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METHOD FOR TRAVERSING A FLOWCHART

B fth Invnin

This invention relates generally to a system and method for automatically
guiding a user through a complex process including multiple process steps where each
step may have multiple selectable options or require a user to take actions based upon

knowledge of detailed process rules or policies underlying the process.

Some processes performed by humans may involve a sequence of well defined
steps which depend upon the person having a detailed knowledge of process rules,
relationships, process policies and process procedures. To a person who 1s intimately
aware of the process and understands its steps and policies by having performed the
process numerous times, the sequence of steps may be easy to follow. For example, a
seasoned line manager who has re-tooled a production line hundreds of times and who
must now re-tool a production line for a different product can do so quite easily since
the steps and parameters involved in the re-tooling process are well known to the line
manager. The problem, however, is that the same process may seem very complex and
daunting to a person who has very infrequent contact with the process. For example, a
person who is re-tooling a production line for the first time may find the re-tooling
process very complex, confusing, and time-consuming, and may require frequent

assistance from a person having more experience with the process.
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Similarly, in the area of human resources there are a number of processes which
may be easy to perform for the seasoned human resources professional who has
followed the process steps numerous times. These processes, may, however, appear
quite complex and confusing to another who has not had much experience with
executing the steps of the process. For example, an interview process, a process for
handling an escalating discipline problem, a process for determining employee
compensation, a process for handling an attendance problem, a process for handling a
work absence request, or a process for coaching better performance for an employee
are typical processes which supervisors and managers of people are required to
perform. They are all processes which may be easy to perform for an experienced
human resources professional. However, they may be very difficult for a line manager
who has very little human resources experience and who has very little experience with
the above processes. A person, such as a line manager, who only occasionally
encounters such processes and may not fully understand the process steps, legal
pitfalls, or the company’s rules or policies upon which the decisions should be made,

may be forced to involve another person who does understand the process. This 1s

inefficient since two people are now involved 1n the process.

In the past, when a line manager had to go through a particular process, such as
a progressive discipline process for an employee, the line manager would typically be
required to read a large manual which would explain the policy of the company
relating to discipline and then the process for handling the discipline problem.

Invariably, either because the manual was not clear, the manual was too cumbersome
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to read, or the line manager had not had sufficient experience with the particular
process, the line manager would contact the human resources department for assistance
and guidance through the process. Even after an initial explanation, the line manager

may often call the human resources department for clarification during the process.

Some businesses attempt to train their managers in their human resources
processes to reduce the amount of time that the human resources department 1s
involved in each process. This “just-in-case” training is very expensive and time-
consuming. In addition, a manager typically forgets most of the training after a short
time because it is not seen as directly applicable to the manager’s job or the manager
does not frequently perform any of these processes. Then, when the manager does
need to perform the process, refamiliarization is necessary. For example, the manager
will typically have no idea how to initiate the process which involves some basic fact
gathering necessary to determine the next step to be taken. For example, 1in the case of
a discipline problem, the particular employee’s past discipline problems are critical

since any disciplinary action may depend, in part, on the past discipline.

In addition to the human resources type of processes described above, there are
a large number of other types of processes in general which are easy to perform for a
person who frequently executes the steps of the process, but may be very difficult for a
person who has little or no experience with the particular process, its steps or its
policies. It is desirable, however, to provide an inexperienced person with an

automated system which guides him through a process with appropriate tools which
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minimize outside help, so that the person is able to perform the process efficiently. It

is to this end that the present invention is directed.

Summary of the Invention

The invention provides a system for guiding a user through a complex process
in which the syétem may automate some predetermined portion of the process and
make appropriate support tools available to permit an understanding of underlying
rules, requirements, standards or policies which are necessary to the process steps. For
example, in the context of a human resources process, such as disciplining an
employee, the system may guide a manager through the discipline process so that the
manager requires minimal contact with, for example the human resources department,
until the human resources department may be required to step into the process. To
guide the user through the process, a logical structure 1s generated which organizes the
process into a logical construct of process steps. In particular, each node of the logical
construct may represgpt a process step or a decision point. The system then guides the
user through the process steps using the logical construct. The logical construct may

have the form of a decision tree, a decision matrix, a sequence of actions, or an

iterative process.

The logical construct of the guidance system may associate with the nodes of
the logical construct one or more guidance pages which permit the user of the guidance
system to select the guidance page and receive advice about this specific point in the

process, its underlying rules, standards or policies, and/or a definition of a particular
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term in the process. Thus, the guidance pages help to answer the user’s specific
questions and facilitate the user’s decisions at each point in the process. The guidance
pages may also recommend a course of action (based on policy, prior data entered by
the user, legal interpretations, etc.) to the user of the system at a particular point in the
process. For example, in a compensation system where the user wants to increase the
compensation for an employee beyond the job’s maximum salary level, a guidance
page may recommend that the user either promote the employee to a higher level to
increase the salary, or provide other compensation alternatives such as increasing the
employee’s stock options, or explain the salary problem to the employee in a specific
way. In the case of an explanation, another guidance page may provide the user with a

script to follow during his explanation to the employee of the salary problem.

The guidance pages in accordance with the invention may be comprised of one
or more page fragments. Each page fragment may include a fragment precondition so
that the page fragment is displayed to the user of the system only if the precondition 1s
met. For example, a page fragment indicating that a union representative should be
present at a counseling session is only shown to the user if the employee in question 1s
part of a union. Thus, the actual guidance pages shown to a user may dynamically
change based on the page fragments and their fragment preconditions. Thus, the

guidance pages may be dynamically alterable to customize the guidance system for any

situation or any individual company.
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Thus, in accordance with the invention, a system for guiding a user through a
complex process having a plurality of steps at each of which the user 1S required to
make a decision is provided. The system comprises a logical structure for representing
the steps of the process wherein each node of the structure represents a step in the
process, and one or more of the steps presents alternatives to the user requiring the user
to make a decision, and one or more guidance pages may be attached to each node of
the structure which provides the user of the system with guidance about how to make
decision at the current step of the process. The system further gathers the user
responses to each step in the process to generate process information, and recommends

an action to the user based on the process information. In other words, the guidance 1s

data-specific and situation-specific.

