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Background 

This guide is the result of a 2015 New York State Education Department State Archives Local Government 
Records Management Improvement Fund (LGRMIF) demonstration project conducted by the Digital Towpath 
Cooperative and the Center for Technology in Government (CTG), University at Albany. The project’s primary 
goal was to provide a roadmap for even the smallest local governments in New York to transition to 
maintaining and managing “born digital” records electronically throughout their lifecycle. The project focused 
on enhancing the existing Digital Towpath electronic records management system (ERMS) to handle electronic 
records typically generated by small local governments more effectively and efficiently. In addition, the project 
developed a standardized process and set of guides that local governments can use to facilitate the adoption 
of the enhanced ERMS and maximize its ability to support the efficient management of all their electronic 
records. 

Introduction 

This guide provides local governments with an overview of how Business Process Analysis (BPA) can support 
the development of an intake process and structural development of an Electronic Records Management 
System (ERMS), such as provided by the Digital Towpath (DTP). Although this document does not purport to 
be a complete guide to BPA, it includes templates and instructional material that will assist local governments 
in conducting a BPA to collect the necessary information to support an ERMS.1 

Definitions 

Business process analysis (BPA): the analysis and design of workflows and processes within and between 
organizations. A BPA is never conducted for its own sake but rather to accomplish something else – to either 
provide suggestions for improvement; to compare an "as is" process to an "ideal" process; to identify key 
bottlenecks within a process; or to identify the policy, management, and technology areas impacted by a 
process or a suggested improved process.  

Business process: a set of logically related business activities that combine to deliver products, goods, services, 
or information to a 'customer.' A ‘customer’ can be a person, another process, or the end-user of the product. 
 
Process workflow: the continuous flow of a business process in which value is added to successive stages until 
a product is generated to meet a customer's need. The process may actually cross and re-cross organizational 
units and divisions.  
 
Business process map: a high-level graphic description of a process workflow without regard to individual 
functional units. A traditional organizational chart generally organizes activities according to functional units 
(supervisor’s office, clerk’s office, building department, etc.). The process map view changes the emphasis 
from who does what to what needs to be done. It is a holistic view of how information, products, goods or 
services move through an organization from "cradle to grave."

                                                 
1 For those interested in learning more about BPA the California Office of Professional Development has made available a complete 
Business Process Modeling (BPM) Readiness Guide and Business Process Modeling - Quick Start Guide available at 
http://www.cio.ca.gov/opd/itla/itla-21.html  
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How can BPA support an 
ERMS? 

The primary purpose of BPA within the context of 
this guide is to support the intake of records and 
business processes into an ERMS. Its secondary 
purpose is to improve workflows and records 
management practices before they are supported 
by an ERMS and other DTP tools and functionality. 
BPA can support this goal by generating detailed 
information on the following. 

 The records and information generated by a 
business process to document a business 
transaction and those used to support the 
business process. 

 The local governments and units that 
generate these records and how they use 
them as well as how officers or units of the 
local government interact. 

 Business rules and requirements (e.g., laws, 
regulations, and professional best practices) 
that affect how a business process proceeds 
and how records and information are 
created and handled. 

 The business process’ workflow including 
the flow of information. 

 The files or records series where records 
are stored after a transaction is completed 
including whether and where duplicative 
records are maintained.  

This information can be used to: 

 Identify the unit that “owns” a business 
process and the record of its core business 
transactions.  

 Identify the complete record of business 
transactions that are the most likely 
candidates to be included in an ERMS. 

 Identify records formats including manual 
records that may benefit from digitization. 

 Suggest areas that can be improved by 
ERMS tools such as automated workflow, 
collaborative workspaces, and search 
capabilities. 

 Begin to identify records retention and 
security classification requirements.  

 

 

BPA for an ERMS: Steps, 
Templates, and Scripts 

This section outlines a step-by-step approach to a 
BPA that will support an ERMS intake process. It 
includes model scripts and templates for eliciting 
and collecting the type of information required to 
include local government offices and business 
processes and their records in an ERMS as 
envisioned. 

