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Business Process

we.  INStructor / course developer background...

Alec Sharp, Clariteq Systems Consulting — asharp@clariteq.com
» 40+ years experience as an independent consultant:

\*)

« Business Process Change — discover, model, Process [ Business Process Modemng]
analyse, and design/redesign processes
» Application Requirements Specification o [ Use Case Modelling ]
- Data Modelling and Management Application : —
+ Service Specification ]
« Facilitation & Organisational Change Data[ Concept Modelling ]

* Project Recovery
» Consulting, teaching, speaking globally (pre-pandemic)

 Awarded DAMA's global Professional Achievement Award for

contributions to "human-friendly" data modelling
Check out the nice reviews

on Amazon - http.//amzn.to/dHun1o
« Author of “Workflow Modeling”
- best-selling book on process modelling & improvement
- second edition — a complete re-write
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Business Proces

v FIve central ideas

Common Pitfalls

1. It's essential to have clarity on what a business process really is

2. Existing performance measures are often functionally aligned
and work against business processes

3. Enterprise system implementations must include
a business process perspective

4. Success with business processes depends on taking
a holistic view in which six enablers are considered

5. Business processes can't be great at everything —
a single differentiator or strategic discipline should be chosen



Business Process

Change —
Avoiding the
Common Pitfalls

[1.

It is essential to have clarity on
what a business process really is

2.

Performance measures may be
functionally aligned - work
against business processes
Enterprise system
implementations must include a
business process perspective
Success with business processes
requires a holistic view in which
six enablers are considered

A business process can't be great
at everything —

a single differentiator must be
chosen

In the early 1990s, Michael Hammer

1. Confusion — what is a “business process?”

popularised the focus on business process

gt REENGINEERING
Automate, Obliterate

MICHREL 1NN
& JAMES CHRNPY

-

Introduced core terminology:

CHEAPER

BETTER

Pae 3 Levers for Transtorming How Work fels Beae

MICHAEL HAMMER

AND LISA W, HERSHMAN

* end-to-end, cross-functional, functional silo, ...

* even business process

Still, people and organisations miss the point...



Business Process

s Lesson #1 — Never assume everyone agrees what a "process” is

Common Pitfalls

| spend all day writing business
processes, like the process to
Revise Product Brochure Image.

We need some help with our
Product Lifecycle Management

process.

Not an entire process —

Not a single process — : S
it's a procedure providing

it's a family of multiple

business processes o » instructions for a single task
(a process area or _(SWI - _standard work
process domain) A whole spectrum of interpretations of process.  instructions)

_

Seek balance —
a “business process’
lies between the extremes

Most people hear process
and think procedure!

The key issues — granularity and orientation



Business Process
Change —
Avoiding the
Common Pitfalls

A collection of processes vs. a process vs. a procedure

A Process Area or Process Domain —

( 13 . ” H
Permissions and Agreements a “family” of related Business Processes:
e N [
Issue Product | | Grant Variance }
Approval L “ ”
¥ An end-to-end process — “Grant CSM Program,
— | N . N
S from application to authorisation,
| | R . . . .
Register | installation | »| Operating |-»| Operating || involving many departments, external organisations,
J Permit Permit Perm participants, and procedures.
N\ _/
)
Redist - ¢ ' N Business Process Scope Model (TRAC) — pure “what’...
egister Grant Renew
Procedure CSM (Client Safety Client Safety Grant CSM Program
L\ /) |Management) Program| { Management Program | ) Trigger

Business Process:

[Accept
CSM

e eys Applicatiol
A sequence or set of activities

Audit
CSM
n Program

. Determine Determine
L & Collect || & Collect_ ssue
Equipment Egglspment gggssultatlon Authorisation

that delivers significant results

main Activities /

for the process’ customer
and other stakeholders

Procedure:

A set of step-by-step work instructions
(a job aid) for a specific task or activity
that will yield identical results every time

Cases: New, Legacied, etc.

‘how” to complete a task...

Procedure — Calculate Unit Registration Fees:
For each Unit:

» Determine Unit Type and Unit Risk Factor;

» Apply Registration Fee from Reg. Fee Table;
» |dentify additional Inspection fees from...



Business Process

v A real life (and expensive!l) example

Common Pitfalls

As part of a massive system implementation, a global manufacturer
identified the business processes that were expected to improve:

Sales Manufacturing Logistics A/R
process process process process

Fabrication | | Assembly Packaging

process process &
Labeling
lithography process

process
/ /S 7/ N / /

Most groups took a very functional
(organisational) perspective in
identifying their “business processes”

There were huge differences in
the granularity of the identified
“business processes”

The problem? These aren't processes — they're functions!
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Change —
Avoiding the
Common Pitfalls

The “real” business processes were missed

Everyone confused “process” and “function.”
None of the actual end-to-end processes
were correctly identified.

