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Introduction 

This report summarizes information provided by 559 respondents who completed a BPTrends 
Process Modeling Survey between June 27 and August 4, 2011.  Like other BPTrends Reports, this 
report is available without charge to all registered members of BPTrends. We hope the information 
in this report will provide readers with insight into the ways that process modeling is being used in 
organizations today.  

The respondents to this survey were either one of the approximately 16,000 registered members of 
the BPTrends community or they were visitors to the BPTrends website.  While BPTrends covers 
the entire range of topics that can be said to be part of “business process,” we tend to draw more 
managers and practitioners interested in a comprehensive approach to process management than 
those interested in more narrowly focused concerns, like Six Sigma, Business Rules, or Business 
Process Outsourcing.  As a result, our surveys tend to reflect the perspectives of a broad base of 
business managers and practitioners interested in a comprehensive approach to process.   

Process modeling is a popular technique used by process practitioners to capture, organize and 
communicate information about business processes.  Process models can be drawn on blackboards, 
on paper, or they can be represented in digital form in various types of process modeling software.  
Similarly, process models can be very high level abstractions that define phases of activity or they can 
be very detailed representations of the steps taken and the decisions made in a specific operation.  A 
business manager, for example, might draw three boxes on a piece of paper to represent the three 
phases that his organization typically goes through in the course of an audit project.  A software 
analyst might draw dozens of boxes with arrows and diamonds to show exactly what decisions were 
required to approve a new credit account.  Both could be called process models, and this survey used 
the term “process modeling” very broadly to allow us to consider any and all types of modeling. 

We thank everyone who took part in the survey.  It is only by sharing information in this way that we 
can provide the process community with insight into its current practices. We hope you find the 
report useful. 

Celia Wolf 
CEO/Publisher/BPTrends 
cwolf@bptrends.com  
 

Paul Harmon 
Senior Market Analyst/Executive Editor - 
BPTrends   
pharmon@bptrends.com 

mailto:cwolf@bptrends.com
mailto:pharmon@bptrends.com
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The Respondents 

BPTrends conducted this survey between June 27 and August 4, 2011.  We announced the survey to 
our members and readers through our monthly BPTrends mailings and our BPTrends Homepage 
encouraging them to participate. Therefore, the respondents to this survey were either BPTrends 
members and/or readers of BPTrends. This report is based on the 559 respondents who completed 
the entire survey.  Partial completes are not included in the tabulations.   

In the charts and tables that follow, some of the totals will add to less than 559 because some 
questions are not relevant to some respondents, or because some questions allowed respondents to 
select more than one answer.  In addition, total percentages do not always sum to exactly 100% 
because of rounding, or because the question allowed the respondent to select more than one 
answer.  

Job Title or Function 

10%

9%

38%

20%

6%

0%

17%

0% 5% 10% 15% 20% 25% 30% 35% 40%

Executive (CEO,COO,CFO)

Business or Line of Business Manager

Business Process Practitioner

Business Analyst

IT Manager/IT Developer

HR Manager or Human Performance Practitioner

Other, please specify

 

Figure 1.  Respondent’s job title or function 

Each respondent was asked to describe his or her job or function within his or her organization.  In 
the chart presented in Figure 1 we show how the respondents answered this question.  As you can 
see, over half (58%) describe themselves as either a business analyst or business process practitioner. 
(See Figure 1.)   

In past surveys, we did not include the “business analyst” job title, and the number of respondents 
saying they were process practitioners has typically amounted to 50-60% of the total.  When we 
break the two out, it seems likely that, in the past, lots of those who prefer the Business Analyst title 
identified themselves as Business Process Practitioners.  

The other respondents distribute as they have in the past, with about 20% saying they are business 
managers, and 5-8% saying they are from IT.  
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The number of respondents selecting “Other” is a bit higher on this survey (17%) than in the past.  
When we look at the written choices the “Others” entered, 27 described themselves as some kind of 
an architect, with a significant number describing themselves as “business architects.”  This is new, 
and represents a growing interest in that job title.  Besides “architects,” most of the other 
respondents who wrote in a title suggested that they were serving in some kind of consulting or 
advisory role.  A smaller, third group, suggested that they were university students or professors.  

As in the past, those responding to the survey represent a broad cross section of those, outside of IT, 
who are working to change processes in the organization. 

If one analyzes by geographical area, then it’s obvious that there are a lot more business analysts 
taking part in the survey who are from Europe than from North America.  This seems to suggest that 
“process practitioner” is more likely to be a unique job in North America, while it is more likely be a 
role assigned to business analysts in European countries. 

 

The Scope of the Respondent’s Coverage 

60%

25%

15%

0% 10% 20% 30% 40% 50% 60% 70%

Entire Enterprise

Division

Single Business or

Functional Unit

 

Figure 2. The business unit the respondent is describing 

We asked respondents to tell us if they would be describing their entire organization, or simply a 
division or business unit within a larger organization.  Sixty percent said they were reporting on the 
entire enterprise, 25% on a division, and 15% said they were reporting on a single business or 
functional unit. (See Figure 2.)  

Once again, this response is very much in line with other surveys we have undertaken. The responses 
to this question have remained consistent over the course of the last eight years. More than half of 
the respondents are describing the entire organization and something less than half are describing a 
division or functional unit. 
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The Size of the Organizations Being Described 
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<999 Employees

 

Figure 3.  The size of the respondent’s organization 

We asked each respondent to indicate the overall size of the organization he or she would be 
describing.  Forty percent were reporting on a company with less than 1000 employees, 25% on 
companies employing 1000-5000 employees and 35% were in organizations with over 5000 
employees. (See Figure 3.) 

Once again, this represents a nicely balanced response.  If one factors out consultants and small 
companies, one finds that the number of executives represented in the survey drops.   As in past 
surveys, the respondents divide between small, midsize (1000-4999 employees) and large 
organizations, with approximately one third in each category. 
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Industries Represented in the Survey 

 

18. Which of the following best describes your industry?  (Choose one) 

Aerospace/Defense   13 2% 

Heavy manufacturing   16 3% 

Light manufacturing   4 1% 

Chemicals/Energy   16 3% 

Computers/Consumer Electronics/Software   83 15% 

Education   32 6% 

Distribution/Supply Chain   17 3% 

Financial Services/Insurance   97 17% 

Food/Beverage   15 3% 

Government/Military   49 9% 

Healthcare/Medical Equipment   16 3% 

Leisure/Entertainment/Travel   5 1% 

Retail and Wholesale   16 3% 

Telecommunications   35 6% 

Utilities   30 5% 

Other, Please Specify   112 20% 

Total 556 100% 

 

Figure 4.  The range of industries represented in the survey 

We asked respondents to identify the industry in which they worked.  The categories match those 
used by U.S. Department of Labor.   

The largest group (20%) chose “Other”, and most of those identified their industry as consulting.   

The next largest group (17%) is in financial services/insurance.  The third largest group (15%) is 
from the computers/consumer electronics/software industry.  We suspect that most of those 
choosing computers/consumer electronics/software are probably in the software area.  The problem 
with this industry group comes in distinguishing those who are vendors of business process products 
and services, and those whose companies use BPM products to support their internal process work. 

The financial services industry is very competitive, generates high profit margins, and depends on 
computer systems to support or implement its services.  Thus, they have always been quick to invest 
in any new IT hardware or software that might give them a competitive advantage.   

BPMS vendors are software vendors, so determining whether a given response is from a user at a 
software company, whose interest is in whether the new software makes it easier for the company to 
achieve its goals, or from a vendor who is interested in promoting a specific approach to 
development is often difficult to sort out.  

At 9%, government/military makes up the fourth largest group.  We can’t say how many are actually 
in government or the military and how many are contract workers.  Nevertheless, its rank in the 
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survey indicates that government and the military are still strong drivers and funders of business 
process methodology development and implementation.  

Respondents indicating a Government affiliation are more likely outside North America, which 
makes sense when you consider that many programs that are doing extensive process work, like 
healthcare, are more likely to be managed by the government outside the US.  Similarly, education at 
6% reflects government funding.  Telecommunications makes up the next 6%.  None of the other 
categories accounted for more than 5% of respondents. (See Figure 4.)  Once again, this distribution 
is typical of other surveys we have conducted.   