In accordance with another aspect of the invention, an apparatus for guiding a
user through a process having a plurality of steps is provided in which a logical
structure is generated for representing the steps of the process wherein each node of the
structure represents a step in the process and one or more of the steps presents
alternatives to the user requiring the user to make a decision. The system further
comprises a database containing one or more page fragments having an associated
fragment precondition which requires a condition (e.g., true/false, effective date, etc)
wherein the page fragment is placed within a guidance page when the precondition 1s

met. The system further comprises generating a guidance page for a process step based

on the page fragments.
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Brief Description of the Drawings

Figure 1 is a block diagram illustrating a conventional client/server system of

the type with which the invention may be employed;

Figure 2 is a block diagram illustrating a process guidance system in

accordance with the invention implemented using a client/server type computer

system,

Figure 3 is an example of a decision tree for an employee conduct management

embodiment of the process guidance system of Figure 2;

Figure 4 is a diagram illustrating the structure of a guidance page in accordance

with the invention;

Figure 5 is an example of a decision matrix for an employee leave embodiment

of the process guidance system of Figure 2;

Figure 6 is a diagram illustrating an attendance management process user

interface for a third embodiment of the invention;

Figures 7 - 10 are flowcharts illustrating a process for investigating paid sick

leave in accordance with the third embodiment of the invention,;

Figure 11 is a flowchart illustrating an action plan in accordance with the thard

embodiment of the invention;
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Figure 12 is a diagram illustrating several examples of a disposition report

generated for several employee using the third embodiment of the invention;

Figure 13 is a diagram illustrating a compensation process user interface in

accordance with a fourth embodiment of the invention;

Figure 14 is a diagram illustrating a page of the compensation process showing

employee ratings;

Figure 15 is a diagram illustrating a page for planning the salary of an

employee during the compensation process,

Figure 16 is a diagram illustrating a page for planning variable pay for an

employee during the compensation process;

Figure 17 is a diagram illustrating a page for planning stock grants for an

employee during the compensation process;

Figures 18a and 18b are diagrams illustrating the salary adjustment process 1n

accordance with the imnvention;

Figure 19 is a diagram illustrating an example of a guidance page for the

compensation process; and

Figure 20 is a diagram illustrating an example of an alert page in accordance

with the invention. .
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Detailed Description of a Preferred Embodiment

The invention is particularly applicable to a process guidance system and
method in which a user may be automatically guided through a complex multi-step
human resources process, and it is in this context that the invention will be described.
It will be appreciated, however, that the guidance system and method 1n accordance
with the invention has greater utility, such as to non-human resource types of processes
and to other industries where an employee may be guided through a complex process.
For example, the system may be used to guide an employee through a production line

re-tooling process or to guide an employee through a complex repair process.

Figure 1 is a block diagram illustrating a conventional client/server computer
system 30 of the type with which the invention may be used. The computer system 30
may include a central server computer 32 and one or more client computers 34 (Client
#1, Client #2 and Client #N) connected together by a local or wide area computer
network 36, such as an Intranet. The computer system may be a thin client system 1n
which the server contains a majority of the software applications being executed and
the client computers execute, for example, a World Wide Web (WWW) browser-based
application which interacts with the software applications being executed by the server.
The computer system may also be a fat client system in which the majority of the
software applications are being executed by the client computers and the server
computer acts as a repository of data for the client computers. In either case, objects

may be exchanged between the server computer and the one or more client computers.
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Each client computer may independently interact with the server computer and
exchange objects with the server computer. Now, a process guidance system 1n

accordance with the invention that may be implemented within a typical client/server

system will be described.

Figure 2 is a block diagram illustrating an example of a process guidance
system 40 in accordance with the invention implemented as a client/server system. It
should be understood, however, that the process guidance system in accordance with
the invention may be implemented on a variety of different computer systems and the
invention is not limited to the client/server architecture shown. In this example, the
system 40 may include a server computer 42 connected via a computer network 44,
such as a corporate Intranet, to one or more client computers 46 (although only one
client computer is shown in this example) and one or more database servers 50, 52.
The system may service an enterprise, such as a business organization. A processor in
the client computer may execute browser software 48 and access a common object
request broker in order to access information from the database servers, interact with
the application server and exchange objects with the server. The server 42 may be
connected to one or more database servers (dB) 50, which store various data associated
with the enterprise such as employee records and data, and may also be connected to a
Decisis Knowledge Management System (DKMS) 52 which stores the process
guidance system and method in accordance with the invention. The DKMS also

permits the guidance pages, as described below, to be automatically generated from

one or more page fragments having preconditions.
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The DKMS 52 may be controlled by a software application 54 being executed
by the processor in the application server 42 which interacts with the client computer
46. For example, the software application 54 may generate the user interface windows
shown on the browser application 48 and receive input from the user. The software
application 54 may also access the process guidance stored in the DKMS 52. Each
software application 54 may guide a user through a different process. The process

guidance contained in the DKMS 52 may be manually generated after reviewing the

process to be modeled.