/

Sales
function

Manufacturing
function

/

Logistics
function

A/R
function

Business process: Fulfill Customer Order

“Business Process”

end-to-end, cross-functional, business process.

“Larger” than people think — from initial trigger to final results.




Business Proces

w  What are the boundaries of the process?

Common Pitfalls

~ R
e2e business process:
O_' Fulfill Customer Order @

- Y
Trigger Result
Order received? No. Order is Shipped? No.
Before that... Order is Received? No.
e Contract is Finalised Order is Received, Tested,
» Price & Schedule are Negotiated and Accepted? Yes.
« Specifications are Confirmed
And before that... Any other results?

. Demand is Signalled. Yes. Yes, for other stakeholders.

Always trace to the earliest trigger,
and to the final results for each stakeholder.



Business Process
Change —
Avoiding the
Common Pitfalls

| build a
Process Scope Model & a

Process Scope Model — “what” first, “who and how” later

(Customea ( Sales W ﬂnanufacturina ﬁogistics] (Financew

Process Summary Chart on Trlgger: a .
~100% of Project Recovery Demanc/1 ’3 Cases Fulfill Customer Order
: signale
aSSIQnments i e Finalise|[Develo Stage Fabricate Assemble | Package
Q—» Standing Negotiate & Orderp Order Order & Test & Label Deliver Collect
- === === Order || o " || Build ||(Material Order Order Order
Replenishment | Terms 00 ul Order Payment
Order || Plan [ Move Order Work in Process (WIP) ]
“TRAC” — . AN A A N\ /
1 — Triggerin nt or nt Rosuls
— f1riggering event or events Customer:

2 — Results: final outputs

* result(s) received by the process' primary customer

* result(s) for other stakeholders
(performers, owner, supplier, regulator, ...)

3 — Activities: 7 +/- 2 phases, milestones, or sub-processes
* aphase achieves a significant intermediate result
* simply ask the participants for ~5 to 7 milestones within the process

4 — Cases

* main variations, e.g. “new order” vs. “standing order”

* verb — qualifier — noun

o — Functions or Organisation Units
6 — Actors and responsibilities

7 — Systems, data sources, other mechanisms

Goods received,
tested, & accepted

Owner:
Payment received

Performer:
Commission credited

Industry Association:
Order stats reported

T essence of the process (“what”)

Always construct a

Process Scope Model & a
Process Summary Chart before
diving into Workflow Modelling /
Swimlane Diagramming

as-is elements of the process,
for clarification (“who and how”)
(6 and 7 not shown)

11



Business Process

e The essential framework

Common Pitfalls

Business Process: o o
« a sequence (or set) of activities (steps and decisions,) ING

- initiated in response to a triggering event, grot
« that achieves a defined result for each process stakeholder utpu
Triggering Event A business process — w Final Results
O > a sequence (or set) of activities >O
End... (steps and decisions) J . toend.
» Three types of events:  Important processes are virtually always * Three types of results:
 Decision-based (action) cross-functional » A service
» Time-based (temporal) and involve multiple actors / roles + A good
 Data-based (conditional) « May be a defined sequence, * Information
» The eatrliest triggering event or a more ad hoc set of activities * The final result

* First, identify “what” it includes —

Trigger, Results, Activities, Cases (“TRAC”)
» Later, we add “‘who and how,”

then map the process flow, if there is one

“What” before diving into the "who and how” 12



Business Proce

wave A recent Business Process example

Avoiding the
Common Pitfalls

A regional telecommunications provider (the "Telco") thought they had
three main Business Processes, and efforts to improve them were failing:

) 4 ) 4
Sell Implement Collect
Offering Offering Payment for
Offering
- J - J g J

Engineering

PN

Sales Finance

The outcome...
conflict between functional areas!




Business Process
Change —

Process Scope Model showed ONE process not THREE

Avoiding the
Common Pitfalls
TRAC (. . : , L . R
Sell & Implement Offering (from need/opportunity to configuration, installation, & collection)
Complete Install
Describe ?Vivi:gg tg Establish Initiate Installation Product Collect
Need or P g Service and/or and/or One-time
. roposal Contract . ,
Opportunity (iterativel) Order Configuration Cutover Fees
i Preparation Service
\_ main Activities W,
Triggerin% Event: Cases: Results:
* Prospect / Customer » BU with or without Customer:

expresses need

» Telco (Inside Sales,
Marketing, Sales Rep, ...)
recognizes opportunity

focus)
 initial installation
* service onIP/
* product only
¢ mixed
Other factors:
« TBD

The "token," a Service Order, is changing state from
need/opportunity to configured, installed, & collected.

The Business Process could be named
"Fulfill Service Order" but the client wanted to name it
"Sell & Implement Offering."

Telco Internet, no cabling (our

Product / Service is installed and
operational per original or amended
contract terms
Telco:
» Ongoing source of revenue

in place
* One-time fees collected
Employee:
* Commission or referral credit
Agent:

Commission

"We're all in this together!"

