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Executive Summary  

 

Organizations of all sorts are placing their processes in the spotlight in 

order to drive improvements related to performance, quality, risk and 

regulatory compliance. Business Process Management (BPM) is a 

management methodology that encourages organizations to look at ñhow 

things are doneò from a customer perspective, identifying the organizations 

as a ñsystem of processesò that are in place to serve the stakeholders of 

the organization, most importantly: the customer.  

Although research analysts like Forrester and Gartner all agree that BPM is 

a must for organizations to survive and est imate rapid adoption of BPM, 

along w ith its support ing technologies, many BPM projects fail. Millions of  

dollars are w asted in projects that fail to recognize the tw o most important  

ground rules: BPM is there to help realize the organizationôs strategy and 

should therefore be (and remain) aligned w ith strategy, and BPM is an 

effort that has to be led by the business side of the organization, meaning 

that their continued part icipation is a key requirement.  

This w hite paper introduces BPM, looks at each phase of the BPM cycle, 

identif ies the most common pit falls and provides advice on how  to avoid 

these. 
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Introduction  

 

In order to meet the demands of increased competition, risk and compliance 

mandates, IT agility, transparency and improved Corporate Performance 

Management, many organizations are focusing on exposing and improving their 

business processes. By doing this they hope to shorten cycle times, reduce 

costs, improve resource allocation, ensure efficient compliance and increase 

their ability to seize market opportunities or fend off threats and mitigate risks 

with increased operational agility. This management paradigm that places 

organizational processes at the heart of business operations is known as 

Business Process Management, BPM for short. BPM encourages you to take a 

different look at your organization, one that measures performance in a way 

your customers and business partners view it. How competitive or attractive are 

you when measured from their viewpoint?  

 

¦Qebč`ljmbqfqfsbčafccbobkqf^qflkčqe^t BPM supports can easily leave businesses too far behind the 

`ljmbqfqlopčtelč^almqč?MJ)č^pčqebpbč`ljmbqfqlopč^dfibivčobpmlkačqlčj^ohbqč`e^kdbp+´ 

- Bloor Research 1 

 

BPM encourages a continuous improvement of competitiveness-defining 

processes, where the business-side, not the IT -side, takes the leading role in 

process improvement, supported by BPM-supporting technology. This white 

paper introduces BPM by explaining the different phases of the continuous BPM 

lifecycle and highlights the need for organizations to drive their BPM activities 

with strategy alignment and performance management.  

 

BPM Explained  

 

BPM is one of the hottest topics on the agendas of executives, analysts and the 

media today. Analyst firms Forrester and Gartner both predict it to be a do uble-
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digit growth market that is to reach a value of well over 6.3 billion dollars by 

2011. A visit to one of the many BPM-focused conferences or websites, 

however, is likely to get your head spinning. Acronyms like SOA, BAM, BI and 

CPI are all related to it, just like acts as Basel II, SOX and HIPAA and standards 

such as BPMN, BPEL and XPDL. This, added with all the marketing hype 

surrounding it, may make you perceive BPM as something very complex that is 

pushed forward by a pack of budget -hungry software vendors trying to 

convince you that without it your company will perish. Itôs time to shed some 

light on what BPM really is all about and why it deserves your attention.  

BPM stands for a new management discipline that encourages you to take a 

different look at your organization, one that measures performance and 

operations in a way your customers and business partners view it. How 

competitive or attractive are you when measured from their viewpoint? 

Competition in virtually every market and industry is incr easing because 

customers are more capable to compare offerings and switch supplier than say 

ten years ago. You may find proof of this in your personal or your organizationôs 

purchasing behavior. 

Maybe you have switched from using traditional phones to using Voice Over IP 

(VOIP) services because it provides the same service cheaper or maybe youôve 

switched a service provider (e.g. Internet, courier, travel) because of reliability 

reasons. Like me, you may have purchased goods on eBay for convenience and 

price reasons. As a customer, getting what you want, when and how you want 

it at the most attractive price have become common requirements.  

