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From CIO to CPO via BPM
THE NEXT GENERATION OF ENTERPRISE AUTOMATION

The prediction that the CIO’s job will evolve into managing business processes
– not just technology – is not new. What is new is the state of process
technology. It has reached a point where it’s about to go mainstream.
Learn how, when (and why) in this insightful retrospective by Howard Smith,
process pioneer and author of the best-selling Business Process Management
– The Third Wave. The comprehensive white paper includes numerous
illustrations of how companies are using BPM today, improving operations,
reducing process-design-to-production time and costs, and delivering
integrated change.
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A CONVERGENCE OF SCALE
AND INVENTION
As global competition intensifies in the twenty-first
century, companies large and small are struggling to
find new sources of competitive advantage. A growing
number are now turning that attention to a fundamental concept as old as management theory itself – the
humble, but mighty, business process. Should your
company adopt process as the key to its future?
Companies use processes – descriptions of the work
required to generate value to customers – first to
understand, then to measure and subsequently to
change, old practices for new. Objectives vary from
process to process and from firm to firm. Companies
seek increased efficiency, higher productivity, greater
reliability, reduced resource utilization, lower costs,
economies of scale, innovation, compliance, eradication of waste, shorter cycle times, quality
enhancements, fewer errors, employee satisfaction,
increased discipline, tighter coordination, tracking of
important events, eradication of duplicate or manual
tasks, the flexibility to respond to unexpected events,
transparency in operations and an ability to cope with
customization, diversity, complexity and rising workload. It was ever so.
In 1911, Frederick Winslow Taylor published his
book, The Principles of Scientific Management. In it
he described how the application of the scientific
method to the management of work could greatly
improve productivity. Observing gross inefficiencies
during his contact with steel workers, Taylor argued
that even elementary tasks could be planned to dramatically increase output. His work demonstrated
that a scientific approach was more effective than
intuitive and incentive-based methods of motivating
individual workers.
For a century Taylor has symbolized top-down management power. Driving workers as if they were
mindless machines, he did not shout at them, rather,
he embedded them in repetitive and often counterintuitive work patterns. In this way he aimed to
extract every last ounce of their productive energy.
According to his critics, Taylor’s methods created
dead-end factory jobs that de-skilled the workforce.
Some extrapolate the influence of his methods and
claim that they led American industry, particularly
the automotive industry, into a period of non-creative
stagnation by the 1970s.
Taylor used a stopwatch to measure work steps, thereby
breaking a job into its component parts. Today we
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would call these sub-processes. He recognized that
steps could not only execute sequentially, but in parallel. They could then be re-arranged among workers to
create new efficiencies. Workflow systems not being
available at the time, Taylor’s strategies depended on
additional oversight roles, such as a “speed boss” to
motivate and allocate steps to the men, a “gang boss” in
charge of tools, materials and parts, an “inspector” to
check quality and to regulate the process, and a “repair
boss” to maintain the proper running of the machines.
To achieve optimum production Taylor also found it
necessary to create a new oversight role: a “planning”
function. The “time and cost” clerk enforced the work
item rate. The “order of route and work clerk” planned
the flow of parts through the factory. Today we call
roles such as these “knowledge workers.”
Less well known than Taylor’s management innovations were his mechanical inventions. They also
lowered costs and drove up output, for example, by
raising the speed and precision with which metal
could be fed into a machine to be cut, lathed, drilled
or hammered into the required shape. Such productivity devices have always disturbed those whose work
comes under impact. Most threatening to Taylor’s
worker-robots was the “instruction-card clerk.”
The instruction-card clerk wrote elaborate instructions onto job cards that told the machinists precisely
where to start each cut, the exact depth required and
how many cuts to make. Years later, Taylor’s mathematically gifted assistant, Carl Barth, transposed data
from thousands of such manual metal-cutting observations and encoded it onto an elaborate five-slide
slide rule. The new computing device accommodated
all of the variables involved in determining machine
settings. Using a Barth slide rule, the power of the
instruction-card clerk was greatly expanded, because
he could calculate in less than a minute the settings
that would have taken an hour for a skilled machinist
to figure out by trial and error.
Obsessed, as the IT industry is, to use computer systems to enable a productive work environment, it is
sobering to reflect that other technologies have played
pivotal roles in business improvement. In the case of
Barth and Taylor, their techniques opened the door to
the moving production line and industry giants such
as the Ford Motor Company. Half a century later,
W. Edwards Deming, father of the Quality movement,
also found ways to link theory and practice to create
new production capabilities. Technological innovations are often needed to realize management ideas at
scale and in production.

Deming was trained as a statistician by Walter
Shewhart, a Bell Labs scientist and inventor of statistical quality control (SQC). Shewhart recognized that
by allowing for “tolerance” in manufacturing processes
– the admittance of a degree of error and therefore of
variation in finished goods – managers could avoid
wasted time and effort looking for the cause of variations that fall within a nominal range. His strategy
was not to eliminate all variation – an impossible feat
in an inexact world – but to focus attention on significant deviations whose causes could probably be
found and fixed. Extreme variations are the most
improbable and therefore are most likely to be, in
Shewhart’s terminology, “assignable” to some special
cause, such as a careless worker, a failing machine,
breakdown of a process, or defective materials.
Managers, he argued, should focus on trying to find
and fix those samples. His method ensured that they
would identify cases lying outside of statistical limits.
Shewhart trained Deming in these diagnostic investigative methods, but it was not until Deming found a
way to allow mathematically unsophisticated clerical
and factory workers to use statistics that the technique
could be widely applied. He kept down the calculating-costs involved by introducing a moveable cart
that could be shared among those involved in quality
control. A pre-electronics calculator, the cart held
voluminous statistics tables and charts and showed
simple branching instructions that could be followed
by a child to navigate to the right quality metrics.
Seemingly trivial innovations like this would later
have world impact as Japan, the U.S. post-war industrial rival, adopted Deming’s quality methods.
Studying these and other examples provides insight
into how to apply computers at work today.
Innovation, the goal of new value and that which
every company seeks, is the antithesis of unreliable,
hit-and-miss, trial-and-error methods. Innovation is
repeatable, procedural and algorithmic. Making effective progress requires more than inspiration or hope,
it’s a matter of science. Success has always depended
on a symbiotic relationship between invention and
scale-enablers, between scientific foundations and
management practice.
FAST FORWARD

Those who reflect on the personal impact of office
mechanization in the late ’70s and early ’80s, remember many coffee-room conversations about the
new-fangled computer systems. Uninspired clerical
staff could often be heard to claim that computers
were little more than “glorified adding machines,” or
worse, threatened to remove the need for their job.
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To say this about computers in some corridors was
regarded as heresy. To a new generation of office
managers, trained in operational research methods,
computers were instruments of the imagination. They
believed that with another computer they could run
whole departments virtually single-handed. The ideas
led to a period of great turbulence, culminating with
strikes and riots in both the United States and
Europe. It was 1981.
As the poor performance of public sector organizations fell under the spotlight of new “best practices”
of privately owned firms, the first IBM PCs began to
roll off the production line in ever increasing numbers, harbinger of the next wave of change. This itself
would have been unimaginable had it not been for
the pioneering work of the management gurus and
their technology-savvy assistants working behind the
scenes. Past innovations often give rise to the scalable
platforms that set the stage for future invention.
Efficient mass-production depended on the combination of Barth’s calculating invention and Taylor’s time
and motion studies. Quality in mass-produced items
depended on Shewhart’s statistical methods and
Deming’s encoding of the procedure for everyman.
In the IT industry, electronic spreadsheets provide an
eloquent example.
With spreadsheets everyone could build “what-if
analyses” aimed at optimizing results. No programming was needed – simply design and calculate! It
was a genuine innovation – simple, convenient, irresistible. It took 20 hours of work per week and turned
it out in 15 minutes or less… and let everyone
become much more creative. To the business, the PC
loaded with a spreadsheet meant a radical streamlining of routine calculations, transferring to the
everyday business person a function that had once
required special programming skills. Spreadsheets
took numerical computation off the critical path and
launched the PC revolution in business. Each driving
the other to market, the PC/spreadsheet combo
spread like wildfire throughout society, later providing the host for myriad other software productivity
packages. The PC, once maligned as a “glorified
adding machine,” became known as an instrument of
the imagination, as evidenced a decade later by
Microsoft’s knowledge-economy inspired catch
phrase “Where Do You Want To Go Today?” As computers were absorbed into business, their image as
dangerous automation devices, leading inexorably to
de-skilled staff, or worse, to mass-unemployment,
changed fundamentally. It was ever so.

Critics of Taylor’s detailed instruction-cards objected
that they deprived the machinist of skill. The worker
just set the machine as told, made the cut, and took
down the instruction-card for the next job from the
bulletin board above his bench. Gone were his dignity
and job security as the intellectual element of his
trade was transferred to a drone with a slide rule in
the planning office. Replace bulletin boards and
instruction-cards with today’s workflow engines –
input-output task lists and preset electronic dataentry forms – and it is not so hard to understand why
it is that workers at call centers, and in other repetitive clerical or administrative roles, often feel the
same about their lot. Does workflow automation
de-skill work?
Procedures, when automated, can be a tyrant. They can
also set you free. The metal-working tools of Taylor’s
era had actually come into existence decades before.
They had enabled a previous generation of workers,
incapable of hand-filing, to compete with skilled
metal-working smiths. Only as hand skills gave way to
the new machine work did the operation of lathes
come to be understood as a desirable skill in its own
right. Non-value-adding work always gives way to new
value-added activity via human invention. For if work
can be automated via predictable routines it can, and
should, be automated away. Only then can resources
released by automation be free to work on new tasks,
or tasked to improve the work of others. As with Barth’s
slide rule, the amplifier of Taylor’s method, such productivity-enhancing strategies always depend for their
success on a repeatable method that fosters the efficient
introduction of new practice at scale. It is this method
that can then be automated.
History is repeating itself. Today’s rigid and prescriptive automation approach, workflow, is gradually
giving way to another innovation in office automation, business process management (BPM). Workflow
proved effective as the means of automating-away
clerical tasks, but enhancing the productivity of
knowledge workers, and providing them with the tool
they needed to transform the processes around them,
has proved more elusive. That task could not be automated, until now.
SEEDS OF AN IDEA

IBM’s capacity to mass-produce relatively cheap office
PCs in the early 1980s did not go unnoticed by the
scientific community. An obscure group of
researchers at the Massachusetts Institute of
Technology (MIT) were studying the appropriate use
of computers in the workplace. The group argued
that it made sense to re-design office procedure
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before bringing in new technologies, such as word
processing. In a seminal 1981 article entitled “Etude:
An Integrated Document Processing System,” they proposed “the first step in a longer range effort to
develop an integrated set of tools that will comprise
an office workstation, a personal and interactive computer-based system that will provide an office worker
with access to a wide range of support capabilities.”
The vision of the Office Automation Group at MIT
was to extend the dedicated word processors of the era
to include document production, database management, image handling and communications. They
argued, correctly, that, “out of this collection of tools
can be built virtually any office application system.” At
the same time, they could not have realized that, by
1995, knowledge workers would come to represent
over 50 percent of corporate costs and companies
would come under extreme pressure to free them from
routine tasks in order to make way for more creative,
customer-focused, knowledge work. The market for
the integrated software tool that MIT had envisaged,
but had no idea how to build, was large indeed. Today
it would be called a Business Process Management
System (BPMS). No one at MIT could have predicted
it would take another two decades to come to market.
THE NEW REENGINEERING

MIT’s embryonic work on technology-enabled
change, as well as similar work at other labs, was felt
throughout the ’80s and ’90s when Taylor’s “time and
motion” methods met rampant “computerization” in
the unholy alliance dubbed “corporate reengineering.”
Sensing the commercial opportunity, some academics
jumped ship to set up reengineering startups.
Foremost among these was the Index Group, an office
automation consultancy later acquired by Computer
Sciences Corporation (CSC.) Over the next decade,
the IT services giant transformed “reengineering”
from a purely creative approach that delivered ad-hoc
results to a reliable consulting discipline.
One of the author’s of the original Etude paper was
an unknown “office automation” researcher by the
name of Michael Hammer. His later collaboration
with Index founder and then CSC employee James
Champy, led to the publication of the business best
seller, Reengineering The Corporation. A perfect storm
was about to break. The book catapulted Hammer to
consultant superstardom. By naming and clearly
describing the process change which companies were
already seeking, Hammer, previously an utterly
obscure academic, became, for a while, the reengineering movement’s poster child – until reengineering
methods were widely misapplied and misinterpreted

as the excuse for corporate and departmental “downsizing.” The language of reengineering eventually fell
into disrepute, to be replaced a decade later by the
more sober sounding, “business process management.”
At least, that’s the commonly accepted wisdom. In
fact, for reengineering techniques to deliver efficiently,
the integrated office processing system that MIT had
envisaged, both needed to exist and to be widely
deployed. How else could practices change throughout
processes at scale? Technical work began worldwide in
a number of directions.
Collaboration tools, workflow systems and numerous
packaged software applications, including the new
breed of enterprise resource planning (ERP), were
each developed, deployed and tested in numerous
“reengineering” projects. Results were mixed. The
primitive software of the era proved decidedly awkward to modify in response to the creative process
re-design needs of business consultants. Solving this
technical problem proved extremely difficult. A new
type of software was needed, one that would allow a
computer to execute, and manipulate, whole business
processes. It took until the turn of the twentieth century, and many experiences with workflow and
transactional systems, before an answer was found.
Under cover of Y2K mania, an elite group of innovators, supported by and including CSC, co-founded the
non-profit collaborative: the Business Process
Management Initiative (BPMI.org). The objective was
none other than the development of a standard digital
representation for all business processing. Upon this
foundation, the group argued, a new IT system for
processes should be developed. Dubbed the “BPMS,”
the idea was that a new platform would emerge to
support a raft of process analysis, design, deployment,
execution, operations, analysis, and optimization software tools. No doubt the aggressive IT industry would
jump on any opportunity to create another raft of
software products that companies would be eager to
buy if linked to a powerful business proposition: lower
costs and higher productivity. The strategy worked.
As with Taylor’s machining slide rules and IBM’s personal computer, the new BPMS technology is once
again exposing the age-old contradiction between
efficiency and employment. BPMS-based solutions,
with their ability to morph and measure processes at
will, have proved highly effective. It would be comforting indeed to believe that workers freed as a result
of new productivity will always be moved to other
activities targeted toward innovation and growth;
developing, delivering and supporting new products
and services.

