currently consumes more than six hours per cycle with a high rework rate,
pointing to a bottleneck at the handoff stage. Reducing the number of handoffs is the fastest
lever available to improve both cycle time and error rate.

The 4M Process Optimization Framework
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Process Data Collection Plan

Clarify each metric, source, owner, cadence, and reporting method.

Metric Definition

Source

Owner

Cadence

Elapsed hours from process

Tim 1 i
ime per Cycle start to completion

% of cycles requiring correction

Error / Rework Rate ..
or resubmission

Number of times the process

Frequenc . .
q y runs in a period

Count of person-to-person or

Handoffs
system-to-system transfers

The 4M Process Optimization Framework

Time-tracking log /
HRIS timestamps

Quality / audit log

System transaction log

Process map /
interviews

Process
Owner

Process
Owner

Process
Owner

4M Working
Team

Weekly

Weekly

Monthly

At each Map
review
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MEASURE TOOLKIT

Process Scorecard

Summarize performance across time, quality, cost, experience, and risk.

TIME: CYCLE TIME

Baseline: 6.5 hours
Target: 3 hours

Trend: |

QUALITY: ERROR RATE

Baseline: 18%
Target: 5%

Trend: ||

COST: COST PER CYCLE

Baseline: $85
Target: $40

Trend: |}

EXPERIENCE:
STAKEHOLDER SATISFACTION

Baseline: 62%
Target: 85%

Trend: I

[Executive interpretation and action required]

The 4M Process Optimization Framework
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Modify

Streamline processes by incremental success.



Modify: Redesign the Highest-Impact Steps

Fix the two or three steps causing most of the delay — not the whole process at once.

Core Activities

= Target the single slowest handoff first — it usually has the biggest payoff
= Ask "does this step need a human, or just a system?" for each manual task
= Pilot the redesign with one team before rolling it out everywhere

= Document the new version the same day it's approved

ClH A N/

The 4M Process Optimization Framework
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MODIFY TOOLKIT

Root-Cause Analysis Canvas

Separate symptoms from underlying causes before selecting a fix.

PROCESS EFFECT: Onboarding paperwork is routinely
delayed 5+ business days past the new hire’s start date.

v

PEOPLE

POLICY

SYSTEMS

No single owner is
accountable for the
handoff between
recruiting and HR

Approval requires sign-
off from a manager who
is often traveling

4

The HRIS and payroll
system don’t sync; data
is re-entered manually

HANDOFFS

ENVIRONMENT

Paperwork passes
through four staff
members before it’s filed

New hire data lives in
three spreadsheets with
no single source of truth

Remote hires can’t get
in-person signatures,
adding delay
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MODIFY TOOLKIT

Automation Opportunity Scan

Identify repetitive, rules-based, high-volume work that may benefit from automation.

HIGHER
IMPACT

High Impact, Low Effort High Imp a‘Z’ ngZh Effort
[Quadrant 1] [Quadrant 2]
Auto-route new hire Integrate tl};e HRIS and
paperwork for e-signature payroit systems
Low Impact, Low Effort Low Impact, High Effort
[Quadrant 3] [Quadrant 4]

Auto-send the onboarding
welcome email

Build a custom reporting
dashboard for one-off requests

LOWER EFFORT — HIGHER EFFORT

The 4M Process Optimization Framework
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MATURITY MODEL

4M Process Optimization Maturity Model

Assess how consistently the organization applies the framework.

Behaviors: Fixes happen only when something breaks.
1 « REACTIVE Evidence: No documented processes; knowledge lives with individuals.

Next move: Pick one high-friction process and map it.

Behaviors: The process is documented but rarely measured.
Evidence: Written SOPs exist but are outdated or unused.

Next move: Add baseline metrics to your top three processes.

Behaviors: Metrics are tracked and reviewed on a regular cadence.
Evidence: Dashboards exist, and process owners are named.

Next move: Formalize the Monitor cadence org-wide.

Behaviors: Continuous improvement is part of how the team operates.
4 - OPTIMIZED Evidence: Processes are re-evaluated on a set cycle without prompting.

Next move: Mentor other teams through their first 4M cycle.

