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BPM in Greece
  I was recently invited to Athens to speak at the annual KPMG IT Forum, which, this year focused on BPM 

and SOA. I was impressed by the gathering, as a whole, and was especially impressed by the three 
companies that reported on the BPM projects they had completed. The projects were sophisticated and 
were done by BPM practitioners who were clearly very capable and knowledgeable about BPM. It made 
me realize that today's BPM practice is much more sophisticated than it was even 2 or 3 years ago. 

Before I say anything more, let me describe the three BPM applications presented at the KPMG Forum. 

BPM as the Analysis of Flow and the Rearrangement of Facilities Layout 

Dimitris Argyopoulos is the Logistics Center Manager of L'Oreal Hellas. The process problems L'Oreal 
faced were in their warehouse operations. Orders come into the warehouse. Employees work their way 
through a huge warehouse, "picking" items from shelves to place into packages that will be sent to 
customers. The Warehouse currently processes about 900 orders a day, involving some 47,000 individual 
"picks." With labor cost being more than 50% of Logistics Center cost, productivity is always under 
investigation and a fast, efficient "picking" process is key to overall productivity. 

When Mr. Argyopoulos first began to focus on the problem, there were no detailed process descriptions 
and no good metrics. Thus, the initial effort focused on defining the processes and establishing KPIs that 
could be used to document and then compare results. Improvements were going to have to come from 
reducing the time it took to process orders. The process analysis allowed the team to identify various sub-
processes and to compare them. By analyzing the data, it became obvious that substantial improvements 
could be achieved in the detail preparation area where multi-reference boxes were prepared. 

There were a variety of redesign options. They began with the possibility of rearranging the warehouse 
layout. Installing "conveyor belts" was an option and the use of carts that pickers could drive was 
another, but both involved different warehouse layouts. The BPM team began a series of experiments, 
making controlled changes and measuring results on different sub-processes. Eventually, they arrived at 
a new warehouse layout that allowed the use of conveyor belts for some sub-processes and the use of 
shopper carts for other sub-processes. It is important to note that the team did not use any BPM 
software tools. They relied on their experience, their deep knowledge of the processes and Excel! The 
work to date has resulted in a 16% increase in the detail preparation productivity, and, in some sub-
processes, there has been a 35% increase in productivity, with related cost savings resulting from the 
ability to process more orders without having to add new employees. 
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L'Oreal Products Warehouse

Mr. Argyopoulos and the L'Oreal BPM group aren't resting on their laurels. They are currently working 
with Commercial Teams on very small orders and minimum sales quantities, and with Procurement 
Teams on reception lines and they plan on obtaining additional savings from improving these processes. 

BPM as an Enterprise-Wide Effort 

Representing the banking sector, Dimitris Livas is the Head of Technology Architecture and Systems 
Integration Sector at EFG Eurobank. Eurobank operates in 10 countries, has 1600 branches and some 
24,000 employees. In Fiscal Year 2008 Eurobank's total assets were some 822 billion Euros. When 
Eurobank began their BPM effort in 2005 they were focused on understanding their processes, providing 
everyone within Eurobank with a common way of thinking about processes and identifying the processes 
with the greatest opportunity for improvement. In particular, they wanted to reduce the problems that 
business managers and IT managers faced when they tried to discuss process change efforts. 

After an initial survey of the banks processes, Eurobank selected their loan origination process for 
redesign. The BPM team convinced IT that a major process effort was required to lay the foundation for a 
good SOA architecture, linking the concerns of business and IT into a single project. In the course of the 
redesign, the BPM team determined to use standards based tools and techniques and established a 
process manager to provide management support for the redesign effort as well as the ongoing 
management of the new process. The overall process was automated using a variety of tools, including 
IBM Portal, Alfresco, Documentum, Intalio, iLOG JRules, JBoss Rules, and IBM WebSphere AS. The 
project was a major success, initially reducing the headcount required for the process by 30%, reducing 
response time to first decision by 80%, and reducing the time from decision to disbursement by 40%. 

 

http://www.torquemanagement.com/asp/Business_Process_Management_(BPM)_Education-ObjectID-1061-recordid-32-z-children.htm
http://www.gartner.com/us/bpm


Figure #1 - Eurobank Top-Down Analysis of Processes and Services

These impressive results provided Eurobank's BPM team with the leverage they needed to move to a 
second phase in which they shifted from focusing on a specific process to establishing an enterprise-wide 
BPM effort. The BPM group developed a top-down analysis of the bank's business process architecture 
and established a systematic monitoring capability for all the bank's processes. At the same time, they 
began a major effort to educate the entire bank regarding the value of processes and the requirements 
for achieving major process improvements. Standards and tool selections were established and a BPM-
SOA effort was formalized. 