4 | FROM CIO TO CPO VIA BPM

A financial services company used a process to
reduce the workforce in one business unit by half
and to simultaneously double the productivity of
remaining staff. The project was initiated to cope
with sharp increases in workload to handle
complex enquiries from newly educated customers
in an evolving market during a period in which
business was growing insufficiently to sustain the
original size of the unit. One thousand five hundred
workers could have been made redundant as a
result of the process automation and its ongoing,
business-led optimization. In fact, the skilled client
relationship managers and administrative assistants
released from the old unit were re-allocated to an
under-resourced, but growing, area of the business.
A CONVERGENCE OF TOOLS AND METHODS

What’s new in BPM? Do not look for an answer in the
field of reengineering, management theory or economic
change, for you won’t find one. What’s new is that we
now have available the innovative tool needed to realize
immediate results from the very best of existing management theory, and reengineering exertion. In the past,
a paucity of suitable process tools impeded progress.
Similarly, it was not until the invention of the technology of Barth’s machining slide rules that Taylor could
scale and execute his scientific management methods.
The use of process technology is growing exponentially worldwide. Giants such as CSC, Microsoft, Procter
and Gamble, and JPMorgan Chase are creating myriad
electronic links between knowledge workers on-shore
and offshore, spanning vast distances and time zones.
The watchwords are coordination, coordination, and
coordination. These companies are crafting the next
step-change in productivity using software systems
that capture, automate and transform process in
response to changing global conditions. Processes that
previously existed only in the minds of reengineering
consultants are today far more than abstract levers of
change. Processes are now formal digital models of
how information systems can be directly aligned to the
objectives of business executives.
Echoing office workers in the 1970s, the BPMS could
be dismissed as “just another IT application.” Yet as
the success stories in this white paper will show, it has
become an “instrument of the imagination” for leading firms. Users report that the graphical view of
process offered by BPM tools gives business managers
a broader view into, and more direct control over,
automated business logic, thereby fostering efficiency,
innovation, flexibility, and smoother compliance with
shifting regulations. With the advent of the BPMS

that can bring swimlane diagrams to life as executable
systems, process modeling is in back in vogue and
reengineering has a new and deadly path to implementation. The next generation of Office Automation
is upon us – and it could well determine the fortunes
of individual companies and the wealth of nations.

WHAT IS A BPMS?
A Business Process Management System (BPMS) is a
sophisticated software system for the management of
business processes; just like the relational database
management system (RDBMS) is a system for the
management of information. Whereas the RDBMS
manages data, the BPMS manages executing processes. Just as a database comes with no particular data, a
BPMS is a software package that comes with no particular process. Rather, it is open to re-configuration
at the level of all processing. Specific products may
come with process templates for certain business
processes, particularly in areas not yet covered by
today’s packaged enterprise systems.
As with RDBMS, BPMS products range in scale and
function. A technical description of the BPMS is
beyond the scope of this paper, but much has been
written, including by this author and via the work
of members of the Business Process Management
Initiative (BPMI.org). The advanced features of
today’s BPMS are once again raising the level of
ambition for reengineering. Building an understanding of the BPMS has become a high priority
for many CIOs eager to work with, or fulfill the role
of, the Chief Process Officer (CPO). Process optimization is reported to be among the highest
priorities in IT practice, and is now today’s CIO’s
and tomorrow’s CPO’s most pressing agenda. BPM
is the best opportunity an IT organization has to
make a substantial impact on current business performance and the agility needed to meet
tomorrow’s business challenges.

A home loan services company achieved better
customer service with a new process. The
improvements arose because of the visibility the endto-end process provides for loan applications. It has
enabled the company to scale to meet a period of
rapid growth. Having a transparent process has given
the company an ability to see bottlenecks and
exceptions in loan application processing, which they
use to continuously align the process with customer
demand. The company reports that it needed new
processes in order to take performance to the next
level and provide consistency across a broad
workforce.The first new executable process was used
only to measure how teams and individuals are
performing against specific metrics.As a result of the
real-time process scorecards it provided, the company
recognized previously unforeseen opportunities for
improvement in time-consuming steps such as loan
pricing and customer contact, and work allocation.
The process solution was then used to roll out new
processes to deal with these issues, automating the
majority of the work associated with loans and
enhancing cross-company coordination.The company
reports that the approach enabled the IT
organization to more fully contribute to business
improvement initiatives.
REWIRING IT

A key role of the BPMS is the re-writing of existing IT
systems to take account of business process change.
Modern companies are already deeply dependent on
automation, so any new process includes existing IT
systems. Computerized steps are as much a part of
process as the effort of any human worker. Changing
human work steps, while leaving computer systems
unchanged, makes little sense. Numerous studies have
shown that productivity rises most sharply when new
IT systems work hand in glove with the day-to-day
activities and needs of system users – who are real,
live human beings.
Executives tasked with “making things happen” and
who, a decade ago, may have dismissed “the technology
infrastructure” as irrelevant to their objectives, now take
great interest in systems change. No longer do they
assume that someone else will, after the event, make the
required infrastructure modifications in response to
their business change programs. Today, business leaders
expect and demand Integrated Change. Those in charge
of change cannot afford to wait for IT developers or for
IT systems to be developed and modified in response to
business change. Business change and IT change are no
longer separate phases – they are now co-dependent.
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In BPM projects, operational innovation and IT innovation are joined at the hip. Using process modeling
tools atop the BPMS, business people mandate the way
systems should operate. They develop these models not
as documentation to give to IT technicians who then go
on to implement those processes, but as schemas directly deployed on the BPMS, which then automatically
marries the existing IT to the new process. As a result,
process owners can determine, and then manage,
change in all participants in the process simultaneously:
systems, workforce and organization. Sounds like just
another software development tool? Not so.
The BPMS is not a point solution. Although the
BPMS can be used to build discrete systems, it has
deeper significance. Fully realized, the BPMS is also a
new IT architecture, and it is already demonstrating
its ability to flex and extend the value of the current
IT environment that has built up over the years.
A BPMS rewires existing systems, establishes a new
architecture, and simultaneously creates the new
Web-based user interface for workers who will work
in, and with, the new business processes. As a result,
business units no longer have to wait for the completion of IT projects that are the consequence of
business change; rather, business change drives immediate IT re-configuration. Like Taylor’s machining slide
rules, the BPMS is a new technology and a new technique, eradicating age-old reengineering gaps
between practice and support systems.

A distributor of medical supplies transformed its IT
infrastructure using a service-oriented architecture.
But rather than just treating this as a cost, an IT
modernization effort without business benefit, it
linked the implementation to a process project. The
company had considered installing ERP as a
modernization strategy, but knew that replicating the
custom business logic in its legacy systems would be
a monstrous effort. Instead, the company used a code
analyzer to expose key logic and generate new
software components. A process solution was used
in an upper tier of the architecture, orchestrating the
new components, to provide a lever for
reengineering. One new process entailed pulling
expiring products from warehouses, returning them
to manufacturers for credit. This eradicated many
manual steps that warehouse staff would otherwise
have to execute based on inventory information from
its standard supply chain package. The company
reported that a similar project, without a process
solution, would have taken nine months to complete.
The process solution provided the new process in
three weeks.
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A pharmaceutical maker used a process solution to
cut the time to handle incentive compensation
processes from 30 days to one week. Previously the
company’s 10,000 field employees had relied on
email to route reports from a legacy system for
approval and payment, with employees calling in
frequently to check status. There was no way to
track any enquiry.The field force is happier because
they get paid faster and can look up status
themselves. The company plans to extend the
technique to similar processes, such as the
company’s procedure for approving educational and
promotional grants.Technically, the company is able
to reuse processes as Web services, speeding
implementation of new processes and avoiding cutand-paste coding.
NOT MAPPING

In the 1990s, before the BPMS, process modeling was
mostly process mapping oriented towards building
the understanding of “how things get done around
here,” a step many felt necessary prior to any change,
no matter how small. That’s still a highly valid activity, but non-executable process maps are, like milk,
perishable; use them, or they quickly lose relevance as
the business simply “moves on.” Now that we have a
tool that manages running processes, why draw hundreds of process diagrams and leave them lying on the
shelf, or in an electronic repository, unused and rarely
referenced? The BPMS brings processes to life as executable systems, as simply and immediately as
spreadsheets perform calculations.

A space and communications company found, during
the merger of two divisions, that the use of a
formalized process mapping tool to unambiguously
describe processes and transactions is essential if
complex processes such as network provisioning,
sales and fulfillment, are to be merged.The objective
was not process change, but process understanding,
prior to merger. Such tools can effectively present
the business case and details of process improvement
initiatives to many stakeholders, and clarifies existing
work in order to facilitate compliance efforts.

The presence of the BPMS, with its direct path to
implementation, is changing the relationship between
business and IT. Forward-looking CIOs are using
BPM to transform their role to that of the CPO,
aligning their work with executives with cross-functional responsibilities. IT organizations are using
BPM to re-define the boundary between their roles as
mechanics in the engine room and the change agents
in business, where the urgent need is to re-invigorate
business processes. With powerful BPMS tools and
related management techniques, businesspeople can
now see immediate value from their contributions to
process re-design initiatives. As they design processes,
the processes become operational immediately, not
after a subsequent development project. The BPMS is
both a design tool and a means of delivery. The BPMS
is the integrated tool that creates a cohesive picture of
how all the elements of the organization can work
together. As a result, companies report that they work
smarter, not harder, and are able to leverage all of the
technology infrastructure and business assets that surround them.
TARGETED CHANGE

Case studies demonstrate that process-related projects
usually start in an area of high business impact, e.g.
a core process visible to management and in need of
renewal. Once workers gain confidence with the new
BPMS techniques, the resulting system can be extended to other processes.
BPM creates transparency in operations and –
through analysis of process history – bottlenecks,
exceptions and errors can be highlighted, leading to
improved business performance. BPM solutions provide user-defined measures of process performance
gathered in real time. The loop is closed between execution and operation, enabling round-trip process
engineering. In response to real-time feedback, BPM
systems produce processes to describe previously
uncorrelated tasks. Such a process can then be used as
a new, repeatable, best practice.

The innovative online subsidiary of a bank used
processes to create a flexible offset-banking
offering in less than a year, fast enough to catch
other banks off guard with the intention of
capturing their customers.The strategy was one of
extreme consumer centricity, requiring unique
processes unavailable in any packaged banking
solution. Processes were deployed covering
everything from replacing lost credit cards to
changing overdraft limits. Each sub-process adhered
to one of a small number of generic processes, each
of which eliminated decision-making delays that
often plague traditional banking operations,
providing the proactive management of
commitments made to customers for issues that
matter to them, as opposed to those prescribed
and scripted in advance by a standardized call
center operation. Response times to the customer
were reduced, from several days, to overnight. The
strategy has been a business success, redefining
benchmarks for the sector. Instead of going for
economies of scale, merging banks, selling more of
the same, using fewer people and running the
operation more cheaply by standardizing
everything, the productivity provided by the new
processes has enabled a truly personalized service
to be delivered.The process allows the bank, and its
customers, to keep their promises. The service
center is able to respond to customers’ unique
requests. The bank uses the process system to
watch for new types of requests, and uses the
information as a source of competitive intelligence
for the later introduction of new products and
services. As new products and services are made
available, the bank simply adds a new process to
support them.
BPM tools alleviate IT logjams. Two decades ago, it
was smart aggressive salesmen who first understood
the power of the new departmental computing systems at the office. Free from dependence on IT
programmers to report and plan sales, ambitious sales
executives were the first users of data reporting tools,
bypassing the COBOL shop. Those engaged directly
in customer-facing work have always been best placed
to understand how to apply technology to effect
desired change.
By moving process work off the critical path of IT
development and opening it to more input from
more people from outside of IT specialist domains,
companies can create more processes, with more
impact, in less time. The real challenge of a BPM
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project is getting the right people involved. These are
often the business specialists, people buried deep in
the operations of the company, with a direct knowledge of what really makes the business tick. Get those
guys hooked on BPM, couple their enthusiasm to that
of an empowered executive process owner, and BPM
– and the company – will flourish.
Early in a BPM program, after an initial successful
project, expect people to push for larger, and more
ambitious, processes. Enterprise-wide BPM initiatives
are not so unusual. As BPM pans out, recognize that
workers outside of the BPM project may not like the
changes it will be bringing to their work. If it’s important to you for new processes to be adopted sooner
rather than later, management support is essential. It
can also help to build BPM into an existing intranet
or extranet portal, as users may not even notice the
underlying process changes.

A leading provider of news and business information
used a process to enter a valuable new marketplace,
categorized by dynamic, high-volume, low-margin
business. To make the new business viable, a more
flexible order fulfilment process was required,
reducing order fulfilment time from days to hours.
The new market also required the masscustomization of data feeds. It was therefore
necessary to change IT development techniques
from software to process, yielding a substantial
reduction in process design-to-production time and
costs. Without these improvements the company
would not have been able to enter the new market
successfully. The IT organization would simply have
been swamped by IT change requests as new clients
were acquired by the business units. As a result of
the new process development technique, the
company reported tighter alignment between
business units and the IT organization.
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A SHARED LANGUAGE OF PROCESS

For years, users of computer systems, and the IT specialists that built them, have spoken different
languages; one of work and process and one of systems architecture and software logic. The divide was
so great that software methodologists had to build
sophisticated bridges between the two communities.
Indirect and arcane translation between requirements
and delivered software code, via numerous layers and
abstractions, was necessary. Business users, it was
thought, should only be concerned with high-level
design. It was assumed that someone else would
always be there to fill out many low-level details. In
reality, these so-called “details” turned out to be
important functions. It was only the IT technicians
who believed that business people could not, or did
not, wish to specify them. As a result of this top
down approach, business requirements were
expressed in languages so vague that technicians had
to interpret, and then complete, specifications, often
introducing errors along the way. The most recent
manifestation of this trend is called the Model
Driven Architecture (MDA).
NOT MDA

MDA was developed in order to separate software
logic from the technical details of its supporting IT
platform, enabling software portability and reuse.
While a worthy aim, and no doubt a significant step
forward in software engineering, MDA is not the basis
of the BPM, even if MDA could be used by a software
vendor to develop a BPMS. To provide a single language between business and IT at the level of
operations, not at software development activity, the
BPMS uses a different technique dubbed Design
Driven Architecture (DDA). As envisaged by the
founders of the Business Process Management
Initiative (BPMI.org), there turns out to be no need
for any distinction between process and supporting
software, in notation or semantics, at any level of
detail. With BPM, the bridge between business and IT
in systems development practices need not exist.