In all our surveys, if we exclude “Other,” Financial Services/Insurance is always the largest group, 
usually followed by Computers/Consumer Electronics/Software, and/or by Government/Military.  
The prominence of Finance, both in our survey and any general survey of companies that use 
software, reflects the fact that it is a very competitive industry, has a high profit margin, can afford 
innovation, and depends on software to create and field its services.  Computing is a bit more 
confusing, since many who say they are in that industry may be software vendors who sell BPMS or 
process modeling products. Government/Military, on the other hand, are always high on the list 
simply because they are so engaged in process work.  This is especially true of governments outside 
the US, which are more likely to have healthcare and other responsibilities. In a nutshell, process 
work is being pursued in nearly every industry, worldwide. 

 

 

The Geographical Locations of the Respondents Companies 
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Figure 5.  Where respondents’ organizations are located 

We also asked respondents to tell us where their organizations were located.  Well over half, 68%, are 
in North America (36%) or Europe (32%).  The largest remaining segment, 15%, is in Australia/New 
Zealand.  South America at 9% accounts for the most respondents from emerging markets, with 
Africa/Middle East (4%), SE Asia/India (3%), and NE Asia (1%) representing the rest.   
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In this case we find an interesting change.  As in the past, most respondents come from North 
America and Europe.  And, as in the past, Australia/New Zealand is very well represented and both 
South East and North East Asia are very poorly represented.  What is new this year is the greater 
representation of South America.  This fits with our overall impression that there is a rapidly growing 
interest in process work in South America.  In part this probably reflects the growing economic 
might of countries like Brazil, and in part it represents the need of local manufacturers in South 
America to adjust to the challenge of China’s growing manufacturing capability, which has disrupted 
traditional processes and supply chains in South America just as it has in Europe and North America. 

Comments on Respondents  

We have already suggested that we are impressed by both the size of the sample – the number of 
people who responded – and the distribution of the sample among industries, geographical locations, 
and company size.  These elements all suggest that the data is representative of the broad scope of 
BPM in the world today. 

We do, however, want to remind readers of qualifications readers should consider in reviewing the 
data. First, most found out about the survey because they are members of BPTrends and are self-
identified process people. We can not assume that the respondents represent the opinions of the 
average business executive.  The data presented here represents the opinions of people who are 
concerned with and, at least, a little knowledgeable about the role or importance of business process. 

Second, we did not ask each respondent to identify his or her company. Thus, we don’t know how 
many respondents come from the same company.  We have generally assumed that each respondent 
represents a different company.  Thus, if 44% of the respondents said their companies used stand-
alone Business Process Modeling tools (Figure 12.), we have assumed that 44% of the companies 
used those tools.  This assumption is reasonable, even if a few of the respondents do come from the 
same company, but readers should be aware that we are ultimately reporting on the responses of 
individuals, and not responses from different companies. 

Third, a large number of respondents were from Computers/Consumer Electronics/Software and 
Professional/Business Services/Consulting.  Many of these respondents are probably consultants or 
software vendors who are not actually doing BPM implementation work themselves, but helping 
others in their BPM efforts.  We checked several questions and did not find that the responses of 
those who said they were from Computers/Consumer Electronics/Software were very different 
from those of obvious end users, like those from Finance or Manufacturing.  Where it does seem to 
skew the data a bit is in the number of Executives included in the survey.  Of the 56 respondents 
from Computers and Software in 2005, for example, 16 were Executives.  Of the 52 respondents 
from Professional and Consulting, 20 were Executives.  Of the 63 respondents from Financial 
Services and Insurance, only 7 were Executives.  Only 2 of the 13 respondents from manufacturing 
listed themselves as Executives. 

Something similar happens when you consider the relationship between company size and job titles.  
Most of the executives come from small companies.  And most of the professional and consulting 
companies are small companies.  Thus, readers shouldn’t focus too much on the number of 
Executives taking part in the survey, as they probably represent executives from consulting 
companies and software vendors and not executives from end user companies.  On the other hand, 
the Business Line Managers are mostly from larger companies and are more broadly representative of 
the entire range of industries involved in the survey. 

We use filters – which allow us to examine how a particular subgroup of respondents answer the 
questions -- to check for any bias being introduced by respondents from specific groups – like 
Finance or Computing – and whenever we think the answers to a given question might be skewed by 
an atypical response by a particular subgroup of respondents, we note it. 
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Business Process Modeling  

Do You Do Business Process Modeling? 

 

Figure 6.  Do you do business process modeling? 

We asked all respondents whether or not they or their organization used business process modeling.  
We did not specify any specific type of process modeling.  Five Hundred and Twenty (520) 
respondents (93%) said they or their organizations did business process modeling.  Keeping in mind 
that our respondents have self-selected themselves for a survey on Business Process Modeling, it still 
represents the largest positive response to this question we have received in seven years of surveying. 

We will return to this result after we have considered some of the other responses, but to anticipate, 
we believe there has been a significant increase in the number of organizations doing some kind of 
process modeling.  In previous surveys, for example, less than 80% of the respondents indicated that 
they were using either Visio or some other kind of modeling tool, and under 70% indicated that they 
had their major processes modeled. 

This result is true for all regions of the world from which we have enough responses to make general 
statements.  Thus, process modeling is just as common in Europe, South America, and in 
Australia/New Zealand, as it is in North America.  If any of these areas stand out, it is the 
Australia/New Zealand region, where 98% say their organizations do process modeling and only 2% 
say they do not.  (We do not have enough responses to make meaningful statements about Asia, 
Africa or the Middle-East.)   

Yes, 520, 93% 

No 38, 7% 
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How Do You Use Business Process Modeling? 
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0% 10% 20% 30% 40% 50% 60% 70% 80% 90%

To clarify a specific set of activities

To communicate about a process

In conjunction with process redesign or

improvement
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documentation including compliance

As a preparation for software development

As a preparation for an ERP effort

As a preparation for starting a BPMS effort

As a part of a business transformation initiative

 

Figure 7.  How do you use business process modeling?  

We asked those who do modeling how they use business process modeling.  They had 8 choices 
from which they could pick more than one.  (See Figure 7.)  

We could divide the responses here into roughly three groups:   

 Those who said they use process modeling to Clarify, Communicate, or use it in 
Conjunction with Process Redesign or Improvement were each between 72%-81%. 

 Respondents who said they use process modeling as part of a Transformation Initiative, to 
Satisfy a Process Documentation Requirement or as a Preparation for Software 
Development fell between 51% and 57%. 

 Those who use process modeling in conjunction with an ERP effort, or as Preparation for 
starting a BPMS effort were at 27% 

Once again, we need to recall that most of the respondents are not IT developers, but business 
process practitioners, systems analysts or business managers.  With that qualification, process 
modeling is being used to define, redesign and communicate information about processes.  Its use as 
a preparation for a transformation effort or for software development is still significant, but its use 
for ERP or for BPMS, is strictly tertiary.   

Once again, this pattern is true for all regions from which we have meaningful data.  North 
Americans are more likely to stress process redesign than other regions, and Australia/New Zealand 
are slightly less likely to stress the need to clarify a specific set of activities, but these are minor 
differences and the overall pattern is consistent across all regions. 

We also checked this result with more specific populations.  For example, the pattern is the same 
with Business Analysts as with those who defined themselves as Business Process Practitioners and it 
is the same for respondents who identified their industry as computers or consulting, as with those in 
other industries.  
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What Approach Do You Take to Business Process Modeling? 
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business process
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Figure 8. What approach do you take to business process modeling ? 

Next we asked respondents who indicated that they use modeling for process redesign or 
improvement – 421 or 81% --what approach they use. (See Figure 8.)  By this we meant whether they 
use a generic business process redesign methodology, an established methodology (like Lean or Six 
Sigma), or something else.  The respondent could pick more than one category.  Fifty-seven percent 
(57%) indicated they use a generic methodology; 42% use an established methodology, and 15% 
chose other.  Because the percentages add to more than 100% we know that some are combining 
generic and established approaches, but from the data we can’t distinguish who is using both or how 
this group answered other questions. 