Select an Office/Department/Board and a 
Business Process 

The unit selected should be ERMS-friendly. In other 
words; the unit should be using electronic records 
or be interested in moving to more electronic 
recordkeeping and wants to improve the 
management of these records using an ERMS. The 
local official managing the unit needs to see the 
value of using an ERMS to manage electronic 
records and of a BPA. The bottom-line is that the 
unit must be a willing participant and cooperative 
throughout the process. Many business processes 
will involve more than one local government officer 
or board, sometimes headed by different elected 
officials. In cities, counties, and large towns, a 
business process may involve multiple departments 
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with different chains of command. Although it is 
inevitable that one officer or unit will take the lead, 
the cooperation of the others involved is very 
important.  

The business process selected should be “owned” 
by the selected officer, board, or department. 
What this means is that the selected unit has 
primary control of how the process is conducted 
and has the authority to modify the business 
process and approve transactions. The business 
process owner is likely to own the records of the 
business transactions handled by the process but 
not always. For example, a town planning board 
may own the subdivision process but the records 
generated by the process end up in the parcel files 
of the building department. Sometimes multiple 
officers or business units are involved in a process 
and it is difficult to determine what unit “owns” a 
process at the beginning of a BPA. If this is the 
case, it is important that process “ownership” be 
established during the BPA. See Table 3 for a 
questionnaire that can be used to clearly identify 
the business unit that owns a process.  

Other criteria for business process selection are the 
following: 

 The process is document-based and will 
therefore benefit from inclusion in an 
ERMS. Processes that rely on database 
systems and result in few records in 
document format are likely not good 
candidates for inclusion in an ERMS. 

 The process is a core business process that 
would benefit the local government if it 
were included in an ERMS or a model 
process that can serve as a template for 
inclusion of a related process into an ERMS. 

 The process is already documented. This 
will greatly assist staff in the initial stages of 
developing process maps and identifying 
records. 

 

 

Initial Information Gathering 

Staff conducting a BPA should begin by having a 
basic knowledge about the business process, the 
program it supports and the units involved in the 
process. They should review any publically 
available material about the program and process 
and if possible begin to collect the forms used to 
support the process.  

In instances where actual 
process documentation is 
available, it should be 
reviewed thoroughly. If 
documentation does not 
exist, staff conducting the 
BPA may have to conduct 
interviews with staff 
involved in the process to gather information. In 
this case, the script provided in the next section 
could be used as the basis for the interviews. 
Please note that an interview process is time 
consuming and may be difficult for untrained staff 
to conduct. Fortunately, good documentation of 
most local government processes exist and are 
readily available in State and/or local laws, 
regulations and publically available forms and 
instructional material. For example:  

 All New York State regulations affecting 
local governments can be found at: 
http://www.dos.ny.gov/info/nycrr.html 

 The Division of Local Government Services, 
NYS Department of State, provides training 
and publication on a large number of local 
government processes: 
http://www.dos.ny.gov/lg/index.html 

 Individual agencies provide detailed 
information on the process they oversee. 
For example, the NYS Department of 
Environmental Conservation provides 
guides on the State Environmental Quality 
Review process:  
http://www.dec.ny.gov/permits/357.html 
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Develop Process Map 

After completing initial research, BPA staff need to 
decide if you have enough information to develop 
draft process maps yourself or if you will need to 
develop them through a group facilitation process 
with program staff. Some criteria that can be used 
to decide if you can develop initial maps are: 

 Do you have a clear sense of where the 
process begins and ends? 

 Can you identify how the records generally 
flow through the process and are modified 
during its course? 

 Can you generally identify what the 
completed record of transaction consists 
of? 

 Can you identify the major sub-processes in 
the transaction? 

The initial maps should be at a high-level but 
should be focused on the flow of information or 
records through the process. The initial maps do 
not need to be perfect, but they should accurately 
reflect the documentation on which they were 
based.  

The ability to develop a process map in advance 
will save time and effort and provide more options 
for review by program staff involved in the process. 
However, this is not always possible. In these cases, 
the initial map will need to be developed through a 
group process from scratch. See Section B. Process 
Mapping Script for a suggested set of questions 
you can ask to help develop your initial process 
map as well as review and revise it.  

Review and Revision of Process Maps 

Optimally, process maps developed by BPA staff 
should also be subject to a similar group process. In 
such a case, officials or program staff would review 
the initial maps drawn on white boards or provided 
in hardcopy and be asked to confirm or revise the 
initial maps. Many of the same questions would be 
asked in this scenario as if the maps were being 
developed from scratch.  During the review 
meeting you should seek to: 

 Develop consensus and common definitions 
around the process diagram representing 
the current business process. 

