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Executive Summary

Approvals are a normal part of enterprise operations. Purchase requests, policy exceptions, product changes,
document revisions, vendor decisions, artwork reviews, budget requests, and management actions all depend
on people reviewing information and giving formal decisions. In many organizations, the approval itself is not
the only problem. The larger challenge is governance: who has authority, which evidence was reviewed,
whether the approval followed the correct matrix, when escalation is required, and how management can see
pending decisions before they become operational delays.

Many companies still manage approvals through email, chat messages, spreadsheets, printed forms, or
separate departmental trackers. These methods may work when request volume is small, but they become
risky when approval rules expand across departments, branches, product categories, cost levels, regulatory
requirements, and management responsibilities. A request may be submitted in one channel, discussed in
another, supported by documents stored elsewhere, and finally approved through a message that is difficult to
trace later. When auditors, management, or process owners ask for evidence, the organization must
reconstruct the decision trail manually.

The Approval Governance System Blueprint describes a practical digital workflow for controlling requests,
approval matrices, delegation rules, escalations, service-level visibility, status reporting, and audit evidence.
The objective is not simply to make approvals faster. The objective is to make approvals more accountable,
visible, consistent, and defensible.

This white paper explains the business context behind approval governance, common operational problems,
governance drivers, proposed workflow steps, suggested system modules, an example user journey, expected
benefits, customization considerations, and integration opportunities. The blueprint is intended for
organizations that need stronger control over approval processes but do not want a generic tool that ignores
internal policy, authority limits, document requirements, and cross-functional accountability.

The implementation team approaches approval governance as a business process design problem first.
Technology is used to support the agreed workflow, but the core value comes from clarifying ownership,
routing rules, evidence requirements, escalation logic, management reporting, and audit readiness. The
blueprint is therefore a discussion framework and implementation starting point, not a fixed software
specification.

Business Context

Approval governance exists because organizations need controlled decisions. An approval confirms that a
responsible person or function has reviewed a request, assessed the available information, accepted the
required accountability, and allowed the process to continue. Without a controlled approval process, business
activity may still move forward, but the organization loses confidence that decisions were made by the right
people using the right evidence.

In daily operations, approvals may appear in many business areas. A purchasing team may require budget
approval before issuing a purchase order. Quality Assurance may need to approve a deviation closure before a
batch can proceed. Regulatory Affairs may need management approval before submitting a product
registration variation. Marketing may require claims review before artwork is released. Human Resources may
need approval for training exceptions. Operations may require approval for maintenance downtime, overtime,
or production changes.
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Each department usually understands its own approval needs. The difficulty appears when approval
governance must work across departments. A request may involve the requester, department head, Finance,
Quality Assurance, Regulatory Affairs, Legal, Supply Chain, Operations, IT, and senior management. Some
approvals depend on value limits. Others depend on risk category, document type, product category, country,
customer, business unit, or regulatory impact. Some requests must be escalated when deadlines are missed.
Others require formal delegation when an approver is absent.

The stakeholders involved in approval governance normally include:

Requesters who initiate business requests and provide supporting evidence.

Process owners who define workflow rules, required documents, and decision criteria.
Department heads who review business justification and operational impact.
Compliance or Quality Assurance teams who verify that required controls are followed.
Finance or management teams who review budget, authority, and business risk.
Administrators who maintain approval matrices, delegation rules, and reference data.
Executives who need visibility of bottlenecks, overdue approvals, and policy exceptions.
Auditors who need reliable evidence that decisions followed approved procedures.

Because approvals are embedded in many processes, weak approval governance can affect more than
administrative efficiency. It can delay operations, create inconsistent decisions, weaken audit readiness, and
reduce confidence in management control.

Typical Business Challenges

Organizations usually recognize approval problems only after the volume of requests increases or after an
audit, delay, dispute, or management review exposes weak control. Common challenges include:

Approval requests are scattered across email, chat, spreadsheets, shared drives, printed forms, and
department-specific tools.

Request status is unclear because each requester, approver, and department keeps a different version of the
tracker.

Ownership becomes ambiguous when requests require review from several departments.

Approval matrices are documented separately from actual approval activity, creating gaps between policy and
execution.

Delegation is handled informally, making it difficult to prove who was authorized to approve during absence.
Escalation depends on manual follow-up, so overdue approvals are noticed late.

Supporting documents are stored outside the approval record, making review evidence hard to verify.
Management reports are prepared manually and may not reflect real-time bottlenecks.

Audit preparation requires collecting messages, files, spreadsheets, and signatures from multiple locations.
Approval history is difficult to search when questions arise months after the decision.

These problems are rarely caused by lack of effort. Most teams already work hard to follow up, remind,
summarize, and reconcile approvals. The real issue is that the governance model is not embedded into a
controlled workflow. People may know what should happen, but the process does not reliably enforce
ownership, routing, evidence, escalation, and reporting.