The 4M Process Optimization Framework
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Process Governance Model

Clarify decision rights, review forums, escalation paths, and documentation standards.

EXECUTIVE SPONSOR

Sets priorities, removes organizational roadblocks, and approves major redesigns

PROCESS OWNER

Accountable for the process end-to-end; makes the final call at each MODIFY decision

4M WORKING TEAM

Cross-functional group that MAPS, MEASURES, and pilots redesigns

PROCESS PARTICIPANTS

Execute the process day-to-day and surface friction during MONITOR

The 4M Process Optimization Framework
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RACI Responsibility Matrix

Assign accountability across the 4M cycle and implementation activities.

Activity

Map the process

Measure baseline

Approve redesign

Pilot the fix

Monitor results

Responsible

4M Working
Team

4M Working
Team

Process Owner

4M Working
Team

Process Owner

The 4M Process Optimization Framework

Accountable

Process Owner

Process Owner

Executive Sponsor

Process Owner

Executive Sponsor

Consulted

Process Participants

IT / Systems

4M Working Team

Process Participants

4M Working Team

Informed

Executive
Sponsor

Executive
Sponsor

Process
Participants

Executive
Sponsor

Process
Participants
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Change Management Considerations

Plan for sponsorship, communication, capability, adoption, and reinforcement.

Executive sponsor has publicly endorsed the change

Affected employees were told why the process is changing, not just what changed

A training guide or quick-reference sheet exists for the new version

A feedback channel stays open for the first 30 days after launch

The old workaround is formally retired, not left as a silent option

The 4M Process Optimization Framework
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IMPLEMENTATION

Implementation Roadmap

Sequence the work from discovery through stabilization.

DISCOVER

Interview process participants and gather pain points

Owner: 4M Working Team | Gate: Confirm which process to prioritize

BASELINE

Complete the Map and Measure steps

Owner: Process Owner | Gate: Data confirms the biggest bottleneck

Draft and validate the Modify plan

Owner: 4M Working Team | Gate: Executive Sponsor approves the pilot

Run the redesign with one team for 30 days

Owner: Process Owner| Gate: Pilot metrics meet target

STABILIZE

Roll out org-wide and retire the old workaround

Owner: Executive Sponsor| Gate: 90-day Monitor confirms the fix is holding

The 4M Process Optimization Framework 26




MODIFY TOOLKIT

Future-State Design Canvas

Outline what will change, what will remain, and how the redesigned process should work.

BEFORE AFTER

[Future-state steps, ownership,

[Current-state steps, friction, metrics] outcomes]
Current-state steps: Future-state steps:

7 handoffs, 6.5-hour cycle time, 18% 3 handoffs, 3-hour target cycle time,
error rate. Friction: manual data entry 5% target error rate. Ownership:
between the HRIS and payroll system; named Process Owner; the slowest

no single named owner. handoff is automated via e-signature
routing.

[4M decisions and lessons learned]

Automating the single slowest handoff removed the most friction without requiring a full system
overhaul.

The 4M Process Optimization Framework
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CASE EXAMPLE

Before & After Process Case

Show how a process moves through the 4M framework without prescribing the final narrative.

BEFORE AFTER

[Future-state steps, ownership,

[Current-state steps, friction, metrics] outcomes]

New-hire onboarding paperwork took
6.5 hours across 7 handoffs, with an
18% error rate that required rework

before an employee's first day.

After automating the highest-friction

handoff and naming a single process

owner, cycle time dropped to 3 hours

and the error rate fell to 6% within 60
days.

[4M decisions and lessons learned]

The team resisted the urge to redesign the entire process at once. Targeting only the slowest
handoff first delivered most of the improvement for a fraction of the effort.

The 4M Process Optimization Framework
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Monitor

Ensure that the entire process continues to align with overall objectives.



Monitor: Make Sure the Fix Holds

A process improvement that isn't checked on tends to quietly drift back to the old way.

Check Frequency Owner

Re-measure time and error rate 30 / 90 days post-launch Process owner
Confirm the old workaround isn't still in use 30 days post-launch Process owner
Collect user feedback on the new version 60 days post-launch Process owner

The 4M Process Optimization Framework 30



Monitoring & Control Plan

Define the signals, thresholds, owners, and responses that keep the fix from drifting.