 Identify sub-tasks or logical breaks in the 
process. 

 For each sub-task, use the sub-task 
questions listed in Section B. Process 
Mapping Script. 

 Wherever possible, determine whether a 
records management requirement is 
associated with a legal or regulatory 
requirement, professional or government 
best practice, or policy. 

 Identify areas where uncertainty exists in 
the responses and identify individuals for 
follow-up. 

 Based on the responses, begin to identify 
options for improving the business process. 

The maps resulting from the review meeting should 
be sent to officials or program staff for their review 
and revision. The same should be done for maps 
developed initially by group process. 

Completed maps 
should accurately 
reflect the flow of 
records/documents 
through the business 
process, noting when 
records are created, 
modified, or enter 
the process. They 
should reflect the 
final files where records are stored after the 
process is completed. This is important for an 
ERMS. Records may travel through the process as a 
collective packet but may be filed in various 
locations when a transaction is completed. 

An alternative to a meeting is circulating the draft 
business process map and related materials to 
officials and program staff along with a list of 
questions. Although this may appear to be a more 
efficient alternative, it will likely take more time 
and effort to gather necessary information, clear 
up confusions, and get questions answered. It is 
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also more than likely that process maps will need 
to be circulated more than once before they will 
adequately and accurately reflect the actual 
business process. 

Inventory of Business Rules and Document 
Inventory 

Beginning with the initial research, you should 
begin identifying the business rules and 
records/documents involved in the process. This 
information should be captured in inventories that 
will be developed and modified as the BPA 
progresses. 

As explained earlier, a business rule is a 
requirement (e.g., laws, regulations, and 
professional best practices) that dictates or affects 
how a business process proceeds and how records 
and information are created and handled. Business 
rules may affect what and how records are 
included in an ERMS as well as records retention 
and access requirements. 

Documents can be inventoried collectively or 
individually. It is recommended that a document 
inventory be fairly detailed and that records not be 
aggregated unless it is fairly clear they are always 

treated collectively and have the same basic access 
and retention requirements. This is because: 

 Documents may be aggregated in different 
ways during different points in a process. 
For example, a final plat submitted during a 
subdivision process may be included as part 
of an application package that includes 
SEQRA records, completed subdivision 
application, public comments, and other 
records but might be filed separately in a 
Real Property file in the Code Enforcement 
office. 

 Documents are often aggregated into files 
for access purposes because of the 
limitations of the paper world even though 
they may have different retention periods 
or access requirements. Unfortunately, the 
paper file “inherits” the retention period of 
the longest held document and the access 
restrictions of the most restricted 
document. If documents are identified 
individually and entered into an ERMS 
individually, they can be aggregated in 
different ways for different purposes. 

The inventories of business rules and documents 
should be reviewed and modified during the review 
of the process maps. This should be done in the 
course of any group process. However, officials and 
program staff should be given an opportunity to 
study these documents and to revise them. The 
process maps should include keys to these 
inventories and all of these documents should be 
consistent. 

Samples of the inventories used for a BPA of 
subdivision processes follow. 
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Table 1. Document Inventory Town of Example Major Subdivision 
Document ID 
(as it appears 
on the process 
models) 
 

Document Title and Descriptions Format 
(e.g, paper, PDF, 
spreadsheet, 
database) 

Purpose 
(document 
transaction, 
support process) 

File Storage 
Location 
(name of records 
series or file) 

D-1 Sketch plan (7 copies) 
 

Paper is “use copy.” 
Largely PDF and 
distributed via email 

Supports initial 
intake and review 

Planning Board stores 
it in paper files. Filed 
in Subdivision File. 
PDF stored on 
network shares by 
project 

D-2 Planning Board Minutes Official format is paper 
but also online for 
public access 

Document decisions 
of board 

Bound books in 
Planning Board’s 
clerk’s office. Minutes 
folder in Planning 
Board’s network files 

D-3 Written recommendations to applicant Planning Board 
generates letter and 
passes through 
attorney. Paper letter 

Communicates 
recommended or 
required changes in 
the application 

Filed in Planning 
Board Subdivision File 

D-4 Application form  
 

Paper. Printed and 
Scanned in.  