An end-to-end, cross-functional
Business Process is a great lens
to view organisation conflict

and disfunction!

A
N




Business Process
Change —
Avoiding the
Common Pitfalls

Process Summary Chart — my favourite diagram!

Customer\ Sales & Finance Carriers\ /Network ) /Network Operations [Outside
Marketing (including & Engineering Services Plant
Customer Vendors
Support)

Sell & Implement Offering (from need/opportunity to installation/configuration & collection)

Complete Install
Describe Develqp & . Initiate Installation Product Collect
Need or Negotiate Establish Service o o One-tim
, Proposal Contract anad/or i and/or e-time
Opportunity . ; Order Configuration Cutover Fees
(iterative!) Preparation Service

D A S L S L S A L G A G L G

Process Summary Chart (a.k.a. "Process vs. Function Chart”)
adds “who” at the organisational unit or functional level.

Nothing else clarifies "Process” vs. "Function/Organisation” as well.

Great for putting details of Activities or Functions in context, e.g. ...

15



Business Process
Change —
Avoiding the
Common Pitfalls

Customer Sales &
Marketing
Roles: Roles:
¢ Office * Senior.
manager Account
or Owner Execs
(Smaller)  « strategic
* IT (Larger) Rel’nship
* C-level Managers
(CIO, * Account
COO, Rep 1
CFO..) * Inside
* Third party Sales Rep
IT vendor
or agent
* Customer
Project
Coord.

Multiple roles by organisation for “Sell & Implement Offering”

Finance
(including

Customer
Support)

Roles:
* Sales

Admin

Order
Writer
Billing
Rep.
Customer
Support
Rep.
Director of
Customer
Support
Receiving
and
Posting
Payments
(what role

does
this?)

Carriers
&
Vendors

Roles:

Port Out
Specialist
(for CS
Record)
CSR/LSR

IT Person

* Local

government

“Call before
you dig”
Customer
Project Co-
ord (int/ext
consultants
or phone
vendors)

Network Network Operations Outside
Engineering Services Plant

Roles: Roles: Roles: Roles:

* System * BU Tech * Sales * Drop Crew
Admins (survey) Engineer e Lineman
(assign IP) ¢ Switching * CLEC (not

Specialist Technician usually)
(NS Spec) « Material * Engineering
* Network Manager Supervisor
Services e Materials  * Outside
Coord / Specialist Records
Provisioner Project Specialist
Manager
* Customer
Training &
Support
* Install
Supervisor

It was a shock to senior leadership to
see how many roles were involved,

often overlapping or unnecessarily 16



Business Process
Change —
Avoiding the
Common Pitfalls

Triggering Event:

Cases:
* S5000 - $25000 Goods

¢ $25000 - $50000 Goods

* $5000 - $25000 Services

* $25000 - $50000 Services
Assume everything <$5000 is
purchased with a PCard

This

(or subproc

xample 3
e ess

ds detail D
/dphase/ mile

stone)

Another fast Augmented Scope Model example

e Customer needs [~
Good / Service

O

.

Source Good/Service
Prepare Evaluate Solicit Evaluate Award / Receive & Issue
Requisition Requisition Quotes Quotes Issue Approve Payment
P.O. Invoice
Develop scope of  Confirm Determine Receive quote Generate Receive Receive invoice:
work / specs completeness — (additional) (mail, fax, e-mail,  Purchase Order Good/Service * from vendor
get clarification potential vendors ... * Invoice could * from the
Investigate this is actionable Notify Requestor  be attached department the
potential vendors  (scope sufficient)  Solicit quote Confirm vendor sent it
(and price?) (including Bid completeness “Transmit / Accept to
Assign (or re- Due Date) deliver” P.O. Good/Service * Vendor
Solicit vendor assign Buyer as Verify suitable * Pain point — we complains invoice
quotes necessary) Post quote price, terms, and  aren’t sure when  Issue invoice is “lost”
(just to get an (solicitation conditions the vendor (vendor)
idea) Identify MBE/SB  documents) in (generally, low receives the P.O. If >$5000,
opportunity “the binder” bid for match
Obtain approval competitive) equivalent) * invoice
(Department) co-op) Resolve vendor * PO
* sole source or queries Clarify (not * receiver
Verify Item and co-op, vendor(s) negotiate) with If <$5000,
Account known * Up to $200K, vendor match
(General we control who * invoice
Accounting) Determine gets solicitations;  Optional: * PO
methodology above, no control ¢ Evaluate * Could invoice
Submit * sole source —it’s “publicly equivalency (for $4K on $40K PO
requisition * co-operative advertised.” alternate)
(visible to all) (piggyback on * Confirm Issue Payment Batch invoices for
contract) Over $200K there  equivalency w. (Magic Happens Here) \GAD
* competitive would be 20 Customer
* emergency more activities, i * If multiple line items, different line items Receive payment
and could be Identify vendor  could go to different vendors;

multiple award.