To meet the challenges of increased competition, your organization may seek to 

reduce the costs associated with your business processes, shorten process cycle 

times, improve resource allocation and improve product or service quality. In 

order to do this effectively, you will need to have insight in the effectiveness of 

your current business processes as well as an excellent understanding of the 

needs and expectations of both internal and external customers. This insight 

will help you in identifying potential areas for improvement, optimizing the 

allocation of resources and in working more effectively with your suppliers, 

distributors and outsourcing partners.  

 

¦?^pbačlkčrpbočabj^kačcloč?MJčPlcqt^ob)čCloobpqbočmolgb`qpčqebčj^ohbqčcloč?MJPčplcqt^obč

if`bkpbpčtfiičdoltčqlč!3+0č_fiiflkč_vč/-..´ 
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- Forrester2 

 

Thereôs a good chance your organization is organized around discrete functional 

units like sales, finance, R&D and marketing, with each unit having its own 

goals and investing in making its own internal processes highly efficient. 

Improving your processes this way, however, will not result in breakthrough 

improvements in your competitiveness. It is not unlikely that perceived 

improvements inside one functional area are actually detrimental to 

organizational performance overall. Take the logistics department of an 

organization that seeks to reduce transportation costs with less f requent but 

larger transports. Transport costs may decrease but so may customer 

satisfaction due to longer waiting times, risk exposure will be higher and it is 

likely that inventory costs will increase.  

 

 

Figure 1: Functional orientation vs. Process Orientation - Key business processes cross 

functional boundaries 

 

The externally-facing business processes that touch your suppliers, distributors, 

outsourcing partners and customers are often cross-functional (Figure 1). Your 

ability to improve those competitiveness-defining processes requires you to take 

the same cross-functional and end-to-end focus of the processes. This is what 

BPM as a discipline provides. 

Although increasing competitive pressure is the most often cited driver tha t 

leads companies to adopt BPM, others include Quality Management (Six Sigma, 

ISO900 etc.), Regulatory Compliance (SOX, FDA, HIPAA, Basel II), Service 
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Oriented Architectures and Corporate Performance Management. All aim to 

expose processes in order to improve the way business is run, be it from a 

quality, legal, IT or performance perspective. If yours is a company of some 

size it is likely that several of these initiatives are ongoing and justify a closer 

look at BPM. 

Information Technology can assist your organization with Business Process 

Management by providing a technology framework that provides support for all 

the different phases of business process management: 

 

Á Strategy and Performance Management  

Without a strategy that has been distilled into clear objectives and measures, 

and communicated to all your employees, your business process management 

initiative will lack a solid foundation for steering improvement initiatives as well 

as for identifying the goals of your improvement efforts.  

 

Á Process disco very  

Any good process improvement initiative needs to start with a solid 

understanding of the ñas isò process and documenting it in a format that is easy 

to understand by and share with all the participants of this process discovery 

phase ï normally a significant group of people from different organizational 

functions and stakeholders affected by or participating in the subject business 

process. Process mapping and collaboration tools are imperative to the 

successful and swift completion of this important p hase. Often people have 

differing ideas on what constitute best practices and may perceive the actual 

execution of an existing process in different ways. Collaboratively mapping the 

process creates commitment to BPM and gets everyone on the same page as it 

provides a unified understanding of how ñbrokenò the existing process may be. 

 

Á Process design and development  

Once the end-to-end process has been documented, your organization can start 

improving it. Simulation tools allow the testing of process alternat ives by 

mimicking reality and by providing an indication of the result in costs, cycle 

time, the allocation of resources etc. of a change in the design of the process.  

 



 

8 | P a g e  
/ƻƴŦƛŘŜƴǘƛŀƭ ŀƴŘ tǊƻǇǊƛŜǘŀǊȅ ω /ƻǇȅǊƛƎƘǘϭ vtw {ƻŦǘǿŀǊŜ tƭŎ ω !ƭƭ wƛƎƘǘǎ wŜǎŜǊǾŜŘ ω ǿǿǿΦǉǇǊΦŎƻƳ 

Linking Business Strategy with Process Excellence 2009 

Á Process implementation, communication and automation  

Going from the design of a new pro cess to the actual implementation, requires 

communicating the new process to all participants in a unambiguous manner. 

An example of a great communication tool for this purpose is an intranet or 

extranet portal, as it can provide tailored access and a central point for 

gathering comments, defining, assigning and launching action plans etc. 

