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BPM for Government
  This month we focus our Spotlight on 

some of our past publications focused on 
process change within government 
agencies. These publications cover topics 
from straight forward improvement 
projects to the use of frameworks and the 
development of architectures for major 
government agencies. 

Governments use processes just as 
businesses do. Governments don’t usually 
seek profits from their activities, but they 
do seek customer satisfaction and, 
increasingly, they seek to provide services 
in the most efficient manner possible. 
There are, of course, special problems 
often associated with government 
projects. First, government agencies can 
be much larger than their private 
counterparts. The largest for-profit 
organizations, like Walmart (2.1 million 
employees) and McDonald’s (1.9 million 
employees), are still small compared with 
the US Dept. of Defense with 3.2 million 
employees. And, once you set Walmart 
and McDonald’s aside, even the largest 
private corporations rarely have more 
than half a million employees. IBM, for 
example has about 400,000 employees 
and UPS has just over that, while a wide 
variety of government agencies and 
government run companies have well 
over a million employees. 

Many in the US think of hospitals, medical 
centers and health insurance agencies as 
private concerns, but in almost every 
other major country in the world, there is 
a public health system and all the 
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insurance, hospital, and medical 
personnel are managed by a government 
agency. 

Size can pose problems, of course, but it 
can also be an advantage. If one works 
out an improved process and a good 
training program, one can upgrade 
performance throughout a large 
organization in a very efficient manner. 

A good example is the Denmark 
Municipalities. In a Case Study referenced 
below, the cities of Denmark combined, 
formed a center to standardize processes 
and proceeded to generate common 
software that would support key 
processes from public health to police 
work and fire fighting. Competitive 
organizations would have found it much 
harder to coordinate to take advantage of 
scale in this manner. 

The other major problem often 
encountered in government agencies is 
rigid personnel policies, often involving 
government unions. For example, 
organizations that don’t allow 
incompetent employees to be fired, and 
don’t allow excellent employees to be 
rewarded, have designed a system to 
support mediocre performance. 
Increasingly governments recognize this 
and are trying to deal with it. And, of 
course, large scale, rigid employee 
systems are often found in the private 
sector, too. 

Many private organizations experience 
difficulty trying to decide between goals 
and strategies emphasizing profits 
(usually advocated by shareholders who 
want high short term returns) and goals 
or strategies emphasizing customer 
satisfaction and growth (usually 
advocated by those focused on the long 
term success of the organization). 
Government agencies can usually avoid 
these problems since they are focused on 
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delivering benefits to citizens. 

All organizations need to worry about 
providing quality services efficiently and 
cost effectively. Competition generally 
helps private firms to stay focused on 
efficiency, but shrinking government 
budgets and increasing debt can play the 
same role in driving efficiency in the 
public domain. Moreover, in most cases, 
government sector managers don’t create 
anywhere near the overhead burden that 
private sector executives create. 

We say all this to acknowledge that 
process work in the public sector varies 
from process work in private, but not as 
much as many suppose. And, in our 
experience, the same basic tools work 
equally well in both environments. 

One of the success stories reported at the 
BPM Europe conference a few years ago 
that impressed me was provided by the 
Swedish Military. Their problem, like 
many private organizations, was a 
changing environment. Increasingly, the 
officers explained, they were being asked 
to shift from defense of the homeland to 
providing troops for international policing 
or peace keeping operations. The two 
concerns had different requirements and 
the Swedish Military had gone through a 
major effort to determine the difference 
and adapt its processes accordingly. They 
showed diagrams of their process 
architecture before and after the effort 
that were truly awe inspiring. Despite the 
size and complexity of the process 
architecture, they built it using the same 
techniques that we might use to help 
some mid-sized company in Cincinnati, 
Sydney, or Sao Paulo. 

They established goals and a clear 
strategic intent. They defined their value 
chains – one for the national defense and 
another for provisioning UN peace 
missions - and proceeded to drill down 



and define the sub-processes required, 
the personnel requirements and the 
hardware and automation requirements of 
each process. It was a big project but 
they assigned a large number of people to 
the task. Their goals were successful 
missions and, ironically, their new goals 
were easier to define and measure than 
the defense of the Swedish homeland, 
which hasn’t, after all, been tested in 
quite a while. They applied standard 
techniques to look for overlapping 
processes and struggled to make the 
whole approach as efficient and cost-
effective as possible. I came away from 
the presentation thinking that, although 
the task was large, BPM techniques were 
up to the task, and the Swedish military 
had proved it. 

In addition to the basics, government 
agencies are often on the cutting edge 
with new techniques. Much of the interest 
in Case Management and Business Rules, 
where processes are designed to handle 
complex or dynamic decision making 
situations, have been driven and funded 
by the need for efficient solutions that can 
be widely applied. Several governments, 
for example, have led the way in creating 
enterprise frameworks and many are 
working to assure that the same 
processes that occur in multiple locations 
in the organization are supported by a 
single instance of ERP. 

