
 

 

The first step for BPM is HIM 
I’ve given keynotes on HIM and the associated method, GOOD, in several countries over the last 
few months.  So awareness and acceptance of the ideas is growing.  However, listening to other 
speakers, and talking to conference attendees, I’ve started to wonder if I’m going about things the 
right way. 

At one conference, for example, another keynote speaker described the BPM work carried out by 
his company over several years.  They now have thousands of process models.  His speech was 
glowing, yet questions from the audience revealed that: 

• They have no idea how much the work has cost so far, or what the ongoing maintenance 
costs are; 

• Different areas of the company are now starting to create their own process repositories 
– even their own guidance portals; 

• There is no integration with the value chain – for example, it is not possible to obtain a 
unified view of all activity for a specific customer; 

• They cannot monitor operational compliance with the enterprise-standard process 
models; 

• Their process maps do not include cross-boundary partnerships, so cannot help them 
manage external risks; 

• They recognize that 75% of processes are not routine yet are currently trying to model 
them using flowchart techniques. 

To this company, and many others, the sole justification for BPM is that they have a compliance 
obligation.  By preparing process models (at huge cost), they avoid legal problems.  Further, this 
is not by any means an exceptional case.  My informal market research, and observations made 
during consultancy engagements, suggest that it is the norm wherever and whoever you are. 

To those, like me, who believe in the potential of BPM this is a sad situation.  My own talk is 
usually titled something like, “The Future of BPM” (see the HIM Web site, http://human-
interaction-management.info, for typical slides), but I have come to think I’m letting everyone 
down by suggesting that they start HIM only after they’ve got somewhere with BPM. 

Do you want to get value for money, motivate your staff, and stay afloat in the Internet Age?  
Then do HIM before you start doing anything at all with BPM. 
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A Business Case for HIM 

Given the disappointment expressed by many people at these conferences regarding their 
organization’s approach to BPM, I will defer continuing to describe the GOOD method for HIM, 
which I started in my last column, until next time.  Instead, here is a brief business case for taking 
human interactions seriously. 

The rise of “Asia, Automation and Abundance” has flattened the world and brought new 
challenges, all of which are to do with building effectiveness through empowerment: 

• Empowering effective processes by supporting workers without putting them in 
straightjackets that prevent them working properly (and force workarounds); 

• Empowering people to be effective by making organizational goals transparent and 
rewarding them for using their brains; 

• Empowering managers to be effective by giving them visibility and the means to put 
resources where they are needed; 

• Empowering the organization to be effective by building an organizational memory and 
helping people use it; 

• Empowering IT to be effective by leveraging existing infrastructure rather than trying to 
replace it; 

• Empowering partnering to be effective by enabling cross-boundary connect-and-
collaborate business models (shared services, the fifth economic offering, etc). 

All these challenges are really about the same thing: collaboration, whether it is across a team, 
across levels of management, or across organizational boundaries.  However, at present the 
business and (in particular) IT worlds are confusing collaboration with communication. 

The IT world is busy creating new and improved tools for communication, but these can be highly 
counter-productive. Knowledge workers are already swamped with unstructured interactions, 
leading to what I call "network overload". Basex research in 2007 showed that such unstructured 
interaction consumes, on average, 28% of knowledge worker time, with an average cost of 
$840/person/month! 

The rise of yet more sophisticated communication tools - such as Google Wave - will only 
exacerbate this damaging trend.  Organizations simply cannot afford better communication, 
unless they first put in place a framework for better collaboration. 

A framework for better collaboration 

At present the only choice for collaboration framework is HIM.  No alternatives exist.  Like it or 
not, HIM is the only game in town for enterprise collaboration. 

HIM has become a buzzword - to many people it simply means “somehow managing human 
interactions”. However, this definition won’t get you anywhere but more expense on management 
consultants and more staff time lost on playing with dinky Web gadgets. 

