468

CHAPTER 16 Business Process Management Suites

Process Modeling Tools vs. BPMS Suites

You might imagine that, since a BPMS product includes a business process modeling
environment, BPMS products would replace process modeling tools. It might hap-
pen in a decade, but its not likely to happen much sooner. At the moment, the two
groups of products are used for different purposes. The process modeling tools were
developed to help business people analyze and redesign processes. The leading process
modeling tools have been around for over a decade and are much more mature than
newer BPMS products. The best of them have simple modeling notations with lots of
supporting utilities that make it much easier for business people to capture informa-
tion about their processes. Moreover, lots of companies use their process modeling
tools as an interface for their business process repository, and have stored multiple
processes in the repository. Leading companies have used the tools to create business
process architectures and rely on the tools to keep track of complex relationships be-
tween different processes, measures and resources that support the processes. Many
have recorded detailed cost and performance data for specific activities and use simula-
tion to test possible process changes.

BPMS products are much less mature. Most have process modeling environments,
left over from when the tools were EAI or workflow tools. These modeling environ-
ments are suitable for I'T developers and some business analysts, but arent nearly as
friendly as they will need to be if business managers are to use them. BPMS products
are designed to support the runtime execution of large business processes. As such,
they are much more complex than stand-alone process modeling tools, and much
more expensive. As BPMS tools mature they will undoubtedly get better modeling
environments and add support for repositories and process architecture work. Eventu-
ally, as managers become familiar with BPMS they may feel comfortable enough to
do their inidal analysis and redesign in these tools. For the moment, however, most
companies should focus on redesigning and improving processes, not on automating
them. BPMS automation is only in the early adopter phase. Thus, business manag-
ers use business process modeling tools for architecture and for process redesign and
improvement. BPMS tools are primarily used by software developers and by business
analysts working on BPMS application development.
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Creating a BPMS Application

There is, to date, no widely accepted methodology for BPMS application develop-
ment, although some vendors offer their own suggested procedures. In part, this is
because BPMS is new and few companies have developed enough BPMS applica-
tions to have a good understanding about what works best. In addition, as we have
suggested, there are in fact a number of rather different products all going under the
BPMS label. Thus, the approach one might follow to develop a human-centric BPMS
application (workflow) is different than the approach one might follow to create an
integration-centric BPMS application (EAI) or a decision-centric BPMS application
(rules-based). Some companies model and redesign their processes in conventional
business process modeling tools and then move the application over to a BPMS en-
vironment for runtime execution, while others develop directly in the BPMS tool.
There’s little consistency and no one has enough experience.

Stepping back from specifics, we can offer one very important piece of advice.
Don’t start a BPMS project until you are sure that process you intend to manage with
the BPMS application is already running as you want it to run once it's a BPMS appli-
cation. In other words, do not try to combine a process redesign project and a BPMS
application development project. Both types of projects are demanding and require
different skill sets and combining them is a recipe for a failure. Do redesign or im-
provement using the techniques we described in Part II of this book. Once you have
processes you are happy with, consider setting the process up in a BPMS environment
for day-to-day management and execution.

Getting a BPMS application up and running is an I'T implementation project.
The problems we have heard about are classic software-development problems and
have little to do with process work, as such. Companies have had trouble getting the
infrastructure right. Companies have developed applications in one tool and then
realized that the application wouldn’t scale to support the number of transactions they
wanted to run on a daily basis, and so forth. As we have suggested, companies are still
learning about BPMS, so don’t attempt to automate an application that you can't af-
ford to have fail. Get some experience with BPMS before you attempt anything too
challenging.

With all these qualifications, imagine a world in which your major business pro-
cesses were defined with process modeling and you could literally watch as instanc-

es flowed through the different activities that made up your application. You could
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notice bottlenecks as they began to occur, and you could change business rules and
watch how they changed the activities that were taking place. BPMS offers a world
in which processes are more central and better managed than ever before. It offers a
world in which managers can observe the work being done and change the process, as
needed, in something close to real time. They are a solution for lots of the demands
that today’s managers face. Leading companies are investing in BPMS because they see
its potential and want to use it to gain a competitive advantage over their rivals. In a
decade, we expect that BPMS applications will be as widely used as ERP applications

are today. The trick, in the meantime, is planning your transition to this technology.