A leading franchise operator in the $50 billion
hair care industry, with over 2,500 salons under
management, used a process solution to replace a
collection of legacy systems and databases housing
duplicate and inaccurate records.The modernization
was driven by the growth in its business. As the
franchise operation grew, so did the requirements to
manage the existing salons while still taking on new
business. Each manual process involved multiple,
sequential steps, paperwork and routing between
multiple parties. Procedures that served them well
initially were now creating duplication and incorrect
information, making relationship management a
challenge for the company. The manual processes
which had initially enabled the company to grow the
franchise operation couldn’t scale, and thus were
ripe for automation. Hundreds of steps in many
business processes were modeled on the new
system, leading to reduction of operating costs and
lower administration resource requirements. Moving
to a standard platform for all new processes also
allowed the numerous databases to be replaced by a
much smaller number of “process systems of record.”
As a result, the company now has much better
business information, and expects to speed up new
salon openings.The out of the box process solution
was installed in a day and initial user training began
the next day, with business people taking great
interest to configure the system, via process models,
to support the tasks they already knew well, but
previously had no means of executing.
Compared to MDA, the effects of DDA are startling.
Although benchmarks have yet to be published,
reductions in process design-to-production time and
resource cost of one or two orders of magnitude are
feasible. More is predicted for the future. While the
technique will never replace all software development,
the BPMS, with its design-driven architecture, offers
an antidote to conventional systems development.
There is industry confusion about how the BPMS
achieves DDA. A BPMS is not a compiler or translator
that takes process diagrams and generates software
code. A BPMS is the software system, not the beginning of a software development process. Buyer
beware: any IT salesman who speaks about translation of a process diagram into any form of code,
including new languages such as Business Process
Execution Language (BPEL), is not speaking about
BPM. Data is not translated to the relational model
before it is managed using a RDBMS. Nor with the
BPMS is it necessary to translate processes to code for
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them to execute. Process models may be represented
in BPEL or BPML, but this is merely a convenience
and a manifestation of the trend towards the use of
the Internet standard, XML. In reality, a BPMS supports an executable process and it is, at one and the
same time, the process and the system.
The BPMS with its distinct DDA architecture is relevant
because business people work in “commerce time,” not
“IT time.” Users and sponsors of IT do not have the
luxury of participating in the methodological world of
layered software development. Rather, their complete
requirements, down to the smallest details, are fluid,
unsettled, pliant, inconstant, slippery, fickle, temperamental, inaccessible and chaotic. IT developers using
traditional software development methods, working
alongside business clients with these characteristics, are
very often over-worked, under-resourced or failing to
meet expectations. BPM breaks down this “them and
us” culture. All users can be developers in BPM projects.

The IT solutions group of a national postal services
company realized that off the shelf software such as
standard office applications, mail systems and Web tools
could not meet its requirements for the complex
process of approving and managing spending with
external consultants. Interacting with the procurement
department for contracts negotiation, gaining approvals
from senior executives for the increasing number of
special cases, and lack of integration between associated
IT systems, added to the complexity of the unique
process required to solve the problem.Through a series
of workshops, the new process solution let
departmental staff in various units define the process
they needed, and results were immediately put into
operation. Selected business logic from legacy systems
was then migrated to the process, and the solution
integrated with the company’s ERP system, whose role
was limited to that of “system of record” and activation
of the final order in the ERP finance module. The
company reported that the new process eliminated
deadlocks and reduced errors and that the business
was able to translate its reengineering ideas and
concepts to a real process, visually, with immediate
validation “simply by pressing a button.” The top three
listed benefits stated included short-term ROI, heavily
reduced cycle time, no more blocks, and transparency
into the history of past approvals. A company executive
is quoted as saying that it took users just a few minutes
to get used to the new system. As a result,the company
has extended the platform to other processes, such as
approval of new suppliers.The installation of the solution
is seen as an effective step toward what it calls
“IT-supported business process control.”

NOT RAD

Developing a new process on a BPMS is so efficient
that it is often compared with rapid application development (RAD). BPM is not, however, a RAD
prototyping technique. The objective of RAD is to
reduce software development risk downstream via
quicker feedback and resolution of mismatched
expectations between business users and IT developers. While RAD techniques can be used in process
design, a BPMS is more than a technique; it is a complete software platform. BPM is not about changing
the speed of prototyping.
One experienced developer at CSC, well versed in a
range of RAD techniques, now uses a BPMS. He had
this to say: “In a sense it’s the difference between ‘what
you see is what you will get’ (RAD) and ‘what you see
is what you do get’ (BPM).” The cost-to-build is
reduced by reducing the cost-to-adjust. BPM practitioners refer to this capability as delivering incremental
IT change. It differs from RAD because, at every stage
in the development of a process a usable, and operationally-ready, system is already in place.

One company sees the emergence of process
solutions as a near revolution of management
against IT, to wrest more control over the rules
that control the enterprise. Previously it was,“Let’s
capture the knowledge of our best people and
‘throw it over the wall to IT’ to put it into an
automation solution.” Now there’s a requirement
that those rules and that knowledge be accessible
by management.
BPM AS AN IT SERVICE

As a result of DDA, the BPMS establishes a stable
architecture in which technicians can build out IT
capability, and business units can build out processes
to run upon it. Enterprise BPM, like enterprise email,
can be delivered as a service. Beyond virus checks and
volume limits, technicians who look after email systems are not involved in email content. Email is
initiated and exchanged between business users at
will. So it can be with processes. Unlike packaged
solutions, including many ERP deployments, the
BPMS provides, to process owners, a development
tool with which they can deploy ERP-scale processes
at will. Not all companies will go as far as giving this
capability to end users, but many that have deployed
BPM sense the possibility and speak about its advantages in case studies.
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A leading application service provider (ASP), now
delivering applications on demand to corporate
subscribers,uses a process solution to manage all aspects
of its application delivery client engagements, and to
coordinate its geographically dispersed cross-functional
teams. Beyond supporting the operations of the ASP,
BPM also has other applications in the ASP business
model. As part of the executable applications delivered
over the network, a process system is able to masscustomize the application delivered to each subscriber,
enhancing the differentiated value of the service.
NEW TECHNOLOGY

Enhanced capability and greater flexibility bring additional responsibilities. Change management will be
more, not less, important, in the era of BPMS.
Nevertheless, technicians not previously exposed to the
BPMS wonder what resource load such user-defined
processes will place on “their” IT infrastructure. Not
being familiar with how the BPMS works, they imagine
the equivalent software code to replicate such processes.
Think again. While a BPMS can be deployed on modern
application server architecture, affording it scalability
and reliability, the BPMS embodies quite different performance characteristics with regard to process. An
embedded process virtual machine, which adheres to a
reliable model of process semantics, provides a scalable
and reliable process execution environment.
An analogy: when Smalltalk was first released, technicians did not immediately understand how it could run
efficiently when everything in its environment was represented as an object, right down to primitive data
types. Only being familiar with previous object systems,
they knew this was impossible. Yet Smalltalk worked. It
did so because it had a new architecture, one designed
so that even small details in an application could be
“objects.” So it is with BPMS. As previously noted,
processes are not translated to software which is then
hosted by the application server. Rather, the BPMS is
hosted by the application server and a new, special-purpose, process engine provides the predictable execution
environment required for running hundreds of thousands of instances of complex, concurrently executing,
tasks. In a process engine, even tiny details are concurrently executing processes. As development methods
move from the application server to the process server,
the functions that the application server provides today
will move down the IT stack, eventually becoming a
part of the commodity distributed network service.

A municipal government department serving fifty
agencies used processes to replace legacy mainframe
and paper-based system for procurement, HR,
budgeting and planning, performance management,
payroll and a host of other city functions. Using
processes to glue together off the shelf software
components, the city initially revamped its antiquated
procurement systems which handle more than $1
billion in transactions, reducing transaction approval
cycle time from weeks and months,to one or two days.
As a result, the city now gets a time-stamped audit trail
of every single transaction and every point where a
person touches a transaction, allowing it to implement
improvements in cases where it is observed that the
current process does not take account of unexpected
exceptions, third-party errors or delays.The company
reports that if there is executive support for process
change, employees will adopt new workflows and bring
up new ideas, gravitating towards anything that helps
them do their job better.
NOT ERP, BUT THE FUTURE OF ERP

BPM is emerging at a time when many businesses
face formidable ERP projects. One company reported
estimates of upgrade costs from one version of ERP
to another could exceed, for them, $300 million. And
they didn’t even intend to change their ERP vendor!
This global company operates over one hundred and
thirty ERP instances.
Heavy users of ERP are in the process of consolidating tens of ERP instances down to a much smaller
number, deploying new components and integrating
them with newer versions of ERP software, while
phasing out unsupportable third-party applications.
They are upgrading legacy versions of ERP systems
and simultaneously adopting new “modernized” ERP
platforms. ERP companies are presenting the new
platforms as a utopian technical solution, but in reality such platforms offer no new business functionality.
On top of this, business units are asking for new
processes that combine the existing ERP functionality,
upon which they have become dependent and with
which they hold a love/hate relationship, with new
packages and Web-services coming into the market
and with back-office legacy systems in support of
straight-through-processing.

11 | FROM CIO TO CPO VIA BPM

BPM ABOVE ERP

A BPM system is an efficient platform on which to
enable any much needed new process, particularly in
a landscape of diverse heterogeneous systems that
cannot easily, or cost effectively, be changed. But
many companies have chosen ERP. What to do?
One simple approach is to add a BPM solution to
ERP, as an overlay. Users get the new processes they
need and the processes can be as unique as required.
Selected services of the ERP system can be made
available to the BPM system, for example, to ensure
that the final result of a process is properly recorded
in the ERP system of record, or to have the ERP system initiate a unique process which it could not
support. The technique is proving popular.

A subsidiary of an oil company experienced a
significant degradation of efficiency and project
performance when it moved from a legacy, to a new
ERP system. The system created confusion about
how to requisition materials and services. Unlike
the old legacy system, the new system didn’t
address project management.The problem was that
the ERP system was designed for standard business
cost structures and financial modelling, and didn’t
reflect oil industry engineering field operations.The
business unit could not persuade the corporation
to customize the central ERP system, and so
extended it locally with a workflow process which
solved the problem. The result has been a huge
efficiency increase. Divisional projects went from
simply “getting done” to more actively managing
project scope and cost.
BPM AS ERP

If a process or processes can be supported by a BPM
system, and the BPM system is acceptable as an enterprise platform in support of those processes, code can
literally be transferred to the BPM system and abandoned in the ERP system. The BPM system can
become the system of record, reusing ERP data structures and infrastructure. In fact, the ERP system may
no longer be required.

A leading manufacturer of children’s games and toys
used a process to improve its supply chain and cut
costs. Key sources of delay were eliminated by
automating manual steps, including unnecessary
faxes, telephone calls, reconciliation or orders
against deliveries and the preparation of
documentation to meet import and customs
requirements.The company is extending the system
to electronic purchasing, order processing, container
booking and vendor invoice presentment. Despite
being an ERP user, the company chose a process
solution because of the flexibility it offered in coping
with expected future change as its business expands.
BPM BELOW ERP

Beyond adding BPM to ERP or replacing it, a BPMS
can be used in a deeper sense within ERP projects,
renewing the ERP architecture itself. Sometimes
called “process projection,” and sometimes called
“application process extension,” the aim is to build a
future-proof architecture and simultaneously deliver
new business value in the form of new business
processes. In this approach, the BPMS becomes a target environment and ERP processes are consolidated,
not migrated, into the new platform. In this
approach, ERP does not “go away,” rather, it morphs
to BPM. Ultimately, BPMS becomes the platform for
ERP, replacing the RDBMS.
With the expected merger of ERP and BPMS architectures, companies can use BPM as the lever to assist
with what has become, for many companies, an essential shift to a modern IT infrastructure. Hence, the
BPMS is also a development tool, exposing, re-working and re-deploying executable ERP applications. To
make this approach work requires a deep integration
between the BPMS and the ERP systems. While far
from common among BPM vendors, some BPMS
products can introspect and expose ERP processes at
will and across multiple ERP instances. While building-out such a projection-based enterprise
architecture is by no means a trivial task, the benefits
can be significant, especially if set against the projected cost estimates for ERP consolidation. Attempts to
do this are being made by leading companies, and
such solutions are being verified. The design-driven
architecture of the BPMS can reduce ERP development times by up to 75 percent, development costs by
up to 90 percent and integration costs (between ERP
instances or other “best of breed” packages) by up to
85 percent. The figures are controversial, and formal
benchmarks are sorely needed, but people working in
such projects are reporting remarkable results.
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One company is using the new approach to work
around upgrade costs imposed by ERP vendors and to
establish an environment for ongoing incremental IT
change. They aim to reduce the cost of future ERP
customization and protect the IT organization from
ERP upgrade disruptions, and nugatory, repeated
implementation work. Two immediate benefits are
“one click” deployment for new processes, and
projection of existing ERP processes as reusable, and
adaptable, BPMS processes. The approach, which
decouples processes from the underlying IT
infrastructure, also minimizes dependencies between
ERP instances, allowing for migration to a single image
to be more easily achieved. It must be stressed that, in
such an approach, ERP instances are not just
integrated, but consolidated as a process. More than
simply aligning data between systems through the
exchange of messages, the BPMS directly consolidates
executables to create new, cross-functional IT
applications, since business logic is exposed by
projection. In fact, it is entirely practical to avoid
customization in the ERP system entirely, allowing for
vanilla “off the shelf” packages, or other reusable
software modules to be installed and upgraded “as is,”
in line with new releases of functionality.
DIFFERENTIATED PROCESS

ERP vendors have noted the ease with which business
users – who are increasingly the sole sponsors of IT
projects as IT shops have had budgets stripped away –
can become directly involved in process specification,
deployment, and optimization, thereby defining their
own IT success criteria. As a result, ERP vendors now
publish papers about BPM at their Web sites, hinting
at future releases of ERP that will include the benefits
of BPM. What will change?
ERP was built on the relational data model, itself a
design-driven architecture. ERP and workflow vendors
know the benefits of that approach. Future generations
of ERP will extend the DDA concepts throughout the
ERP platform. BPM will eventually encompass all processing within ERP systems, not just be a workflow
add-on. But these technical changes are not the only
factor at play. BPM is changing the economics of what
it means to be a software package provider.
ERP vendors made fortunes selling process ideas
developed in ERP projects at one company – paid for
by that customer – to others, with the objective of
building up, over time, a considerable body of code
that purportedly embodies “best practice.” It worked,
in many cases, but this approach comes at a price:
commoditization and misalignment.