* If multiple vendors, line items are not split.

Activity

Final Results:

¢ Customer has received
Good/Service:

* Vendor has been paid
* viaA/P
e via PCard

17



Business Process

wme  Naming conventions will make life easier

Common Pitfalls
1. The process name must indicate the expected result Onboard
Customer

* Name potential process in “verb — noun” format
« Restate that name as a result (“noun is verbed”)

« Ensure this is the intended result of the process: l
discrete, so results are identifiable & countable Cus?gmer
> Onboarded
 No mushy verbs: manage, Managé
monitor, administer, handle, Repew A
track, support, maintain, etc. enew
. 7 AN Policy
» Active verbs only: Evaluate Prospect,
Onboard Customer, Fill Customer Order, Renéewals
Resolve Customer Issue, ... Maore
anaged
* Applies to business processes,
phases (subprocesses,) activities, steps, ...
. . n Issue
2. Name process from customer's perspective 3 [ Permit ]
(what do they want from the process?)
. . ~Staft— Assi
3. Name process in the singular nisation [ Wf)srllggr }

18



Business Process

v 2. A cOmmon obstacle — misaligned performance measures

Common Pitfalls

A Process Sales Manufacturing Logistics Accounts
Summary Receivable
Chart
4 Process: Fulfill Order Process goal A
. Responsiveness by providing the

Shortest order-to-cash cycle time
—

Negotiate | [Finalise & Stage Fabricate | |Assemble &| | Package & . Collect
[ Order J [ Book J [Develop Order} [ Order} [ Order J {Test Order} {Label Order} {Dehver} [ Order}
I t

Terms Order Build Plan Materia - Order Paymen
[ Move Order Work in Process (WIP)

| ] ] 1 |
B —
/ N '
Late-quarter sales High and steady Lower No “unprocessed”
machine utilisation Shipping costs receivables at week-end

1. ltis essential to have clarity on what a
business process really is

2. Performance measures may be functionally aligned]
and work against business processes
3. Enterprise system implementations must include a
business process perspective Discuss —

4. Success with business processes requires a What are the likely impacts of these performance goals?

holistic view in which six enablers are considered ) ) .

a single differentiator must be chosen 19

But... performance measures were established functionally,
before awareness of the end-fo-end process




Business Process
Change —
Avoiding the
Common Pitfalls

Misaligned performance measures

Sales

Manufacturing

Logistics Accounts
Receivable

4 Process: Fulfill Order

Process goal:
Responsiveness by providing the
Shortest order-to-cash cycle time

~

Order
Terms

Book

Negotiate | |Finalise & Develop Order Stage
. Order
Build Plan
Order |

Materia

L

Order Test Order | |Label Orde Order

Fabricate | |Assemble &| | Package & Deliver Collect
r Order
t

[ Move Order Work in Process (WIP)

Paymen

/

Late-quarter

sales

Hold orders until
last two weeks
of the quarter

q

High and steady
machine utilisation
Use the backlog of

orders to smooth the

peaks and valleys

N s

Lower No “unprocessed”
shipping costs receivables at week-end

Batch the shipments, Release unresolved
use lower cost invoices knowing they

(less reliable) carriers  would be sent back

Poor performance because each function was
working hard to meet uncoordinated, functional targets

20



Business Process

e This doesn't mean functions are bad!

Common Pitfalls

triggering
event

Sales Manufacturing

Logistics Accounts
Receivable

Process: Fulfill order

Process

» End-to-end business processes deliver
essential results by aligning the work
of multiple functions

» Must be identified and managed
as a whole

Function

* A centre of expertise —
an efficient way to provide resources
across multiple processes

* Specialised skills, knowledge, tools

* Organisational design usually based
on functional specialties

» We prefer not to use the somewhat
negative term “functional silos”

Ultimately, business processes are all about alignment

final
results

21



Business Process
Change

we  Processes and functions — three key points

Common Pitfalls

Regulatory Has an owner!
Agency
Customer Front Finance Back Operatlons
Office Office
N d
Issue Operating Permit eecs an

owner!

k—ﬂ el A\ — )

= The first step in managing processes is to
determine what they are — they don't identify themselves

» Performance goals for the functions must align with (or be
balanced against) the performance goals of the process

= Processes need an owner / steward to set direction,
ensure alignment, and resolve conflict

It takes concerted effort — nothing happens by accident
22



Business Process

e 3 — Processes and information systems

Common Pitfalls

1. ltis essential to have clarity on

“Success with SAP Implementation”
oo e . Study by the late Mlchael Hammer “godfather of BPR”

functionally aligned - work < THE MO DA TINES BESTSELALK Towid  mer e b o s -4
against business processes '

3. Enterprise system N e % R[[NﬁlNE[RlNﬁ m

implementations must include a b1, e SR
business process perspective Sad U (al MIhl Ya] s
oo - |EORPORATION|  ©+2ArER