Again, this pattern was similar in all geographical regions and equally true for Business Analysts and 
those from computer companies as for those who identified themselves as Business Process 
Analysts.  The one exception to this generalization is that respondents from South America were 
more likely to use a specific, established methodology than a generic methodology. 
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Business Process Redesign Methodologies 
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Figure 9. Which established methodologies do you use? 

We asked respondents who said they used an established methodology to tell us which specific 
methodology or mix of methodologies they use, i.e., they could choose more than one of the four 
choices.  Here the largest percentage (46%) chose “Other”.  Looking at those specific responses, 
most were in-house or BPM methodologies.  Again, we don’t know who precisely is using more than 
one methodology, but from the sum of the numbers and percentages we know that some were.  
Given that, 42% use Lean, 38% Six Sigma, and 27% use an IT process methodology (e.g. Rational).  
(See Figure 9.) 

If we combine Lean and Six Sigma, we get something like 65% who use both.  (This will be a little 
high as several who indicated they use Lean may also have said they use Six Sigma.)   At the same 
time we see that 27% use an IT process methodology (like IBM’s Rational), probably reflecting the 
high number of respondents who are business analysts. 

The use of Lean and Six Sigma are both more common in North America (52% and 46% 
respectively) than in other regions. It is less common in Europe (32% and 24%) and South America 
(36% and 31%).  The use of Lean and Six Sigma is less common among those who identify 
themselves as business analysts, but it isn’t significantly less among those who identify themselves as 
working for computer or consulting companies. 

What is most interesting, however, is that most who say they use an established methodology (46%) 
say they use one not listed.  We examined the Other responses, and classified them as follows: 

Proprietary company –developed methodology – 25 respondents 
Methodology provided by a software vendor – 15 
 (ARIS was mentioned by 5 of the 15 respondents in this category.) 
BPTrends Methodology  -- 10 
Rummler or Rummler/Brache  -- 6 
Framework-based Methodology (e.g. SCOR)  --  6 
Methodology provided by major consulting firm -- 4 
IDEF  --  3 
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 CMMI  -- 3 
 Hammer  --  2 
 
We have suggested for some time that there are, at the moment, three broad traditions in business 
process work.  One tradition is focused on Quality and is currently represented by Lean and Six 
Sigma, one is focused on IT and is represented by software-focused process methodologies, and a 
third is a management tradition focused on improving the overall performance of the organization, 
often associated with Business Process Reengineering.  The Quality tradition tends to be bottom up, 
focused on incremental changes, the Management tradition tends to be top-down, focused on major 
changes in how the organization works, and the IT tradition tends to lie somewhere in between, and 
can embrace either top-down or bottom-up. (See Appendix II for a more detailed explanation of 
these traditions.) 

Top-Down:  Focus on making major improvements in 

the performance of the entire organization

Bottom-Up:  Focus on making incremental 

improvements in the performance of specific activities

IT-Based Process Work:  

Focus on automating 

business processes, usually 

mid-to small sized processes

Methodologies:

Rational Unified Process

ARIS

Methodologies:

Rummler PDL, 

BPTrends, 

Hammer 

Methodologies:

Lean,

Six Sigma 

 

Figure 10.  Types of Business Process Methodologies 

Figure 10 provides an overview of the three traditions.  We suggest that the data supports these three 
traditions, with Lean/Six Sigma of interest to from 42 to 80 percent of the respondents (depending 
on how much overlap there is between those who chose Lean and those who chose Six Sigma).  Let’s 
say 50% of the respondents are interested in Lean Six Sigma.   Another 42% of the respondents said 
they were engaged in using IT methodologies, either because they wanted to automate the process in 
question, or simply because they had an IT background and prefer one of the several popular IT 
process methodologies or notations.  Of those that chose “Other,” some are clearly interested in IT 
and others cannot be accurately identified as preferring one methodology or the other, but we 
suggest that about 25-30% of the “Other” responses refer to some kind of top-down, Business 
Process Redesign (BPR) methodology and are working largely in the “management tradition.” 

We have also observed that BPR or top-down methodologies tend to be more popular when the 
economy is expansive and companies are undertaking major changes, acquiring companies or 
expanding into new markets.  On the other hand, bottom-up methodologies, which place more 
emphasis on discrete cost savings, tend to be more popular in times when the economy is weaker 
and companies are trying to control expenditures.  IT-based methodologies tend to be immune from 
the business cycle, although they are less popular with business process practitioners working in the 
business area, and more popular with those focused on automation projects. 
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Business Process Simulation 
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Figure 11. Do you use business process simulation? 

Here let us give a brief description of the difference between business process modeling and business 
process simulation… 

We asked whether or not the respondents use business process simulation, and if so, whether they 
use a simulation tool in a process modeling or BPMS tool or a tool specifically designed for process 
simulation.  Looking at Figure 11 we can see that a large majority (72%) do not use a simulation in 
their process management work.  Of those who do, many more 114 (22%) use a simulation tool in a 
process modeling or BPMS tool as opposed to 28 (6%) who use a tool specifically designed for 
process simulation. 

These results did not vary when we looked at responses from specific geographical locations or from 
roles or companies. 

In our BPM consulting practice we have seen several large business process redesign projects where 
simulation was indispensible.  When the process flow is complex enough, it is impossible to 
understand how a process design will work in actual practice without the information that simulation 
provides.  We can well remember one project, where we set up the process with a default flow and a 
secondary path for exceptions.  It was only when business rules were applied and actual data run 
through the process that we realized that about 75% of the transactions were being classified as 
“exceptions” and that our 10 regular processing clerks were often without work while our two 
exceptions clerks were getting further and further behind. 

That said, we are the first to admit that we did not set up the simulation that provided this valuable 
information.  A simulations specialist, using a powerful simulation tool took our flow plan and our 
business rules and generated the simulation that prevented us from launching a process that would 
have ground to a halt in one or two days, if we had actually launched it as we designed it.   

To do a good simulation, you need data of past instances, and a sophisticated knowledge of the kinds 
of algorithms required to get good results.  Lots of modeling tool vendors have struggled to add 
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simulation capabilities because companies often put simulation on their tool selection checklists – 
only to find that few if any of those who purchase their products ever do simulation. 

We confidently predict that the same thing will happen with Process Mining, which is currently 
getting a lot of attention.  Once again, this is a powerful technology that would be of great value in a 
variety of large projects, but only if you have people who know how to set up the technology so that 
it’s useful in your specific situation.   

The key to the more extensive use of either simulation or process mining lies with those who design 
user interfaces.  Someone is going to have to develop a really elegant, powerful interface that makes 
setting up and using simulation much easier before it will be widely used. 
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Process Modeling Tools 

Do You Use a Software Tool for Process Modeling? 

As we indicated in the Introduction, one can do process modeling on a blackboard or on a sheet of 
paper.   Similarly, one can use digital diagrams to create models in tools like Visio, or one can use 
much more powerful modeling tools in which each element of the process is defined in a database.  
The value of database-based (also called repository-based) modeling tools is that they save your 
models and allow their reuse.  More important, they allow you to begin to build a database of all of 
the processes, and information about specific processes, used in your organization.   

A repository-based modeling tool is hardly simple, but it’s relatively simple compared with a BPMS 
suite or platform that allows you to not only create a diagram of a process, but to execute the process 
at runtime (as one does with a workflow system or with an ERP application).  The process modeling, 
in a BPMS tool functions as the instructions which the BPMS engine implements when it processes a 
customer request.  We are not interested in BPMS tools or BPMS applications, as such, in this 
survey.  We are interested in BPMS as a driver for process modeling, and as a kind of “advanced” 
process modeling environment.  To simplify things, we will divide our discussion, first considering 
simpler diagramming tools (like Visio) and repository-based process modeling software, and then, in 
the following section, we will consider the role that BPMS software is playing in the process 
modeling arena. 
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Figure 12.  Do you use a software tool for process modeling? 