In particular, the process guidance system of Figure 2 may include a logical
structure, such as a decision tree or a decision matrix as described below, which
permits a process to be broken down into a sequence of one or more logically related
process steps. The steps may include requesting information from the user of the
system, providing guidance pages to the user of the system or recommending an action
based on the information supplied by the user of the system and the particular company
policy. Each step may be represented as a node of the lo gical structure. At each step
of the process, the node of the logical structure representing that step of the process
may include a guidance page, as described below, which permits the user of the
process guidance system to receive information about the particular step in the process.

For example, the guidance page may provide answers to frequently asked questions,
may further define a particular term needed to make the decision, may provide the user
with the choices at that particular point in the process or may make recommendations

about actions to be taken by the user of the system. The guidance pages may also,
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where appropriate, recommend or require that the rest of the process be handled by a

process expert, such as a human resources manager.

The DKMS 52 may be used to implement guidance for a variety of different
processes which are well known to an expert, but for which other employees may
require some guidance to navigate through the process. These processes may include
human resources type of processes, such as discipline processes, compensation
processes, attendance management processes, work absence processes, employee
performance coaching, and the interview process for potential new employees. The
processes may also include any other process which an employee may be guided
through, such as the re-tooling of a manufacturing plant, the safety review ofa

manufacturing plant and the like.

To guide a user through the process, a logical structure is generated with
represents the entire process since each node of the logical structure may represent a
single step of the process. The logical structure may be generated based on the steps of
the process and the policy behind the process since the policy may determine, for
example, the actions to be taken by the user in response to a problem. The logical
structure codifies the policy into discrete steps through which a user may be guided.

To add information unique to a particular company or situation or customize the

guidance system, the guidance system may include the guidance pages.

In operation, the user of the process guidance system (e.g., a manager) may

have, for example, a discipline problem with an employee which the manager does not
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know how to handle. As opposed to bothering the human resources department, the
user may log into the process guidance system in accordance with the invention and, 1n
particular, a discipline module within the process guidance system since the process
guidance system may guide a user through multiple different processes. Once logged
into the process guidance system, the user may be prompted, for example, to enter
various information about the problem employee in a series of steps 1nto the system.
This information may be transferred back to the server and stored in the database 1n the
employee’s record so that the human resources department may later review the record
as needed. In addition to gathering information from the user about the employee, the
system may begin to guide the user through the discipline process by asking additional
questions about the type of discipline problem. Thus, the user of the process guidance
system does not need to understand the process nor the policy underlying the process
since the logical structure ensures that the policy is being followed. As long as the user

enters the requested information, the process guidance system makes the decisions

based on the information according to the policy.

A company may have different policies for different conduct problems so that
the questions help the process guidance system determine the policy which applies to
the particular problem. Once the type of conduct is identified, the process guidance
system may ask additional questions to determine the appropriate level of disciphine
for the particular offense. For example, a first time offender may receive a lighter
discipline (a private talk with the manager) than a repeat offender (an official letter to

the file or even dismissal). The process guidance system, based on the gathered
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information about the employee and the policy of the company, eventually may
recommend a disciplinary action for the employee (talk with manager, formal
reprimand, termination, etc.) and provide the user with instructions for carrying out the
discipline. For example, the process guidance system, through the guidance pages,
may provide the user with a script for an informal talk with the employee about the
problem. For more severe discipline, the process guidance system may direct the user
to call human resources and have human resources handle the discipline. In this
manner, the complex process of disciplining an employee may be somewhat automated
so that even a manager with no knowledge of the company policy nor the discipline
process may be able to accomplish a majority of the discipline process. Now, an

example of a decision tree that may be used to automate the employee conduct

management process and guide the user of the system through that process will be

described.

Figure 3 is an example of a decision tree 60 for an employee conduct
management embodiment of the process guidance system of Figure 2. The decision
tree is merely one of several logical structures which may be used to model a decision
process. Another logical structure is a decision matrix which will be described below.
The decision tree logical structure may be used for processes involving many questions
which lead to further questions. In this example, the decision tree is illustrated for a
employee conduct discipline process. The decision tree may be used by the process
guidance system in accordance with the invention to guide an employee through

various different processes.
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The decision tree shown may include a root node 62 from which the employee
conduct management process begins. The first question of the process may be what
type of conduct has become a problem. The method may give the user the options of
selecting conduct problems, performance problems or attendance problems. The user
of the process enters a response, and the process may move from the root node 62 to
the appropriate node 64 - 68 which reflects the selected conduct (1.€., conduct,
performance or attendance). As is apparent, the decision tree may also be expanded to
cover other types of employee conduct or a separate decision tree may be generated for
each different type of conduct. At each of the conduct nodes 64- 68, the decision tree
may include an associated guidance page 70 which provides the user of the system
with additional information about that point in the process and assists the user in
selecting the next appropriate node in the decision tree. The guidance page may
include, for example, the internal policies of a company about a particular subject or a
recommended action. Thus, for policies and other information unique to the particular
company, the information may be placed in the guidance pages since the guidance
pages may be more easily changed than the logical structure. For example, the
guidance page 70 at the conduct node 64 may indicate the definition of conduct which
falls under this section of the process and provide some guidance about the laws which
are applicable to that conduct. Similarly, the performance and attendance guidance
pages may define what types of performance and attendance issues fit within each

category. The structure of the guidance pages will be described 1n more detail below.
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Underneath each category node (conduct, performance or attendance), the user
of the system is asked additional directed questions to further the process. For
example, under the conduct category, the system may ask the user of the system to
further specify the type of problem conduct (i.e., language, dress or fighting in this
example) and then direct the user to the appropriate sub-node 72 - 76 of the decision
tree. At each sub-node applicable to each type of conduct, each sub-node may also
include an associated guidance page 70. In the language node 72, for example, the
guidance page may include information about the types of language which are
actionable, the policy relating to inappropriate language and suggestions about
solutions to the language problem. The solutions to the problem may range from an
informal discussion with the employee (if it is a first offense, for example) to a written
reprimand to a termination of the employee in severe cases. Similarly, for fighting and
dress issues, the guidance pages 70 may provide the laws relating to the topic, the
company’s policy about the topic and suggestions about appropriate responses to the

problem.