Furthermore, workflow or Business Process Automation tools can orchestrate 

process implementation by automating information collection and routing inside 

and between systems as well as between humans and systems. 

 

Á Process monitoring  

There can be hundreds of process instances active at any time during the 

deployment of a particular process. IT can provide effective process monitoring 

tools that report cycle times, idle time s, workload etc. and capture exceptions in 

order to timely alert process owners. Process monitoring tools also provide 

historical insight into process data, which is needed to solve process bottlenecks 

in the most effective manner.  

 

Á Business performance mo nitoring  

In order to understand the true value of a process you need to measure its 

performance against set targets that are aligned with the business strategy of 

your organization. Measuring the business performance of a process then 

provides the driver f or launching a new cycle of process improvement initiatives 

and serves as an important facet of your periodical strategy assessment 

process. 
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Figure 2: The complete Business Process Management cycle 

 

¦Qla^v$pč_rpfkbppčmol`bppčj^k^dbopčÆ whether responsible for inter-enterprise processes, 

cross-functional processes, or processes that are more limited in scope Æ need a business 

mol`bppčj^k^dbjbkqčmolar`qčmolsfafkdč^čcriičprfqbčlcč`^m^_fifqfbp´ 

- Forrester3  

 

By combining BPM discipline and technology, Business Process Management 

provides you with a fast, agile process in which Business and IT work together 

using tools that enable you to arrive at solutions that not only support your 

organizationôs efforts right now, but provide the enabling framework for rapid 

adaptation to new challenges. These challenges can take many forms, like 

changing customer demands, new industry or legal mandates, outsourcing of 

business operations, co-operation with new business partners, quality 

management initiatives etc. Business Process Management equips your 

organization with the agility needed to respond quickly and effectively to the 

ongoing changes in your business environment. 
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Getting Started With BPM  

 

Getting started with BPM may seem challenging. Choosing the right process to 

start with becomes a difficult decision, with hundreds of available business 

processes, most of which undocumented. Yet it is a decision that can make or 

break your success in adopting BPM and gaining support for it. Some 

consultants advise to start with a small, supportive process and gradually take 

on the more complex and key business processes once more experience has 

been gained. Although this may seem like the easy way in, the approach may 

threaten your goal of gaining widespread adoption of BPM in your organization. 

Making a small and less-significant business process the focal point of attention 

during your BPM adoption phase is unlikely to get top management excited 

about your project. And even with outstanding results, a major improvement to 

a process that creates little value will not influence your business performance 

much. Before long, project participants and management will lose interest in 

the BPM project and other projects will be more able to compete successfully 

for their attention.  

Ideally, you will want to select those processes where improvement will deliver 

the biggest bang for the buck. Not being able to get the maximum result 

immediately should not be a rationale for starting off with a less significant 

process. BPM is a continuous process and starting off successfully requires 

fostering and maintaining commitment for it.  
 

 

First Things First: Alignment  

 

Choosing a suitable process becomes significantly easier with insight in current 

and desired performance and understanding current strategic objectives. A 

performance management system ï for example a Balanced Scorecard ï will 

pinpoint the key performance indicators, their associated business processes 

and the areas where improvements have the potential of delivering the biggest 

value. It will also help ensure that process improvements will be aligned with 

the strategic direction of your organization. After all, you will be looking to 

improve processes in a way that create the greatest value for your customers 



 

11 | P a g e  
/ƻƴŦƛŘŜƴǘƛŀƭ ŀƴŘ tǊƻǇǊƛŜǘŀǊȅ ω /ƻǇȅǊƛƎƘǘϭ vtw {ƻŦǘǿŀǊŜ tƭŎ ω !ƭƭ wƛƎƘǘǎ wŜǎŜǊǾŜŘ ω ǿǿǿΦǉǇǊΦŎƻƳ 

Linking Business Strategy with Process Excellence 2009 

and your company. If yo ur business strategy focuses on delivering innovative 

products then reducing process cost may be less important than optimizing 

time-to-market.  Strategy and Performance Management will thus time and 

again provide you with a basis for making that important  selection: ñWhat 

process next.ò Your performance management system functions as an ideal 

driver for identifying process improvement opportunities and for measuring 

their success. It also provides the benchmark for ensuring that the process 

improvements your organization implements remain aligned with your business 

strategy. 