Initially, companies flocked to ERP systems in
response to the high costs of in-house custom software development, and to get best practices at low
cost. Then problems began to emerge. As a result of
the inflexibility of ERP modules, since the system
embodied the process, rather than being the means of
manipulating it, stories began to circulate about ERP
software failing to adapt to the business or of the
business failing to adapt to ERP.
ERP vendors simply cannot provide a unique process
for every firm, every department, and every business
objective. It’s impossible. Yet companies need unique
processes as case studies show. So as well as exploring
new economic models for the development of intellectual property assets among business communities,
ERP vendors must not only deliver packaged processes, but a packaged process for process management,
an environment in which companies can have the
unique processes they need, but at a far lower total
cost of process ownership.
It used to be said that it is not the ERP software itself,
but how that ERP software is deployed that determines success. True enough. What was meant,
however, was that companies had to customize the
hell out of ERP to adapt it to the required process.
ERP costs, primarily in customization, rose sharply, as
companies tried to mould ERP to their business context. With traditional ERP development tools,
development is costly and depends on specialists. As a
result of poor tools and standard, inflexible modules,
ERP has not proven as effective as custom in-house
development for companies wishing to create a gamechanging IT infrastructure. Hence, outside of routine
administration and record keeping, bespoke systems
remain a focus for many firms. Just getting better at
ERP, or accepting the existence of legacy systems, is
not a complete answer to ERP renewal; nor is accepting the status quo.
It has always been quaint to hope for simplicity of
software maintenance and upgrades from the installation of plain-vanilla packages. IT professionals should
not expect to deliver advantage to their business
sponsors by installing packages available to other
firms in their sector. Encoding lowest-commondenominator best practices in software modules may
be justified in areas of the business where there is no
competitive advantage to be gained from being
unique, but it is observed that companies are becoming extremely wary of projects that tout business
value from new IT simply by installing off-the-shelf
software. Packaging a process can best be summed up
by the phrase “too late to change.”
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A global aerospace company used a process-based
approach to extend its ERP system that supported its
supply chain operations in order to provide unique
functions the ERP was not able to provide.The new
process eradicated waste in direct procurement
costs arising from change requests in downstream
manufacturing.The company could have modified the
ERP system to achieve the new process, but was
concerned they would have to repeat the
customization when the ERP system was inevitably
upgraded.The company had previously asked the ERP
vendor if it could make the changes in a future
production version, but they were not forthcoming.
A CAMBRIAN EXPLOSION

Some regard BPM as a diametric to ERP. BPM’s ability
to deliver more processes, at lower costs, in shorter
timeframe and targeted toward specific business issues,
represents a Cambrian explosion of process design,
especially when business users are empowered to create
or modify processes at will. It seems to stand in opposition to an approach which aims to spread broad “best
practices” from firm to firm and across departments.
Look what happened when spreadsheets were
unleashed across the enterprise. With everyone able to
calculate, millions upon millions of spreadsheet models proliferated. Today, spreadsheets are used for
complex multi-user application development, stretching to breaking point their already razor-thin capacity
for security, maintainability, scale, networking and
concurrent use. In some firms, this has become a
problem: no one knows where information is any
more. This analogy led some to state that they thought
BPM, like spreadsheets, was a very bad idea. They
wanted more process standardization, not less. These
BPM-naysayers pointed out that new centralized
“enterprise reporting” solutions were replacing many
ad-hoc uses of spreadsheets, enabling business people
to draw data from many sources and present it to a
wide audience in a consolidated manner. They didn’t
spot that the new reporting solutions depended on a
primitive BPM engine to draw data from across the
enterprise and to integrate with many data sources.
Sometimes it’s just not possible to centralize data, just
as it is not always possible to standardize process. If
data is owned and maintained locally and that is the
only way of ensuring its integrity, a process may be
the only way to create a consolidated view. In one
project, a company used BPM to provide a processwide calculation, taking over the role of the
spreadsheet in that case. Ditto BPM. If process is
owned locally and that is the only way of doing business, a BPM solution may be the only way of

consolidating a view across the enterprise. Many companies deploy BPM for precisely this reason, whatever
purists may think. Ditto office packages: even a cursory look at the strategy of Microsoft for future versions
of Microsoft Office will note the role of BPM for supporting teams as they work together using
productivity applications and to mesh together applications into collaborative solutions.
Whatever the philosophical view of BPM from illinformed sources, the reality is that BPM solutions
are deployed for many different purposes. In one
project, the flexibility of BPM enabled customers to
be served on a case by case basis. In another, BPM’s
ability to enforce a process permitted a company to
pursue necessary standardization, simplification and
compliance initiatives. With its ability to bring together data, calculations, collaboration and process, BPM
is the heart of next generation office packages.
While there it little doubt that the BPMS is the best
environment to date in which business users can “roll
their own” processes, with some commentators
describing it as the next generation of groupware, not
all companies will use it for free-wheeling collaboration. Some will no doubt lock down, not open up,
process. And it’s not only BPM that can create problems for companies who don’t manage their use of
technology. Many organizations lost control of unfettered ERP customization a long time ago, despite the
claims of ERP vendors to provide orderly processes.
As we have seen, these companies now have a very
real and very current maintenance and upgrade
nightmare. It’s somewhat ironic then that BPM is now
coming to the rescue of ERP vendors.
If ERP vendors are to retain their markets and trust of
their users, ERP systems must change to offer more
flexibility, both on the back end and at the user interface. There is no doubt that it is the business users of
IT that will bring forth the process innovations that
distinct companies operating in competitive markets
will need in order to win the new business they
require to sustain growth. These objectives cannot be
met by back-room programmers creating perfect
packages to appeal to broad markets. Since process is
all there is, flexibility must be extended throughout
the ERP architecture.
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Many companies are using new processes to
manage a key human resources need, from hire date
to orientation, so-called on-boarding. The
complexity of human resource initiatives requires
sharing of key information, consolidated from many
sources. Standard software packages for human
resource management are good at managing
discrete employee data, but are not process
oriented. HR professionals therefore have to rely
upon manual procedures and paperwork, including
faxes, emails, additional spreadsheets and phone
calls for other tasks. Manual on-boarding is plagued
with inefficiency, error prone, and gives only a static
snapshot of the human resources operations.
Therefore, many companies are now using process
systems to track new hires through on-boarding.
For example, a music company automated onboarding to allow their travel-heavy executives to
participate in new hire approvals while on the road,
guiding them step by step. Some companies are
designing processes to manage the entire hire to
fire/retire/resign lifecycle, giving them accurate realtime information on the status of all employees,
past, present and future. Companies report that
with process solutions they are able to reduce the
time to hire new employees and get them into
productive work, with on-boarding times cut by 50
percent and a 90 percent reduction in the
associated administration. Time to hire has also
been cut threefold. Hundreds of thousands of
dollars per day can be saved by the elimination of
paperwork, redundancy and lack of integration
across hiring divisions. New processes provide a
common approach to routings and approvals,
resolving lack of integration between departmental
systems and providing a logical way to communicate
between departments.

BEYOND ERP

BPM tools are being used by companies even in cases
where the official IT strategy is wall-to-wall ERP. As
BPM enters the field of ERP, ERP vendors are now
touting the BPMS technical characteristics of finer
grain components, service-based architecture, designdriven architecture, executable business process
modeling languages and process engines. So while the
future of the IT industry is BPM, and the marketplace
currently occupied by ERP systems will inevitably
play a major role, end users cannot afford to wait forever. Look how long it was before ERP systems
became Web-based. It will take time before ERP vendors offer a full BPM capability. ERP is, however,
changing. Judging by the scale of some ERP modernization efforts, ERP itself can be said to be new
technology, for ERP vendors have to implement modern standards, support modern programming
languages and adhere to modern open interfaces.
Through this vendor migration, ERP suppliers hope
to bring their engrained business processes with
them. How relevant they will be after these changes
are made is less certain. It’s safe to look to BPM if you
need a process that your ERP vendor does not provide or, if they can provide it, cannot demonstrate the
capability of ongoing user-driven change.
BPM’s impact on the current ERP market is an indicator that the BPMS is set to change the IT industry
beyond ERP. BPM is emerging as the preferred platform upon which the next generation of enterprise
software is being developed. This is why some companies are using, or exploring, BPMS, not for ERP
renewal, but as a new platform. In this sense, the
BPMS is the toolset that finally delivers business value
from the generic application server, and its development platform. Hence, vendors of application servers
and other IT infrastructure components, including
messaging and enterprise service bus, are also chasing
the BPMS.
Taking all these trends into consideration, the BPMS is
the hottest category of technology today and represents
not only the convergence of many pieces – from workflow, ERP, integration, messaging, application server to
business rules – but, it is also the future architecture of
those technologies, an architecture built around the
new abstract data type, the process, a unified view of all
data processing and communications.
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Companies report that adding a process system,
with its service-based architecture, to legacy
systems, speeds the implementation of new
processes, particularly in cases where each legacy
system is not only a source of required data, but
engrains fragments of the new process that need to
be exposed. In one case, a company had five
different ordering systems as a result of internal
growth and acquisition. Before the new process,
customers had to deal with multiple sales reps on a
single order. As a result of the new process,
customers enjoyed a single point of contact and no
longer had to receive multiple shipments from
single orders containing multiple products. The
company also reports reduced call center costs and
improved order accuracy. The alternative technical
strategy of attempting to replace the legacy
systems with an ERP system was regarded as too
risky, given past experience with ERP, which is
ironic, given that it is process solutions that are
often regarded as too new and risky over ERP.

HOW WE GOT HERE
– A BPM RETROSPECTIVE
COPING WITH COMPLEXITY

What keeps CIOs up at night? It’s that monster under the
bed – the growing complexity of the IT infrastructure.
Over the last decade the frenzied “computerization”
of business has grown apace. Firms have become
dependent on a complex tangled web of IT infrastructure. Even the IT technicians in charge can barely
understand it. In its currently unmanageable form,
the business can barely afford to own the IT systems
on which their operation depends. Outsourcing is rife.

As modern companies become more technologically
complex, the need for operating units to have a level
of autonomy grows. But no matter how
decentralized and agile they are, corporations still
need to manage and report at the corporate level.
A challenge is the reconciliation of data owned by
different units. A typical solution is to use a manual
process to trace inconsistencies to their source.
One company used to stop the tax-estimating
process to trawl through hundreds of thousands of
lines of data just to find the source of one
inconsistency. In contrast, an oil company used a
process solution to automate the hunt for the
source of inconsistency on a continuous basis,
alerting appropriate employees with exactly which
records need to be reconciled, rather than
performing extensive, time and resource intensive,
searches only when downstream problems in
corporate-level reporting occurred. Once an
inconsistency is detected, the process reaches out to
a qualified worker, and steps the employee through a
reliable procedure for confirming the source of
error, and correcting it. This routine can be very
different from error to error, which would otherwise
require those staff involved to be trained in the detail
of all of the diverse data sources used by each
business unit.
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ERP systems in particular have proliferated. These
business support systems, and the services they provide, have ballooned in scope and diversity. Replicated
and customized across the firm, they have become
part of “the problem” of growing complexity. To the
dismay of business units who now face considerable
ongoing costs, the only answer that many in IT offer
is more IT work; work that solves a platform issue, yet
has no business impact. No wonder that CIOs take
every opportunity to hide platform upgrades in business-led projects. It’s why the cost of new
development is far higher than business people
expect. The fact is, these older systems, including ERP,
were simply not designed to evolve with the business,
especially at the scale these systems are now required
to operate.
Mergers and acquisitions have not helped, adding to
the complexity of the IT landscape. As the IT organization scrambles to keep up with business change
under declining budgets, CIOs have found it difficult
to maintain a clean, consistent, single systems image.
In an increasingly global economy, is such a thing
possible, or even appropriate? It’s not just the monetary costs; all this work to create uniform IT
represents lost time.
Companies are competing on time. Cycle time, design
time, lead time, time to market, response time, justin-time, up time and restructuring time – if you are
not managing time, you are not managing. The systems that were designed to help are now a barrier to
change. In many information technology-dependent
and IT-intensive businesses – in reality, the majority
of all significant businesses today – the IT systems
themselves have become a serious time inhibitor to
business improvement. It has taken the past ten years
for the IT industry to notice.
One ERP vendor said to me, “Something has to be
done. Our customers need new processes in weeks.
We can only supply a new version every eighteen
months.” No wonder then that IT vendors now tout
the “agility” of new service-based architectures.
Listening to the rhetoric of recent claims, vendors
appear to be promising an architecture that will rid us
forever of the debilitating impact of legacy systems
and applications. They are claiming an ever-lasting
ability to morph to new requirements. How did we
get here?

A global business data and communications
provider used a process to cope with increased
customer demand, including requests for
increasingly sophisticated solutions. Legacy systems,
unable to cope in the new business environment,
created unnecessarily long cycle times and
hampered efficient work practices. Urgent priorities
for reengineering included enhanced productivity
and improved quality in the delivery of custom,
menu-driven voice applications. The new process
enabled the company to coordinate work between
its geographically distributed teams and numerous
external suppliers, establishing closer working
relationships in the supply chain through
collaboration. Specifically, the company sought to
integrate the expertise of its engineers and
developers with suppliers and customers, to deliver
innovative, quality products, faster than anyone else
in the industry. In the new process, thousands of
engineers are now able to track the status of
products and the commitments that have been
made to deliver particular components at a
designated time. Prior to the new process, there
was no central reference for the entire customer
order. Now, the audit history of each process
instance, corresponding to each order, becomes the
reference data. The accumulated history across
hundreds of thousands of such instances, the
consequence of all past orders and those in flight,
has enabled the company not only to serve its
customers more effectively, but also to diagnose and
conceive of new best practices.The process solution
allows the company to put those business
innovations into effect without delay.

reengineering efforts, could be of any assistance?
Wouldn’t a BPMS, imagined by the book’s readers to
be a large, expensive and difficult-to-deploy replacement system, just add to the “problems with IT”
companies faced?

