Worktlow Discovery

Start with the real work before choosing the tool.
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Structured output, clear sequential steps
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Failled automation is rarely a model issue

Most Al conversations begin with the tool: “Can Al fix this?” Teams must slow down. Failure happens
because the team did not understand the work well enough, not because the model was weak.

The Tool-First Trap The Work-First Approach
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Slowing down before solutioning prevents overbuilding
A vague idea must become a clear description before any technical work begins.

The Tool-First lllusion /\

The Workflow Discovery Approach | |

Starts with a vague idea or complaint

Describes the current baseline process

Jumps straight to Copilot Studio or Power Apps

Maps pain points and verifies data sources

High risk of overbuilding and technical debt

Reduces risk by finding structural flaws first

Poor quality requests reach technical teams

Makes employees feel heard and understood
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Signals that indicate an opportunity for optimization

[

Cognitive Bottlenecks

Routing decisions © @ Intake triage
| Policy J @ Document
Interpretation summarization

Manual Data Friction

reformatting

* o

- Copy/paste work

@ - Repeated lookups

Higher Frustration ———3»

“ Spreadsheet processes
outgrowing spreadsheets

—4)

& Training or
onboarding gaps

‘/—o Repeated questions

@ Status updates

Communication Friction

Scale Failures

Higher Frequency ————m—m—m——o >
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The anatomy of a functional workflow

[l

Trigger:

What starts
the work?

O \
Trigger:

What starts
the work?

[l

(]

Actor & Owner:

Who performs it and
who is accountable?

]

[]

Frequency:
How often?

Ll
Input & Source:

What info is needed
and where does it live?

L]

]

]

Decision:
What judgment or

routing happens?

' Risk: What B
could go wrong?

e oY

Exception: ]
What happens when
the normal path fails?

Output:
What is
produced?
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Exceptions determine whether automation is actually safe

The happy path is easy. What happens when the normal

path fails dictates the safety and viability of the solution. Friction: What slows
the work down?

Exception: What breaks
when the normal process
does not work?
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Essential discovery questions to reveal the hidden process

o Keep asking these until the underlying workflow is clear. o

£

What work is
actually happening?

Oox
]

Who does it?

What information is
needed and where
does it live?

fas

=&

What decisions
are made?

What is repetitive,
risky, or frustrating?

What would a good
outcome look like?

O

O
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Listen for the hidden workarounds

Discovery is not just an audit. Instead of jumping to a tool, the facilitator helps the
team describe what is actually difficult.

Workarounds:

What workarounds S

have become normal in
this process?

4 Repetition:

What questions are

asked repeatedly?

Manual Labor:

Where do people copy,
paste, retype, or
reformat?

O

Ownership:

O
Who owns the process

today, and who should
own the improved

version?
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Refining a messy complaint into a structured blueprint

Informal Idea /
Messy Complaint

Discovery Funnel

Ask discovery questions
until workflow is clear.

Identify triggers, inputs,
decisions, and exceptions.

Highlight friction points
and repeated steps.

Separate the problem from
the proposed solution.

Capture in Solution Intake
Form & identify next step.
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Separating the problem from the proposed solution

The Complaint — The Problem Statement
: New client email
Lrgeer arrives
“I need Copillot to handle
all my email triage, I spend Werkflon® | Action !‘4?"}[1&[ ?(ODW paste
hours copy-pasting client Discovery | INTO tracker
| requests (nto the tracker. . S Missing,client
P Information
Friction Hours spent
transferring data
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Misdiagnosing the work leads to the wrong solution.

The discovery output should be useful even if the final answer involves no Al at all.

Repetition # Automation
Just because a task happens often does not mean automation is appropriate.

Unclear Ownership = Process Issue
AI cannot fix a broken chain of command. Resolve the process first.

Tool # Problem
A proposed tool is not the same as a defined problem.
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The Solution Intake Form captures the complete picture.

This form translates stakeholder pain points into a structured use case, ready for technical assessment.

[ == i

Trigger & Frequeﬁcy |

Inputs & Sources |

. ?| Friction Points

= ~ | . [
' Decisions & Routing < =

i — oA .
The Intake Form '

>\ Exceptions & Risks |
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Routing the diagnosed problem to the right solution

Only after the work is understood should the team decide the answer. Sometimes, the best answer is no Al at all.

Work Understood

(Intake Form Complete)

Is ownership unclear?

Missing knowledge?

Process Redesign

Deep structural flaw?

Training Artifact

High-repetition data entry?

Custom Engineering

Data tracking needs structure?

Automation (Power Automate)

Synthesizing unstructured text?

App / Dashboard (Power Apps)

Prompt / Al (Copilot)
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The outputs of a successful discovery session

A structured process prevents overbuilding and ensures that whatever tool you choose actually solves the real problem.
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BLUEPRINT SIGN-OFF SHEET |

A clear problem statement.

A simple workflow map or step list.

A list of friction points. 1

A list of data sources and owners.

A completed draft solution intake form.

SR EEES

A preliminary recommendation for next-step assessment.
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