Notes and References

BPTrends has developed a report that describes the popular elements in BPMS prod-
ucts and describes most of the leading products to facilitate an initiation evaluation
of the available products. The report is free and updated yearly and provides a good
way for those new to BPMS to develop a better understanding of the many different
products being offered at this time. To access the report, go to www.bptrends.com and
choose the BPMS Report.

There is ambiguity about the phrase business process management. Executives tend
to use it in a generic sense to refer to managing processes. People in the workflow and
XML business process language area often use BPM and Business Process Management
as synonyms for BPMS to refer to systems that automate business processes. Also keep
in mind that some people will use Workflow or Enterprise Application Integration
(EAI) as synonyms for BPMS.

Smith, Howard, and Peter Fingar, Business Process Management: The Third Wave,
Meghan-Kiffer Press, 2003. This book kicked off the current interest in BPMS tools
and applications. It’s a bit over the top, but it presents the case for BPMS with lots of

enthusiasm.

Khan, Rashid N., Business Process Management: A Practical Guide, Meghan-Kiffer
Press, 2005. Of the books published that have sought to explain BPMS products, this
is the one I think offers the most practical and straightforward presentation.

White, Stephen, “Using BPMN to Model a BPEL Process,” BPTrends, March
2005. This paper on BPTrends walks through the way BPMN notation can be used to
generate BPEL, the language underlying some BPMS products.
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Owen, Martin, “BPMN and Business Process Management,” BPTrends, March
2004. This paper on BPTrends discusses the use of BPMN for BPMS development.

Rosen, Michael, “BPM and SOA: Where Does One End and the Other Begin?”
BPTrends, January 2006. Mike Rosen has written a series of articles on BPTrends
describing the relationship between BPM and SOA. This is the article where he intro-
duced the diagram used in Figure 16.8, but all of the articles are worth reading.

There are no books that really describe a methodology for BPMS development.
Derek Miers has published two papers on BPTrends that suggest what such a meth-
odology might look like.

Miers, Derek, “Keys to BPM Success,” BPTrends, January 2006.
Miers, Derek, “Getting Past the First BPMS Project,” BPTrends, March 2006.

Chappell, David, Understanding BPM Servers, www. bptrends.com, January 2005.
This is a nice summary of how Microsoft is approaching BPMS with its BizTalk

Server.

The International Conference on Business Process Management is a yearly event
at which researchers gather to explore the inner workings of BPMS technologies. BPM
2007 will be in Australia and the web address is: hezp://bpmO7 fir.qur.edu.au/ Each year
the conference publishes its proceedings via Springer under the general title: Business
Process management. If you are interested in technical issues involved with BPMS,

these technical papers can be useful.

zur Muchlen, Michael, Workflow-based Process Controlling: Foundation, Design,
and Application of Workflow-driven Process Information Systems, Logos Verlag Berlin,
2004. A technical book on the theory of BPMS with a special emphasis on process

control.

The Web address of the Workflow Management Coalition is www.wfmc.org. The
WIMC was founded in 1993. It’s a consortium of major workflow users and workflow
vendors. WEMC meets frequently to discuss key workflow issues and has developed a
number of workflow standards.

Moore, Geoffrey A., Crossing the Chasm, HarperBusiness, 1991.

A search on BPMS on www. bptrends.com will generate a large selection of articles.