Initiates subdivision 
process 

Paper is filed in 
Planning Board 
Subdivision file and 
PDF is kept in Planning 
Board’s network files 

D-5 SEQRA EAF form 
 

Scanned and shared 
with Planning Board 
members but  paper 
form is retained 
 
PDF preferred use copy 

Initiates and 
documents SEQRA 
process 

Planning Board 
Subdivision File 
becomes authoritative 
documentation. It is 
the historical record.  
 
PDF filed in Planning 
Board Network Files  

D-6 Subdivision Plan/Plat Preliminary 
(initial) (7 copies) including if required 
Map of the entire holdings 
Field Survey 
Proposed deed covenants, easements, 
right-of-ways, deed restrictions 
All on-site sanitation and water supply 
facilities bearing County DOH stamp 

Paper copies Provide information 
for Planning Board 
review 

Planning Board 
Subdivision File 
 
Copies filed in Building 
Department Property 
Files 

D-7 Public Notice of Hearing Copy of local 
newspaper notice and 
website 

Document 
compliance with 
public notification 
requirements 

Planning Board 
Subdivision File 

D-8 Return receipts from applicant’s 
mailing to neighbors and interested 
parties 

Paper Document that 
abutting property 
holders received 
notice of public 
hearing 

Planning Board 
Subdivision File 

D-9 Record of public comments Notes and audio. 
Online. Notes don’t 
reflect tone of  meeting 
in the way recording 

Document public 
comments on 
subdivision 

Paper minutes filed in 
Planning Board 
Subdivision File and 
audio file in Planning 
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Table 1. Document Inventory Town of Example Major Subdivision 
does Board network files 

D-10 Letters of adequacy of the proposed 
water supply and sewerage service as 
required by the Public Health Law and 
the Department of Environmental 
Conservation of New York State. State 
DOT. County Planning Board and 
County DPW 

Paper Document 
approvals from 
state departments 
and county planning 
board and county 
highway 

Planning Board 
Subdivision Files 

D-11 Bond or Security 
 
 
 

Paper Assure funds are 
available for 
required 
improvements 

Planning Board 
Subdivision Files 

D-12 Final approved Subdivision Plat (Mylar 
Map 2 Paper Maps, PDF) 

Paper (signed) PDF not 
stamped or signed 

Document final 
subdivision and 
provide updated 
real property 
information to town 
assessor 

Official paper copy 
filed in Planning Board 
Subdivision File, Mylar 
filed in Building Dept 
Property file, & PDF in 
Planning Board 
network files 
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Table 2. Business Rules or Caveats Village of Example Minor Subdivision 
Process and 
Business Rule 
Number 
[Process BR#] 

Description of Business Rule Basis  
(Including citation 
of law, regulation, 
business practice) 

BR-I1 Filing of application and sketch plan must be at least 14 days prior to 
regular monthly Village Board (VB) Meeting 

Art. II sec. 3.A 

BR-I4 The simultaneous division and transfer of land between adjacent 
property owners shall not be considered a subdivision within the 
meaning of these regulations, and shall be exempt from the 
requirements of these regulations provided such division of land does 
not (1) create a new lot or (b) reduce the size of any existing lot area, 
dimensions or building setbacks below the minimum requirements for 
the zoning district, as provided by the zoning Law, in which such land is 
located 

Art. II sec. 2 

BR-I5 
 
 

 

Check if minor subdivision on same parcel has been developed in last five 
years. This will make the old minor subdivision a new major subdivision 
  
Records organized by parcel 
 
Records not filed by mayor. Records filed by code enforcement officer 
(CEO) 

VB practice 

BR-I2 Sketch plan information and format requirements as far as scale and 
information (does not appear to be a type of media requirement) 

Art. V sec. 1 

BR-I3 The applicant or agent must be at the VB meeting Art. II 3.B 

BR-Mi1 Within six months after classification of the sketch plan as a minor 
subdivision, the applicant shall apply for approval of a subdivision plan 

Art II 4.A 

BR-Mi2 Public Hearing scheduled within 62 days from official submission of the 
Subdivision Plat 

Art. II Sec. 4.E 

BR-Mi3 Hearing advertised at least 5 days before hearing. 62 days after whole 
application accepted as complete 

Art. II Sec. 4.E 

BR-Mi4 VB must act on subdivision plat within 62 days after public hearing 
 
Can be approved with modification and can be disapproved with 
modifications. “Yes” means mayor can sign and is responsible for 
ensuring modifications were made. “No” doesn’t mean start over. 
Requested changes determine where in process application must go back 
to. Not all refusals end process or require start over. Board has authority 
to dictate process and timing for developer if modifications are 
requested. Six month after application is a hard deadline. Vote of “no” 
means it’s over.    