We asked about use of software tools – whether or not one is used to create or save process models– 
and if, yes, what kind of tool is used.  (See Figure 12.)  The vast majority use a software tool to create 
or save their models.  Only 15 (3%) do not.  Most (44%) use a stand-alone tool and the rest are 
pretty evenly divided between those who use a process modeling tool that is part of a BPM Suite 
(26%) and those who use MS Visio (27%)  Keep in mind that respondents could choose more than 
one response, and as we will see later, many use both Visio or a stand-alone process modeling tool, 
and a BPMS suite. 
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The results illustrated in Figure 12 are true for most geographical regions and for various roles and 
industries.  The significant exception is that North Americans are more likely to use Visio (39%) and 
less likely to use a stand along process modeling tool (34%).  And Europeans are much less likely to 
use Visio (13%).  We suspect the latter reflects the bad press that Microsoft has gotten in Europe, 
coupled with the popularity of ARIS in Europe.  The North American results are harder to explain.  
Perhaps we have drawn a wider cross-section of practitioners from North America, and have more 
sophisticated (or experienced) business process respondents from Europe and elsewhere?  

Microsoft Visio is popular because it is widely available and, effectively, free to those who work for 
organizations that have a Microsoft Office license.  Similarly, most stand alone modeling tools sell 
for something in the range of $3,000 to $10,000 while most BPMS suites sell for $50,000 to $150,000 
– although some BPMS vendors sell their modeling suites independent of their complete BPMS 
package. Even more important, most organizations are somewhere between a CMMI level 2 
organization and a CMMI level 3 organization.  (See Appendix I if this terminology is unfamiliar.)  
This suggests that the main focus at these organizations is in redesigning and improving major, core 
processes within specific divisions and not in developing enterprise-wide systems to manage the 
execution of major processes.  Of course BPMS tools can be used for small scale process redesign – 
and many BPMS applications have been built for just such processes – but most people think of 
BPMS as more appropriate for more mature organizations that already have good process 
management and measurement systems in place.  In other words, most think of BPMS applications 
as most appropriate for CMMI Level 4 or 5 organizations.  

This is by far the highest percent of sophisticated process modeling use we have encountered in one 
of our surveys.  Given that all BPTrends surveys reflect respondents particularly interested in 
business process issues, this probably reflects a significant shift in the market toward more 
sophisticated process modeling tools. 

What Modeling Tool Features Are Most Important? 
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Figure 13. What three features do you consider most important for a process modeling tool? 
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We asked respondents who used process modeling tools – again we are talking about 44% of the 
total number of respondents – to tell us what three features of a tool are most important to them.  
(See Figure 13.)   

The feature considered by the majority (56%) as most important is the ability to store models and 
process data in a repository.  The next two important features, considered so by similar numbers, are 
the ability to create complex (nested) models (44%) and support for a standard notation or modeling 
language (43%).   

Two other features were essentially tied for 3rd place – the ability to post models on the web to be 
widely shared (38%) and the ability to create simple models of processes (36%).  Next in line is the 
ability to store information about roles, costs, and other associated date which was chosen by 30%.  
The ability to do simulations is important to only 18% which is consistent with our result that 72% 
don’t do simulation at all.  The ability to print models is important to 13% and the ability to move 
easily from model to code to 10%.  All “other” choices together amounted to only 6%. 

Everyone agreed on the top three features.  North Americans thought the ability to create complex 
models was more important than the use of a repository, but otherwise there were no significant 
differences based on geography, role or industry. 

When you consider the unusually high number of respondents that indicate that they use repository-
based modeling tools, it’s not surprising that respondents say a repository is important.  Once again, 
this suggests a more sophisticated audience than the one we surveyed two years ago.  Clearly 
organizations have been doing modeling and want to be able to save what they have discovered.  In a 
similar way, the use of nested models suggests that more complex processes are being modeled, and 
the need for a standard notation suggests that modelers are at least considering the possibility that 
they will want to move their models to other tools for subsequent development.  All this suggests 
that respondents and companies are more sophisticated about modeling than they were two years 
ago. 

Process Modeling Notations and Standards 
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Figure 14. What process modeling notation/standard do you use? 
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As noted above, support for a process standard notation or modeling language is the third choice for 
most important feature of process modeling tools, chosen by 43%.  We asked respondents which 
modeling notations or standards they are using.  They could choose more than one.  (See Figure 14.)  
The vast majority (72%) are using BPMN.  The next highest percentage, 33%, chose “other”.  The 
most stated notation here was Event-Driven Process Chain or EPC.  It was listed by 40 (8%) 
respondents, less than UML, listed by 18% but more that BPEL (6%) and XPDL (4%).  

There were no regional or role variations in the responses to this question. 

Clearly the only process modeling standard that is really important to our respondents is the OMG’s 
BPMN standard.  (BPMN originally stood for Business Process Modeling Notation, but in the recent 
release 2.0, the OMG retitled it Business Process Model and Notation)  At the same time the OMG 
is making the standard more technical and much more IT oriented, and it will be interesting to see if 
business and process practitioners continue to consider it important as release 2.0 becomes better 
known.  Meanwhile, however, BPMN is not only a notation, but, it is rigorously used as a language 
that can be used to generate code.  For organizations that are doing process modeling today and want 
to keep the option open for moving to BPMS applications in the future, BPMN is the best way to 
maintain their flexibility. 

If we look at standards suggested by respondents that chose ‘Other,” the only one that stands out is 
ARIS/EPC (Event-driven Process Chain). 
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BPMS 

As we have already suggested, business process modeling is used for a wide variety of purposes, from 
documentation and communication to redesign.  In some cases, companies model processes in order 
to meet regulatory requirements.  Groups undertaking Lean and Six Sigma projects often use 
relatively simple models to understand very narrowly defined sets of activities.  Increasingly, Lean 
practitioners model value streams to develop a broad understanding of the way processes flow from 
customer requests to the delivery of products or services to the customer.  Business analysts typically 
model processes in order to develop specifications that can guide software development or 
improvement efforts. 

Business Process Management Software (BPMS) is a specific class of software that has evolved 
rapidly since about 2003.  In the years immediately after 2003, a wide variety of vendors began to 
offer BPMS products.  Some emphasized their ability to link existing software applications together, 
or to make those (mostly ERP) applications more flexible.  Others emphasized their ability to 
provide good human interfaces for labor intensive processes, or to support the use of business rules 
in cases where decisions were important.  Still others emphasize their ability to monitor process 
events and provide support for managerial decisions to correct processes that moved off target.  
Most large organizations began to experiment with these tools, but quickly realized that (1) they 
would need tools that did all of these things, and (2) the tools’ capabilities would need to be tightly 
integrated and have good interfaces if business managers were to use them effectively. 

One key to understanding BPMS products, whether they are used by IT developers or by business 
process managers, is that they rely on a process model (and, to a lesser degree, on associated business 
rules).  Anything that makes the average business manager more comfortable with the representation 
of a process by means of a process flow diagram makes it easier to sell that business manager on the 
value of a BPMS tool.   

If one defines the business process market broadly, and includes all those who are interested in Lean 
and Six Sigma as well as those interested in process redesign and business analysis and architecture, 
then those interested in the use of BPMS products are clearly a minority.  In fact, however, the 
interest in the possibility of BPMS automation has done a lot to excite the process market in the past 
decade, and will do more in the next.  Moreover, the BPMS vendors have played a particularly 
interesting role in the process modeling arena in the last decade.  First, in conjunction with the 
development of a BPMS standard, the Business Process Management Initiative (BPMI) developed a 
new process modeling notation – the Business Process Modeling Notation (BPMN) which has 
become quite popular.  (BPMI later merged with the OMG and BPMN is now an OMG standard.)  
During the same period, the BPMS vendors proceeded to acquire many of the popular process 
modeling tool vendors.  They bought the process modeling products to provide themselves with 
better process interfaces to their tools, but had the unintended effect of giving lots of new modeling 
vendors a chance to emerge.  

How Extensively is BPMS Being Used? 

We asked several questions to determine how many respondents were using BPMS.  Perhaps the 
most direct question was: If you are currently modeling to create a BPMS application….  In this 
case, 313 respondents answered the question which means that 56% of the respondents are doing 
some kind of BPMS development.   
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Combining BPMS Suites and Process Modeling Tools 

23%

36%

49%

0% 10% 20% 30% 40% 50% 60%

Use process modeler

from BPMS, but don’t do

BPMS

Use process modeler

from BPMS and then

proceed to create BPMS

applications

Use a process modeling

tool independent of any

BPMS suite, so we can

use multiple BPMS

products

 

Figure 15. How do you use a process modeling tool and a BPMS suite together? 