The Eurobank BPM group believes that it has already moved Eurobank from a capability maturity level of 
about 2.5 to something just short of 3. They plan to continue their enterprise architecture effort while 
simultaneously working on major new process redesign efforts and they expect to be a capability 
maturity level 4 organization within a year. 

BPM as a Framework-based Architecture Effort 

Poly Palaiogeorgou is the Deputy Director, of Process Management & Improvement at Cosmote. Cosmote 
is the number one mobile operator in Greece, and has a wide presence in South East Europe. Cosmote is 
a member of the OTE Group and began operations in Greece in April of 1998. As of March 2009, Cosmote 
Group has some 20 million customers. 

Ms. Palaiogeorgou and her BPM team (9 people in total) began work approximately 3 years ago. They 
initially faced a wide variety of process efforts and technologies spread throughout the organization. To 
get on top of the challenges they faced, they decided to begin by establishing a BPM group and then 
establishing a common process architecture across the Group's footprint. 

To accelerate their effort, the Cosmote team decided to adopt the TeleManagement Forum's eTOM 



business process framework. Using this framework they rapidly drove their architecture efforts down 
through 5 levels, from a high level architectural overview to level 5 procedures. 

Figure #2 - Overview of the Cosmote Process Architecture and Some of the Support 
Documentation

The models and documentation shown in Figure 2 were captured in the ARIS platform (IDS Scheer). The 
team uses ARIS not only for documentation but also to support a website that makes all their process 
documentation available to everybody throughout their organization. 

Today, 3 years after they began, the 9 person Cosmote BPM team has, documented 90% of the 
organization's processes. Their documentation has been accessed, via the web, some 20,000 times since 
the Process Web was introduced 18 months ago. Measures have been defined for some key processes 
and based on these measures suggestions for changes are being identified. However, as the processes 
are defined, it is possible to see several ways to streamline them by using the capabilities of eTOM and 
their BPM Tool. The team is currently focusing on improving the CRM processes and so far they have 
recognized cost savings ranging from 10% to 80%. 



The group is currently working on defining measures & recognizing improvement opportunities for all 
processes they have defined. In parallel, they are working on creating an eTOM Balanced Scorecard 
system to better align their measurements. They are also particularly happy about the way employees 
use the web to examine their own processes and suggest improvements. At the same time, they are 
beginning to work with Cosmote subsidiaries to help them improve their processes using eTOM. 

BPM Today 

Too many people seek to define BPM too narrowly, and miss the rich variety of approaches that today's 
process professionals bring to the challenges their organization's face. 

The L'Oreal project illustrates how a process group can use analysis, measurement and experimentation 
to systematically improve a key operation. Moreover, it illustrates how, in some cases, the improvement 
can focus on such seemingly mundane things as buying new equipment and carefully rearranging the 
layout of the furniture. This project is in the finest tradition of logistics, industrial engineering, and 
quality control and, notably, has nothing to do with automation. 

The Eurobank effort illustrates the importance of approaching organizational transformation in a 
systematic manner, achieving success on a carefully chosen project, and then building on that success. It 
illustrates the value of software automation tools, and the value of open BPMS and SOA standards, and 
suggests how today's BPM teams are increasingly thinking about systematically improving the process 
maturity of their organizations. 

In a similar way, the Cosmote effort illustrates the power of some of today's business process 
frameworks, and the rewards that can be achieved in thinking and acting boldly. Ms. Paleogeorgou's 
team could have worked on small projects, but they chose, instead, to take a risk and analyze all the 
processes in their organization, using a powerful process modeling tool and a detailed process 
framework. Having put a comprehensive architecture in place quickly, they are now benefiting by 
gathering good data on all their company's processes and are thus in a position to identify and make 
very specific business cases for each of the process improvements they propose. And, by placing their 
process architecture on the web they have influenced managers throughout the Cosmote organization to 
begin to think in process terms. 

Three years ago, I might have heard of the L'Oreal project at a Supply Chain Council or Logistics 
meeting. Similarly, I might have heard of the Cosmote project at a TeleManagement Forum conference. I 
would not, however, have heard of all three of these projects at a BPM Conference. Today's BPM project 
managers have come a long way. They are comfortable combining a wide variety of techniques and 
methodologies and tackling projects that are bigger in scope than those described in 2006 or 2007. 

Clearly BPM has come of age. The scope and sophistication of the projects described at KPMG's BPM 
Forum in Athens were truly inspiring. 

I also got a chance to visit the wonderful new Acropolis Museum that just opened in Athens. It made for 
a very nice week. 

Till next time, 

Paul Harmon 
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