4. Success with business processes
requires a holistic view in which
six enablers are considered

5. Abusiness process can't be great : | o K ALY HOW ausis
2tseir\1/§Irgt2/!fr}§r;ntiator must be g f M ": H H H. H H M M [R
chosen & JHMES [:HHMPY MICHAEL I-IAMMER

AND LISA W HERSHMAN

The § Levers for Transforming How Work Gets Done

Obseed that success of SAP implementations
varied wildly

Worked with ~80 companies to assess their

degree of success with SAP implementation
23



Business Proce

.. Success with SAP implementation

Common Pitfalls

Hammer plotted the number of companies for each “success” ranking

)
Q

2

S

S (,\)(\\e

S e O

\\

“o“ ,&\(\6\

E QSS
Q GV

&

S

P

1 3 | 8 10

Success (RO, etc.) ranked from 1 - 10



Business Process
Change —
Avoiding the
Common Pitfalls

Hammer not sure what the outcome would be

Expected a
A Skewed normal Skewed
pessimistically distribution... optimistically

Really
pessimistic

Number of enterprises

1 3 | 8
Success (RO, etc.) ranked from 1 - 10

25



Business Process
Change —
Avoiding the
Common Pitfalls

The surprising result

Losers Winners
(7}
QL
2
| -
=
QL
L )
<
,:i IT focus, Process first,
@) Functional
: ; IT secondary
Qk_) orientation
Q
&
S
P
1 3 | 8 10

Success (RO, etc.) ranked from 1 - 10

26



Business
Change —

Avoiding the
Common Pitfalls

Proce:

" Returning to an earlier example

Global manufacturer implementing SAP

Four primary modules:
— Sales
— Manufacturing
— Logistics
— Finance

Determined to do it right:
“This will be a process-oriented
implementation!”

27

27



Business Process

weme  Impact of confusing function and process

Avoiding the
Common Pitfalls

Implementing SAP without clarity on “process ”:

Sales Manufacturing Logistics AR s

114 ” 111
‘process” process “orocess” process”

Sales || Manufg | | Logistics || Accounts
dule module module Receivable
" module

T X

Conflicts: timing, coding, terminology, data formats, performance targets, ...

Y

v

SAP re-implemented in a process-driven configuration:

Manufacturing Logistics A/R

Sales function ;
function function function

end-to-end process: Fulfill Customer Order

Sales Manufg Logistics AR
module module module module
X >
| I [ ] [ 1 [

Same software, radically different outcomes



Business Proces

v Staying “right” in an “entropic” environment

Avoiding the
Common Pitfalls

X

There will always be a pull back towards functional comfort
* ongoing management of the process is critical!
» all enablers must be addressed for a sustainable process



Business Process
Change —
Avoiding the
Common Pitfalls

1. Itis essential to have clarity
on what a business process
really is

2. Performance measures may
be functionally aligned - work
against business processes

3. Enterprise system
implementations must include
a business process
perspective

4. Success with business
processes requires a
holistic view in which six
enablers are considered

5. Abusiness process can't be
great at everything —
a single differentiator must be
chosen

Business mission, strategy,
goals, & objectives

Enabler — A factor that
can be adjusted to impact
process performance.

4. A holistic view for process analysis and design

Culture, core competencies,
& management style

1 supports 1 aligns with
[ Business Process }
enables enables _ _  |enables | enables __e_ngbl_e§ enables
Business ; Human - Il Facilities
Process Technology & |1| Motivation & Resources & Policies & : (or, Data / Info /
Desi Information |l| Measurement . . Rules Knowledge,
esign I Organisation 1| Communication
Systems ) ommunications,
(Workflow) 1| Unfortunately, these are often ignored! |1| Documents, ...)
I Ll ————— [ ——— I
* Roles * Applications + Assessment  « Recruitment < Constraining < Workplace
* Steps & * Data and incentives & selection or enforced by layout
decisions e Information  « “Reward and  « Skills the process  * The 40% office
* Flow - « Integration punishment” < Role design  * External « Remote hubs
sequence and ¢ Devices and  Implicit and * Organisation  (laws and * Equipment
handoffs platforms explicit design regulations) & « Fixtures and
» Who does what * Process KPIs « Assignment internal furnishings
when vs. of roles in Assess the process by each
Function KPIs  processes enabler — one at a time —

The usual suspects!

after as-is modelling.



Business Process

Change —
Avoiding the

Common Pitfalls

As-is modelling maps reality — who, does what, when.

We model the as-is process to support assessment by enabler

=

This supports a fact-based assessment of the as-is process by enabler.

Process Workflow
Design:

Is each step adding
value, placed at the
right point in the
process, sequential
or parallel as
appropriate,
performed by the
best role, etc.?

Information
Systems &
Technology:

Are the process,
the steps, and the
actors supported by
the right systems
and technology?

Motivation &
Measurement:

How is the
performance of the
steps, the actors, the
participating
functions, and the
process measured,
and what are the
consequences?

