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Topic: 1

Unified Scenario Simulation

Kestreline Cold Chain: Business Process Foundations and BPM Lifecycle

Business context

Company Background

Kestreline Cold Chain is a refrigerated logistics provider based in Ghent, Belgium, moving temperature-
sensitive food and pharmaceutical goods across northern Europe. Founded fifteen years ago as a single-
warehouse operator, it now runs eight distribution hubs and a fleet of refrigerated vehicles. Its
customers include grocery chains, meal-kit brands, and regional clinics that depend on unbroken cold
storage. Leadership prides itself on reliability, and the operations team treats consistent temperature
and on-time delivery as the promises that win repeat contracts. A small transformation office has
recently formed to document how the business actually works today.

Distribution Footprint

From its Ghent headquarters, Kestreline operates hubs in Antwerp, Rotterdam, Lille, and four other
cities, each holding chilled and frozen inventory close to major customers. Vehicles shuttle goods
between hubs overnight and run local delivery rounds by day. Every hub follows broadly the same
routine, yet each grew up with its own habits, forms, and informal shortcuts. The operations director
suspects these local differences explain why some hubs consistently dispatch faster than others, but no
one has ever mapped the routine in a way that makes the differences visible and comparable.

How Orders Arrive

Customer orders reach Kestreline through several channels: a web portal for grocery chains, scheduled
electronic files from meal-kit brands, and phone or email requests from smaller clinics. A coordinator
confirms stock and a delivery window, and that confirmation is the moment the fulfilment work truly
begins. Staff sometimes disagree about whether the process starts at the customer request or at the
confirmation, and this small ambiguity has made it hard to compare how long fulfilment really takes
from one hub to the next.

The Fulfilment Journey

Once an order is confirmed, warehouse staff pick the goods, quality-check the cold packaging, stage the
load, and hand it to a driver who completes the delivery and captures a signature. Each of these steps
has a clear purpose and a clear output, and each involves a hand-off between roles. Leadership
describes the promise to customers as unbroken cold storage and on-time arrival, and everyone agrees
these are the outcomes that win renewals, even if the steps behind them are recorded inconsistently
across the hubs.

Teams and Hand-offs

Several teams touch each order: coordinators who confirm it, warehouse pickers, quality checkers,
dispatchers, and drivers. Support functions such as fleet maintenance keep the vehicles running, while
managers review performance each month and set priorities. These groups rarely see the full journey
from end to end; each knows its own segment well but has little visibility of what happens before or
after its hand-off. The transformation office believes this narrow view is part of why improvements stall
whenever they cross a team boundary.

A Season of Growth
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Two new grocery contracts have raised daily order volumes sharply, and a third is under negotiation.
Leadership wants to be confident the fulfilment process can scale without eroding reliability. They have
asked the transformation office to build a clear, shared picture of how the process works today, to
decide where to focus improvement, and to make that picture available to the wider organisation. There
is appetite for a disciplined approach rather than another round of ad-hoc fixes at individual hubs.
Documentation Today

What documentation exists is scattered across slide decks, spreadsheets, and a few hand-drawn
diagrams, each owned informally by whoever created it. No single person is accountable for keeping any
of it current, and updates happen only when someone notices an obvious mismatch. New staff learn the
process by watching colleagues rather than by reading anything reliable. The office recognises that
without clear ownership and a consistent way of describing the process, any model it builds will drift out
of date within months.

A Shared View Ambition

The company has begun using a process modelling platform and wants to publish an agreed view of its
core processes to a portal the whole organisation can reach. The ambition is that coordinators,
warehouse staff, finance, and customer service all read the same picture, comment where they see
something worth raising, and trust that what they see is current and approved. Leadership has asked
you to guide how the process is framed, positioned, improved, and shared so the effort lasts.

Your assignment

You are the SAP Signavio process management consultant engaged by Kestreline Cold Chain's
transformation office. Your task is advisory: for each challenge you weigh the options a consultant faces
and recommend the soundest approach for framing the core fulfilment process, positioning it within the
wider process landscape, running a disciplined improvement lifecycle, and publishing an agreed view to
the organisation. You are not editing diagrams for them; you are reasoning toward the best guidance so
the effort is coherent, owned, and lasting

1. CHALLENGE 1 — Mapping the Core Order Fulfilment Flow

e Recommend which core elements — trigger, activities, roles, hand-offs, and output — the model must
capture to stay readable.