This field is changing very rapidly and new articles are being published each month.
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ERP-Driven Redesign

N THE 19908, many companies installed off-the-shelf applications from a variety of companies,

including SAD, Peoplesoft, Baan, ].D. Edwards, and Oracle. Initially, these vendors
stressed that they sold applications that performed certain common tasks that compa-
nies faced, like those in accounting, inventory, and human resources. Later, in response
to the widespread interest in business process improvement, these same companies
began to reposition themselves. They developed templates or blueprints that showed
how groups of their modules could be linked together to create business processes. In
line with this transition, people began to refer to these groups of applications as enter-
prise resource planning (ERP) applications, and recently some have added customer
relationship management (CRM) applications and manufacturing applications. In
essence, the vendors introduced a layer of EAI or workflow that allowed companies to
specify or modify the flow of control from one ERP module to another.

One leading advocate of this approach is Thomas Davenport, one of the consul-
tants who had kicked off the business process reengineering movement in the early
1990s. In 2000, Davenport wrote Mission Critical: Realizing the Promise of Enterprise
Systems. He argued that a packaged application approach allowed companies to in-
tegrate and improve their software systems. He was careful to qualify his argument
and say that the use of software only worked within a broader business process archi-
tecture, but when implemented in such a context, Davenport believes that packaged

applications can help a company to rapidly integrate diverse processes.
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In the last few years J.D. Edwards was acquired by PeopleSoft, which was, in turn,
acquired by Oracle. Meanwhile, Microsoft has entered the market and is developing
packaged software for smaller companies In 2004, all of the ERP vendors combined
made around 50 billion dollars. Obviously, the ERP market is much larger than the
early BPMS market. At the same time, however, most companies are unhappy with
the installation problems and the maintenance costs of their ERP software. One of the
major drivers of BPMS development has been the hope that BPMS will make it easier
to manage ERP. Thus, although BPMS is just beginning to gain momentum, it seems
likely that, in a few years, ERP and BPMS vendors will find themselves merging or

competing to offer companies more flexible business process solutions.

Processes, Packages and Best Practices

Vendors like SAP, Peoplesoft, and Oracle often refer to their applications as “best pro-
cesses.” They argue that they developed their modules after studying what worked best
at several companies and that the modules represent very efficient ways of handling the
processes and activities they support. In fact, of course, these modules represent “aver-
age processes.” In many cases, they are an advance on the applications that companies
had before, but once a company decides to use SAP, Microsoft, or Oracle modules in
their human resources department, then their HR processes will be the same as those
of their competitors who are using the same modules from these same vendors.

Compared to the business process improvement approach we advocated through-
out this book, the use of ERP applications occurs in reverse order. In effect, you begin
with a solution—a new inventory application from SAP—and proceed to modify
your existing inventory process to accommodate the inputs and outputs of the new
inventory application. It is still possible to begin by analyzing the existing process,
substituting the new SAP module or set of modules during the design phase, and then
making the adjustments necessary to use the modules effectively. But the heart of this
kind of ERP redesign effort is to accommodate the way your company works to the
ERP application and not the other way around.

We think ERP applications represent a reasonable approach to improving a wide
variety of business processes. If the processes are easy to automate and add little value
to your overall business, then there’s no reason why you shouldn’t simply rely on ef-
ficient, average solutions, and focus your energies instead on core processes that do

add significant value. Let’s face it, managing payroll deductions or handling an office
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inventory database are enabling processes that need to be done, but they rarely add
anything to the bottom line.

The problem comes when companies try to use ERP applications for tasks that
are not routine and decide to tailor the ERP applications to better fit with the way
their company does business. The various ERP applications are, essentially, database
applications; they manage database operations. Each of the ERP vendors has its own
favorite database, and it’s very hard to modify the internal workings of ERP applica-
tions once they are installed. If your company acquires a payroll application and then
decides to tailor it, you will find that the value of buying an off-the-shelf application
diminishes rapidly. Moreover, the maintenance costs will rise in the future. When new
versions of the ERP application are released, they won't work at your organization un-
til the new ERP modules are modified to match the previous modifications you made.
If you find yourself considering ERP applications, and simultaneously planning to
make lots of modifications in the ERP applications you buy, you are probably making
a mistake. If the process is really a routine process and adds little value, it’s probably
better to change your workflow and use the application in its standard version. If you
really can’t live with the vanilla version of the ERP application, then you ought to ask
yourself if you really want to buy an ERP application in the first place. (We'll return
to this problem later in this chapter.)