Art. II Sec. 4.F and VB 
practice 

BR-Mi5 Five days after conditionally approving the Plat, it shall be certified by the 
mayor. Plat never conditionally certified 

Art. II Sec. 4.F and VB 
practice 

BR-Mi6 Conditional approval of the Board expires 180 days after adoption of the 
resolution. This is included in regulations but is not part of VB practice 

Art. II Sec. 4.F 

BR-Mi8 Don’t know if applicant files with county  
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Analysis 

A BPA makes explicit what was implicit. Therefore, 
the analysis of what is found through BPA does not 
usually demand the use of sophisticated analytical 
tools. However, staff conducting a BPA should 

focus on the following critical issues when including 
a business process, its program units, and records 
in an ERMS. 

 What constitutes the complete record of 
the business transaction? During the 
course of a business process, a record of 
the business transaction is created or 
assembled. What constitutes the complete 
record of a transaction is often dictated by 
law, regulation, and professional best 
practice. Many other records are created 
that do not necessarily document the 
business transaction but are used to 
facilitate the business process. These 
supportive records have value mostly to 
those who perform the business process 
and likely lose their value after the business 
transaction is completed. It is highly likely 
that the documents that constitute the 
complete record of a transaction are the 
best candidates for inclusion in an ERMS 
because it will be these documents that 
would be accessed for secondary purposes 
such as audits, legal action, and policy 
analysis. 

 Are there paper-based sub-processes that 
would benefit from digitization? Often 
paper-based processes require the physical 
movement of records between offices that 
may be in different units or a regional 
office. Access to records is manual and 
slow. Access by more than one person is 
not possible. Digitization and the use of 
ERMS tools could greatly increase these 
processes.  

 Is there duplicative recordkeeping that an 
ERMS could eliminate? Duplicative 
recordkeeping is often necessary in paper-
based processes to provide different views 
or access to records of a transaction. For 
example, copies of final plats filed with the 

planning board are also filed in the building 
department and with the town or village 
engineer because they need access to the 
plats to perform their functions. An ERMS 
could eliminate the need for duplicative 
recordkeeping by providing the various 
views and access to records for various 
users. 

 Are there any business rules that would 
dictate or influence how records are 
captured or accessed in an ERMS? The BPA 
should accurately capture the business 
rules and the basis of these rules on how 
records are created, captured, and 
maintained. It should also dispel some 
misconceptions surrounding supposed 
requirements. For example, program units 
may maintain original copies of paper 
records assuming that pen and ink 
signatures are legally required or it is 
assumed that mylar plats and maps must be 
filed. It may be discovered that this is not a 
legal requirement but only an established 
business practice or that a digital copy of a 
signed document or plat would suffice. 

 Are there sub-processes where workflows 
could be optimized through the use of 
ERMS tools? The BPA will help uncover 
areas where the ability to do parallel 
processing can be facilitated, or the physical 
movement of records can be eliminated 
before a task can be started, or time lags 
between one unit completing a task and 
another beginning the next task through 
the use of workflow tools provided by an 
ERMS. 

 What outcomes from a BPA are necessary 
for designing an ERMS? The BPA should 
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produce two products that will be 
absolutely essential for the ERMS: (1) the 
detailed document inventory and records 
identification, and (2) the workflow 
diagrams that identify who is involved with 
the documents and records and how and 
when they are involved. These products 

form the foundation for the access and 
business needs of the records that will 
guide how the ERMS is structured for 
optimal use during the business process and 
afterward to support other local 
government information needs. 

Where to Go Next? 

A BPA will provide valuable information 
that will support intake to an ERMS, but it 
is just the first step in the information 
collection and analytical process. For 
example, the BPA will provide some of the 
information needed to classify records for 
retention and access purposes but 
additional work will be needed before 
these classifications are completed (see 
Guide to Local Government Records 
Retention, Disposition, and Information 
Security Classification).  