Similarly, for the performance node 77, the guidance page 70 may provide the
company’s policy about expected performance which may be printed out and shown to
the employee in the event that the employee does not remember seeing the policy. The
guidance page may again instruct the user of the system about how to handle the
problem. Similarly, the system may ask the user to specity the type of attendance
problem which then falls into one or more attendance sub-nodes 78 (i.e.‘, paid sick,

unpaid sick, authorized leave or unauthorized leave) which each may have a guidance
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page 70 associated with them for further instructing the user about the law, the proper
course of action and the company policy at this step in the process. In this manner, a
user of the system, with little or no knowledge about the employee conduct discipline
process or the company’s policy, may be guided through the employee conduct
discipline process and given suggestions about how to resolve the problem without

involving the human resources department in routine but critical advice.

The guidance pages may display a variety of different pieces of information
which range from information that may be used by the user of the system, but 1s
optional, to information that must be used by the user (1.€., call human resources now
to help resolve a complex issue) to information that provides the user of the system
with a warning about a particularly difficult issue or situation. In general, the more
variable portions of a process, such as individual company policies, individual
company terms (e.g., one company may use the term “employees” while another
company may call them colleagues) or individual company recommendations about
issues, may be placed in the guidance pages which may be easily altered. Thus, the
guidance system handles a variety of different companies with different policies and
other variables by using the guidance pages. Now, the guidance pages will be

described in more detail.

Figure 4 is a diagram illustrating an example of the structure of a guidance page
70 in accordance with the invention. Each guidance page may include one or more

page fragments 80, 82, 84 and 86 which are combined together to make up the
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guidance page. Each page fragment may have different information and may or may
not appear in particular situations based on fragment preconditions which will be
described below. In this example, the top page fragment 80 may contain the text of the
law relating to giving an employee notice of a disciplinary problem and a hypertext
link to the relevant legal interpretation. For this pagé fragment, there may be a page
fragment for each state in the United States and the guidance system automatically
determines the state that the company is in and brings up the appropriate page fragment
with the appropriate law on notice. To accomplish this selection of the proper state
law, each page fragment with the appropriate state law has a fragment precondition

(i.e., the company must be in a particular jurisdiction) which must be satisfied

otherwise the page fragment is not shown to the user.

In page fragment 82, the page fragment may include a fragment precondition
88 and an action to be taken if the fragment precondition is satisfied 90. In this page
fragment, the fragment precondition is that the particular employee must be part of a
specific collective bargaining agreement and then the action is that a union
representative must be present at any meeting with the employee due to union
guidelines. In the event that the employee is not part of a collective bargaining
agreement, then the entire page fragment 82 is not shown to the user since 1t does not
apply to the particular situation. In this manner, the guidance pages may automatically
alter themselves to particular situations to give the user of the system only the

information required to solve the problem.
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The fragment preconditions which may be attached to a page fragment may
include jurisdictional preconditions (the page fragment is only shown to a user in a
particular jurisdiction since it does not apply in other jurisdictions), effective date
preconditions (the law or policy with an effective date in a month should not be shown
5  to auser until the effective date passes), a site specific precondition (for a large

corporation with different types of jobs, the guidance may change depending on the
type of job) and the union precondition described above. The other page fragments 84,
86 in this example may include a hyperlink to the actual text of the company policy
(which would be individualized for each company) and additional text further

10  explaining the situation. Using these guidance pages with the page fragments, the
guidance system may be easily customized for a particular company, a particular
company site or the like so that the logical structure of the system (the decision tree or
the decision matrix) may be kept intact during the customization process. Therefore,
the universal process steps may be placed within the decision tree (since they are not

15  likely to change) and then the information which is likely to change (i.e., the actual
company policy or the disciplinary actions to be taken) may be placed within the
guidance pages which may be easily customized using the page fragments and the
fragment preconditions to control whether a page fragment is shown to the user. Now,

an example of a decision matrix in accordance with the invention will be described.

20 Figure 5 is an example of a decision matrix 100 for another embodiment of the
process guidance system of Figure 2, this embodiment being for an employee leave

process. The decision matrix is most useful for a process which involves one or more
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rules which must be resolved and alternatives selected in order to complete the process.
For example, a matrix to help a manager determine when employee leave under the
Family Medical Leave Act is justified will be described. The Family Medical Leave
Act is a good example of a type of process that a matrix can help solve, since decisions

are based on one or more rules which may interact with each other.

In this example, there may be Federal law, State law, company policy and a
collective bargaining agreement (shown in rows 101 of the matrix) all of which may
influence the decision about whether the employee is entitled to paid leave under the
Family Medical Leave Act. A number of columns 102 of the matrix list factors which
help to answer the question. The columns may contain the most restrictive factors at
the left side of the matrix and the least restrictive factors at the right side of the matrix.

The matrix is set up in this manner so that if the most restrictive factors eliminate the
employee from consideration, the process will terminate without the necessity of

considering the other factors. This renders the decision making process more efficient.