Approval Governance System Blueprint



Regulatory & Governance Drivers

Approval governance is important in any organization, but it becomes more critical in regulated, quality-driven,
or audit-sensitive environments. When a decision affects product quality, regulatory compliance, financial
authority, customer commitment, operational risk, or document validity, the organization must be able to show
that the approval was properly controlled.

Regulatory and governance expectations vary by industry and country. This white paper does not provide legal
advice or prescribe a specific regulatory interpretation. However, many governance expectations share
common principles:

Decisions should be made by authorized roles or individuals.

Approval authority should be defined and consistently applied.

Required evidence should be available before approval is granted.

Changes, exceptions, and deviations should be reviewed by relevant stakeholders.
Approval history should be retained for audit and management review.

Delegation should be controlled, time-bound, and visible.

Overdue or high-risk approvals should be escalated before they create business impact.
Management should be able to monitor process performance and unresolved risk.

In practice, organizations need more than a signature or approval button. They need evidence that the
approval happened in the right context. For example, an approver may need to know the business justification,
requested effective date, affected product, impact assessment, cost implication, risk category, required
documents, previous review comments, and current status. If the organization cannot show this information
later, the approval may be difficult to defend.

Approval governance also supports internal control. A company may have written policies for authority limits,
segregation of duties, document retention, and escalation. If actual approvals happen outside a governed
process, those policies become difficult to monitor. A digital approval governance workflow helps connect
policy with day-to-day execution.

Proposed Process Workflow

The Approval Governance System Blueprint is designed around a controlled request lifecycle. The workflow
should be adapted to each organization, but the following process provides a practical baseline.

Step 1. Submit Request

The requester creates a formal request record. The request should capture the business area, request type,
department, priority, required date, justification, affected documents or transactions, supporting attachments,
and expected decision. The request should not rely only on free-text messages. Structured information helps
the organization route, review, report, and search the request later.

The output of this step is a registered request with a unique reference number, owner, submission date,
classification, and initial status.
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Step 2: Validate Request Completeness

Before routing for approval, the process may require validation by the requester, coordinator, process owner, or
administrator. This step confirms whether mandatory information and supporting documents are complete. If
information is missing, the request can be returned for correction before approvers spend time reviewing
incomplete material.

The output of this step is a complete request package that is ready for formal review.

Step 3: Determine Approval Route

The system determines the required approval route based on the approval matrix. Routing may depend on
department, cost value, risk level, request category, business unit, product group, country, document type, or
management authority. Some routes are sequential, while others may allow parallel review.

The output of this step is a clear approval path showing required approvers, review order, due dates, and
escalation rules.

Step 4: Review and Comment

Approvers review the request information, supporting evidence, previous comments, and decision criteria.
They may approve, reject, request revision, ask for clarification, or delegate if permitted. Comments should be
captured as part of the approval record, especially when the decision involves conditions, risk acceptance, or
required follow-up.

The output of this step is a documented review decision from each required approver.

Step 5: Manage Delegation and Absence

When an approver is unavailable, delegation should follow a controlled rule rather than an informal message.
Delegation may be defined by role, period, request type, business unit, or authority level. The system should
retain evidence of who delegated authority, who received it, and when the delegation was active.

The output of this step is continued workflow progress without losing accountability.

Step 6: Escalate Overdue or High-Risk Requests

If an approval is overdue or if the request meets defined risk conditions, the workflow should trigger escalation.
Escalation may notify the approver, department head, process owner, compliance team, or management.
Escalation should not simply send reminders; it should create visibility and accountability for unresolved
decisions.

The output of this step is controlled follow-up before delay becomes business impact.

Step 7: Complete Approval Outcome

When all required approvals are complete, the request receives a final outcome. The outcome may be
approved, rejected, returned, cancelled, conditionally approved, or closed with follow-up actions. The final
record should include approval timeline, approver decisions, attachments, comments, delegation evidence,
escalation history, and completion date.

The output of this step is a controlled decision record.
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Step 8: Monitor and Report

Management and process owners monitor request volumes, pending approvals, overdue items, average
approval time, bottlenecks, frequent returns, department performance, and policy exceptions. Reports should
support operational follow-up and governance review, not only administrative statistics.

The output of this step is better visibility of approval performance and unresolved risk.

Proposed System Modules

The following modules describe the business capabilities that support the proposed workflow. They are not
intended as a fixed technical specification. Each organization should review, simplify, or extend the modules
according to its approval governance needs.

Request Register

The Request Register is the central repository for all approval requests. It records the request reference,
requester, department, request type, business justification, required date, priority, supporting documents,
current status, and owner. Its purpose is to replace scattered tracking with one controlled source of truth.