 

¦Qebčfkqbdo^qflkčlcč_rpfkbppčmol`bppčj^k^dbjbkqčqb`eklildvčtfqečmbocloj^k`bčj^k^dbjbkqč

qb`eklildvčfpč^čjrpqčcloč`ljm^kfbpčqe^qčabpfobčmbocloj^k`bč^ifdkjbkq+´ 

- Ventana Research4 

 

Proce ss Discovery and Design  

 

Once a selection has been made on what constitute the key business processes 

of your organization, you can start the process discovery phase. In most 

organizations, detailed knowledge about the end-to-end process is often 

dispersed among many people. Documenting the process therefore requires 

their collaborative participation. Best practice involves allowing all process 

participants to join in this discovery exercise as even departmental managers 

may not have a complete - or even correct - understanding of how the process 

is really executed. 

Engaging people from all the functional areas and sharing their knowledge of 

the process will help you gain an end-to-end view of the ñas isò process and 

obtain their commitment to improve the pr ocess. This process discovery phase 

is critical to the success of the improvement initiative as it will identify the key 

activities, responsibilities and problems that affect process performance. Being 

able to conduct this phase with a web -based process modeling and 

documentation environment that complements getting everyone in the same 

room will significantly ease the challenges posed by process discovery. Most 

importantly, a web -based environment will allow people to participate in the 

discovery process at times that are convenient to them. It therefore helps in 
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shortening the time normally required for this phase, especially in situations 

where process participants are dispersed in different geographical locations. 

With an easy to use process mapping tool, a facilitator can map and edit the 

process on the fly and thus replace the usual sticky notes on a wall with a 

conveniently, always available and easily communicated latest version of the 

process map. 

 

¦qebčjlpqč`ofqf`^ičmo^`qf`bčqlčj^pqbočfpčqebčfkfqf^i discovery and definition procedure for the target 

mol`bpp´ 

- Gartner5 

 

For defining, communicating and documenting the processes it is important to 

use a process modeling notation that is easily understood by your business 

people. There is a wealth of modeling notations available but most are overly 

complex and were designed for different purposes. Some vendors suggest UML 

(Unified Modeling Language), a widely known modeling notation from the 

software engineering community. With over 560 concepts and stric t rules on 

how elements can be connected, however, this notation is sure to get even 

your IT staff to wish they had made different career choices, let alone your 

business users! Donôt fall into the trap of vendors claiming it is an industry 

standard. It is , but for object -oriented software architectures, not for business 

processes: It will be like trying to drill a hole in a wall at home with an offshore 

drilling platform.  

 

¦?rpfkbppčmol`bppč^k^ivpfpčqllipč`lkqfkrbčqlčdoltčfkčfjmloq^k`bč^pč_rpfkbppčj^k^dbop and 

mol`bppč^o`efqb`qpčpbbhčqlč_bqqbočrkabopq^ka)čpqob^jifkbč^kač^rqlj^qbčqebfoč_rpfkbppčmol`bppbp´ 

- Gartner7 

 

The other modeling notation that is likely to get your attention is BPMN 

(Business Process Modeling Notation). Although promoted as the ñde-factoò 

standard for process modeling, also the BPMN notation is far too complex for 

process discovery and thus likely to get participants de-motivated. At this phase 

of your process improvement initiative - defining the ñas isò process - it is not 

necessary to distinguish between twenty different event types, ten activity 
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types, six decision gateway types etc. You will want to steer the discussion as 

far away from that as you can in order to capture an overall, commonly agreed 

process description in as short an amount of time as possible. All you want to 

do is gain insight into the process activities and their sequence. To achieve this, 

make sure your process modeling environment provides a simple, complete 

enough flowchart notation (Figure 3 ). Being able to customize this notation to 

your own needs is of course helpful but donôt go into a very detailed level just 

yet. 