INNOVATING PROCESS

Despite the ever increasing speed of each new generation of computer, the same old answer kept coming
back from IT, “we are still working on that.” It wasn’t
just that the systems were large and complex. They were
not built to change. Business leaders, while impressed
with the modern computer’s ability to gather and analyze vast quantities of data in minute detail, providing
an insight into the business operation beyond all of
their previous imaginings, were, at one and the same
time, quite prepared to pull the plug on any IT initiative
that could not demonstrate how subsequent process
change could be facilitated. Not quite understanding the
problem in technical terms, RFPs for new IT systems
requested shorter and earlier delivery timescales. What
they could have specified as a requirement instead was a
standard system, with a better “IT change” feature.

It was toward the end of the ’90s that many stories
started to appear about the true impact of IT as an
inhibitor of business change, an untenable situation.
IT projects were lagging the business in years, not
months, let alone weeks. Something had to be done.
An innovation in IT was needed if firms were to realize new processes in a timescale able to make a
difference in the business.
Business Process Management –The Third Wave was
the first book to describe a new approach. Now used
by BPM vendors to explain the basis of their solutions
and by reengineering practitioners as a new bible, the
book confused some readers. How could it be that
more technology, a drain on many well-intentioned
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During the reengineering era of the late ’80s and early
’90s, some naïve consultants and business analysts
imagined that their job was over when they had drawn
the neat new process diagrams and plastered the wall
of the executive office with their updated grand design
for the firm. This creative work over many months was
nothing, however, when compared to the difficulty
they and their IT colleagues would face as they sought
to implement the new processes at the operational
level. Some consultants provided bodies-in-chairs to
help out, and then took the money and ran. Others saw
the opportunity for multi-year implementation projects. Companies reported that consultants were
becoming as much part of the problem as the solution.
This led some firms to look for alternatives. Creativity
in reengineering was not enough. What was needed
was a way to deploy new processes, and fast.
Strange as it may now sound, the bulk of the IT
industry did not appear to acknowledge the problem.
Vendors made a great play of the year-on-year
increases in the processing power and sophistication
of their shiny new machines and lightening-fast operating systems. Business buyers accepted that computer
networks were able to share information around the
globe in an instant and provide global visibility of, for
example, supply chain status. But this accelerated
real-time enterprise made hardly any contribution at
all when it came to business change. Some business
leaders noted a chink in the armor of the
smart-suited software and hardware salesman.

As the millennium closed in, and with growing pressure to achieve further efficiency and productivity
driven by the onset of globalization, CIOs were led to
develop techniques to move computers off the path of
business-led change, lest there be more IT road-kill.
IT had already attracted a bad name, culminating in
the frustration epitomized by the meme “IT Doesn’t
Matter.” The IT industry had become extremely good
at delivering standard products at low cost, but was
not delivering sufficiently differentiated business
value for individual companies. If you knew the
software packages a company was using, you could
almost predict their behavior. The argument is presented in the book, IT Doesn’t Matter–Business
Processes Do. The idea of measuring IT change
effectiveness was born. A new metric “process development to deployment time and resource cost”
proved popular. Everyone wanted their IT sooner,
sooner and sooner. Suggesting an answer, someone
put their hand up and shouted “workflow!”

A car manufacturer used a process to reduce
bureaucracy. In the accounting and finance
department alone, the volume of invoices rose
dramatically to 2.5 million in 2001, meaning at any
one time there were up to 70,000 invoices in the
system awaiting processing. This resulted in an
increasing number of invoicing errors and delays.The
company’s invoice tracking, across a diverse supplier
and dealership base, was described as “exceptionally
labor intensive,” with invoices flowing from office to
office, checked and re-checked for accuracy at every
stage before payment authorization. A new
document management system had alleviated some
data entry problems, but the invoice verification
procedures were still fundamentally broken. As a
result of a new process, the company is no longer
relying purely on administrative staff to monitor and
manage its invoices, and is processing more invoices
with 20 percent fewer staff. Over time, savings from
the new process and its subsequent improvements
have increased, and the company has extended the
scope of the solution to other processes and more
business partners.
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NOT WORKFLOW, BUT THE FUTURE
OF WORKFLOW

Workflow provided a degree of flexibility and malleability in IT systems. It was one of the first truly
successful approaches at reducing the metrics people
cared about. Rather than hard-coding using arcane
technical code, workflow systems offered business
architects a visual environment and drawing tool with
which they could precisely specify a flow of information among workers and systems. At the press of a
button, a new work design could be put to work, with
everyone connected into the flow of activity. Business
leaders that understood the power of the new “workflow paradigm” quickly put it to effective use,
automating all kinds of clerical and administration
tasks. It is not an overstatement to claim that, without
workflow systems, some industries could not exist.
Any business dependent on a call center is dependent
on workflow. Many supply chains operate only
because of workflow. Insurance claims processing
would grind to a halt without workflow.
Business leaders quickly surrounded workflow systems by new roles, so-called workflow analysts,
echoing Taylor’s “instruction card clerks.” These
“knowledge workers” set out the process improvement goals and measures. With workflow there was
rarely any real reason to hold up desirable improvements. Changes could be made as and when the
business needed. Now senior managers had the tool
they needed to achieve their objectives of increased
efficiency, accuracy, quality and reduced waste. Since
everyone was using a standard interface to the system,
processes could flex at will, with no re-training
required. Workflow also allowed businesses to costeffectively implement the additional work steps they
needed to demonstrate compliance with new legal
regulations. Workflow allowed the system to operate
precisely as the regulator required, executing
“auditable” processing paths and generating the additional documents auditors insisted upon receiving.

A privately owned insurance and reinsurance
broking group used a process to comply with new
financial services industry regulations, establishing
the required audit trail for all new customers. A
process solution was selected since it could most
easily be added to existing systems, in an extremely
short timescale.Through the definition of a process
model that meshed with the company’s unique
operations, the firm was able to generate precisely
the information mandated by the regulator. Noting
the success of this technique, the company
extended the solution to other processes.Another
process eradicated a sizable backlog of accounts
queries. In addition, the company’s IT department
has used the process solution to manage its
software licenses to ensure it is operating a
compliant IT environment. The company reports
that by eradicating the overhead of administrative
tasks associated with compliance and other related
procedures, staff are no longer distracted and are
able to concentrate on winning new business.
The ease of work design in a workflow system was so
compelling that creative business leaders saw the
opportunity to implement one flow per customer, or
customer segment. Improved coordination and collaboration among teams, the result of the new flows,
allowed companies to answer questions from customers that would previously have required an army of
paper-pushing administrators. More and more seemed
possible in the era of workflow systems. Self-service,
“online” business, accessible via the burgeoning
Internet and extranets, could not have been achieved
without the morphing flexibility of workflow systems.
But there was a catch. The success of workflow led to
increasing demands on workflow vendors to provide
new features and much more performance. These
demands would ultimately overwhelm some vendors.
Such was the popularity of workflow that workflow
vendors popped up everywhere. With no clear definition of what workflow was, each vendor tried to
“out-workflow” each other, leading to many niche
players with no consistent workflow model. The workflow paradigm hit a brick wall, stuck in areas of clerical
or administrative processing. For while flows could easily be changed, all flows had the same characteristic:
repetition – tasks that could be determined in advance.
While many companies implemented monthly, weekly,
and in some cases daily workflow-design reviews – a
task unimaginable if software programming were
required – repetitive flows could only be replaced by
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other repetitive flows. Think “in box” or “assign task,”
and you’ll get a sense of the type of flow possible in a
typical workflow system. This restricted scope of workflow was a fundamental limitation. A way had to be
found to make workflow adaptable in real time, not
just during re-design. The answer lay in business rules.
NOT BUSINESS RULES, BUT THE FUTURE OF
BUSINESS RULES

With rules engines, companies could adjust the
parameters of workflow dynamically. Flows could
switch back and forth between different paths as rules
were “tuned” under business control. Changes in
market prices, stock availability or competitor actions
could now be reflected in IT systems as they occurred,
and no programmer had to be asked to make the
changes. It was just a matter of “changing the rules”
for which a fancy user interface was provided. The
system could then adapt, in real time, to the prevailing business climate, without the need to re-design,
and re-deploy, the workflow design.

A federal agency used a process to pay subsidies to
utilities for operational costs.It allows employees within
the agency to evaluate requests for subsidies more
efficiently, consolidate information from many sources,
and ensure that approvals for payouts comply with the
most current regulatory guidelines. Since the
regulations for payouts in particular change often, this
agency relies on the ability of its process solution to
rapidly update business rules and maintain a
comprehensive audit trail of the execution of each case.
Business rules added great flexibility to workflow systems, and many of today’s workflow products are
tightly coupled to the capabilities of a separate rules
engine. For a time all was well, and indeed workflow
enjoyed a considerable renaissance in the years leading up to the Dot Bomb, both in Dot Com and Brick
and Mortar businesses. With a workflow system, a
business rules engine and a Web-front end, pretty
much any type of system, supporting any business
model, could be crafted. It was exciting. The possibilities of Web-based intranets, extranets, business to
consumer (B2C) and business to business (B2B) electronic commerce, seemed endless.
At the height of the Dot Com frenzy, there was a
widely held belief that just putting in technology itself
could create a business. A “build workflow and they
will come” mentality was commonplace. If the system
could create the flow, wouldn’t business flow? But not
everyone was so caught up in the post-Y2K, Internetenabled, euphoria.

INTEGRATED CHANGE

Working quietly behind the scenes, notably in the
Business Process Management Initiative (BPMI.org),
experts in ERP, transaction management and distributed processing, began to ask questions about the
nature of future enterprise-IT once the Internet had
become pervasive.
1. Distributed work. BPM-innovators observed that
work was distributed. Global corporations, holding
intimate working relationships with numerous suppliers, partners and customers, were molecular and
deeply collaborative. Teams achieved results by coordinating, negotiating and committing to work, not by
executing pre-determined flows. That thinking
seemed to be a relic of a previous age. Knowledge
workers were not so much cogs in a wheel, the twenty-first century equivalent of Taylor’s worker-robots;
they were participants in an end-to-end process.
Everyone, and every system, fulfilled a distinct role
and brought with them critical knowledge.
Knowledge workers didn’t see computers in the same
light as call center workers. The computer was not
their master, presenting them with the next work
item; it was merely a tool, much like a metal working
lathe. The idea of an inbox or bulletin board driving
them along a repetitive flow, with no variety between
work cases, seemed an anathema. As a result, when
many workers used early workflow systems, work was
often diverted around the system, for the system was
not adequately supporting the nature of their real
work. The old idea of the computer “automating” the
process began to look decidedly shaky. While many
things could be automated, and were, users and systems were not only allocating tasks, they were
co-operating. The mechanistic nature of “input-output automation” just didn’t seem to fit the new-world
view of how to use computers in business.
2. Change was everywhere. One business writer said,
“If you not changing, you are not in business.”
Indeed, it was hard to see how any work could be predetermined at all. Other than in highly routine areas
such as clerical administration, few knowledge workers could even draw a workflow picture of how they
worked. The question was asked: how to build a system that could, over the event, capture a process, a
process created not in design, but as a result of practice, team-based responses to specific and unexpected
circumstances. Process, they argued, emerged from
practice, rather than being imposed on it. The idea of
an executable process was born, one that could adapt
on-the-fly, always “proceeding,” to new work practice
under user control.
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A specialty chemical manufacturer grew its business by
accepting requests to produce custom formulations
from a wide range of customer and market segments.
Providing custom chemicals generated high returns,
and attracted new competitors to the market. To
maintain its position, the company needed to extend
service and respond faster, and more accurately, to
every unique customer request. At the same time, the
company needed to make sure that custom work
remained profitable and met corporate return
requirements, specifically around high-risk areas
such as new product development requests. A new
product- and project-approvals process provided the
reengineering lever the company needed to respond
to these challenges. The new process takes all
customer requests through the stages of planning,
design, and product development, regulatory approval,
manufacturing development, finance, manufacturing
and customer acceptance.The process now spans the
majority of areas of the firm. Prior attempts to
automate this iterative and recursive, not repetitive,
process, had not worked. Today, thousands of staff
members are routine users of the process-based
solution, allowing the company to commit to the
customer, at the earliest stage possible, in an
unambiguous manner. As a result of the new process,
a great deal of historical data on past customer
requests has been collected, enabling better decision
making.The new solution has allowed the company to
implement new customer satisfaction strategies in line
with revenue-generation targets and based on sound
business cases, building out its product portfolio to
encompass only offerings with the greatest potential
return on development. Decisions to adjust the
portfolio are now based on irrefutable performance
histories, not ad-hoc guess work. Without this true
data, it was difficult for executives at the firm to turn
down well-intentioned, but potentially low return, low
profit, product development or innovation projects.
The impact was to limit the number of new
formulations, lowering costs and increasing inventory
turnover, focusing employees on higher value, higher
volume products.While the new “stage-gate” process
was used to turn some business away, there were
additional hidden benefits. These were designed into
the process from the outset by the designers. The
structured approach the process brought enabled
sales executives to discuss alternate products with
customers that provided equivalent benefits. Return
on development increased significantly because of the
knowledge management of the portfolio that the new
process facilitated.

Before BPM tools, reengineering analysts were illequipped to capture a description of “how work
worked.” Existing tools and notations were based on
input-output boxes. Useful to capture repetitive elements of existing work, they were unsuitable for
describing how processes should change.
Nevertheless, many so-called “process maps” were
drawn, covering hundreds of feet of corporate corridors. They were painstakingly transcribed within
numerous thick manuals that purported to describe
the operations of companies. Later, electronic tools
were developed to help draw processes. Yet none of
these processes, paper or electronic documents, could
truly come to life, for a critical component was missing. One company created an electronic repository of
thirty thousand such diagrams. Despite all this effort,
the company acknowledged that the diagrams could
not keep step with the business, and were a pale shadow of the reality of what happens in practice. As a
result of such failures, the very idea of drawing a
process diagram fell into disrepute, with one industry
analyst reporting, “Nine Reasons Why IT/IS
Organizations Do Not Do BPM,” by which he meant:
process mapping. No wonder – such diagrams were
out of date almost immediately after they were
drawn. Having no consistent semantics to support
execution, it was even hard to use the diagrams to
guide IT development. IT developers, almost always,
had to start over.