Human Resources
& Organisation:
Are roles suitably
broad, are
organisations
designed properly,
and are roles & skills
deployed well into
the process?

Policies & Rules:
What policies or
rules , whether
internal or external,
constrain or are
enforced by the
process, and what
is their impact?

Facilities

(or other):

Are the layout &
furnishings optimal
or do they impede
the process? (Many
clients instead use
this enabler to
consider data, info,
and knowledge.)

IT




Business Process

w5, Process goals: know your “differentiator”

Common Pitfalls

1. Itis essential to have clarity on Great processes don't try to be all things to all people —

what a business process really is . . .
2. Performance measures may be strive to be great at one differentiator, and good at the other two...

functionally aligned - work against
business processes

] Consistent, predictable, error-free,
Operational | and efficient (or safe)

3. Enterprise system implementations Excellence | —m — m m o e e e e e e e e ==
must include a business process More efficient,
perspective but less flexible in changing

4. Success with business processes direction or meeting needs of
requires a holistic view in which six individual customers.
enablers are considered

5. Abusiness process can't be great |  Continuous and rapid
at everything — a single introduction of new Product Cust Tailors product or service
differentiator must be chosen products and services, roauct ustomer | delivery to the processes of

or changes to the mix | Leadership Intimacy individual customers.
As noted, this is one of the things More flexible More flexible

| do on ~100% of Project Recovery
assignments -

1. Build Process Scope Model &
Process Summary Chart

: The original reference: :
for adapting to needs of The Discipline of Market Leaders for adapting to needs of

hew offer iI")gS, Michael Treacy and Fred Wiersma individual c_ugtomer S,
but less efficient. Addison-Wesley 1995 but less efficient.

2. Develop Case for Action — an : ) .
As-Is Assessment by Stakeholder 1. Concept developed for the entire enterprise, but excellent for individual processes —
| 3. Establish the Differentiator | a “signpost” for decisions on process changes.
4. (Optionally conduct an 2. Processes in an enterprise do not all have the same differentiator.
As-Is Assessment by Enabler) 3. The Process Differentiator can change over time — slowly! .




Business Proce

.. Example: “differentiator confusion”

Common Pitfalls

Getting it wrong can be expensive...

» |[nsurance company recruits CEO from high tech industry

= New CEO decides “innovation is everything” —
$100M spent on
process redesign and system development
in support of “innovative car insurance products” —
Product Leadership

= Total failure — customers wanted affordable,
easy to understand, easy to buy insurance —
Operational Excellence (Op Ex)

New CEO:

Customer base:

Operational
Excellence

T
N\

Product
Leadership

Customer
Intimacy
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Business Proces

w  Three common differentiator problems

Avoiding the
Common Pitfalls

1. Focus on the wrong differentiator — customer alienation

2. No differentiator or trying to excel at multiple differentiators —
Stuck in the

stressed workforce and lower performance i
* Operational excellence — “We must be the low-cost provider!” Bermuda Triangle

® Customer focused — “We must do what it takes for each client!

3. Conflicting differentiators within functions of a process — lower performance

Sales Engineering Finance

End-to-end business process —
“Engineer and Fabricate to Order”

Customer / Product \ Operational 1
Excellence

Intimacy Leadership
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were  FIve key points about Business Processes

Avoiding the
Common Pitfalls

F1 F2 F3 F4 F1 F2 F3 F4
{ Cross-functional process J { Cross-functional process J
_
| [ || [ | | [ [ [ |
Processes: N 7 L
“large” and X-functional N Misaligned measures
Operational
Excellence
Business mission, Culture, core competencies,
| strategy, goals, & objectives | | and management style |
V X >
Business Process ]
i f i F 1 i System success
Workfl Inf Il Motivation & Human Policies Facilities PrOdUCt CUStomer
Dogsigzw nS(;/rsTean;zn Measuremen t Resources and Rules (or other) Leadership In timacy
Differentiator

Holistic method
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Business Process
CCCCCCC

Common Pitfalls

Thanks again!

Alec Sharp, West Vancouver, BC, Canada

If you have questions or comments...
don't be shy, get in touch!

« e: asharp@clariteg.com
« t. @alecsharp

* ig: @alecsharp01

* m: +1 604 418-3352
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Business Process
Change —
Avoiding the
Common Pitfalls

Some extras...
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Business Process

Change —
Avoiding the
Common Pitfalls

Business Process — part of a proven framework for Business Analysis

Framework Layer

Goals

Process

Application

Business
Objectives

Business
Process

Presentation
Services
(user interface)

Business
Services
(rules & logic)

Data

Data Mgmt.
Services

(databases)

Only four types of models vs. 14 in the UML! (Unified Modelling Language)

Technique sample

The university is initiating the “Strategic Enroliment”
program to raise Student graduation rates in part by
ensuring Classes are available for Student

registration when needed.