Expected controls include unique numbering, mandatory fields, status history, document attachment rules, and
clear ownership.

Approval Matrix

The Approval Matrix defines who must approve each type of request. It may include approval levels, authority
limits, departments, roles, risk categories, cost thresholds, product categories, or business units. Its purpose is
to translate governance policy into operational routing.

Expected controls include active and inactive matrix versions, effective dates, role-based routing, exception
handling, and review responsibility.

Delegation Rules

Delegation Rules manage temporary approval authority when approvers are absent or when formal delegation
is required. Delegation should be visible, time-bound, and traceable. Its purpose is to prevent workflow delays
without weakening accountability.

Expected controls include delegation period, delegated scope, delegate approver, original approver, approval

limits, and delegation history.

Approval Workflow

The Approval Workflow manages routing, review steps, decision capture, comments, revisions, rejection, and
completion. Its purpose is to ensure that requests move through the correct sequence and that every decision
is recorded.

Expected controls include sequential or parallel routing, decision options, required comments for rejection,
revision loops, due dates, and final outcome status.
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Escalation Management

Escalation Management identifies overdue approvals, approaching deadlines, high-risk requests, and
unresolved exceptions. Its purpose is to make delay visible before it affects operations or compliance.

Expected controls include escalation levels, reminder schedules, escalation recipients, overdue reason
capture, and escalation history.

SLA Dashboard

The SLA Dashboard gives process owners and management visibility of approval performance. It may show
pending requests, overdue approvals, average cycle time, department bottlenecks, frequent return reasons,
and aging analysis.

Expected controls include filterable views by department, request type, approver, priority, risk category, and
period.

Audit Trail

The Audit Trail records request submission, document changes, approval decisions, comments, delegation
activity, escalations, status changes, and closure. Its purpose is to support audit readiness and post-decision
review.

Expected controls include timestamped history, user identification, before-and-after changes where relevant,
attachment history, and search capability.

Management Reporting

Management Reporting provides periodic and ad-hoc views of approval governance. It helps leaders
understand workload, delay patterns, exception frequency, process compliance, and unresolved risk.

Expected controls include consistent definitions, report ownership, export capability, and review-ready
summaries.

Example User Journey

Corporate Policy Exception Approval

A manufacturing company has a policy requiring department head and Finance approval for certain operating
expenses. For high-value or compliance-sensitive requests, Quality Assurance and senior management must
also review. Historically, exception approvals were managed by email. The requester sent a justification,
attached supporting files, and followed up manually. When approvers were travelling or busy, the request
remained pending. If the request was later questioned, the team had to search email threads to prove who
approved it and which documents were reviewed.

Using the Approval Governance System Blueprint, the requester creates a new policy exception request. The
request form captures the department, cost estimate, reason for exception, required date, business impact, risk
category, and supporting documents. The request receives a unique reference number and status.

The system checks whether required information is complete. Because the estimated value exceeds the
department authority limit, the approval matrix routes the request to the department head, Finance, Quality
Assurance, and senior management. The department head reviews the business justification and approves
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with a comment. Finance reviews budget impact and requests clarification about cost allocation. The requester
updates the record and adds supporting evidence. Finance then approves.

Quality Assurance reviews whether the exception affects a controlled process. QA adds a condition requiring
the requester to attach implementation evidence after approval. Senior management receives the final
package, sees the previous decisions and comments, and approves the request.

During the process, one approver is unavailable. A pre-approved delegation rule automatically routes that
approval to the authorized delegate for the active absence period. The audit trail records the delegation
evidence. One step approaches its due date, so the system sends reminder and escalation notifications to the
approver and process owner.

After final approval, the request status changes to approved with follow-up required. The requester completes
the action and attaches evidence. The process owner closes the request after confirming that the condition has
been satisfied. Management can later review the request timeline, approval route, documents, comments,
delegation, escalation, and closure evidence in one record.

This journey shows the core value of approval governance: the organization does not only know that a request
was approved. It knows how the request moved, who reviewed it, which evidence was available, what
conditions were applied, and whether the process followed governance rules.

Expected Benefits

Operational Benefits

* Reduced manual tracking across email, chat, spreadsheets, and local files.

Faster coordination because request ownership, status, and next approver are visible.

Fewer incomplete submissions because required information can be checked before approval.
* Better handling of approver absence through controlled delegation.

* Earlier follow-up on overdue approvals through reminders and escalation.

Easier search and retrieval of past approval records.

Compliance Benefits
* Stronger evidence control because documents, comments, decisions, and timelines are connected to the
request.
* Improved audit readiness through consistent approval history and status records.
* Better alignment between approval policy and actual workflow execution.
* Clearer segregation of duties when approval roles are defined in the matrix.
* More reliable retention of decision evidence for future review.
* Reduced reliance on informal approval messages that are difficult to verify.