 

 

Figure 3: Using a simple process mapping notation speeds up  

process discovery by focusing on the essentials 

 

It is important to note that onl y with a complete view of the process will you be 

able to identify the areas for improvement, e.g. what can be automated, 

outsourced or disintermediated? This wisdom provides a solid case for starting 

your BPM initiative with process management in terms of discovery, analysis 

and development before getting your hands wet on process automation. 

Jumping straight into automating processes without a clear view of the end -to-

end process is likely to result in sub-par improvements ï like automating a 

ñbrokenò process, and increased complexity. At the same time youôll be hiding 

process knowledge inside a workflow system, instead of exposing it to 

managers. Starting off your BPM initiative with a workflow tool is like doing 

surgery blindfolded: You have no idea where youôre starting or if your actions 
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will lead to improvements. In most cases they wonôt and you wonôt even know 

what went wrong.  

Another point of attention is process simulation. Several tools, including QPR 

ProcessGuide provide process simulation functionality that attempts to mimic 

reality in support of process improvement efforts. Although simulation is good 

for providing an indication of what a change to an existing process might lead 

to, keep in mind that reality is often far too complex for any simul ation tool to 

replicate. Instead of putting a lot of effort in configuring complex simulation 

tools to provide as close as possible a look into the future, it makes more sense 

to be able to implement a change in process quickly, measure actual process 

performance and make changes to the process based on this real data. 

 

Business Process Automation  

 

Besides helping in exposing, analyzing and communicating business processes, 

Information Technology provides a good driver for process improvement via 

automation. This automation can happen inside business systems, such as for 

example implementing an automatic process inside your ERP system or by 

allowing different system to communicate with each other. Automating 

processes on this system-to-system level however, requires a lot of coding work 

to be done by programmers to create the integrations between the systems. 

Besides the fact that this is complex work, it also creates an inflexible 

framework of rigid integrations that are difficult to change when needed later  

on: Too many processes depend on the integration and it will be likely you will 

break things that you are not even aware of.  

A more modern way of facilitating system -to-system and system-to-human 

automated processes is provided by workflow systems (Figure 4). The basic 

idea is that each information system, either internal or external to the 

organization, connects to the workflow system, which orchestrates the 

information flow between all the connected resources, which are internal and 

external business systems and information sources as well as your employees 

and your business partnersô employees. This is a more effective approach as it 

lifts the process-logic out of the system-to-system layer and places it on a 

business process layer. Changing a business system later on will have less 
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effect on your defined process logic and also defined business process become 

easier to maintain. 

 

 

Figure 4: Process automation based on a òbusiness process layerò provided by 

a workflow system versus a rigid web of system-to-system integrations 

 

Automating human-centric business processes often focuses on streamlining 

task handovers, presenting process participants ñon-demandò with the business 

intelligence information they need for making in -process decisions and having 

workflow engines performing much of the repetitive work for them, like for 

example the automatic calculation of a credit limit in a banking environment, 

based on the information provided by an account applicant. Workflow systems 

ensure that no case is forgotten or lost and can reassign tasks to different 

employees based on their current workload ï you can think for example of 

ñfollow-the-sunò process execution approaches, where employees on different 

continents work sequentially in ensuring significantly faster process cycles. 

When it comes to automating your processes in terms of information collection, 

routing, processing and storing, the need will arise to capture processes in 

more detail. This is where the BPMN notation provides tremendous value. It 

becomes the language in which business analysts and IT personnel can 

communicate about the process. Several tools, like QPR ProcessGuide support 

the automatic transformation of BPMN to BPEL, an XML format that describes 

the process in a way that can be understood by many workflow engines, like 

QPR WorkFlow. 
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Figure 5: Making process designs executable with BPMN, BPEL and supporting technology 

 

Support for these standards, easy integration with your existing business 

systems and Office tools, as well as the availability of an easy to use workflow 

portal for users to launch, track and complete process instances will be high on 

your requirements list when looking for a business process automation solution. 

Currently the state-of-the art in workflow environments are t ools that are 

completely web-based environments with out-of-the-box or rapid integration 

with business systems. They can embed the workflow execution inside the tools 

that business users already use daily, like for example Microsoft Outlook. 