Metric Definition Source

Cadence

The 4M Process Optimization Framework
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4M Process Audit Worksheet

Evaluate process health and capture evidence needed for prioritization.

Audit Question Evidence

The 4M Process Optimization Framework

Observation
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Audit Findings & Priority Matrix

Sort findings by impact, effort, risk, and urgency.

[Quadrant 1]

HIGHER

[Quadrant 2]

IMPACT

[Quadrant 3]

[Quadrant 4]

LOWER EFFORT — HIGHER EFFORT

The 4M Process Optimization Framework
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Frequently Asked Questions

Answer common questions about the framework's scope, ownership, sequencing, and use.

Q1. How long does a full 4M cycle take?

Most teams complete Map through Modify within 30 days,; Monitor then continues for 90
days after launch.

Q2. Who should own the 4M Working Team?

Someone close enough to the process to know how it really runs, but not so close that they're
invested in defending the current version.

Q3. What if we don't have time to Measure before fixing?

Skipping Measure is the most common reason redesigns fail to stick. Even a rough baseline
beats none.

Q4. Can 4M apply outside HR?

Yes. Any repeatable process with handoffs and friction — onboarding, procurement,
customer support — fits the framework.

Q5. What if leadership wants to fix everything at once?

Redirect to the single biggest bottleneck first. A fast, visible win builds the case for tackling
the rest.

Q6. How do we know Monitor is done?

When the 90-day re-measure matches or beats the target, and the old workaround is
confirmed gone.

The 4M Process Optimization Framework 34



Common Pitfalls

Trying to fix everything at once
Redesigning without measuring first
No one owns Monitor after launch

Documentation describes policy, not reality

Target the single biggest bottleneck first
Get baseline numbers before changing anything

Name an owner and a check-in date before Modify ends

Map by watching the process run, not by reading the
manual

The 4M Process Optimization Framework
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Beyond Better Processes

Every organization has processes. Great organizations intentionally improve them.

= Map how the process actually runs, not how policy says it should
= Measure before you redesign — numbers beat impressions
* Modify the highest-impact step first, not the whole process at once

* Monitor for 90 days — the fix isn't done until it's held

The 4M Process Optimization Framework was created to help leaders move
beyond temporary fixes and toward sustainable operational improvement.

Too often, organizations respond to symptoms instead of identifying root causes.
By combining observation, measurement, thoughtful redesign, and continuous
monitoring, this framework encourages teams to build processes that are scalable,
repeatable, and resilient.

Whether improving HR operations, business workflows, customer experiences, or
enterprise initiatives, lasting improvement begins with understanding how work
truly happens—and having the discipline to improve it one meaningful change at a
time.
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Bringing Structure to Complexity.
Turning Strategy into Results.

Sheila Mayoral is a strategist, author, and designer who
works at the intersection of HR, learning and
development, and organizational operations. With more
than 15 years of cross-functional experience, she partners
with leaders to simplify complexity, strengthen
performance, and build systems that scale.

Her work spans strategic operations, HR technology,
project management, organizational effectiveness, process
optimization, learning and development, and change
enablement—across industries that include commercial
real estate, healthcare, manufacturing, government,
insurance, financial services, education, and professional
services.

Sheila created the Cognitif Design Framework Series to
share practical, results-driven resources that help leaders
think clearly, make confident decisions, and create lasting
impact.

Sheila Mayoral

STRATEGIC THINKING
Aligning people, process, technology, and
strategy to move organizations forward.

PRACTICAL FRAMEWORKS
Creating simple, repeatable models that
leaders can apply immediately.

“I help organizations turn good
intentions into structured, repeatable
systems that drive clarity, alignment,

and measurable results".

EXECUTION FOCUS

Bringing structure, accountability, and clarity
to turn ideas into measurable results.

CONTINUOUS IMPROVEMENT
Helping teams learn, adapt, and build
better systems over time.

HOHlD

Good intentions start the conversation. Structured systems create the change.

COGNITIF DESIGN
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