There are vendors that sell applications or that develop applications that offer
more flexibility than the standard ERP applications and in the long run don’t cost as
much if you want a highly tailored application or know you will want to change the
application frequently. On the other hand, of course, these applications will probably
not integrate with other modules as well as the standard ERP modules do, and that
will add to the cost of the more specialized applications.

The ERP vendors have recently experienced problems as companies have begun
to rely more on the Internet. Most ERP applications were designed to be self-con-
tained systems, tightly linked with and relying on a proprietary database management
system. The ERP systems were not prepared to support distributed data manage-
ment. Most aren't especially good at working with other ERP applications, and they
were totally unprepared when companies began to want to integrate applications into
Web portals or into supply chains that communicated over the Internet. In the past
few years, most of the ERP vendors have redesigned their systems and have begun
to release new ERP applications designed to communicate via the Internet. In most
cases, however, this adds another layer of complexity to the problems of integrating

applications into e-business systems.
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A Closer Look at SAP

Let’s take a closer look at SAP, the dominant ERP vendor. SAP provides overviews,
which it calls business maps, of processes that it offers in a number of industry-specific
areas. Specifically, it offers business maps, or what we would call process architectures,
in each of these areas:

Discrete industries

» Aerospace and defense » Engineering and construction
» Automotive » High tech

Process industries

» Chemicals » Oil and gas

» Mill products » Pharmaceuticals

» Mining

Financial services

» Banking » Insurance
Consumer industries

» Consumer products » Retail

Service industries

» Media » Telecommunications
» Service providers » Utilities

Public service
» Healthcare » Public sector
» Higher education and research

Figure 17.1 illustrates one of SAP’s business maps. In this case we have illustrated
SAP’s telecommunications business architecture. On the left side SAP lists the func-
tional areas or, in some cases, large-scale business processes. On the right, in each row,

are the processes included in the general category listed on the left.
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Figure 17.1 SAP telecommunications business architecture.

Thus, one functional area is Service Assurance, and there are four SAP process-
es under that function heading: Service Agreements, Customer Trouble Reporting,
Customer Trouble Management, and Trouble Resolution. Figure 17.2 shows the spe-
cific SAP components or application modules that are used to implement (automate)
each process.

Norice that although the various components have different names, they often
have the same component number. This suggests that the components are, in fact,
subcomponents or modules of larger SAP applications, or that they rely on the same
database for stored information. As we suggested earlier, SAP has reengincered its
software applications to move them from a client-server architecture to a component

architecture, and the original design often shows through.
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Figure 17.2 SAP components used to implement the four processes under Service Assurance.

We illustrated SAP’s telecommunications business architecture so you can com-
pare it with the eTOM business framework developed by the TeleManagement Forum,
which is pictured in Chapter 3 as Figure 3.5. The eTOM architecture was developed
by a task force of telecommunications managers and uses terms that are probably
more familiar to those in the telecommunications industry. The SAP architecture was
also developed by a telecom industry group organized by SAP. The resulting frame-
work uses more generic process names since it relies on existing SAP modules when-
ever possible. In addition, keep in mind that the eTOM architecture was designed to
describe a set of processes that might or might not be automated at any given telecom
company. The SAP architecture, on the other hand, only lists software components
that SAP sells or plans to sell, or that an SAP-associated vendor sells. Each software
component may be entirely automated or it may provide user interfaces, so that em-
ployees can use interface screens to monitor or control the processing undertaken by
the component.

Figure 17.3 illustrates a different SAP business architecture—in this case, the ar-
chitecture for insurance. Notice how similar the lists of functional areas or large-scale
processes are. Also notice that functional areas near the top and bottom of the diagram
describe processes that are very similar to those listed on the telecommunications busi-
ness architecture in Figure 17.1. Once again, the insurance architecture was developed
by industry representatives in conjunction with SAP, and, as before, it relied on stan-

dard SAP modules whenever possible.