Companies report that process mapping, per se, is
overrated. One company used process mapping to
document its business, later realizing that it needed
an executable process system if changes were ever
to be realized in practice.Their advice: get a handle
on current operations not by mapping, but by
executable measurements, and then use the same
process solution to make changes by process
modeling re-design. It’s not reengineering, they say,
because the processes were never engineered in
the first place!
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3. The success of workflow. If workflow systems were
taking over routine, non-added work, why invest further in its development? It had found its role. Vendors
were continuing to push the paradigm. Analysis tools
were added to help diagnose problems in flow design,
but the underlying model of workflow remained
unchanged for years.
Workflow seemed best when used to automate repetitive tasks, work best done by computers and
administrative clerks. Workflow did not, however,
seem a suitable process when seeking to understand
how people worked together, not to execute tasks, but
to improve work practice. For this purpose, work
“flow” seemed ill-fitting, even irrelevant. The rise of
knowledge work as a significant, even dominant,
activity among global companies, placed an emphasis
on patterns of collaboration for which workflow systems were not designed. Nevertheless, workflow
theorists stuck to their belief that flow could only
occur in a relatively small number of ways, roughly
corresponding to the functionality of workflow products. This led them, incorrectly, to believe that
workflow technology had universal applicability. In
fact, it proved very easy to show processes that could
not be supported on workflow systems. Indeed, this
is why workflow did not become the only tool used
in software development. In many collaborative and
computational processes, workflow could not capture
the process logic. Even something as simple as the
recursive, ever-expanding nature of email, would
defect most workflow engines. Try defining the processing of a workflow engine itself using workflow!
Beyond workflow, an entirely new class of collaborative computer-based application was envisaged. For
this, the available workflow patterns in typical workflow engines proved not only inappropriate, but
counter-intuitive.

A truck manufacturer used a process to stay
competitive, cutting cycle time to develop and
continuously improve new products, with the
objective of getting new models to market faster.
The improvements were driven by globalization
trends in the markets the company served, notably
major overcapacity, many competitors coming from
emerging economies, falling revenues and reduced
demand. At the same time, customers continued to
expect the most advanced product features.As with
every process improvement project, the company
faced the challenge of knowing where to start? The
answer was found in the change management
process. Engineers reported that they were
spending inordinate time and resource simply
searching for information waiting for approvals,
rarely knowing precisely who had committed to
deliver a specific element of a product change, who
was working on what, and when it was scheduled
for delivery. The company recognized that more
than workflow and document management was
required. If it were to improve, it would be
necessary for the hundreds of engineers involved to
be accountable for their collaborative, knowledgeintensive work.They would need the ability to track
action items at every step, and to have advance
warning of issues.The new process coordinated the
negotiations and commitments made among
employees at all levels and across all departments,
including
engineering, marketing, finance,
procurement and manufacturing. In short, the new
process touched everyone involved with new
product development and delivery, providing
proactive management of change and its future
downstream implications. As a result, the company
measured productivity increases of 30 percent, cycle
time reductions of 70 percent, reduction in
development costs of 50 percent and reductions in
training costs of 50 percent. The company tells a
story of how the decision to tackle this specific
process first, was partly motivated by a desire to
create an internal “tipping point” for process
improvement. The change management process
touched every key manager in all involved
departments on day one. It worked. The observed
impact of the new process led executives at the firm
to support the extension of the solution to many
other mission-critical processes.
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4. Data trumps workflow. Companies had achieved
great success by leveraging aggregated business data,
using the new Relational Data Management Systems
(RDBMS) and its Structured Query Language (SQL).
Such data-capable companies were looking for a new
source of competitive advantage. Their attention
shifted from data, to process. They did not mean
workflow when they used the word “process.”
In business circles, process had joined a roster of other
big ideas of the twentieth century: the production
line; standardized work; the statistical control of quality; lean production and the theories of planning.
Process was the essence of work, the organized group
of collaborating tasks that, together, create a result of
value to customers. All work was process work. Only
by re-designing process, on an end-to-end basis, could
performance be improved and differentiation
achieved, other than via marketing devices or the
inherent qualities of physical products. Yet even products, it was noted, were the result of processes,
so process reigned supreme in the world of business
theory, even if the word “process” was a little jaded
among some members of the business community.
In case after case, process re-design was the common
element driving lower operating costs, increased
speed, enhanced accuracy, improved asset and
resource utilization and greater responsiveness. If
some had become disenchanted with process, it was
not process re-design that had failed. Rather, early
reengineering methods had simply ignored the systems deployment step. Could the business community
and the technology community be brought together?
It would prove difficult, for technologists were only
familiar with workflow, and business people had
given up on the idea of process mapping.
Working with the BPMI.org group, it was CSC with
its heritage in reengineering that made the connection between process, piecemeal automation of the
work steps, and the implications for “Integrated
Change.” Automation of the process took a back seat.
BPMI.org defined automation in a broader sense,
including the automation of process discovery, design,
deployment and change management. Process was the
new knowledge, and people were looking for a knowledge management strategy for processes.

An aerospace contractor used a process to manage
quality, streamlining its non-conforming materials
control procedures. The new process enabled
inspectors to identify and route non-conformances,
with the impact of substantially reducing resolution
cycle times and ultimately driving out manufacturing
and supply chain costs.The flexibility of the process
solution permitted the company to adopt a “Lean”
manufacturing methodology, taking into account its
unique manufacturing operations and complex
relationships with suppliers, all typical of the
aerospace industry. Success in one production line
led to the process being rolled out to others.
Integration between the process solution and
manufacturing resource planning (MRP) systems
allowed for the ordering of new parts required for
corrections, further reducing the time to adjust
manufacturing and future procurement.The processbased approach to IT systems development has been
instrumental in allowing the company to efficiently
realize its quality-led, plant-management mindset of
continuous improvement. The company has since
extended the use of the solution to other processes.
5. “Digitization” was rife. The use of computers in
business, which began with the mainframe and ended
with a mainframe on everyone’s desk, had fundamentally changed the rules of workflow. Devices and
computers were everywhere. Many participants
exchanged information in a mesh which could not be
represented by any workflow model. Information was
generated at all points in the value chain, in every
process, at every stage of manufacture, from research
and development, through product development,
manufacturing, delivery and support. Global finance,
healthcare systems, construction, all depended on
information. As a result, databases became wildly
popular, as evidenced by the success of powerful IT
vendors such as Oracle Corporation.
Even though the workflow engine was essential to
many applications, the workflow engine itself could
not support the wider sense of process implied by
these trends in data processing. So ironically, despite
the focus of the business community on process
improvement, a data processing explosion, not a workflow explosion, sidelined the workflow management
system. Data management and precise record keeping,
not process management, became the foundation for
ERP. And in contrast to workflow vendors who could
not agree on the definition of workflow semantics,
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reliable database products, products that would eventually scale to capture the thousands of gigabytes of
operational data global firms routinely use, depended
on strong mathematical foundations. Ted Codd, inventor of the so-called “relational data model,” while not
a household name, is revered by technologists for his
contribution to the effective management of data in
computer systems. BPMI.org sought a similar foundation for their BPMS. They asked, “Could process be
managed as data is?”
KING PROCESS

The success of relational data management had perpetuated a divide between data – the result of process –
and the processing. Companies needed the flexibility of
workflow adaptation and data query, but extended over
the whole process, including the computational and
communicative processes. Views differed about how to
achieve this goal. Surely data and process were just,
well, different! Was unification possible? While workflow could shunt data, data processing was seen as
computation. Workflow semantics had nothing to do
with computation, and workflow products relied on
traditional computer languages to provide that function, or had added proprietary scripting languages for
the job. The workflow engine could shunt data around,
but could not process in the sense of process implied by
the trend toward process management.
Naturally, some vendors sought to achieve the new
vision by combining existing technologies. For example, workflow integration and messaging, and
integration vendors added workflow to allow people
to participate in processes. In parallel, other vendors
proposed the need for a new processing engine.
Debate raged in the community about the merits of
each approach. What was clear was that any new technique would, for its success, be dependent upon how
processes should be represented in computer systems as
data that could be open to manipulation. Unless a wellformed, open and complete approach was achieved,
similar to the role of the relational model in data processing, it was unlikely that any significant
breakthrough in business process management could
emerge. BPMI.org believed that a new science of
process was needed. The innovators found inspiration
in the work of distinguished computer scientist,
Robin Milner.

DISTORTION OF BPM BY THE IT INDUSTRY
Such is the vigor with which technology vendors rename and re-market products under popular banners that,
in the last few years, the business understanding of the term BPM has been partly lost in a sea of “BPM”
announcements from the IT industry. The confusion is profound. For while technology is sorely needed in BPM
initiatives, not all technology yields equivalent results and not all solutions are accepted by end users who wish
to work with new processes.
The distortion of BPM as a result of IT industry attention was perhaps inevitable. Reengineering was not predicated on the use or introduction of any new technology. At that time, computer systems supported processes,
but had no oversight over them. A case worker might have needed a consolidated source of information from
the field in order to answer a customer query, and therefore needed a new system, but this was often the extent
of the role of technology in many reengineering projects. IT systems knew nothing of the process in which they
were a part. There was no reason for IT vendors to jump on the reengineering bandwagon. Not so with BPM.
BPM is predicated on the use of a process solution. Once that fact was understood, and BPM linked to the
powerful agenda of business, vendors in almost every significant technical category – including workflow, EAI,
development tools, business rules, messaging, architecture and drawing packages – jumped up and said, “yup,
we’ve got BPM as well,” creating the next hot IT-industry three-letter acronym. How easy also for standards
groups promoting other architectures to co-opt the idea of BPM and distort it to serve their own interests. Yet
those who read Business Process Management: The Third Wave carefully noted that the authors were referring
not to technology per se, but to a specific class of technology: the business process management system (BPMS)
with its unique process-centric Design-Driven Architecture (DDA).
In the mid ’90s, when “reengineering” was distorted by companies who abused its message by co-opting it as a
clarion call for “downsizing,” the process improvement community, hard working business analysts rarely trumpeted, hunted around for a new name to distinguish their profession and found it in the phrase “business
process management,” BPM. Let’s hope a similar fate does not impact the steady adoption of BPM tools if misapplied to any and all technologies.
Language is important. The clarity with which ideas are expressed lead to their understanding and adoption.
The use of differing terms to refer to the same thing can be healthy; the use of the same term to refer to different things is unhelpful at best and dangerous at worst. BPM discipline, the concurrent computer-assisted
reengineering of business practice and enabling IT systems, now lies at a significant juncture. A period of stability
in language is desirable. Paying close attention to an agreed lexicon establishes reliable definitions, leading to
enhanced understanding and adoption. Practitioners should avoid at all costs being dragged into acronyms created by the fickle fashions of IT industry pundits and promoted by vendors, driven as they are by IT-industry
analysts keen to scoop the next “hot” software category and become “the expert.”
While process improvement has, over the years, gone under many names – industrial engineering, ISO
certification, Six Sigma, Sarbanes-Oxley, enterprise business architecture (EBA), Audit and Compliance,
Rummler-Brache, Integrated Definition Function Modeling (IDFM) and Lean Thinking, to name a few – it’s
all process work underneath. It’s all BPM. Thus, a multi-purpose process tool, the BPMS, is both possible and
desirable, for all process work is connected.
BPM never was a software category. BPM, the management of a business process, is what you do with BPM
tools. A BPMS is, however, a software category. Keeping a focus there, expect it to be as wildly successful as the
relational database management system (RDBMS) whose name has remained consistent over decades.
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As Ted Codd used a formal model to define data,
Milner used a formal model to define processes. In
the so-called Pi Calculus, developed with David
Walker and Joachim Parrow in the 1980s, the stage
was set for a theoretical unification of computing
and communications, the basis for all processes.
Theory grew into practice and, with the rise of BPM
systems, BPMI.org defined the first complete, formalized, concurrent, persistent, industrial strength,
transactional, distributed computer language, BPML.
It won’t be the last.
Prior to BPML, the IT industry had good computer
languages for describing independent threads of processing, and a way to connect tasks so that they could
communicate via messaging and synchronization. Yet
there was no way to write down, in any language, what
was happening when two or more independent
threads were exchanging and processing information.
This written description is what is meant by an
executable process model. A car engine “executes,” but
there is no written description of that, simply the running gears and levers. This distinction was important,
for in the real world, all processes are deeply concurrent. If you cannot write down what is happening, you
cannot manage it. If you cannot represent it in the
form of computer data, computers cannot process it,
preventing the development of tools.
With BPML, process could be written down, and
stored in computer systems, and computers could
“process processes,” not just data. While Pi Calculus,
and BPML and its successors, will never be headline
news in business circles, the significance of the Pi
Calculus is profound. The computer languages it is
spawning are important because no longer are businesses, and the systems they depend on, built like an
army with colonels and platoons, a hierarchical model
of command and control where the activities of the
drill sergeants and soldiers can be determined in
advance by wiring work flows between them. Richer
processing models that combine computing and communication are all around us, in networks, on the
Internet, in mobile telephone systems, air traffic control, logistics, RFID tags and numerous other fields of
human creativity. We need a way to describe these
processes if we are to build reliable computer systems.
The shift is fundamental, away from computer programs that describe how the computer works
internally, towards how each processing thread works
with other processing threads, and with people. The
new age of Office Automation brought on by the
BPMS is an age in which Interactive Computation
and interacting processes dominate.
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INTERACTIVE COMPUTATION

The BPMS is an Interactive Processing system. As a
result, our view of the most effective way to model
processes is also changing, and with it, the capabilities
necessary of any process engine. In a networked era,
Interactive Processing systems are becoming essential
tools of business.
Interactive computation involves communication
with the external world during the computational
process. This is in contrast to the traditional understanding of computation which assumes a simple
interface between a computing agent and its environment, consisting of asking a question (input) and
generating an answer (output). Concurrent and reactive computation are both interactive. Embedded,
role-based, agent-oriented, distributed and component-based computations are also part of the
interactive paradigm. All these concurrent computing
paradigms can be described by the Pi Calculus, and
each can be supported in BPML. The paradigm shift
from algorithms to interactive computation captures
the technology shift from mainframes to networks,
wireless devices, and intelligent appliances, from
number-crunching to embedded systems and graphical user interfaces, and from procedure-oriented to
object-based and distributed computation.
In interactive computational processes, the notion of
a problem is that of performing a task or providing a
service, rather than that of algorithmically producing
an answer to a question. Input and output are modeled by dynamic streams which are interleaved; later
values of the input stream may depend on earlier values in the output stream and vice versa. The world, or
environment of the computation, is part of the
model, playing an active part in the computation by
dynamically supplying the computational agents with
the inputs, and consuming the output values from the
system. Computation is concurrent; the computing
process computes in parallel with its environment,
and with other processes that may be in it. The environment cannot be assumed to be static or effectively
computable; for example, it may include humans,
sensors, or other elements of the real world. Hence we
cannot always pre-compute input values or predict
the effect of the system’s output on the environment.