Some companies use both a process modeling and a BPMS suite together.  For those who do we 
asked how they combined the two. The results are shown in Figure 15.  Two hundred and thirty-four 
or 42% of respondents answered this question.  About half (49%) reported using the modeling tool 
and suite independently so they can use multiple BPMS products.  Thirty-six percent (36%) use the 
BPMS process modeler, and then create BPMS applications.  Twenty-three percent use the process 
modeler from the BPMS, but don’t do BPMS. 

Keep in mind that some vendors, like IBM, have been making their process modeling tool available 
for free or for a very modest fee.  This encourages modelers to use the IBM product, and may, 
eventually, lead to BPMS sales.  In the meantime, however, there are probably lots of modelers using 
IBM modeling tools who have no interest in proceeding to the development of a BPMS application. 

Once again, this result is valid for all regions, roles and industries.  BPMS use is clearly growing, but 
just as clearly it does not dominate the BPM market.  Companies are still more focused on defining 
and improving processes.  If they are automating processes they are as likely to be using conventional 
tools as BPMS products.   

. 
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Does the Same Team do Business Process Modeling and Application Development?  

No, 201, 64%

Yes, 113, 36%

 

Figure 16.  Does the same team do business process modeling and application development? 

Business process modeling requires cooperation and coordination between business planners and IT 
developers.  We wanted to know how users of BPMS applications manage these two functions, i.e. 
does the same team do both the business process modeling and the application development or does 
one team define the business process model while another IT development team does the BPMS 
specifications.  The results are shown in Figure 16. Among the 314 who answered this question, two-
thirds (64%) said that a business/process team did the process analysis and a different (IT) team did 
the actual BPMS development. We can’t emphasize the importance of this question and the 
responses enough!  We have had discussions with BPMS vendors over the course of the past few 
years and find that many assume that process practitioners will learn to use BPMS products and then 
do process redesign and, later, application development in BPMS tools.  This may happen someday, 
but it is not what is happening today.   

Currently, process analysis, modeling and redesign is still being done by teams that are not involved 
in BPMS development.  The teams may include an IT (BPMS) developer, but they are primarily 
made up of business managers, business practitioners or business analysts.  This business team 
decides how the business process works, and if it should be changed.  It is only after this team has 
defined the process that a separate team begins BPMS development.  This, in turn, means that BPMS 
development will be gated, in many cases, by the number of people doing process analysis and 
design, who are not BPMS developers.  Those people may be doing Six Sigma, Lean or Business 
Process Redesign and may or may not intend their work to lead to BPMS development. 

This result is true for most regions, roles and industries.  Business Analysts, and Business Managers 
are slightly more likely to say they use separate teams (73% and 69%).  Respondents from South 
America are less likely to say that two separate teams do the work (47%) and more likely to say 
process modeling and IT development are done by the same team (53%).  Recall that South 
American respondents are twice as likely to be IT Managers or Developers, on average (12% vs. 6%), 
though even 12% seems insufficient to explain this difference.  Two industries indicated significantly 
more interest in UML than average – Finance and Government and the Military.  Finance has always 
been represented by the largest body of respondents, and is usually thought of as closer to the cutting 
edge in BPMS than most other industries.  Government is a close second.  In both cases they are 
slightly more likely to use the same teams for both process analysis and BPMS.  We suspect that, on 
average they are more mature in their approach to process work. 
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Roadblocks to BPMS Use 
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Figure 17. If you have modeled business processes, why have you not implemented a BPMS? 

The last question is about barriers to the use of BPMS.  We asked why, if they have modeled 
business processes, they have not yet implemented BPMS. The results are in Figure 17.  Respondents 
could choose more than one reason their company isn’t using BPMS.  Sixty percent said their 
company is not ready to implement BPMS.  Eighteen percent think BPMS is too expensive to 
implement, 15% don’t think the BPMS tools are mature enough, and 11% think they are too 
difficult.  Among the 22% who specified “other” reasons, most were along the lines of the company 
not being ready to take on BPMS.  We think the 6o%+ who don’t think their company is ready to do 
BPMS is in line with our findings from our BPM Marketing surveys – specifically, that only about 5% 
of companies achieve level 5 on the Capability Maturity Model Index, although many more have 
pushed through to level 3 in the past 5 years. 

We suggested earlier that about 56% of those taking this survey were using BPMS products.  
Inversely, about 44% are not using BPMS in any form.   We asked those who were not using BPMS 
today to suggest why.  The largest group – 60% of those who are not using BPMS – simply said they 
were not ready for BPMS.  As we have already suggested, most organizations are between CMMI 
levels 2 and 3.  They have yet to figure out or redesign most of their business processes, and don’t yet 
have systematic process measurement or management systems in place.  If the company were to use 
BPMS, it would only be as a way to develop software, and not as a way to automate the actual 
management of processes.  Thus, we read the “Not ready to implement BPMS” as simply an 
assertion that the company isn’t ready to invest in any kind of advanced process management effort.   

This result is true for all geographical areas and for most roles and most industries.  If we focus only 
on business managers, the percent saying they are not ready for BPMS rises to 71%.  If we look at all 
industries, save computing and consulting, the average who are not ready to implement BPMS is 
69%.  

We are actually surprised that so many of the respondents indicated that they were doing BPMS.  
Clearly most are focused on using BPMS tools for software development and not for the ongoing 
management of their business processes.  With that in mind, as we look at the other responses to the 
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question, we see that 15% think the BPMS tools too immature, 18% think BPMS would be too 
expensive, and 11% think it would be too difficult.  Without knowing the nature of the process 
problem faced at a specific organization, it would be hard to determine if these views were accurate – 
but it is easy to imagine process problems that would justify such opinions. 
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Summary 

With the important qualification that this survey was completed by an audience that had self-selected 
itself as being interested in business process change, 93% of the respondents said they or their 
organizations were doing business process modeling.  Clearly, process modeling, in its various forms, 
is the major technology or tool used by process practitioners and business analysts as they seek to 
define the way their organizations do work.   

We have noted minor differences in responses where they occurred, based on geographical location, 
the role of the respondent, and the industry in which the respondent work. Compared to previous 
surveys, we were impressed that there are fewer differences, and more consistency.  The difference 
between practices in North America and Europe, for example, is nearly non-existent.   Similarly, the 
difference between business managers and those who identify themselves as IT managers is not 
unusually significant.  Even leading industries like Finance and Government are not doing things 
significantly different from those in other industries.  For better or worse, there seems to be a broad 
agreement in the process market about what should be done and why it is important.  This marks a 
significant difference in the responses to our first survey in 2003. 

Visio is still the most widely used process modeling tool, but, compared with even two years ago, the 
number of practitioners using more sophisticated modeling environments that allow users to save 
and reuse information about their processes, has grown rapidly. 

Moreover, the great majority of today’s practitioners prefer the Object Management Group’s BPMN 
standard – suggesting that a common notation is beginning to permeate the business process 
community.    

If one thinks of software markets as Geoffrey Moore did when he described his Technology 
Lifecycle Model (See Appendix I if you need a quick refresher on Moore’s model.) then Process 
Modeling – and more important, repository-based process modeling has definitely crossed Moore’s 
chasm, and is being used by the Majority of companies today. 

We might get a different story if we asked – Has process modeling become a popular business 
language in the same sense that accounting statements are?   More and more business managers rely 
on some kind of process model to represent the work their units are trying to accomplish.  And, 
significantly, the latest tools make models available online, so they can be posted and widely accessed 
by business people throughout an organization.  Still, today, process modeling is primarily a tool used 
by process practitioners and process-savvy managers.  One sees a growing number of articles in 
business management journals that rely on simple process flow models, but one would have to be 
overly optimistic to suggest that most business managers feel comfortable thinking of the activities 
they manage in terms of process flows. 

Process work, and the tools process analysts use have achieved greater prominence in the past few 
years.  Process practitioners have made major progress, shifting from graphical tools like Visio to real 
process modeling tools with repositories that store process data.  We fully expect this trend to 
continue and we expect that leading organizations will be increasingly willing to describe their 
processes in terms of process models. 