Registrar's

Generate Attach Reg
Office Student Form and

Summary

forward
Report
Check Reg n

Department Request for oot in
Advisor data

When advisor enters five
characters of Last Name

Class
changes

Then System lists matching Students

When advisor selects list item

When advisor etc.

Input Message:
Student Number
Course ID
Class ID

Then System displays expanded Student

view with needed Classes

Register Student in Class

Verify Student Status
Verify Student pre-reqs
Confirm Class availability

Create Registrat

Output Message:
Results

ion

What it covers

Project Charter: documents the
rationale, objectives, scope, and
success measures for the project

ot @
This 1 “O’;“Ce\.
fixed S°€ 4

Process Model: shows “what”ina  Business Process —
Scope Model, then “who & how” ina gives great context

Workflow Model - the steps done by  for Business Analysis
the actors in the process

Use Case: describes how an actor
would like to interact with a system to

obtain a service, typically to complete a  Use Cases and

Student

registers
Number in

Name
GPA

Course
Department
Number

Instructor
ID

offering of

Name
Rating Code

Class
Dates

Times
Locations

assigned
to

step or task within a process Services —
where we capture
Service Specification: describes Functional
a service — a package of rules and Requirements
logic — that is triggered to complete or
respond to a business event
Concept Model: depicts
the things and the facts about things  Concept Model —

the organisation needs to record;
the things (the Entities) are what
processes and solutions act on.

a great platform
for Business Analysis
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Business Process
Change —
Avoiding the
Common Pitfalls

(_‘g Business

o jectiv

3 Objectives

3

o Business

o Process

o
Presentation
Services
(user interface)

o |em o

O .

@ | | Business

% Services

Q .

g (rules & logic)
Data Mgmt.

% Services

A | | (databases)

The university is initiating the “Strategic Enrollment”
program to raise Student graduation rates in part by

ensuring ™ available for Student ) P ”
registration when needed. the Ultlmate What
Registrar's Generate Attach R
Office Student Roauest and

Re ty forward

port

Department St |
Advisor S;‘;ges -’

When advisor enters five
characters of Last Name

Then System lists matching Students
actor + service + platform:
Advisor Register Student

Then System dj d Student
view with neeﬂed Classes >
in Class via SRS

Register Studﬂ! in Class /S

When advisor selects list item

When advisor etc.

- . , ervice
| t Message Veriy Student Status Output Message b
npu J Verify Student pre-reqs : + + .
gtudentllgumber Confirm Class availability Results ver i noun ( noun)
ourse (¢} te Registrati
Clnss D reate Registration Reglster
Student in Class
Course
Department Instructor . I . ”
Student registers Number ID Entlty ( thlng )
Number in . d| Name
Name oftednaof aSS\gﬂeto Rating Code nou n . \
GPA < Class

Times
Locations

\\ Class j /

Bonus — great starting point to discover your
Events/Services and Use Cases/User Stories

Key point! Everything relies on the concept model

All use the language and constraints of
the Concept Model (the “thing model”) —

Use Cases/User Stories:
- Who (Actors) needs
access to the Services,
and how (Platform)?

Verb-Noun pairs:

- The Services (event-
handlers) that are at
the heart of a Service
Oriented Architecture.
- Also "building blocks"
of Business Processes

™ The core Nouns in

your enterprise.

Also known as

Business Objects.
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Business Process

Another key point! Different levels of detail for different purposes

Change —
Avoiding the
Common Pitfalls
. . - - a Mode'®
\ Different models and levels of detail for different audiences and purposes. \ ces, 200 D?
Sen\e=™
S,
Nies Use Case
Scope — Concept — NSO PPt Detail —
for Planning for Understanding for Specification
Process Landscape (optional) « Augmented Scope Model showing next * Detail for technical design,
TR e e level activities: who - what - how perhaps using full BPMN
m “Business-friendly” (just boxes & lines)
. flow models to maximise communication o =
“"""' i '":‘:1';?.‘" and participation | o N
= * Two levels — Handoff and Service [ T - .1"_::1"_ -of4-e e _
" ...,...‘:..,m::.. e S | ——
[N EST=w ~==g==ry]

Process Scope Model: Resutts:
oper: Grant CSM Program
B (ot Trsr Nveny ) Ostomine
¢ ca a ut ol
\ ]E“ ‘"'1[ I [ J va
Prinses, o Sob

Process Summary Chart:

s h N
Applicant | | Customer Records Safety | Flmn:.\
Sorvice Managsmant Operations
| |
Grant Client Safety Management Program \
. Culerrinan 8 U Detarmine &
el (O PR £l b= o y
4 a(yc? = Equipmorn | Corsutoton || 5
C..mxnm \vmg‘um r.;_a(m-ml/ Fads A Fowe Authormion y)
< 7 < T AN T

Boxes

eflc.