¢ Advise where the process boundary begins so hubs can be compared consistently.

¢ Explain how a single shared view helps teams that currently see only their own segment.

¢ Frame your guidance so it holds across all hubs, not just one.

Checkpoints

¢ The recommended framing captures how work actually moves, not just systems or named individuals.
¢ The process boundary is anchored to a defining trigger, resolving the start-point ambiguity.

¢ The rationale for a shared view is grounded in aligned understanding, not tool consolidation.

2. CHALLENGE 2 — Positioning Processes in the Landscape

¢ Classify the delivery work against support and management activities using the core, support, and
management distinction.

e Recommend a process landscape that shows how major areas relate before drilling into detail.

* Advise how process ownership should be assigned to keep models current.

* Frame how business impact should guide which process to improve first.

Checkpoints

* Classification reflects value creation versus enabling versus steering, not convenience.

e Ownership is assigned to accountable roles rather than left unassigned or defaulted to tooling.

e Prioritisation is justified by impact on cost, time, compliance, and customer experience.
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CHALLENGE 1 — Mapping the Core Order Fulfilment Flow

A newly hired analyst asks which building blocks the order-to-delivery model must capture to stay
readable and useful. What do you recommend?

A. Capture the trigger, the activities, the roles that act, the hand-offs, and the output that the work
produces.

B. Record only the IT systems each step touches, because the applications ultimately determine how the
process behaves in practice.

C. Name every individual employee against each step so the diagram documents exactly who did the
work each time.

D. Show the start trigger and the final delivery only, leaving the middle activities for readers to infer
later.

Answer: A

Explanation:
These elements — trigger, activities, roles, hand-offs, and output — are the core building blocks that
make a process model readable and complete.

CHALLENGE 1 — Mapping the Core Order Fulfilment Flow

The team debates where the order-fulfiiment process should be considered to start. Which
recommendation best reflects how a process boundary is defined?

A. Start the process when a driver leaves the depot, since delivery is the part customers actually see and
value.

B. Start the process at the monthly planning meeting, because that is when managers first discuss
expected volumes.

C. Start the process at the confirmed customer order, the trigger event that sets the fulfilment work in
motion.

D. Start the process wherever the busiest team happens to pick up work, as that reflects real daily
activity.

Answer: C

Explanation:
The confirmed order is the trigger that initiates the flow, which is where the process boundary properly
begins.

CHALLENGE 1 — Mapping the Core Order Fulfilment Flow
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Two hubs run the same delivery process but one records far longer order-to-dispatch times. Before
proposing changes, what should you recommend investigating first?

A. Standardise both hubs on the faster hub's steps immediately, since the quicker times prove its
method is correct.

B. Examine where the two hubs’ activities, hand-offs, and triggers differ to locate the source of the
variation.

C. Add more dispatch staff at the slower hub, because longer times usually mean the team is simply
understaffed.

D. Accept the difference as normal regional variation and focus the documentation effort on the faster
hub only.

Answer: B

Explanation:

Comparing the actual activities, hand-offs, and triggers isolates the true source of variation before any
change is proposed.

CHALLENGE 2 — Positioning Processes in the Landscape

Leadership wants to know how the refrigerated-delivery process relates to activities like fleet
maintenance and monthly performance reviews. How should you classify them?

A. Treat refrigerated delivery as core, fleet maintenance as support, and performance reviews as
management activity.

B. Treat all three as core processes, since each one is essential to keeping the business running day to
day.

C. Treat refrigerated delivery as support and fleet maintenance as core, because vehicles are the
company's largest asset.

D. Treat performance reviews as the core process because leadership oversight directs everything else
the company does.

Answer: A

Explanation:
Delivery creates direct customer value (core), maintenance enables it (support), and reviews steer the
organisation (management) — the standard three-way split.

CHALLENGE 2 — Positioning Processes in the Landscape
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Kestreline wants a high-level map showing how its major processes fit together before detailing any
single flow. What should you recommend producing first?