Management Benefits

* Better visibility of pending, overdue, rejected, returned, and completed approvals.

* Clearer accountability by department, approver, process owner, and request type.

* More practical reporting on bottlenecks and approval cycle time.

* Improved governance review through consistent management dashboards.

Better insight into policy exceptions, repeated delays, and process improvement opportunities.
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Stronger confidence that approvals are being managed as an enterprise control, not only an administrative task.

Customization Considerations

Every organization manages approvals differently. A useful approval governance system should not force
every request into the same workflow. The blueprint should be adapted to reflect the organization’s authority
structure, business priorities, compliance requirements, document standards, and management reporting
needs.

Typical customization areas include:

Approval hierarchy by department, business unit, branch, product category, or request value.
Approval authority limits for Finance, Operations, Quality Assurance, Regulatory Affairs, or management.

Request categories such as budget approval, document approval, change approval, exception approval, vendor
approval, or management action approval.

Required evidence by request type, risk level, regulatory impact, or internal policy.

Escalation rules for overdue approvals, high-risk requests, urgent items, and unresolved comments.
Delegation policies for absence, acting roles, temporary assignments, and emergency approval.
Status definitions that match internal procedures and management reporting language.

Report formats for department heads, process owners, executives, and audit preparation.
Retention rules for approval records, supporting documents, and closure evidence.

The implementation team uses the blueprint as a starting point for process review and solution design. The
practical implementation should begin by mapping the current approval process, identifying pain points,
clarifying authority rules, defining evidence requirements, and agreeing on what management needs to see.
Only after the process is clear should the digital workflow be configured.

Integration Considerations

Approval governance often connects with other business systems and document repositories. Integration
should be considered from a business control perspective rather than a technical-first perspective. The key
guestion is: what information must be shared so that the approval process remains accurate, efficient, and
auditable?

Common integration areas include:

ERP or finance systems for purchase requests, cost centers, budgets, supplier data, and transaction
references.

Master data systems for departments, employees, roles, products, customers, suppliers, and business units.
Emalil or notification channels for reminders, task assignments, and escalation alerts.

Document repositories for controlled documents, supporting evidence, forms, and attachments.

Quality or compliance systems for deviations, CAPA, change control, audits, and document control.
Reporting systems for management dashboards, governance review, and operational analysis.

Identity or organization data for user roles, approval authority, and department ownership.

The integration scope should be driven by process risk and business value. Not every approval workflow
requires full integration on the first implementation. In many cases, organizations can begin with a controlled
request register and approval matrix, then add integrations after the process is stable and management
reporting needs are clearer.
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Related Blueprint Opportunities

Approval governance is often connected to other workflows. Organizations reviewing this blueprint may also
benefit from exploring:

Management Action Tracking System for controlling action items from meetings, audits, reviews, and
management decisions.

Document Control System for managing SOPs, policies, revisions, review cycles, distribution evidence, and
controlled document approval.

Change Control System for governing impact assessment, stakeholder approval, implementation evidence, and
closure.

Audit Management System for planning audits, recording findings, assigning corrective actions, and tracking
audit closure.

Vendor Qualification System for coordinating supplier assessment, document collection, approval, and periodic
review.

These related blueprints show how approval governance can become part of a broader process digitalization
roadmap.

Conclusion

Approvals are not only administrative steps. They are business controls that connect authority, evidence,
accountability, and operational decisions. When approvals are scattered across email, chat, spreadsheets, and
disconnected folders, organizations may still complete work, but they lose reliable visibility of who approved
what, based on which evidence, under which authority, and within which timeline.

The Approval Governance System Blueprint provides a practical model for improving this control. It centralizes
request records, applies approval matrices, manages delegation, tracks escalation, captures decision
evidence, and gives management visibility of pending and overdue approvals. The expected result is not
merely faster approval. The expected result is stronger governance, clearer ownership, better audit readiness,
and more reliable operational control.

The blueprint is intended as a discussion framework and implementation starting point rather than a fixed
software specification.

Implementation Approach

About The Implementation Approach
The implementation approach helps organizations transform business rules, compliance requirements,
approvals, documents, and reporting processes into digital systems.

Areas of focus:

Regulatory Workflow
Compliance Documentation
Approval Governance
Enterprise Reporting
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The implementation team works with organizations that need practical, business-oriented systems for real
operational processes. The focus is not only on building screens or automating tasks. The focus is on
understanding how the organization works, where control is needed, what evidence must be retained, and how
management should monitor the process.

Call To Action

Need a workflow like this adapted to your organization?
A process digitalization team can help:

review the current process
identify governance requirements
define workflow ownership
prepare implementation scope
customize the blueprint

Contact the implementation team to discuss process review, workflow design, and approval governance
requirements.

Prepared by Liberty Jaya - Business Process Digitalization
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