In this example, a most restrictive factor is that the employee must have worked
more than 1250 hours in order to quality for the leave. If the employee has not worked
the required time, the leave cannot be authorized. Note that for each type of law, the
factors may apply in different manners or may not apply at all. For example, in the
company policy row, the fact that a person who is not a member of the immediate

family is sick will indicate to the user of the system that the employee is not entitled to
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leave under the company policy. In this manner, the system may ask questions to the
user about the employee and then, based on the decision matrix, make the approprate
decision for the user without the user having to understand the applicable laws and the
like. Thus, similar to the decision tree, the decision matrix guides a user through a

5  process about which the user may have little or no personal knowledge. Similar to the
decision tree described above, the decision matrix may also include guidance pages

which provide the user with additional information to resolve the problem and

complete the process.

Now, the process guidance system in accordance with the invention that may be
10  used to guide a user through a complex multi-step process will be described in more
detail. To better understand the invention, several different embodiments of the
process guidance system will be described. First, an example of an employee
attendance management process will be described. Then, a compensation
determination process will be described. As 1s apparent, the process guidance system
15  in accordance with the invention may be used to guide a user of the system through a
wide variety of different complex, multi-step processes which often require the user to

make a decision or provide input at each step of the process. Now, the employee

attendance management process will be described.

Figure 6 is a diagram illustrating a user interface 120 for a guidance system in
70 accordance with the invention that may be used for an attendance management process.

In this embodiment, an attendance management process which is typically handled by
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a human resources person is being modeled so that a user of the system 1s guided
through the attendance management process with minimal knowledge about the actual
process steps or the policy underlying the process. The subsequent flowcharts 1n
Figures 7 - 10 illustrate the decision tree with its guidance pages to guide a user of the
system through an employee absence problem. The guidance process may be initiated
either automatically or manually. In the manual mode, the user of the system (who
might be a line manager) may enter the guidance system to deal with a specific
attendance problem with an employee. In this case, the user may select the appropriate
employee and enter some information about the absences. In the automatic mode, the
guidance system may be connected to a time and attendance tracking system and the
guidance system may periodically (e.g., once a month) extract absence information
from the attendance tracking system and perform some statistical analysis of the
absence data. Based on the analysis, the guidance system may send an e-mail to
managers to show the absence rate within the manager’s group and then ask the

manager to log into the guidance system to resolve attendance issues for a particular

employee.

Returning to Figure 6, the user interface 120 may include various buttons
which may be selected by the user of the system to investigate the attendance problem.
In particular, there may be a Categorize button 122 to permit the user of the system to
categorize the employee’s absence if the category 1s known, an Investigate button 124
to investigate a particular type of absence as described below, an Action Plan button

126 to generate an action plan as described below with reference to Figure 20 and a
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Report button 128 for generating a disposition report as described below with reference
to Figure 21. The user interface may provide the user with a Help button 130 to help
the user understand how to use the guidance system. The user interface may also have
a Look-Up button 132 so that the user of the guidance system may look up a particular

employee’s record from a database server.

The user interface may also permit the user to select a path from several options
including an investigation of the absence, the same disposition as last time, the absence
is not a problem (it is excused for some reason) or the employee being viewed 1s not
the employee of the particular user of the system. There may be a guidance page 134
for explaining the path that should be selected by the user. The user interface may also
permit the user, if known, to select the category for the recent absence (e.g., paid sick
leave, unpaid sick leave, approved leave or unapproved leave). Each of these different
types of absences may be investigated by the user using the guidance system to direct
him/her through the investigation. There may also be another guidance page 136 for
instructing the user about how to talk with the employee about the recent absence and
what questions to ask (a script). The bottom of the user interface page may include a
status button 138 which lists the current status of the absence report for a particular
employee, another guidance page 140 and a continue button 142 for continuing the
investigation for a particular type of absence. Now, the process for investigating a paid

sick leave absence using a decision tree along with the guidance system will be

described.
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Figures 7 - 10 are flowcharts illustrating a process in accordance with the third
embodiment of the invention for investigating paid sick leave absences. This
embodiment illustrates well how a complex process having options at multiple
decision nodes may be streamlined and automated to facilitate the process. The
process is shown as a series of flowcharts which represent the decision tree being used
to guide the user through the process. In the decision tree, the arrows on the paths of
the decision tree may note a default path that may be taken if the user fails to answer a
question. If the user does not answer a question which requires an answer, the
guidance system may generate an error message. In this example, there are some parts
of the process flow directed to a probationary employee which may not exist in some
companies so this part of the decision tree may be optional. As above, there are
guidance pages at each decision point or node in the decision tree to further answer
questions, make recommendations or the like. Unless these guidance pages have a
unique function not already mentioned above, the guidance pages will not be described
here. In guiding the user through the process, the guidance system may request
information from the user about the employee or ask the user to make a judgment call
about the employee. These questions to the user of the system may be referred to in

the description below as the guidance system determining information about the

employee.

The decision tree 150 for investigating paid sick leave first asks the user of the
guidance system whether the employee has provided adequate notice for the paid sick

leave in step 151 and may pop-up a guidance page 152 which lists the notice
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requirements for the user of the system. If the user cannot answer that question, the
default path is to assume that the employee did not give adequate notice. Therefore if
the employee did not give or does not always give adequate notice or the user cannot
answer the question, then the system indicates that the failure to provide adequate

5  notice is a conduct issue handled with progressive discipline in step 154 and provides
the user with a guidance page indicating that conduct issues should be treated
separately. Then, after dealing with the failed notice issue or if the employee has given
adequate notice, the system asks the user to determine in step 156 whether the
employee has provided proper certification for the absence and provides a guidance

10  page 157 which lists the sick leave certification requirements. If the user determines

that the employee has not supplied proper certification or does not know the answer to
the question, then the system goes to step 158 in which it indicates that failure to

provide proper certification is another conduct issue to be handled through a separate

progressive discipline process as above.