In a similar way, government agencies 
are ideally positioned to explore the 
problems imposed on customers by 
inefficient or confusing processes. 
Regulatory agencies and organizations 
should routinely consider modeling 
customer processes to assure that they 
understand exactly what they are asking 
citizens to do in order to comply with their 
regulations. And, increasingly this is 
happening. 

Over the years we have published a 



number of Case Studies, Columns and 
Articles on process work at government 
agencies and we will continue to publish 
more in the future. Following are some we 
have published in the past: 

BPM in India: BPM in e-
Governance—Towards Citizen-Centric 
Processes. Jyoti Bhatt - December 07, 
2010
This month, Jyoti Bhat and Jude 
Fernandez explore four different e-
governance initiatives in the Indian 
government; two at the national level, 
one involving both national and state 
governments, and one at the local city 
council level. In their analysis, they 
attempt to uncover the underlying 
processes and process technology 
dimensions of the operational 
transformation, the progress made, and 
the opportunities not yet addressed. In 
the final analysis, they conclude that it’s 
time to open the process window wider to 
bring in more fresh air. Read their Column 
to learn why they arrive at this 
conclusion. 

Danish Municipalities Case Study. Paul 
Harmon - April 06, 2010
In this exciting Case Study, we report on 
how cities in Denmark joined together to 
create a process framework that 
describes the major processes the cities 
are responsible for, including police, fire, 
zoning and welfare processes. Today, as 
the framework is being refined and 
extended, these cities in Denmark are 
moving to standardize their processes 
using common practices. 

Service Oriented Architecture for E-
Governance Behara, et al - October 06, 
2009
Recognizing the challenges of effective e-
governance, Gopala Krishna Behara, 
Vishnu Vardhan Varre and Madhusudhana 
Rao argue that SOA, properly 
implemented, can enhance the delivery of 
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government services. The authors offer a 
step by step roadmap to successful 
execution of Service Oriented E-
Governance. 

Best BPM Application that Demonstrates 
the Use of Standards: European Union’s 
GENESIS Project Harald Kuehn - April 07, 
2009
GENESIS was an EU-co-funded project 
where cross-organizational / cross-
country B2B and B2G processes were 
implemented using UBL, BPMN, BPEL, and 
CCTS. Besides BOC (Austria), the 
implementation partners were from SAP 
(Germany), Insiel (Italy), Singular 
(Greece), and Logo (Turkey). User 
partners – mainly from governmental 
institutions – were based in Eastern 
European countries such as Romania, 
Bulgaria, and Lithuania. 

Practical Process: Fraud Investigation - A 
Process View Roger Tregear - April 07, 
2009
In his previous Column, Roger Tregear 
suggested that there is a finite set of 
compelling reasons for adopting process-
based management—a theory that he 
intends to support by presenting a series 
of case studies that illustrate those 
reasons. This month, he recounts the 
story of Centrelink, an Australian 
government agency responsible for the 
distribution of funds to various programs 
such as social security and disaster 
assistance. Read Roger’s Column to learn 
how Centrelink significantly improved its 
fraud investigation process. 

Government Process Management. Roger 
Tregear - October 02, 2007
Roger Tregear and Teri Jenkins prepared 
this Article (originally presented at the 
2007 BPM Conference in Brisbane, 
Australia) to address the increasing 
interest in BPM in the public sector. They 
identify nine key differences between the 
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public and private sectors. BPM 
practitioners of all stripes will find this 
discussion compelling. 

The US government's Performance 
Reference Model 1.0 Paul Harmon - June 
21, 2005 Some of the most innovative 
work on business architecture is being 
done by the US government agencies as 
they seek to implement the Clinger-Cohen 
act. Any BPM manager interested in 
corporate architectures should keep up to 
date on these developments. 

Building High Performance Enterprises in 
the Federal government: A Proposal for 
Transforming government Enterprise 
Performance Management. Mark Nelson - 
April 05, 2005
Congress has mandated the US 
government to develop enterprise 
architectures. Too often, unfortunately, 
government agencies just implement the 
letter of the law and ignore the spirit. 
Mark Nelson is a consultant who is 
working hard to encourage the US 
government agencies to let the spirit of 
process and performance management 
drive more of their projects. In this white 
paper he suggests what can be done. 

NOAA Maps the Future of Sensors that 
Gather Data Julie Squires - October 07, 
2003
In this case study, Julie Squires and Don 
Walker describe how the National Oceanic 
and Atmospheric Administration of the US 
government has developed a new 
Systems Architecture and integrated it 
with an Enterprise Architecture to manage 
its worldwide sensor grid. 

An Enterprise Architecture for a U.S. 
Intelligence Agency Mary Hain - January 
01, 2003
A description of how Conquest helped a 
U.S. Intelligence agency develop an 
enterprise architecture. 
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2009 BPM & Workflow Handbook: 
Spotlight on Government. Edited by 
Layna Fischer. Paul Harmon - May 04, 
2010
This book, by the Workflow Management 
Coalition, brings together a number of 
papers on how process methodologies 
and technologies are being deployed 
today. This year’s handbook focuses, in 
particular, on processes in government. 

Till next time, 

Paul Harmon 

BPTrends Linkedin Discussion Group
We 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. 
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