Rather, HIM is a paradigm shift, requiring you to take on board the 5 principles that define work 
itself: 
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1. Manage Commitments - the offer, acceptance, decline and transfer of responsibility 

2. Structure Messaging - the exchange of information via purposeful interactions 

3. Control Documents - the creation, flow, update and management of knowledge 

4. Deliver Value - the visibility, execution and tracking of strategic objectives 

5. Negotiate Next Steps - the agreement, sharing and implementation of a way forward 

It doesn’t take much thought to see that these principles cannot be dealt with by any method or 
tools based on a flowchart approach.  For example, my previous columns for BPTrends have 
discussed at length the deficiencies of a notation such as BPMN in this respect. 

Rather, it is necessary to build processes as object models, using a framework incorporating the 
following concepts: 

 

Figure 1: Core concepts in Human Interaction Management (HIM) 

A framework for better change 

Where should you start with HIM?  The key realization is that “BPM” and “Business Change” are 
joined at the hip.  Unless you plan to make change, there is no point doing BPM – it is a cost with 
no benefit.  Conversely, if you are thinking about business change, it would be foolish not to base 
it to some extent on process re-definition. 
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However, organizations are not doing change well.  Although large-scale research indicates that 
82% of all organizations are currently undertaking some form of change initiative Society for 
Human Resource Management (SHRM), 70% of change initiatives fail (Harvard), and 68% of 
organizations don’t even bother evaluating to what extent their change initiatives succeeded 
(SHRM).1, 2 

Organizational leaders thus have a new question to answer, one that takes priority over pure 
BPM concerns: how can fundamental, ongoing, wide-ranging changes be made safely?  In other 
words, how can an organization engineer change so as to guarantee and co-ordinate delivery of 
the associated benefits? 

Some organizations are turning to Agile management techniques in search of a way forward.  
However, Agile techniques provide only part of the answer.  It is necessary also to ensure that 
low-level operational planning is integrated with both high-level strategic vision and basic cultural 
values.  Further, a key aspect of 21st century business is the breakdown of boundaries between 
customers, suppliers and partners – this shift to a new connect-and-collaborate culture must be 
tackled head-on, in a structured way, if chaotic relationships and security problems are to be 
prevented. 

The way through the minefield is to appreciate that the success of a change program depends on 
a single key organizational capability: to structure the activities of knowledge workers.  Human 
interactions are the bedrock and lynchpin of successful change activity.  In other words, the basis 
for successful change is definition and execution of HIM processes – and their integration with 
management practice at all levels. 

To do this, use the method Goal-Oriented Organization Design (GOOD) that accompanies HIM.  
GOOD starts by defining generic “Change Aims” (that apply to any project, initiative or venture), 
and shows how to implement them using a small number of key Roles and Interactions: 
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Figure 2: High-Level Roles in Goal-Oriented Organization Design (GOOD) 

IT investment is not necessary to implement HIM via GOOD, but HIM software tools also solve 
the growing integration problems caused by the recent explosion in Web technology: 
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Figure 3: Enterprise IT Architecture with a Human Interaction Management System (HIMS) 

Conclusion 

Flowchart BPM – i.e., BPM without collaboration – addresses the 80% of routine processes, 
including “human-centric” processes, that consume 20% of costs and generate 20% of value. 

To address the 20% of processes that consume 80% of costs and generate 80% of value, you 
need to build effectiveness through empowerment.  This means getting a handle on collaboration, 
which means Human Interaction Management (HIM). 

HIM also provides a firm basis for business change of any kind, since the accompanying GOOD 
method provides the governance mechanisms necessary to deliver return on investment.  
Following a recent large IT transformation project at Deutsche Bank, the board member 
responsible for the project said: 

“We underestimated how large a transformation this could be; that is, going from vertically-
aligned IT operations environment to something that's trying to make much greater use of shared 
assets.  It's not just about teaching developers how to use web services. It's changing how the 
funding is done for shared services. It's putting governance structures in place. It's defining 
engineering and process standards. It's creating new roles where you have actual process 
analysts; roles that just don't exist today.”3 
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BPM, with or without SOA and BPMS technology - and more generally, business change of any 
kind – becomes a black hole consuming resources unless you start by structuring your human 
interactions at enterprise level. 

In other words, the necessary first step for BPM is HIM. 
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