A. A detailed step-level diagram of the busiest hub, because the most active site best represents the
whole company.

B. A written policy manual describing rules for each department, since text captures more nuance than
any diagram.

C. A process landscape grouping core, support, and management processes to show how the major
areas relate.

D. A single swimlane diagram covering every activity in the company at once so that nothing is ever left
out.

Answer: C

Explanation:

A landscape that groups core, support, and management processes gives the overview needed before
drilling into any one flow.

Topic: 2

Micro Skill Drill Exam

Idrija Furnace Co in Slovenia is rolling out its Signavio workspace to about forty people, and during
onboarding the administrator assigned everyone a modeler license so that nobody would ever find
themselves blocked. In day-to-day practice, however, only six people actually author or change process
diagrams; the remaining staff open models solely to read them, add the occasional comment, and check
published versions before an internal audit. Procurement has now flagged that the paid modeler
licenses are almost exhausted and the next round of hires cannot be added without purchasing more,
which was not budgeted. Reviewing the activity logs, the administrator confirms that the six authors are
the only people who ever save a change, while everyone else has view and comment behavior only.
Leadership wants to keep every employee's ability to see the models and to preserve the reviewers who
depend on read access ahead of the audit, but it also wants to stop paying for edit rights that are never
exercised. The administrator is now examining how each license type maps to what individuals
genuinely do in the workspace before submitting any request for additional license budget.

What is the most appropriate way to resolve the license shortage?

A. Move review-only staff to viewer licenses and keep modeler licenses for the authors

B. Convert the entire workspace to viewer licenses to bring the total licensing spend down

C. Remove all licenses from reviewers so they can no longer open any of the shared models

D. Keep every reviewer on a modeler license so no future license reassignment is ever needed

Answer: A

Explanation:
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License type should match actual behavior: read-and-comment users need only viewer licenses, which
frees the scarce modeler licenses for the people who truly edit and ends the shortage without losing
anyone's read access.

Kairnos Logistics, a freight forwarder in Gdansk, Poland, handles customs clearance for several hundred
shipments a week. Officially there is "one" clearance procedure, but in practice each of the four branch
offices has evolved its own way of preparing documents: some collect the commercial invoice first,
others start with the packing list, and one skips a broker pre-check entirely whenever the desk is busy.
New hires simply learn whatever their local mentor happens to do. Clearance times swing wildly, with
the Hamburg desk averaging six hours while the Riga desk takes two days for identical shipment types,
and every delayed clearance racks up demurrage charges the customer sees. Management assumes Riga
just has weaker staff and is weighing whether to replace the team. In reality, nobody has ever compared
the branches side by side; the "standard" survives only as a title on an old slide, and each
undocumented variant carries its own rework whenever a required document turns out to be missing.
Before any staffing decision is taken, a consultant is asked to determine what is really driving the
inconsistency and to recommend a defensible first move.

Which recommendation best targets the real driver of Kairnos's inconsistent clearance times?

A. Add extra document-checking staff at each branch so missing invoices and packing lists are caught
earlier and clearance rework is reduced.

B. Document the variant each branch actually runs, compare them in one shared model, and agree a
single standard from the fastest reliable path.

C. Reassign the slower Riga branch's shipments to the faster Hamburg desk so the quickest office
handles the bulk of weekly clearances.

D. Retrain the Riga staff on the existing standard slide, on the assumption that closer adherence to the
documented procedure will bring their times down.

Answer: B

Explanation:
Capturing each branch's real variant, comparing them, and agreeing one standard from the fastest
reliable path directly removes the undocumented variation driving the swings.