Equally, it is clear that most business process modeling is being used to define, understand or 
redesign processes.  Only 36% of our respondents say they use process modeling as a prelude to 
developing BPMS applications.  More important, 64% of our respondents suggest that the team that 
does the process modeling is different from the team that works on the development of BPMS 
applications.  Further, they suggest that business managers and process practitioners are usually 
modeling processes in conjunction with an effort to understand or communicate about their 
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processes, or to redesign and improve their processes, and not, primarily, to automate their 
processes. 

We have suggested in the past that BPMS tools are primarily being undertaken by two groups:   

(1) IT organizations using BPMS products as a better way of building software applications 

(2) Very mature organizations (CMMI level 4 or 5) who are exploring the possibilities of actually 
automating the day-to-day management of business processes.   

The latter are few and far between – most organizations are between CMMI level 2 and 3 – and the 
former are closer, in many cases to ERP efforts than to process improvement efforts. 

We believe that the expansion of the BPMS market will depend on organizations becoming more 
mature in the way they think about business processes.  Thus, to encourage BPMS use, BPMS 
vendors must first encourage companies to redesign their existing processes and to develop 
integrated business process architectures.  This kind of basic process development will lead to a 
growing demand for BPMS tools that can help managers improve their control over their processes. 

Smart BPMS vendors recognize this and have separated their process modeling environments from 
their BPMS package and sell the modeling environments separately, thereby encouraging companies 
to become familiar with their approach to modeling and to lay the groundwork for moving toward 
managing the runtime execution of those same processes. 

Ironically, if you review the process modeling vendor market, you will see that many of the leading 
stand-alone process modeling tools were acquired by BPMS vendors who wanted to provide their 
BPMS customers with friendlier and more comprehensive interfaces.  Unfortunately, as the BPMS 
vendors incorporated the modeling tools, and then required modelers to buy the entire package to 
get the tool, they forced organizations that just wanted modeling tools to seek other options.  Thus, 
most of the leading process modeling tools of a few years back have disappeared, and they have been 
replaced by new process modeling tools offered by new vendors. The few BPMS vendors that 
acquired a popular modeling tool and continued to sell the modeling tool independent of the BPMS 
package, have done quite well – enjoying continued sales to those who wish to model, and, perhaps, 
even gaining an edge in their BPMS sales.  

In most software areas, this would suggest that the technology is becoming more mature.  In the case 
of BPMS, however, it’s dangerous to draw that conclusion.  First, the consolidation is not primarily a 
matter of one BPMS vendor buying another – although that has occurred.  Instead, we have 
witnessed a rapidly evolving definition of the features that a comprehensive BPMS product ought to 
include, and vendors have been buying other vendors to acquire new technology.  Thus, a workflow 
vendor buys a Business Rules vendor, and then a Business Intelligence vendor, or a Process 
Modeling vendor, etc.  This does not result in more mature products; instead it results in more 
complex products that the vendors must then struggle to integrate.   Meanwhile, as some vendors are 
removed from the market, others enter to take their place.  

There is clearly a need for a good, basic process modeling tool.  As the BPMS vendors have bought 
popular process modeling tools and incorporated them into their complex BPMS suites, other, new 
process modeling vendors have entered the market and grown in popularity.  Many of these newer 
entries have specific functionality that is of interest to niche markets.  

In our opinion, the BPMS market has not yet crossed Moore’s chasm and been accepted by the 
majority of business organizations.  The interest in process work has become a majority concern, as 
have process modeling tools.  A growing number of companies are experimenting with BPMS 
products.  But the companies using BPMS are, in fact, split in two:   

 In some cases IT departments are using BPMS products to create new software applications.   
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 In other cases, companies have really embraced the idea that BPMS should support the 
business managers who are actually responsible for processes on a day-to-day basis.   

The cases in which IT has experimented with BPMS are far more numerous, and they are less likely 
to lead to self-sustaining growth.  (IT people like to try new approaches.)  The real take-off in the 
BPMS market will only occur when business managers decide that they need BPMS applications to 
manage the major processes of their organizations.  Many organizations have been badly burned by 
ERP installations that cost much more than planned and have been much more rigid than promised.  
These same organizations have a need for the more flexible approach, which BPMS represents, but 
fear that they will, once again, spend too much on IT projects that deliver too little value.  

The BPMS market will really take off when we begin to read of major BPMS applications that 
empower business managers and deliver significant value.  This will happen when we read, for 
example, of a worldwide supply chain that is fully modeled in BPMS, returns hourly information to 
the supply chain executives, and can be adjusted within hours by the supply chain execs, as their 
needs change. We are confident that this type of BPMS application is coming, but there have been 
few if any given much publicity to date. 

Meantime, if this study emphasizes anything it is this:  The interest in process work is growing 
steadily.  More process practitioners are using process modeling tools today than ever before.  A 
company needs to walk before it can run:  Companies need to model and improve their processes, 
and become convinced of the value that process improvement can deliver, before they will be ready 
to invest in expensive BPMS tools.  Smart BPMS vendors need to work to increase the numbers of 
organizations that use process modeling, they need to encourage organizations to develop process 
architectures and create good process measurement and management systems as a prelude for 
automated process management.  And, of course, they need to work with leading organizations that 
are already heavily committed to process work, to create a few killer applications that will convince 
the majority of organizations that they need to adopt this new technology or be placed at a significant 
competitive disadvantage. 
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Appendices 

Appendix I. CMMI Maturity Levels 

The concept of Process Maturity Levels was developed at the Software Engineering Institute (SEI) at 
Carnegie Mellon University in the Nineties, based on quality work originally undertaken by Watts 
Humphrey.  Originally developed to support the analysis of software process maturity (CMM), the 
latest version, the Capability Maturity Model Integrated (CMMI) has been generalized so that it can 
be applied to any of a wide variety of processes in diverse organizations. (See Figure 18.) 
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Figure 18.  An Overview of the basic CMMI maturity levels 

Software organizations often pay SEI certified evaluators to do a formal evaluation to determine 
where their organizations are on the CMMI scale.  Many other companies do informal evaluations, 
based on the broad concepts inherent in the CMMI “stair step diagram.”  What follows is an 
informal description of the CMMI process maturity model.  

Level 1. No Organized Processes 
Level 1 organizations don’t rely on processes.  Things get done according to plans made on the fly. 
CMMI folks often refer to them as organizations based on heroes.  Things get done because 
someone makes a heroic effort and gets the report out at the last minute.  If someone asks how long 
something will take, or what resources will be needed, those answering the question are just making a 
guess – they don’t have a systematic procedure or the data needed to provide accurate answers to 
these questions. 

Level 2.  Some Organized Processes 
When organizations first begin to embrace processes, they begin by trying to define their core or 
most commonly used processes.  At this stage, they don’t conceptualize the entire company as a set 
of processes, all interrelated, but focus only on a specific process as it functions within some more or 
less arbitrary set of boundaries.  Level 2 Organizations have several of their major processes defined. 

Level 3.  Most Processes Organized 
Level 3 organizations have most of their processes defined.  They not only have models of their core 
business processes, but understand how management and support processes work to support those 
processes.  Most Level 3 organizations have a process architecture that shows how all of the 
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organizations in the company function.  Thus, if there is a problem, it’s easy to quickly identify the 
processes that could be causing the problem and the implications for any suggested change. 

Level 4. Processes Are Managed 
Level 4 organizations have gone well beyond simply defining all their processes.  These organizations 
have process managers who gather data on process performance and customer satisfaction and use 
this data to make decisions about how to optimize the processes they manage. 

Level 5. Processes Are Continuously Improved 
Level 5 organizations have built processes right into the essence of the organization.  They know 
their processes and manage their processes.  Moreover, they have systems in place to constantly 
improve their processes whenever possible. 

Most organizations are not, of course, right at one level or another.  Studies have suggested that most 
organizations in the US are somewhere between Level 2 and Level 3, trying to expand the processes 
they have modeled and understand into a complete process architecture.  Similarly, a smaller group 
of companies are between Levels 3 and 4.  They are working to establish process management and 
measurement systems throughout the company. 