15 Next, if the improper certification issue is resolved or the employee did provide
proper certification, the guidance system moves to step 160 in which the system asks
the user, in his/her judgment, whether the employee will continue to have a high
absence rate. This step may include a guidance page 161 which indicates how to
forecast an absence rate and input on how to interview the employee and make the

20  judgment about future absences. If the user judges that the employee will not continue
to have a high absence rate, then the system asks the user, in step 162, whether the

employee has previously been subject to corrective action for attendance problems. If



CA 02371953 2001-10-11

WO 00/63765 PCT/US00/10254

10

15

20

226-

the user answers no (which is also the default answer), then the system recommends to
the user that no action is taken in step 164 and the system moves to the action plan
which will be described below with reference to Figure 20. If the employee has
previously been subject to corrective action for an attendance problem, then the system
moves to step 166, shown in Figure 10, in which the system asks the user if the recent
attendance of the employee has been satisfactory. If the recent attendance has been
satisfactory, then the system recommends positive reinforcement in step 168 as
specified in the associated guidance page and goes to the action plan. If the recent
attendance has not been satisfactory, then the system asks the user whether the
employee has a viable plan to improve attendance. If the employee does not have a
plan, the system asks, in step 172, what action was previously taken and suggests, 1n a
guidance page, that the user consider why you believe that the employee’s absences
will not continue. If the employee does have a viable plan, the system also asks the
user what action was previously taken. The prior actions may include an informal
discussion (ID), informal counseling (IC), an oral reminder (OR), a written reminder
(WR), decision making leave (DML) in which an employee is sent home for a day to
think about whether they are committed to the job, job reassignment in which the
employee is assigned to a new job, and accommodation in which an employee’s
disabilities are accommodated in the employee’s current job. If there has been a job
reassignment and the employee has a plan, the system will recommend no action, but 1f
there has been a job reassignment, but the employee has no plan, the system will

recommend an informal discussion in step 174 and proceed to the action plan. If there



CA 02371953 2001-10-11

WO 00/63765 PCT/US00/10254

10

15

20

27-

has been an accommodation and the employee has a plan, no action is recommended,
but if there is an accommodation and no employee plan, then an informal discussion 1s
recommended in step 176 and then the process goes to the action plan. In step 178, the
system may recommend various actions based on what previous actions have occurred
and whether the employee has a plan. For example, the employee is to be terminated 1f
he/she is already on decision making leave and does not have a plan to correct the
attendance problem. In this example, a prior action may be escalated to the next
discipline level if no employee plan exists. Thus, in this manner, the system may guide
the user through the attendance problem process and ultimately recommend an action

to be taken which is consistent with the company’s policy.

Returning to Figure 7 and step 160, if the user judges that the employee will
continue the high absence rate, then in step 180, the system asks whether the sick leave
was caused by a singular event and provide a guidance page 181 indicating that
pregnancy leave and worker’s compensation are examples of leave which are not
actionable. If the absence is due to a single event, then the system asks 1f the employee
is still absent in step 182 and recommends no action if the employee has returned in
step 184 and proceeds to the action plan. If the employee is still absent, then the
system recommends that a return-to-work plan is developed with HR 1n step 186 and
the process proceeds to the action plan. If the sick leave 1s not due to a single event,
then the system asks if the employee is familiar with the attendance policy 1n step 188
and recommends discussing the attendance policy with the employee in step 190 if the

employee does not know the policy and proceeds to the action plan. If the employee
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understands the policy, then the system may optionally determine if the employee is in
a probationary period in step 192. The next series of process steps relate to
determining information about a probationary period for an employee and these steps

may be skipped if the company does not have a probationary period.

The steps in an exemplary process relating to the probationary period will now
be described with reference to Figure 8. If the employee 1s in the probationary period,
the system asks if the employee has been counseled about previous attendance issues 1n
step 194. If there has been a prior discussion, then the system recommends an informal
discussion and to extend the probation in step 196 and proceed to the action plan. If
the employee has not been talked to before, the system recommends an informal
discussion in step 198 and proceeds to the action plan. If the employee is not within
the probationary period, then the system asks 1f the employee has been previously
subject to action for attendance problems in step 200. If the employee has not been
previously subject to discipline for attendance problems (which is the default option 1f
the user does not know), then the system asks whether the employee has previously
claimed to have a temporary or permanent disability that prevents regular attendance 1n
step 202, but warns the user not to directly ask the employee about the disability. If
the user does not know the answer or the answer 1s no, then the system asks what is the
business impact of the employee’s absence 1n step 204 and provides a guidance page
205 with examples of the impact such as customer issues, work load issues, overtime
costs, or morale problems. The answer to the question is then incorporated into the

action plan and the system recommends an informal discussion in step 206 and
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proceeds to the action plan. If the employee has previously claimed a disability, then
the system asks whether the disability can be accommodated 1n the current job 1n step
208 and, if so, the disability is accommodated in step 210. If the disability cannot be
accommodated, then the system asks if the employee may be reassigned to a job which
can accommodate the disability in step 212. If a reassignment is possible, then the
reassignment is recommended in step 214 or no action is taken in step 216 1f a
reassignment is not possible. Now, returning to the situation in which the employee

has previously been subject to corrective action, the process to handle this situation 1s

described with reference to Figure 9.