Velmora Textiles, a mid-sized fabric maker in Porto, Portugal, grew from one weaving line to five in just
three years. Order fulfillment now slips constantly. When a wholesale order arrives by email, a sales
clerk keys it into a spreadsheet, then verbally tells the planning desk, who scribble it onto a whiteboard
for the dye house. Nobody has ever agreed where one team's job ends and the next begins, so dye
batches are sometimes started before credit is checked and sometimes wait days because each team
assumes another owns the next step. Two large orders were dyed the wrong colour last month because
the shade code lived only in the clerk's head. The five lines now share suppliers and machines, so a stall
in one team's step quietly cascades into the others, and the wholesale accounts that drive most revenue
are hit hardest. Leadership blames "careless staff," yet every team is faithfully following what it believes

Vist usat: https.//www.examsempire.com/c-sigpm



is the process; the trouble appears at the seams between them. A new operations lead wants to address
the root cause rather than bolt on more checking that would only slow every order further.
Which recommendation best addresses the underlying cause of Velmora's fulfillment failures?

A. Add a supervisor to review every order before dyeing begins, so wrong-shade mistakes are caught
before a batch is started.

B. Replace the shared spreadsheet with a larger central database so shade codes and every other order
field can be stored and retrieved in one place.

C. Model the order-to-dispatch flow end to end, fixing each hand-off's owner and required inputs so no
step assumes another team owns it.

D. Introduce penalties for staff who start batches out of sequence, reinforcing that every team must
follow the agreed order of work.

Answer: C

Explanation:
Modelling the flow end to end and fixing each hand-off's owner and inputs removes the boundary
ambiguity that is the actual cause of misrouted and stalled orders.

Quenby Foundry in Sheffield is redesigning how it handles bespoke casting orders after complaints
about a confusing intake experience. The improvement team opens SAP Signavio and immediately
begins mapping the internal steps its sales and production planners follow, from order receipt through
scheduling and dispatch. A facilitator notices the resulting diagrams describe only what the foundry does
internally and never show how a buyer perceives placing an order, waiting for a quote, or chasing
delivery updates. Management has stated the goal is to improve the buyer's experience, yet the current
models cannot reveal where buyers feel frustration or lose confidence. The team debates whether the
internal process diagrams alone are enough, or whether a different modeling lens is required to surface
where the experience actually breaks down for the person on the other side of the transaction. They
want the redesign anchored in how customers move through their own decision and interaction stages,
not only in how the foundry executes work internally. What the foundry needs is a view that follows the
buyer through their own decision path, comparing suppliers, requesting a quote, then living with the
wait for confirmation. Only that lens can reveal the exact points where a customers trust in Quenby
quietly erodes.

What modeling approach best anchors the redesign in the buyer's experience?

A. Record cycle times on each internal step to find the slowest handoff between departments

B. Model the process outside-in as a customer journey with the buyer's stages and touchpoints
C. Add more internal swimlanes so that every planner's individual task is captured in fuller detail
D. Publish the internal diagrams to buyers so they can see how their order is processed

Answer: B

Explanation:
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A customer journey map takes the outside-in perspective, laying out the buyer's stages, actions,
touchpoints and emotions so the team sees exactly where confidence is lost.

Havstein Tannery in Trondheim, Norway modeled its raw-hide intake process in SAP Signavio Process
Manager. After an 'Inspect incoming hide' task, an analyst placed a parallel gateway that splits flow into
two branches, 'Route to tanning line' and 'Return batch to supplier', and both branches then continue as
if they always execute together. In practice each delivered hide is either accepted and sent to tanning or
rejected and returned, never both. Reviewers notice that when the model is walked through, every
inspected hide appears to travel down both branches at once, producing token counts that never
reconcile at the downstream merge. The quality lead asks how the diagram should represent this
accept-or-reject decision so that exactly one branch runs for each hide, driven by the inspection result.
The team wants the correction to reflect standard BPMN 2.0 flow-control semantics rather than a
workaround such as deleting one branch or adding manual notes. They also want the fragment to
remain readable to auditors who follow the flow. Which change correctly captures the intended
behaviour?

Which change correctly models the accept-or-reject decision after inspection?

A. Keep the parallel gateway but delete the return-batch branch from the diagram

B. Replace the parallel gateway with an exclusive gateway that routes on the inspection result
C. Convert the parallel gateway into an event-based gateway waiting on inspection messages
D. Leave the parallel gateway and annotate each branch with a text note explaining the choice

Answer: B

Explanation:
An exclusive (XOR) gateway sends each token down exactly one path based on a condition, matching an
accept-or-reject decision where only a single outcome applies per hide.
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