In large organizations, it is common to find that one division or group will be at a different level of 
maturity than other groups or divisions within the same organization. 
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Appendix II.  The Three Business Process Traditions 

Any comprehensive review of the world of business process change technologies and methodologies 
will quickly conclude that there are three major process traditions:  a management tradition, a quality 
control tradition, and an IT tradition.  Too often individuals who come from one tradition are 
inclined to ignore or depreciate the other approaches, feeling that their approach is sufficient or 
superior.  Today, however, the tendency is for three traditions to merging into a more comprehensive 
BPM tradition.  (See Figure 19.) 

Business Management

Information Technology

Business 

Process 
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Figure 19.  An Overview of Approaches to Business Process Change 

 The Work Simplification\Quality Control Tradition    
In Figure 19 we pictured the Quality Control tradition as a continuation of the Work Simplification 
tradition.  The modern roots of quality control and process improvement, in the United States, at 
least, date from the publication, by Frederick Winslow Taylor, of Principles of Scientific Management, in 
1911 (Taylor, 1911).  Taylor described a set of key ideas he believed good managers should use to 
improve their businesses. He argued for work simplification, for time studies, for systematic 
experimentation to identify the best way of performing a task, and for control systems that measured 
and rewarded output. Taylor’s book became an international best-seller and has influenced many in 
the process movement.  Shigeo Shingo, one of the co-developers of the Toyota Production System, 
describes how he first read a Japanese translation of Taylor in 1924 and the book itself in 1931 and 
credits it for setting the course of his work life (Shingo, 1983) 

Throughout the first half of the 20th Century, engineers worked to apply Taylor’s ideas, analyzing 
processes, measuring and applying statistical checks whenever they could.  Ben Graham, in his book 
on Detail Process Charting, describes the Work Simplification movement during those years, and the 
annual Work Simplification conferences, sponsored by the American Society of Mechanical 
Engineers (ASME), that were held in Lake Placid, New York (Graham, 2004).  These conferences 
that lasted into the Sixties were initially stimulated by a 1911 conference at on Scientific Management, 
held at Dartmouth College, and attended by Taylor and the various individuals who were to 
dominate process work in North America during the first half of the 20th Century. 

The American Society for Quality (ASQ) was established in 1946 and the Work Simplification 
movement gradually transitioned into the Quality Control movement.  In 1951, Juran’s Quality Control 
Handbook appeared for the first time and this magisterial book has become established at the 
encyclopedic source of information about the quality control movement (Juran, 1951) 

In the Eighties, when US auto companies began to lose significant market share to the Japanese, 
many began to ask what the Japanese were doing better.  The popular answer was that the Japanese 
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had embraced an emphasis on Quality Control that they learned, ironically, from Edwards Deming, a 
quality guru sent to Japan by the US government in the aftermath of World War II.  (Deming’s 
classic book is Out of the Crisis, published in 1982.)  In fact, of course the story is more complex, and 
includes the work of native Japanese quality experts, like Shigeo Shingo and Taiichi Ohno, who were 
working to improve production quality well before World War II, and who joined, in the post-war 
period to create the Toyota Production System, and thereby became the fathers of Lean (Shiegeo, 1983; 
Taiichi, 1978).   (The work of Shingo and Ohno was popularized in the US by James Womack, 
Daniel Jones and Daniel Roos in their book The Machine That Changed the World:  The story of Lean 
Production, 1991. This book was a commissioned study of what Japanese auto manufacturing 
companies were doing and introduced “lean” into the process vocabulary.)   

 TQM, Lean and Six Sigma 
In the Seventies the most popular quality control methodology was termed Total Quality 
Management (TQM), but in the late-Eighties it began to be superseded by Six Sigma – an approach 
developed at Motorola (Ramias, 2005; Barney, 2003).  Six Sigma combined process analysis with 
statistical quality control techniques and a program of organizational rewards and emerged as a 
popular approach to continuous process improvement.  In 2001 the ASQ established a SIG for Six 
Sigma and began training black belts.  Since then the quality movement has gradually been 
superseded, at least in the US, by the current focus on Lean and Six Sigma.     

Many readers may associate Six Sigma and Lean with specific techniques, like DMAIC, Just-In-Time 
(JIT) delivery, or the Seven Types of Waste, but, in fact, they are just as well known for their 
emphasis on company-wide training efforts designed to make every employee responsible for process 
quality.  One of the most popular executives in the US, Jack Welsh, who was CEO of General 
Electric when his company embraced Six Sigma, not only mandated a company-wide Six Sigma 
effort, but made 40% of every executive’s bonus dependent on Six Sigma results.  Welch went on to 
claim it was the most important thing he did while he was CEO of GE.  In a similar way, Lean, in its 
original implementation as the Toyota Production System, is a company-wide program embraced 
with an almost religious zeal by the CEO and by all Toyota’s managers and employees.  Of all the 
approaches to process improvement, Lean and Six Sigma come closest, at their best, in implementing 
an organizational transformation that embraces process throughout the organization. 

An interesting example of a more specialized development in the Quality Control tradition is the 
development of the Capability Maturity Model (CMM) at the Software Engineering Institute (SEI) at 
Carnegie Mellon University.   

If one considers all of the individuals working in companies who are focused on quality control, in all 
its variations like Lean and Six Sigma, they surely constitute the largest body of practitioners working 
for process improvement today. 

 The Management Tradition  
As with the quality control tradition, it would be easy to trace the Management Tradition to Ford and 
Taylor.  And, as we have already suggested, there have always been executives who have been 
concerned with improving how their organizations functioned.  By the mid-Twentieth Century 
however, most US managers were trained at business schools that didn’t emphasize a process 
approach.  Most business schools are organized along functional lines, and consider Marketing, 
Strategy, Finance, and Operations as separate disciplines.  More important, operations have not 
enjoyed as much attention at business schools in the past decade. 

Joseph M. Juran, in an article on the United States in his Quality Control Handbook, argues that the US 
emerged from World War II with its production capacity in good condition while the rest of the 
world was in dire need of manufactured goods of all kinds. (Juran, 1951)  Thus, during the 50s and 
60s US companies focused on producing large quantities of goods to fulfill the demand of consumers 
who weren’t very concerned about quality.  Having a CEO who knew about finance or marketing 
was often considered more important than having a CEO who knew about operations.  It was only 
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in the Eighties, when the rest of the world had caught up with the US and began to offer superior 
products for less cost that things began to change.  As the US automakers began to lose market share 
to quality European and Japanese cars in the Eighties, US mangers began to refocus on operations 
and began to search for ways to reduce prices and improve production quality.  At that point, they 
rediscovered, in Japan, the emphasis on process and quality that had been created in the US in the 
first half of the 20th Century. 

Unlike the quality control tradition, however, that focuses on the quality and the production of 
products; the management tradition has focused on the overall performance of the firm.  The 
emphasis is on aligning strategy with the means of realizing that strategy, and on organizing and 
managing employees to achieve corporate goals. 

The most important figures in the management tradition in the years since World War II have been 
Geary Rummler, Michael Porter, Thomas Davenport, and Kaplan and Norton.  In all cases they 
urged a top-down approach to process analysis and redesign, usually starting with strategy, then 
moving to value chains, and only later, to specific processes.  This approach has always focused on 
organization costs and performance, and has usually focused on improving the way business 
managers managed their processes. 

One can argue about where the Business Process Reengineering (BPR) movement should be placed.  
Some would place it in the management tradition because it motivated lots of senior executives to 
rethink their business strategies.  The emphasis in BPR on value chains certainly derives from Porter.  
Others would place it in the IT tradition because it emphasized using IT to redefine work processes 
and automate them wherever possible.   It probably sits on line between the two traditions, and we’ll 
consider it in more detail under the IT tradition. 

 The Information Technology Tradition    
The third tradition involves the use of computers and software applications to automate work 
processes.   This movement began in the late Sixties and grew rapidly in the Seventies with an 
emphasis on automating back office operations like book keeping and record keeping and has 
progressed to the automation of a wide variety of jobs, either by doing the work with computers, or 
by providing desktop computers to assist humans in performing their work.   