Templates and Scripts 

A. Process Ownership 
Determination Questionnaire 
(See Table 3.) 

Process Owner Definition: Unit or official 
who has the ultimate responsibility for the 
performance of a process in realizing its 
objectives, measured by key process 
indicators, and has the authority and ability 
to make necessary changes. 
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Table 3. Process Owner Determination Questionnaire 

Question [Business 
Unit 1] 

[Business 
Unit 2] 

[Business 
Unit 3] 

Resource Commitment 

 

Commits the most resources (staff and systems) to the 
process 
 

   

Expends the most time on process task 
 

   

Responsibility Level 

 

Experiences the most “pain” (complaints, critiques, fire 
fighting) from the process 
 

   

Deals directly/indirectly with process customers 
 

   

Has major responsibility for responding to audits 
 

   

Most responsible for producing document or records of 
the process when requested 
 

   

Authority Level 

 

Has the authority to change sub-process and reassign 
responsibilities 

   

Has the most authority to approve transactions 
 

   

Knowledge Level 

 

Has most knowledge of the entire process 
 

   

Knows what is critical about the process including what 
processes feeds into it, what is important to customers 
and to the business, and how the process fits into the 
overall program operations 
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B. Process Mapping Script (See Table 4.) 

Day of the interview 

1. Introduce self and team or teammate. 
2. Restate the objective of the project and why this person was chosen.   
3. Assure the interviewee of confidentiality.   
4. Try to put interviewee at ease by explaining the interview process and the project 

process. 
5. Ask if they have any questions/concerns prior to starting the interview. 

 
To start the flow of conversation - ask a very global "Grand Tour" type question 
 

1. Could someone provide an overview of [name of process]?” or similar question that 
elicits the “big picture” of a process. 

 
As you move through specific sub-processes and tasks in the process ask specific questions 
regarding events and the rationale of a task (mini tour questions). 
 

1. "What happens to the . . . ?"   "What do you do with the . . . ?" 
2. “Could you explain the typical steps you would take to process this  . . . "   
3. Ask them to explain what and why each step is taken. Phrase the question in a very 

open ended non-leading way. Such as "what does that step/task do?  Why is it that 
that particular step happens now?" 

 
For each step or sub-task ask the following specific probing questions: 

 Purpose of a step - Is there a regulatory (agency based), statutory (law based), Best 
Practice (i.e. accounting based) or agency policy practice that drives this task or sub 
task? 

 Are you evaluated on how you do this? If so, how? By whom? Etc. 

 Is there a time dependency on this task or sub task? 

 Are there priorities among tasks? What waits for what? 

 How long do steps take? 

 Is there a special skill or tool needed for any one step? 

 Are there an average number of transactions for a specific period? 

 Do they ever have to rely on other people completing a particular task, before, 
during, or after their work in order for item to be fully processed? 

 Does this task/sub task generate: 

 A document or report (including detailed questions about the document 
created or changed)? 

 Other sub tasks? 

 Decision points that cause other actions? 

 For each product that a task produces - ask for an example of it or a description of it. 
Are there specific forms that are used in processing this? 
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End of the interview/meeting 

1. Thank the interviewee and ask if you can contact them for follow-up 
2. If, as a result of the interview another person has been identified as a potential 

interviewee, ask if you can use this person’s name as a reference. Get the correct 
spelling (and pronunciation) of the contact person's name and phone number (or 
email).  
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 Table 4. Process Mapping Interview Grid   
Questions and Question Types Area to check that it is covered 

Grand Tour Question 
How is money received by your agency? 

 

Mini Tour Question for each step or task 
What happens to the …..? 
 
What do you do with the ……? 

 

Probes Questions 
What is the purpose of the step? 

 Regulatory 

 Statutory 

 Best practice 

 Agency policy 
 

 

Is it time dependent? 
 

 

Are there priorities among steps? 
 

 

How long does each step take? 
 

 

Does this step generate: 

 A record of the transaction or modification of 
the record (add a document or change one)?  

 If yes, at what point in the transaction is 
the record created or modified? 

 Who is authorized to change or modify 
the record? 

 What is the content of the record or 
component of the record created or 
added during this task? 

 Other sub tasks 

 Decision points that cause other actions 

 

Are you evaluated on how you do this? 

 If so, how? And by whom? 

 

Is this step dependent on other people? 

 Before? 

 During? 

 After? 

 

 
 