A leading media and distribution company used a
process to manage growing complexity, and an
expanded workload from custom media production
projects. Time-based studies at the firm concluded
that the non-value added, non-creative, work
associated with new projects had reduced the
capacity of its production departments. From the
bidding process to completion of a project, the nature
of the more complex, custom, projects resulted in
many additional tasks – overheads with no business
value. They arose from the necessary collaboration
and negotiation with suppliers around deadlines,
deliverables and prices, which, beyond a certain
workload, became overloaded with numerous back
and forth interactions.These suppliers had their own
constraints and processes, and so, if the company was
to make commitments to its customers, it needed to
manage commitments made to it from suppliers, and
to proactively chase down outstanding requests and
deliveries.The new process replaced time-consuming,
paper-intensive manual procedures, which under the
stress of increasing workload, had become impossible
to manage.The new process ensured that errors did
not propagate to customers, and that changes could
be implemented during the project. Of immediate
concern was the ability to quote a reliable price to the
customer, based on part-quotes from all of the
suppliers involved in each of the components of a
custom media production project. Obtaining alternate
quotes per component, from alternative suppliers in
different categories, added another layer of
complexity to the process.The new process delivered
the accurate and timely information needed to bid for
work. Real-time status on all commitments was
available to partners in the supply chain, while
providing them the flexibility to negotiate and change
agreements. A cross-functional team, including
Operations, Finance, Sales, Quality and Design,
designed the new process, once they had an
understanding of the art of the possible from the use
of a process solution. The company reports that the
new process has integrated supply chain management,
customer inventory, structural design and ISO-based
project management and quality systems, into an endto-end process that had given it a competitive edge.
As a result, the company is considering giving its
supply chain partners more access to the process in
order to create ever-tighter relationships. In this case,
as in many case studies, companies who care to take
explicit control of end-to-end processes find
themselves in a dominant position in the customer
value chain.
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ON STANDARDS
One financial firm, an avid user of a process solution oriented to policy management, observed how much of its
intellectual capital is tied up in the system, in process maps and the audit trails of past processes, and expressed
a concern should the process solution ever have to be replaced. Not all BPM solutions are yet standards-based
BPMS systems. The solution the firm originally selected does not adhere to industry standards for process representation. Similar concerns prevented wider use of workflow, since different vendors implemented different
workflow semantics, preventing portability of both workflow design and run-time data. Companies are concerned about this because, unlike packaged software, workflow and process solutions require companies to
define much, if not all, of the process themselves. As these processes grow in size and complexity, the details of
how the process works can become obscured, particularly when the original staff involved move on. While the
issue is less critical than in software engineering, the lack of standardization among vendors of process solutions, coupled to a lack of best practices in process modeling compared to software engineering, makes the
problem acute in the minds of some IT architects, more so than its practical effects in the business. Most users
of workflow and process solutions have been using them for years, with no intention of changing them. They
are regarded as core applications. IT practitioners, however, point out that, unlike custom development on a
standard application server, process solutions rely on an embedded engine supplied by a vendor. If that vendor
goes away, the company would be left with a serious problem: processes for which there would be no engine to
run them. Such process virtual machines have not yet attained the status of, for example, a Java virtual machine.
Therefore, if the vendor disappears and takes with them their engine, end users would be forced to port their
processes to a new engine. This could be very tricky if the source and target engine have different semantics and
notations for processes. Hence, IT architects are carefully tracking the development of standard process engines
and their inclusion in platforms with which they are familiar. The problem is, these emerging IT infrastructure
products, while significant in the long term for the IT industry, do not provide the business-friendly tool sets of
many available process solutions. Non-standard process tools are so compelling that they just get used, with or
without standards. Thus, some IT shops are placing limits on the business, limiting their scope and impact.
Either they restrict the solution to specific processes, or they limit the amount of process modeling required
combining them with pre-packaged code modules deployed in the more standard application server or ERP
environments. At the same time, highly standardized, scalable, BPMS products are maturing, and are themselves
becoming more acceptable to the IT community as an enterprise-wide development platform. For years to
come, all these solution-types, large and small, standard and unusual, will coexist, side-by-side.
It also appears that process solutions, even non-standard ones, are too effective to ignore, and smart companies
are selecting products, not on standards, but on ease of deployment, user acceptance, and ability to place process
under the direct control of the business. After all, no one worried about how “standardized” spreadsheets were.
They spread like wildfire once business people understood how useful they were and how, by adopting them, they
could be less dependent on specialists. The original founders of BPMI.org also pointed out that the significance
of standards per se can be over-stated. What’s important to business people is reliable and general-purpose function. This always arises from a formal model of processing. Spreadsheets and databases proved popular because
they can be replied upon, not because they are ratified by a standards body. They work because they adhere to the
science of finite-state-machines and relational algebra. Let’s not forget that not all standards are based in science
and the standardization process should not be allowed to become an end in itself. The next phase of innovation
in the BPM space will not come from the standardization process, but from technology developers and practitioners who are putting the new tools to work in business. And unlike packaged software, whose code and
behavior is not defined by a process, all process solutions, including workflow, standard or otherwise, bring rigor
to all processes deployed on their engine. This certainty about how processes work is what leads users to adopt it,
for it creates for them a uniform work environment in which new processes can be deployed at will, without significant disruption to their day-to-day activities or additional training. To them, standards are merely a
distraction. The motivation for standards development also varies, adding to the confusion. While platform independence and process instance portability might be of academic interest, the interfaces and representation that
process systems and process models adheres to (so that a BPMS can connect to and project processes engrained
in other systems) might be of greater long-term significance. It should also be kept in mind that standardizing
the architecture and technology behind process solutions, and standardizing the process model and its processengineering management lifecycle, represent two entirely orthogonal objectives.
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THE RISE OF KNOWLEDGE WORK
The role of people in the story of BPM is central.
People-based strategies such as Six Sigma, Total
Quality Management, High Performance Customer
Service, Customer Satisfaction and Customer-Centric
Innovation are driving business growth. People’s
skills, experience and inventiveness – what they can
do, what they know, and what they create – define
success. Capital equipment and infrastructure do not
generate value, people do. People are the resource that
dominates all service industries and, surprisingly,
60 percent of all manufacturing processes.
With half the workforce now focused on knowledge
work, and half of those acting in customer or business partner-facing roles, labor costs are most often
the predominant costs in business. In people-intensive processes, improving productivity is as important
today as efficient metal-working in Taylor’s era.
Managing how people negotiate and commit to work
extends productivity theory into the realm of knowledge work, well beyond clerical (workflow)
automation. Taylor’s innovation created new efficiency in the factory. Business process management is
creating new efficiency among white-collar workers.
Once the direct connection between people, their
productivity, and a company’s business success are
understood, the way a company approaches process
management changes. In a typical workflow system,
tasks are allocated from person to person, system to
system or between systems and people, but there is no
way to capture human intention. What if the recipient
cannot do the work implied? What if a recipient
needs to negotiate about how to perform the work?
What if he or she needs to allocate received work to a
different resource, or enlist the help of others in completing the work? Clearly, there is more to “workflow”
than simple input-output task lists imply.
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Beyond clerical tasks, people declare work, offer work,
request work, promise work, agree to work, assess
work or decline work. As a result of this work, systems may communicate, assemble, transform, store
and retrieve data, but that is a consequence of the
process, not the objective. In turn, those system flows
cause changes in the real world; in material flows such
as moving, assembling, transforming, storing, retrieving or comparing physical objects, or in
communications across networks. It is people that
make commitments, which arise from negotiations,
which give rise to change. Computers cannot do that
yet, but this does not mean collaborations cannot be
managed by a computer tool. For example, a computer can remind a person of past commitments and
upcoming deadlines; it can provide a lever for making
changes, intervene if collaboration breaks down, or
reveal an understanding of past events.
HOW KNOWLEDGE WORKERS WORK

Task flow, the primary function of typical workflow
products, is the consequence of a deeper process.
Process is not a description of the prescribed flow of
work, but the tell-tale trail of reality. Who could possibly write down in a script how a patient should
interact with the health services? It’s simply impossible. A unique life history is a single process instance,
and symptoms and remedies govern our path through
the healthcare industry. So it is for all processes. The
trail defines a medical history record, the consequence
of giving healthcare, not the starting point for the
design of an effective healthcare system.
In a document processing system the documents are
just that, documents, passed around, but only a proxy
for what is happening in the real process. In BPM systems, the process instances themselves are the
documents. Unlike normal documents, these
“process-documents” have a past, a present state, and
a plan for their future execution. Processes are living
documents. Static documents are no longer needed in
a BPM system. The process instances have all the
information required and take the place of the documents. This is why some IT analysts have referred to
the BPMS as the next generation of document management and knowledge management. It is this
process knowledge, the next generation beyond static
documents, that a BPMS system is designed to manage.

First, there are structured processes, repeatable work
steps. These are the recurrent, stable, command and
control steps; hard-wired processes that must be executed reliably otherwise things go wrong. Traditional
workflow systems easily support such steps.
Second, knowledge workers conceive, create and put
into effect projects. This is the plan of tasks, events
and resources required to be mobilized to achieve an
objective. Knowledge workers need the flexibility to
manage plans in real time, to take account of evolving
circumstances. A plan is a process, just as much as any
workflow, and planning and workflow are merely two
views of the same underlying process. However, many
workflow systems do not include integrated planning.
Third, knowledge workers collaborate, sometimes
closely, sometimes loosely-coupled, first to define
their goals, and then in support of the creative
achievement of their objectives. In many workflow
tools, collaboration is added as an after thought, like
adding email or instant messaging applications. But
in the management of knowledge worker processes,
collaboration cannot be an add-on, since knowledge
worker productivity depends upon how effective the
collaboration is.
Lastly, knowledge workers invoke ad-hoc interactions
with others, just to get the job done. They do this to
take account of unforeseen circumstances, calling on
people to help by bringing them directly into their
process, just as we bring new participants into an
email conversation by forwarding them a copy of the
email. These ad-hoc collaborations can be treated as
part of the process, for management purposes, even if
email is used to complete the steps. Yet many workflow systems do not do this, and unfettered and
untraceable email threads are often the source of
numerous delays in work.
These insights were first noted by computer scientists
Terry Winograd and Fernando Flores who, working in
the mid eighties, realized that workflow semantics,
specifically the assigned-task, were insufficient to
understand how people truly work together. They were
motivated not by automation as a means of replacing
people at work, but how to amplify their intelligence by
providing tools for efficient work improvement.
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Lest you regard this discussion of the nature of the
new knowledge-intensive process management as
esoteric and irrelevant to your business, it is worth
recalling the comment of Jeff Immelt, CEO of
General Electric, “We are all just a moment of complacency away from an abyss called commodity hell,
where you compete only on price and where share
goes to the least common denominator.” People are
central to innovation. Globalization trends such as
lower growth, higher risk, excess capacity, strong
competitors in emerging markets, outsourcing
options, price transparency and consolidating channels of distribution, are leading companies to place a
greater focus on innovation: the creation of new value
and the delivery of ideas from mind to market. If you
haven’t been reading about Innovation as the Next
Big Thing in business, you haven’t been reading. But a
company cannot wish for innovation; it must provide
the tools to knowledge workers in the process of
innovation. Innovation is a business process – a
process that can be optimized with business process
management systems.

POSTSCRIPT– FROM CIO TO CPO
There are those who argue that it is the world-wide
interconnectivity of people and computer systems
through the Internet that is transforming what it
means to be a business and what it takes to win at
business. Yet, this supposed impact of the Internet has
always been over-stated. Connecting people is one
thing, making them more effective is another.
There is an old anecdote about a reengineering success: a consultant proudly claimed, “We reduced order
fulfillment cycle time from 180 days to 60 days, and
half of that improvement came from the new process
design.” Huh? Where did the other half come from?
Process is all there is. Only by re-defining, re-designing
and re-organizing work and its associated organizational structures can business performance be
improved, taking advantage of Internet connectivity.
Globalization and commoditization are now the most
feared words in business thanks to three billion new
workers in India, China and the former Soviet Union
coming on stream as capitalists. It is this that is driving the great interest in moving work to lower-cost
centers of production, where it is not uncommon to
also find better educated and increasingly motivated
workers, as they perceive the quality of life achieved
elsewhere through the medium of television and by
accessing the Internet. As reported by New York
Times columnist Thomas Friedman, “The Chinese
and Indians are not racing us to the bottom. They are
racing us to the top.” Hence the big push among
Fortune 500 firms on coordination, productivity and
innovation. Recognizing this intense new competition, the adoption of BPM tools will be profound.
What will be the source of the new best practices?