We will not attempt to review the rapid evolution of IT systems, from mainframes to minis to PCs, 
or the way IT moved from the back office to the front office.  Suffice to say that, for those of us 
who lived through it, computers seemed to come from nowhere and within two short decades, 
completely changed the way we think about the work and the nature of business.  Today, it is hard to 
remember what the world was like without computer systems.  And that it all happened in about 40 
years.  Perhaps the most important change, to date, occurred in 1995 when the Internet and the Web 
began to radically alter the way customers interacted with companies.  In about two years we 
transitioned from thinking about computers as tools for automating internal business processes to 
thinking of them as a communication media that facilitated radically new business models.  The 
Internet spread computer literacy throughout the entire population of developed countries and has 
forced every company to reconsider how its business works.  And it is now driving the rapid and 
extensive outsourcing of processes and the worldwide integration of business activities.   

Hammer and early BPR advocates often urged companies to attempt more than they reasonably 
could.  Thus, for example, several companies tried to use existing technologies to pass information 
about their organizations and ended up with costly failures.  Keep in mind these experiments were 
taking place in 1990-1995, before most people knew anything about the Internet.  Applications that 
were costly and unlikely to succeed in that period, when infrastructures and communication networks 
were all proprietary, became simple to install once companies adopted the Internet and learned to use 
email and web browsers.  Today, even though many might suggest that BPR was a failure, its 
prescriptions have largely been implemented.   Whole industries, like book and music retailers and 
newspapers are rapidly going out of business while customers now use online services to identify and 
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acquire books, download music and provide the daily news.   Many organizations have eliminated 
sales organizations and retail stores and interface with their customers online.  And processes that 
were formerly organized separately are now all available online, allowing customers to rapidly move 
from information gathering, to pricing, to purchasing.  
  
Much more important, for our purposes, is the change in attitude on the part of today’s business 
executives.  Almost every executive today uses a computer and is familiar with the rapidity with 
which software is changing what can be done.  Video stores have been largely replaced by services 
that deliver movies via mail, directly to customers.  But the very companies that have been created to 
deliver movies by mail are aware that in only a few years movies will be downloaded from servers 
and their existing business model will be obsolete.  In other words, today’s executives realize that 
there is no sharp line between the company’s business model and what the latest information 
technology will facilitate.  IT is no longer a service – it has become the essence of the company’s 
strategy.  Companies no longer worry about reengineering major processes and are more likely to 
consider getting out of an entire line of business and jumping into an entirely new line of business to 
take advantage of an emerging development in information or communication technology.  
 
By the late Nineties, most process practitioners would have claimed to have abandoned BPR, and 
were focusing, instead on more modest process redesign projects.  Davenport wrote Mission Critical, a 
book that suggested that Enterprise Resource Planning (ERP) applications could solve lots of 
process problems, and by the end of the decade most large companies had major ERP installation 
projects underway. (Davenport, 2000)  ERP solved some problems and created others.  Meanwhile, 
workflow applications also came into the own in the late Nineties, helping to automate lots of 
document processing operations. (van der Aalst, 2000)   Today’s BPMS software tools and 
applications are direct descendents of the early CASE tools and the logical successors of ERP 
applications, which they render more flexible and powerful. 
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Appendix III.  Geoffrey Moore’s Technology Lifecycle Model 

Geoffrey Moore is a high tech marketing guru who has been involved in numerous technology 
launches.  He wrote a very popular book, Crossing the Chasm, (Harper Business, 1991) which describes 
the lifecycle of new technologies and the problems they face gaining widespread acceptance. 

 Innovators 
New technologies, according to Moore, are initially adopted by Innovators, companies that are 
focused on new technologies and are willing to work hard to make a new technology work in order 
to gain an early advantage.  Innovators have their own teams of sophisticated technologists and are 
willing to work with academics and vendors to create highly tailored solutions. 

 Early Adopters 
Once the Innovators prove that a new technology can be made to work, Early Adopters follow.  
Early Adopters are not focused on new technologies, as such, but on new business approaches that 
can give them a competitive advantage.  They are less technologically sophisticated than Innovators, 
but still willing to work hard to make a new technology perform, if they see a clear business 
advantage. (See Figure 20) 
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After Geoffrey A. Moore.  Crossing the Chasm (HarperBusiness, 1991)
 

Figure 20. Moore’s technology adoption life cycle curve. 

 The Early Majority 
The market for a new technology doesn’t really get hot until the Early Majority are convinced to 
adopt the technology.  The Early Majority represent some 35% of the market.  They won’t adopt 
new technology until they consider it well-proven.  In fact, they aren’t interested in technology at all, 
and don’t have a lot of sophisticated technologists who are willing to struggle with the technology.  
They wait for case studies to show that the technology really provides the benefits that are claimed.  
And they insist on products that make it easy for less sophisticated developers to deploy the 
technology quickly, without significant difficulties. 

 Moore’s Chasm 
Moore’s Chasm looms between Early Adopters and the Early Majority.  Lots of technological 
innovations that are tried by Early Adopters fail to gain sufficient acceptance to pass the criteria of 
the Early Majority.  The new technology gets lots of publicity, for awhile. Conferences are launched 
to provide information about the technology, and it is described in glowing articles in all the high-
tech magazines and business publications that are always touting the next new thing.  Ultimately, 
however, the technology fails to produce enough concrete proof of usability and benefits to convince 
the Early Majority to make an investment, and the technology drops out of sight. 
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 The Late Majority and the Laggards 
The Late Majority, like the Laggards who lie even further to the right, are reluctant to spend money 
or take chances on new approaches.  They wait till their competitors among the Early Majority have 
started gaining benefits from the technology, and then follow suit, reluctantly. 

When you go to conferences and hear vendors talking about the technological features of their 
product and why its better technology than whatever came before, you are in an Innovator’s Market.  
When the market begins to transition to Early Adopters, you begin to hear more business cases and 
get information on specific benefits.  This is also the time when vendors begin to worry about wider 
acceptance, and become concerned with standards, user interfaces, and assuring their products can 
work with legacy applications.  If the technology is really successful and crosses the chasm, the 
technology conferences tend to drop away, and the vendors begin to show up at traditional business 
shows and promote their products as a cost-effective way to solve a class of business problems.  The 
majority don’t care about technology.  They just want to solve business problems quickly and 
effectively and to stay ahead or at least even with their competitors. 

When a new technology is first introduced, lots of relatively small vendors rush to offer products. As 
long as the market is small, ironically, the number of vendors is large.  No one vendor makes very 
much money, but they are full of hopes, each believing that their technological approach is superior.  
As the market grows and customers become a little more sophisticated, they begin to demand more 
comprehensive products and features like support for evolving standards.  It is not uncommon for 
products to go through 3-4 generations in the course of 2-3 years.  The cost of constantly developing 
new versions of one’s product, coupled with the need for more aggressive advertising, forces the 
smaller vendors to search for capital to continue to remain competitive.   

Sometime during the Early Adopter phase of the market, the major vendors begin to incorporate the 
technology into their more comprehensive offerings, and begin to promote the technology.  In 
effect, the large vendors guarantee that the new technology is safe.  As the competition heats up, 
most of the small vendors disappear.  Some are acquired by large vendors.  Many decide to specialize 
in industry or niche specific markets.  Others simply fail to earn enough money to survive.  The key 
thing, however, is that Majority companies only buy from established vendors who they are 
reasonably confident can provide the rather extensive support they will require and who they are sure 
will still be in business 5 or 10 years from now.  Thus, if a new technology succeeds in crossing 
Moore’s chasm, the leading vendors will be companies like IBM, Microsoft, and SAP.  One or two of 
the new startups may have been successful enough to have grown into a 100 million dollar company 
and still be viable in the Majority market, but most won’t make it.  

 Moore’s Model and BPM Market 

Unfortunately, it is not easy to apply Moore’s model to the BPM market, as a whole, because today’s 
BPM market is really lots of separate markets.  The most important distinction is between those 
engaged in helping companies improve their business processes and those working to provide 
software tools that will enable some kind of process automation.  Even within these segments, 
however, there are important distinctions, as for example, between the process modeling software 
tools that have been widely adopted, and the BPMS tools that are still in the Early Adaptor phase. 

 

 