First, the system determines the action previously taken in step 220. For a
previous informal discussion (ID), informal counseling (IC), oral reminder (OR),
written reminder (WR) or decision making leave (DML), the system determines 1f the
employee has previously claimed a disability that does not allow regular attendance 1n
step 222. If there is no disability known, then it is recommended that the prior action
is repeated in step 224 and then the process proceeds to the action plan. If thereis a
disability, the system asks if there is a way to reasonably accommodate the disability in
the current job in step 226 (the user may use the guidance page to help with the
answer) and the accommodation action is recommended in step 228 1f 1t 1s a practical
solution. If an accommodation cannot occur, the system asks if the employee may be
reassigned to another job to accommodate the disability in step 230 and recommends
reassigning the employee if possible in step 232. Otherwise, an informal discussion 1s

recommended and HR is contacted 1n step 234.
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Returning to the other prior disciplinary actions, if the prior action 1s an
accommodation, the system asks if the recent attendance meets the standards required
by the accommodation in step 236 and may recommend reassigning the employee in
step 230 if the attendance standards are not being met. If the attendance standards are

5  being met, positive reinforcement may be given to the employee in step 240. If the
prior action was to reassign the employee, the system asks if the employee’s recent
attendance meets the standards of the new job in step 238 and recommends positive
reinforcement in step 240 if the attendance standards are being met. If the attendance
standards are not being met, then the system recommends an informal discussion and

10  contacting HR in step 242. Thus, using the guidance system and the decision tree, a
mahager may be guided through the complex process of investigating paid leave
absences. The processes for handling and investigating unpaid sick leave absences,
approved leave absences and unapproved leave absences may also be handled in a
similar manner using a decision tree with guidance pages. Now, an action plan which

15 may be generated by the guidance system in accordance with the invention will be

described.

Figure 11 is a flowchart illustrating an attendance management action plan 550
generated by the guidance system in accordance with the invention. The action plan
may be generated each time, in Figures 7 - 19, that an AP is shown in the flowcharts.

20  First, the system displays the current disposition (action to be taken) for the employee
and asks the user of the system if an override is appropriate in step 552. A guidance

page may provide some guidance about evaluating the action plan and possibly
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overriding the plan. If the user selects to override the action plan, the system requests
information about how the user wants to change the action plan in step 554. After the
changes have been entered or if the user accepts the originally generated action plan,
the user selects continue to review the disposition report and the disposition report 1s
saved locally on the user’s machine in step 556. Then, the system checks 1if there are
more employees with attendance problems that this user 1s responsible for and begins
again at the user interface screen shown 1n Figure 6 in step 558. Now, several

disposition reports which may be generated by the guidance system in accordance with

the invention will be described.

Figure 12 is a diagram illustrating several examples of disposition reports 600
generated for several employees. As shown, there may be a separate disposition report
for each employee who is reviewed by the user of the system. In this example, the user
reviewed Jane Doe, Fred Klutz and John Smith and a disposition report (602, 604, 606)
was generated for each employee. In the disposition report for Jane Doe, it lists the
employee name and identification number and the organization within the company
which employs Ms. Doe for identification purposes. The disposition report may also
list the current absence totals for the employee and any action/disposition to be taken
based on the absences. For example, for Jane Doe, she has 240 hours of absences
which the user of the system has resolved and no action has been recommended for
Ms. Doe. For example, the absences may have been due to a single major iliness. In
the case of Mr. Klutz, the user of the system notes that Mr. Klutz is not his employee

so that HR should find the appropriate manager to deal with Mr. Klutz’s attendance
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problems. With Mr. Smith, the disposition includes the various pieces of information
gathered by the guidance system based on the user’s responses to the questions along
with the disposition that the user has overridden the guidance system and is not going
to take any action at this time. Thus, based on the information gathered by the

5  guidance system from the user, a disposition report is generated for the user, optionally
sent via e-mail to the manager’s manager, and also stored in the file of the employee so
that an HR person can review the disposition reports periodically. The guidance
system permits a large portion of the attendance process to be handled by the user
using the guidance system even when the user of the guidance system does not

10  intimately know the company’s policy and practices about attendance. Thus, even

without knowledge of the policy behind the process or the actions recommended by the
policy, a manager of an employee can be guided through the process by the guidance
system to achieve an action plan for resolving the attendance problems 1n accordance
with the company’s policy on attendance. Now, a compensation determination process

15  which uses the process guidance system in accordance with the invention will be

described.

Figure 13 is a diagram illustrating a compensation process user interface 650
for a fourth embodiment of the invention. In particular, the process guidance system
may guide a manager through the employee compensation determination process. As

20  above, the manager using the process guidance system does not need to know or
understand the compensation policy, the rules or guidelines involved with

compensation or the complex compensation process in order to determine appropriate
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compensation for the employee. In the example shown, the user interface 650 may be
a web page being displayed on a browser application in a client/server type of
computer system. The user interface may permit the user to access the compensation
process including, for example, planning the compensation for an employee, reviewing
and approving the compensation plans for employees (if the user is a supervisory
manager), running reports about the compensation of the employees, accessing
collateral material using guidance pages and the like and viewing frequently asked
questions and messages from HR using the guidance pages. The user may also view a
summary of the employees whose compensation plans need to be determined and the
compensation plans in which each employee may participate based on some guidelines

which may be unknown to the user of the process guidance system.

In accordance with the invention, the process guidance system may guide the
user step-by-step through the compensation process based on the company’s policies
and rules relating to compensation. At each step of the compensation process, the user
of the system is provided with the information, analytics and advice (from the guidance
pages) necessary to make a particular decision in a manner which is consistent with the
guidelines, rules and policies of the company. To accomplish the compensation
planning, users of the system may be provided with one or more separate screens or
pages, such as a performance rating page, a compensation planning page and a review
compensation page, each of which will be described below. An example of the

employee rating page is shown in Figure 14 and will now be described.