Business users then do not have to log in to a workflow portal to view their 

open tasks but simply receive a task in their inbox. By opening the item they 

can then make a decision and perform their part in the execution of the process 

without having to switch tools. Thi s approach to business process automation 

provides organizations with a near-immediate return on investment by 

deploying the system with virtually no need for training or coding and by 

eliminating the traditional adoption barrier of users.  
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Who is in Cont rol?  

 

An often expressed concern with automated processes is related to managerial 

control. Powerful Business Activity Monitoring (BAM) tools like QPR FactView 

and QPR ScoreCard will provide managers insight into how automated 

processes are performing and help in the identification of process bottlenecks. 

On top of that they will provide managers with insight into how best to solve 

the problem. In view of the highly repetitive character of the processes you will 

normally automate with workflows, do make sur e your workflow solution 

enables your business users to implement solutions to identified problems. 

Requiring your IT department to do this for them because i t is too complex will 

not only cause unnecessary delays, it also affects your overall business agility in 

being able to respond quickly to opportunities and threats. Solving identified 

bottlenecks fast is essential to operational excellence. QPR WorkFlow, combined 

with Service Oriented Architecture initiatives enable this shift in control over 

automated business processes from IT-owned into the hands of business users, 

as traditional programming is no longer needed to define or adapt automated 

business processes. 

While Business Activity Monitoring focuses on the current state of automated 

processes, Business Intelligence tools complement this with a historical 

perspective (Figure 6) and can also take the manually executed processes into 

account. At QPR we believe that exposing processes means more than just 

documenting and communicating them. After all, the true value of a process to 

the organization is only uncovered when you measure its performance 

compared to set targets and when you have insight into how the process has 

performed in the past. Business Intelligence adds that extra dimension to the 

knowledge you possess about your processes. It will help you identify whether 

and where a process improvement is needed in order to reach the objectives 

you have set. 
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Figure 2: Analyzing process performance metrics with QPR ScoreCard 

Continuous Improvement  

 

Supported by tools, BPM as a discipline aims to arm your organization with a 

framework of agility that allows it to respond quickly to changes in your 

business environment. Be it changing demands from customers, new 

regulations, partnerships, mergers or advances in information technology, 

change is often initiated by management and is a continuous phenomenon. 

Continuous process improvement demands constantly measuring what matters 

to customers and business partners and acknowledging that even what matters 

to them now may change tomorrow. Those companies that keep moving by 

monitoring and continuously improving core processes typically double their 

performance improvements.  

Over time, your strategy will need to change and in todayôs world a change or 

fine-tuning of strategy is required more and more frequently. Apart from 

backward looking Business Intelligence that monitors the historical performance 

of your processes and lagging performance indicators, the forward looking 

perspective of Performance Management combined with strategy assessment 

tools will help you steer your organization in the right direction. A change in 

strategy then will prompt you to reassess the alignment of your processes with 

that new strategy and starts a new c ycle of improving your processes. 
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Conclusion  

 

QPR has always seen rapid deployment, ease of use and collaboration as 

central aspects of process and performance improvement and with our BPM 

solution that is no different. The QPR BPM Suite is unique in that it provides a 

framework for continuous business process improvement by complementing 

support for process management with support for strategy and performance 

management and adding powerful business intelligence capabilities. It allows 

organizations to deploy BPM fast and obtain commitment for it via 

collaboration. Most importantly, it helps your organization achieve a high return 

on your invested efforts by providing a solid basis for making decisions on what 

processes to focus on, and how to best improve them in a way that most 

benefits your organizationsô stakeholders. 

 

Next Steps  

 

To learn more about QPR Softwareôs Business Process Management solution 

please visit http://www.qpr.com/bpm -overview.html  

To learn more about testimonials from other organizations in your industry 

about QPR Softwareôs Business Process Management solution please visit 

http://www.qpr.com/bpm -customers.html  
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QPR Software P lc  

 

QPR Software Plc is an international, highly regarded partner for enterprises 

and public sector in process development and business performance 

improvement. QPRôs mission is to help people and organizations to take control 

of their business processes and achieve their goals.  

QPR software has been implemented in more than 1,500 organizations across 

the globe and is provided in more than 20 languages. QPR was founded in 

1991, has its headquarters in Helsinki, Finland and co-operates with an 

extensive network of talented partners in over 50 countries worldwide.  
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