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Business Processes from an Enterprise Perspective 
Whenever we work on something, it is usually better to understand the context that we’re working 
in. In fact, a large part of what architecture is all about is understanding the big picture, and then 
trying to frame that picture from different perspectives. In my Columns, I try to present BPM from 
many different perspectives. In the past few Columns I’ve talked about business capabilities, 
outcomes, and collaborative processes. This month I want to move up a level of detail to show 
how all of these different things fit together. 
 
As I’ve described before (for example see “Moving Beyond Processes to Outcomes” from last 
year), Enterprise Architecture is often divided into a set of subject related domains: business, 
information, application, and technology. There is certainly some debate about where BPM fits 
into that taxonomy, but I’m pretty sure that there’s no value in trying to pigeonhole BPM into any 
of them (it spans the application and business domains). As well, there are other concerns, such 
as performance and security that span all of these domains, and obviously relate to BPM as well.  
 
As a general rule, rather than trying to strictly categorize or define something, I find it more 
productive to explain how it fits, which is almost never a simple answer. I’ve tried to do this for 
BPM in the figure below. I’ve represented BPM as an octagon to emphasize the many different 
facets of BPM and the environment that it has to fit in. 
 

                         
Figure 1. Enterprise BPM Solution 
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On the left of the figure (in yellow) are two important influencers of BPM, the Enterprise 
Information Model (Information Architecture) and the Business Capability Map (Business 
Architecture). The information architecture identifies the fundamental business information and 
entities that are supported and used by the business processes. The Enterprise Information 
Model defines the semantics of the information that spans process tasks and that needs to be 
common to enable a business process, and which may also be shared across multiple business 
processes. We’ll discuss the link to the performance framework a little later on.  
 
A business capability describes what an enterprise does, not how it does it. Capabilities provide 
an organization’s capacity to achieve a desired outcome (See my column “Business Process 
Start with Capabilities). Business processes describe how the business performs, or implements, 
a given capability, and how capabilities connect to deliver a desired outcome. Capabilities are 
typically decomposed to three levels. When we get down to Level 3, the capabilities often map to 
the business processes that fulfill them. So the functions that a business process must perform 
are influenced by the business requirements, as represented in the Capability Map. And the 
information the processes operations on is informed by enterprise entities as defined in the EIM. 
 
Business processes can be described by a sequence of tasks and flows that implement the 
process. The tasks of a business processes should be implemented by business services (or 
more specifically by an operation of a business service interface). So the SOA infrastructure 
provides the next important interaction of BPM with the overall enterprise. Typically, SOA would 
be considered part of the Application Architecture domain of EA. (Application domain aspects are 
presented in the Rose color). 
 
But, SOA doesn’t exist on it’s own. I’ve illustrated two other important aspects that have to be 
accounted for. In today’s environment, we need to consider the cloud, and particularly the 
availability of software services that the cloud provides (sure there are also IaaS and PaaS 
implications for BPM, but they’re not important for this discussion). So, I’ve illustrated that SaaS 
from the cloud may be one source of SOA services. 
 
Even the combination of BPM and SOA together are not complete. They are both parts of a larger 
Enterprise BPM Solution, illustrated by the grey box and influenced by a n-tier architecture. 
Typically, SOA and BPM reside in the enterprise tiers of the n-tier architecture. In addition, the 
enterprise requires an end-to-end solution that includes rich user interaction capabilities as 
defined by the application and presentation tiers of a modern, n-tiered architecture. To the right of 
BPM, I’ve show two important aspects of this user interaction, a collaborative infrastructure, and 
Rich Internet Application (RIA) style interfaces. 
 
Now, we’ve positioned Enterprise BPM with respect to business, information, and applications. 
Obviously, there are security concerns at all of these different levels, but that would be a column 
itself. So for now, let’s acknowledge that security is an overarching concern and leave it for 
another day. This leads us to the final question: How do we know if it’s working and achieving the 
desired outcomes? 
 
The green colored shapes in the diagram show components that are related to the performance 
architecture. Business Activity Monitoring (BAM) is an integral part of many BPM systems, and of 
our performance architecture as well. However, like the rest of the picture’s components, by itself, 
its value is far less than when it is part of the whole enterprise. And, business activities are not 
the only thing that we want to measure, monitor, and hopefully improve. 
 
The process performance framework provides a consistent way to define, collect, and report on 
the performance of the enterprise, including business processes and services. The framework 
defines a common set of measures for all processes including: elapsed time (total and per step), 
resource utilization (total and per step), error occurrences, etc. SLA’s and KPI assigned to 
specific workflows can be consistently collected, shared and reported through this framework 
(whether or not the process is implemented in the BPM). The framework enables the creation of 
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executive dashboards and reporting for an integrated and consolidated view of the organization’s 
business processes. 
 
But, to understand outcomes, we need more than just this information. We need to understand 
what the process was intended to influence and somehow measure the results. For example, 
consider a process to improve Loan Originations at a financial services organization. The 
company is implementing the new process to reduce costs, cut errors, and increase the demand 
for new loans. BAM can easily measure how long it takes to complete the application process, 
how many FTEs and other resources it takes to implement, the exception rates, etc. (i.e. process 
quality). Hopefully, we will be able to correlate that to cost saving and error reduction, but do do 
so, where will we get the information about the number of errors per application? Perhaps that will 
come from the call center or operations staff who have to correct the errors and not from BPM. 
Finally, we will need to measure the rate of loan originations to see if the new process had any 
effect on increasing new loan applications, and whether the acceptance rate of these loans was 
better, in other words, our primary business KPI (i.e. value). Determining these is tricky because, 
like the error rate, the information to measure them will not come from BAM, but rather from other 
operational systems. The answer can only come from taking an enterprise perspective. 
 
From an enterprise perspective, architects and architecture needs to help define the KPIs (with 
respect to goals and objectives), define what metrics will quantify the KPIs, understand where / 
how to get the information to measure both performance and business outcomes, and provide a 
framework to consistently instrument components, collect the information, deliver it to the DW for 
analysis, and report on it. No small task, but if we understand the overall picture, and keep it in 
mind as we’re implementing our piece of the puzzle, we will be a lot closer to achieving it. 
 
BPTrends Linkedin Discussion Group  
We recently created a BPTrends Discussion Group on Linkedin to allow our members, readers 
and friends to freely exchange ideas on a wide variety of BPM related topics. We encourage you 
to initiate a new discussion on this publication or on other BPM related topics of interest to you, or 
to contribute to existing discussions. Go to Linkedin and join the BPTrends Discussion Group. 
 