CA 02371953 2001-10-11

WO 00/63765 PCT/US00/10254

10

15

20

_34-

Figure 14 is a diagram illustrat'ing- a page 660 of the compensation process
showing employee ratings. 'The page 660 may include an upper portion 662 and a
lower portion 664. The upper portion 662 may allow the user to enter -compensation
decisions while the lower portion 664 may permit the user to view analytics and
supporting data which may help the user to make the compensation decision. A
bottom portion 666 of the page may display budget information such as the total
budget available for the particular compensation package, the total actually allocated

by the user for the particular compensation package and the different between the two

totals.

In the page 660, the user may focus on the task of assigning performance
ratings to his/her employees. Thus, the upper portion 662 of the page may include a
list of the employees for which the user is responsible, their current performance
ratings and a column which permits the user to enter new performance ratings for each
employee. This page is only used for compensation plans which base the
compensation on performance ratings. The bottom portion 664 of the page in this
example, may show two pie charts illustrating the current distribution of the
performance ratings and the recommended performance ratings. Now, several pages

for determining individual employee compensation will be described.

Figures 15 - 17 illustrate examples of several pages which may be used to guide
the user of the system through the compensation determination process. In particular,

Figure 15 is a diagram illustrating a page 670 for planning the salary of an employee
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during the compensation process, Figure 16 is a diagram illustrating a page 680 for
planning variable pay for an employee during the compensation process and Figure 17
is a diagram illustrating a page 690 for planning stock grants for an employee during
the compensation process. Each of these pages 670, 680 and 690 focuses the user of
5  the system on the compensation planning for an individual employee. As above, each
page 670, 680 and 690 may include an upper portion 672, a lower portion 674 and a
bottom portion 676. The upper portion may permit the user to enter compensation
decisions for the particular employee, the lower portion displays supporting data for

the compensation decision and the bottom portion displays the budget information as

10 above.

For each employee, using these pages 670, 680 and 690, the user of the system
may enter a recommended salary, stock or incentive (variable pay) compensation
increases. For example. the upper portion 672 of page 670 permits the user to View
the current salary of the employee and recommend a salary increase. The upper

15  portion may also display buttons 678 for moving between the employees and an
exception section 679 listing exception for the particular employee. The exceptions
may also be known as alerts and may indicate to the user problems with the current
compensation plan for a group of employees or for an individual employee. The lower
portion 674 of page 670 may display a graph showing the employee’s salary against a

20  job minimum, a market salary and a maximum job salary as well as a chart 1llustrating

the recommended salary increase based on the performance rating.
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Similarly, the upper portions 672 of the other pages 680, 690 permit the user to
enter variable pay (bonus) and stock grant compensation changes for an employee.
Each of these pages also include the buttons 678 for moving between different
employees and an exception section 679 listing exceptions for the employee. For
5  example, the exception sections 679 in these pages 680, 690 both list that the
recommended bonus and grant exceed the guidelines. For example, for the bonus
increase, the lower portion 674 recommends a 10-20% bonus based on the employee’s
salary level, but the user has recommended a 25% bonus. Similarly, the user has
recommended an 850 share stock grant while the recommended grant is 700 - 800
10  shares. As above, the lower portions 674 of these pages 680, 690 display supporting
data, such as a chart illustrating the éurrent employee’s bonus or grant against job
minimum and job maximum as well as recommended bonus or stock grants based on
the employee’s salary level. In this manner, the user of the system may set the
employee’s compensation package, including salary, bonus and stock grants. The
15  user’s settings of the compensation may then be reviewed by a supervisory manager.
A page in the compensation system may also be included for reviewing and adjusting
the compensation for a group of employees. Now, the underlying method for

determining the salary compensation of an employee will be described.

Figures 18a and 18b are diagrams illustrating a salary planning process 710 1n
20  accordance with the invention which is part of the compensation process. The steps of
the salary planning process may be laid out into a logical flowchart. At various steps

~ in the salary planning process, a guidance page may be associated with the step in
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order to provide the user with knowledge about the company’s guidelines or policies,
advice about a decision or provide a recommendation about an appropriate salary
planning decision. An example of a guidance page in the salary planning process will

be described below with reference to Figure 19.

The salary planning process 710 begins when the system asks the user if any of
his/her employees are under the minimum salary for the particular jobinstep 712. If
there are employees under the minimum salary, the system recommends a next step
714 for adjusting the employee’s salary to make the salary above the minimum salary.
At this step, the user of the system may decide to perform the adjustment, access a
guidance page for further information about the decision, move to the prior employee
below the minimum salary or move to the next employee that is below the minimum
salary. Each option may be accessed by selecting a button on a user interface. Once
all of the employees below the minimum salary have their salaries adjusted or there
are not any employees below the minimum salary, the system asks the user if there are
any employees who are over the maximum salary or will be over the maximum salary
after the recommended compensation changes in step 716. If there are employees who
are or will be over the maximum salary, the system asks the user if the employees are
promotion candidates in step 718 and recommends promoting the employee in step 720
following a mini-interview. If the employee is not a promotion candidate, the system
may provide the user, in a guidance page, with advice about how to handle a maximum
salary employee in step 722. The system may suggest, for exar;ple, increasing the

employee’s bonus, if possible, or talking with the employee about the salary problem.
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The system may also provide a script, in a guidance page, for instructing the manager

on how to speak with the employee about a maximum salary problem.

Next, in step 724, as shown in Figure 18b, the system may permit the user to
perform salary planning promotions for each employee. In step 726, the system
determines if the user is over the promotion budget and returns the user to the plan
promotion step 724 to redo the promotions if the user 1s over the promotion budget. If
the user is not over the promotion budget, the system displays a graph showing the
high and low performers and a chart for checking the performance distribution of the
employees in step 728. During this step, a performance distribution interview may be
performed. Next, an optional step 730 may be performed in which the system may
automatically apply an increase matrix to each employee. Next, in step 732, the<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>