A defense contractor believes that the effectiveness
of process mapping tools, including simulation aids,
is enhanced if guided by Six Sigma or ISO 9001
methods. They view such methods as providing
frameworks, phases and procedural steps to guide
improvement projects – in reality, these are best
practices for deploying a process solution. Mapping
tools alone, they recognize, don’t create change on
the ground. Executable process solutions do.
Hence, vendors of mapping tools are forging links
with vendors who offer process solutions. Over
time, expect consolidation.
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Taylor spent the majority of his working life on the
factory floor. Likewise, MIT researchers jumped into
the commercial world to reengineer failing firms
before the limits of that idea could be acknowledged,
leading to the development of the BPMS. As evidenced by the stories in this white paper, whatever
drives the adoption of BPMS technology – business
improvement or IT modernization – it is, in reality,
just another IT system. Next-generation architectures will be absorbed into the IT landscape like so
many previous generations. This will take time and,
over time, it is the practical users of process solutions, not theorists or pundits, who will provide the
efficient methods for realizing business value from
the technical innovation.
That said, the BPM movement is not just another
technology, even if BPM does not yet encompass any
startling new management theory. BPM is not a
killer app, even if the BPMS is the next generation of
office automation. Simply, BPM is a business discipline; it isn’t something a company can just go out
and buy. Buying a word processor won’t make its
owner a novelist.

APPENDIX – WHAT BPM IS FOR
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The stories in this paper were chosen to illustrate the breadth of processes to which this methodology – business
process management – is now being applied, both in discrete projects and in enterprise-wide initiatives.
Companies use processes to create change. Decades of experience with reengineering has taught them that
effective results arise from targeted process improvement projects. As a result, firms no longer believe that business benefit is derived automatically from the installation of a big-bang, rip-and-replace packaged IT solution
embodying a standardized, general purpose, process. IT buyers now realize that the flexibility of a process solution that can be easily changed to adapt to their ever-changing operations is what’s needed. In business, change
is the only constant.
Smart companies adopt the process-based approach because it can dramatically reduce the time and cost
between thought and action, that is, the period between process-re-design and deployment as an operational
system. The most dramatic projects place processes under business control, creating a tight loop between the
measurement and diagnosis of current performance deficiencies and their subsequent alleviation or eradication
through business process change.
Here are more stories of how companies are putting processes to work.
ADDING FLEXIBILITY

A leading provider of business services to the healthcare industry used a process to enhance its contract management services for hospital procurement. The new process needed to be highly flexibly in order to meet the
diverse needs of different healthcare services providers.
WHEN THE PROCESS IS JUST UNIQUE

An animal health agency used a process to implement a central certification system to monitor the health of
livestock and adapt to new regulations and conduct certification programs. The new process initiates actions
and sends messages to people involved in certification, including livestock farmers, vets and laboratories. The
approach allows them to respond more quickly when an animal disease breaks out because, previously, different
processes for different animal species were employed.
MASS-CUSTOMIZATION

An electronic book publisher used a process to automate catalog delivery allowing it to effortlessly add new distribution channels and print partners. The objective was to stay nimble and aggressive, while coordinating a
huge array of complex business processes that involve back-end transactions with external systems, as well as
front-end transactions with users. The solution was later extended to other publishing processes.
SECURITY FOR ALL

Processes are used outside of the public sector. A national intelligence and combat support agency used a
process in a classified project associated with the timely and accurate delivery of geospatial intelligence. A military criminal investigative service used a process in another classified project associated with law enforcement
and the protection of military personnel and their families.
REDUCING CYCLE TIME

A leading insurer used a process to cut the cycle time to resolve disputes. The new process prioritized invoice reconciliation tasks, from remittance to policy servicing, for routine claims. This freed resources to focus on critical
disputes. Time was saved by the elimination of manual steps. The company plans to extend the technique to
other aspects of policy management. The VP of technology at the firm has reported that the technique gave the
company a repeatable methodology for achieving process improvement across the enterprise. The rich features of
the process solution gave it the ability it needed to empower the business user to take control of the improvement
program, something that it had not achieved using integration tools or document management systems.
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SUPPLY CHAIN AGILITY

An aerospace giant used a process to improve its supply chain, specifically to provide visibility and measurement over their spare parts fulfilment operation, and to fine tune procurement exception handling and
order flow. The company maintains inventory for 500,000 different parts to support its fleets worldwide.
EXEMPLARY CUSTOMER SERVICE

A leading computer systems company to the business and consumer markets used a process to quickly identify distressed shipments – products scheduled for delivery that, for any number of reasons, couldn’t be
delivered to the customer – and act immediately before the shipment arrived back at the company. These
capabilities saved them hundreds of dollars on each shipment and greatly improved the customer experience. The process facilitated communication between customer care representatives, carriers and customers,
saving the company millions per quarter.
ADDING SELF SERVICE

A food-market chain used a process to eradicate lengthy hiring procedures arising from over-centralization
of its HR operation. Using a new process, the company distributed work to store managers across the country by providing access to a self-service portal, generated by the process, for use by local personnel
managers, saving time and eliminating manual procedures. Hiring, on-boarding and personnel changes
were all streamlined. The process automated notifications of work-routing for HR professionals. The company intends to extend the solution to other areas of the business.
WHEN MIGRATION IS THE ONLY OPTION

A business process outsourcing company, that performs credit checks, property valuations, title searches,
flood zone determinations and other loan closing services for financial institutions, used a process to replace
a mainframe-based workflow system hub so as to be able to add new customer services more easily. In one
month, the company added 10 new products which it believes would have been virtually impossible, or at
least would have taken months and months, in the old environment. The ability to deploy new loan-closing
products has been the biggest benefit.
ERADICATING SWIVEL-CHAIR INTEGRATION

An insurance company whose strategy was to offer a highly diversified product line had crafted for itself a
raft of specialized systems that weren’t linked together, preventing call center reps from providing quick
answers to customers’ problems. The agents just were not able to use their own judgment to reconcile information from the multiple systems involved. The company used a new process to integrate its diverse systems
of record to provide a new user interface to case workers, who are now able to answer a customer’s question
without transferring the call. Over 100 new processes have been implemented across several divisions, some
linked with complex business rules, and the company claims that service metrics have been improved by a
huge margin.
WHEN CLARITY AND CONSISTENCY ARE NEEDED

A telecommunications operator needed to reduce inefficiencies in its billing disputes and adjustment
processes in order to improve customer satisfaction by speeding time to resolution. Using a new process the
company was able to standardize methods and procedures for processing billing disputes and adjustments.
Call center employees now receive the right customer information at the right time and are guided through
the steps, which has cut down training time and eliminated manual tasks. The company has documented a
variety of benefits, from a reduction in invalid deductions, to increases in productivity per agent, and profit
per representative. Improvements were realized in a short timeframe because of the seamless integration of
the process solution with the firm’s legacy systems.
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TAPPING INTO LEGACY SYSTEMS

With their legacy IT systems not being able to keep up with changing business need, a bank and mortgage
lender used a process solution to update IT applications, and the processes they support, in a much shorter
timeframe. The company had already invested in a custom-built application that contained all of the business rules and information associated with the loan application process. What they needed was something
that could easily tap into this data and implement straight-through processing (STP) automation. As a
result of the new process, the cycle time to resolution for exception cases was reduced for hundreds of
users. Perhaps more significant, they had the new process they needed months in advance of what would
have been possible had they attempted to modify the legacy system.
BRING LOCAL DIVISIONS INTO CORPORATE PROCESSES

A food retailer, rapidly expanding across the United States, used a process to extend its central human
resources application to local managers. The company is now able to efficiently manage HR requests with
automatic task generation and automatic information validation, reducing the time and effort required to
complete requests.
SCALABILITY IS NOT A PROBLEM

A financial services provider used a process to track work and pay contractors’ fees for IT development
services. Project delays were eradicated because contractors could be paid on time and work sub-contracted
to them would no longer be postponed because of payment issues. The process solution standardized the
input of information allowing the company to eliminate re-entry of data gleaned from external consultants’
invoices, drastically reducing processing and payment times. A side effect was that managers had greater
visibility into the IT project management process. In less than a year, the company expanded the solution to
twelve other processes, including travel approval, new employee provisioning, consultant registration, and
purchase approvals. In addition to these repetitive clerical processes, the solution was flexible enough to
cope with coordination and negotiation between internal and external resources, specifically, IT system
development lifecycle management, change requests and access to production environments by external
staff. Use of the new processes expanded quickly, rising from five hundred users at the end of year one, to
tens of thousands of users at the end of year three. The solution is now used globally by the company, as
well as by its business partners. Cases and the associated transactions handled by these processes number in
the hundreds of millions per annum.
PROCESS DISCIPLINE

A foods group used a process to significantly reduce its approval time for recipe changes and to manage the
associated documentation, reducing manual administration and coordination overheads. The large number
of individual products and brands managed by the group required it to carefully control all recipe changes.
Previously a manual process based only on email was used. But growth in workload led to a situation where
executives at the company could no longer manage the thousands of documents involved, ranging from
ingredient lists to packaging information. Changes were routed by the new process for review, comment
and approval, involving coordinated parallel input from a large number of executives in multiple locations.
Despite the complexity, approval times were reduced over ad-hoc use of email, often by as much as 65 percent. The company reports that a major benefit has been the introduction of a “process discipline,” the
orderly flow of information as a result of an enforced and well-ordered process. The new process led to a
more successful approach to the management of its product knowledge than past attempts at knowledge
management “packages.”
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UPPING EFFICIENCY, ADDING COORDINATION

An automobile manufacturer used a process to create and distribute service bulletins. Previously reliant on
paper-intensive communications (faxes, inter-office mail, couriers and sticky notes) delays and confusion
were replaced by a collaborative process that enabled the different departments involved to work together
effectively and speed delivery of critical updates to dealers, improving communication with its ultimate
customers, the consumer. The process has improved the dealer’s chances of fixing customer problems the
first time around. Incidents are tracked by the process, providing the basis for measurement and ongoing
process improvement. In addition, and as with many process solutions, unnecessary administration tasks
were eliminated, such as copying, sorting, filing and manually checking the status of outstanding messages.
The geographic coordination provided by the process eliminated weeks of delays in getting approved bulletins to market, which had a knock on effect of reducing warranty costs and safe-guarding against the risk
of misinformation being released.
ERADICATING DUPLICATION

An engineering firm used a process to eradicate duplication in its HR operation by formalizing a range of
activities from recruiting, all the way through to the end of an employee’s initial probationary period. The
process ensured an orderly approach to checking references, making formal offers, arranging orientation
sessions, ordering business cards and provisioning office equipment for new staff, including coordination
with other functions, such as security. An internal audit of the new process demonstrated an eighty percent
productivity increase and zero percent error-rate, avoiding embarrassing, and expensive, blunders, from lost
applications to executives not always being aware of new hires or new recruitment campaigns.
WHEN DROWNING IN PAPER

A U.S. county government used a process to renew its inefficient systems for handling functions such as
zoning, contracts, resolutions and ordinances. Previously, the local government department was drowning
in paper. It needed the new process to better serve its constituents and speed up the approval cycle for public functions. For example, instead of having commission staff review documents one at a time, the process
allows requests to be routed in parallel for simultaneous review. Designed to provide transparency over
local government work, the new process lets the commission’s professional staff look up the status of any
matter under review, and allows them to interact with their constituents more effectively.
THE BOTTOM LINE – SALES

A tire and rubber manufacturer used a process to eradicate costly manual data entry and document control
tasks which were inhibiting advancements in time-to-market. Starting with the specification change management process, approval times have been reduced by 80 percent. As a result of this success, the company
has decided to extend the solution worldwide, and to other processes, including capital budgeting, new
product launch, compliance audit, customer credit approval, travel requests and product lifecycle management. The company notes increased discipline, structure and accountability in the new work practices, and
reports both increased sales and profitability as a direct result of the new processes.
COPING WITH GROWTH

A self-administrated, nonprofit, welfare trust used a process to reengineer its pension operations to cope
with a rapidly growing number of participants. Mergers between the trust and other unions had created
tremendous pressure on existing member services. The goal of the new process was to replace out-of-control paperwork by using a combination of workflow and document management, replacing paper folders
with electronic folders and images of member correspondence. The new solution allows users to process
trust applications, estimates, recalculations and reconciliations online. With immediate access to all forms
and information, users can add notes, sort, search, and store files electronically. The automated process has
provided management with time and resource tracking for processing these transactions. With this information, management is better able to match complex processing tasks with worker skills, increasing service
satisfaction ratings. Office space was reclaimed as a result of the move to electronic forms.

35 | FROM CIO TO CPO VIA BPM

WHEN WORKLOAD CANNOT BE PREDICTED

A building services firm, delivering repair solutions to domestic and commercial properties, works directly
with leading insurance and loss adjusting companies. The company used a process to maintain high quality service levels and control costs, despite its business volume varying by as much as 3000 percent as a
result of unpredictable weather, predominantly wind and rain storms; the greatest cause of building damage. As a result of structuring its work using the new process, the company has been able to manage tens
of thousands of jobs, ranging from two hour site reports to multi-million dollar fire restoration projects,
over the past few years. By embedding automated service level agreement (SLA) metrics in the process, the
company has been able to meet the requirements of insurers and their customers, and limit increases in
call center staff levels during major increases in activity.
RUNNING THE BUSINESS

A banking corporation used processes to implement the Basel II accord, an international code of conduct
for banks to disclose and report aggregated credit risk. As the calculation becomes more complicated the
amount a bank must put aside, as credit reserves, becomes more precise. In order to use the most complicated formula in order to report the most precise disclosure of risk, the bank needed to find a way to
consolidate customer exposure on a global level. It needed a unique process, spanning Asia, Europe, and
North America, and complying with “Know Your Customer” regulations in Europe and the United States,
screening the customer against OFAC, MOFA and other “do not do business with” lists, getting new customer information into all of the appropriate sub-systems, and creating the customer entry in the
customer information data warehouse. As the company is a large, global organization, challenges in the
design of the new process included different organizational structures and responsibilities, different data
availability, different languages and time differences, and different regulatory requirements. The technological challenges included heterogeneous hardware and software environments in every location and
different back end processing systems. Having achieved this first step, the new global process solution has
been extended to other processes. The company now advises other firms to start their business process
management projects by picking an application that has significant management support, that no one
likes and that everyone acknowledges has to be changed. Their vision for process management is to reexamine all the processes at the bank, and standardize across the whole enterprise. The process solution is
truly working 24x7, with small windows of opportunity to upgrade, and its effect is to pull branches
together. As a result of its new-found capability to master processes, the bank is starting to appoint centers
of excellence around key focal points in the business, assigning process owners, with executive authority
over their continuous improvement.
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