Boxes & Lines

Boxes, Lines,
& MANY Symbols40



Business Process
Change —
Avoiding the
Common Pitfalls

Specifics on progressive detail for all techniques

Clariteq framework for analysis and architecture

Project Charter: primarily “Scope” level - may evolve

Scope

Process Landscape
showing target and
related processes,
Process Scope Model,
initial assessment and

goals.

List of the main Use
Cases in the form: Actor
+ Service + (optionally)
Technology / Platform
(named only.)

List of main
Business Services
(named only.)

0 Business
S Objectives
O
n
n .
o Business
o Process
o
Presentation
Services
C
O
8 | | Business
= :
o Services
<
Data
& | | Management
(W) .
Q Services

Contextual Model
(optional) and a glossary
defining the main entities
and other important
terms.

Plan

Concept

As-is (and later, to-be)
Workflow Models for the
process’ main variations
(cases) to the Handoff
level.

Initial Use Case
Modelling (goal,
stakeholder interests, usej
case abstract) for each
Use Case. May include
initial dialogs.

Initial Service
description - result,
main actions, cross-
referenced to Concept
Model

Concept Model (Businessj
Object Model or
Conceptual Data Model)
with main entities,
relationships, attributes,
and rules.

Understand )

Detail

As-is Workflow Models to
the appropriate detail, and
to the Service level for to-
be. Optionally, document
procedures for manual to-
be steps.

Use Case dialogs in
“when-then” format,
annotated, and including
alternate sequences.
Optionally, Use Case
Scenarios.

Each service fully
documented, including
input/output messages,
validation, business rules,
and data updates to the
attribute level.

Fully normalised Logical
Data Model with all
attributes fully defined
and documented.

e R
Process
Modelling

Y,
)
Use Cases

- J

4 )
Service
Specification

N\ J
Concept
Modelling

\_ Y,

Specify

The "Agile Zone"
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Business Process
Change —
Avoiding the
Common Pitfalls

A

0 )

/ Goal or
“ issue, not |
. rigorously |

. specified /,'

~—AL o

’
~ .
S —-

)

(]

— — g _J

O~{=00000

« ID processes & draw Process Landscape
(Optional — only if you have a large scope)
* ID Trigger, Results, main Activities, Cases

» Customer
» Performers
* Owner

* others...

(TRAC) & draw Process Scope Model —

focus on what, no reference to who or how
* ID involved functions & mechanisms (who
and how) & draw Process Summary Chart

» Conduct stakeholder-based assessment

Perform more

detailed as-is

process analysis:

- Augmented
Scope Model

- Optionally,

Complete final
as-Is process
assessment by

enabler, and
generate to-be
improvement

draw workflow ideas
] * Process
_.C] o |T
* M&M
*HR
* P&R
- -, Fac. or...

* Develop as-is models:

- Augmented Scope Model —

add ~5 — 7 more detailed

Refine to-be
improvement
ideas, determine
5-10 key

features of the
to-be process

; Re-think!

* Select key
to-be Features

Our three-phase methodology — proven, practical, & agile

@ Understand the As-Is Process 9 Design the To-Be Process

Assess each
to-be feature

by enabler to
determine
changes to make
it sustainable

Design to-be

process.

1 - essential
activities first

2 - "who & how"

3 - transport &
protocol

h
{3

L]

* Assess each key
Feature by enabler

Activities for each main Activity
* (Optional) as-is Workflow Models —
only enough detail to understand

process behaviour

» Conduct enabler-based assessment
and identify potential improvements

* |dentify and sequence
essential activities

* Develop to-be
Workflow Models
depicting the future
who and how

* ...on to requirements
definition and
implementatio#2



Business Process

wew  Our methodology — three responses to three common difficulties

Common Pitfalls
Understand the As-Is Process Design the To-Be Process

Perform more Complete final Refine to-be Assess each Design to-be
/G_Nal/— B detailed as-is as-is process improvement to-be feature Process.
/( Seien TN process analysis: assessment by ideas, determine by enabler to 1 - essential
s n:)t 2 & a Process -le objeclive - Augmented enabler, and 5-10 key determine activities first
f'goro‘_’;)é Wl Summary Chart In Scope Model generate to-be features of the changes to make - "who & how"
\ sgsc ; ﬁﬂ,,/ Optional - build stakeholder - Optionally, improvement to-be process it sustainable - transport &

ideas

draw workflow
Big picture Don’t start Flow first,
first here! detail later

1 — Premature diagnosis

protocol

Don’t start with a problem statement!

of the situation There will be some goal or issue, but don’t formalise it yet.

And remember... it may not be a “process” issue. Why not?

2 — Failure to identify true

a Process Scope Model and a Process Summary Chart
end-to-end processes

My hardest assignments]
make scope and context visible.

Rigorous techniques to identify real business processes —

3 — A rapid descent into Clarify the big picture, then take a controlled descent
unhelpful detail with well-defined levels of detail.
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Business Process

w - OUr methodology — two points highlighted by clients

Perform more

Complete final Refine to-be Assess each Design to-be
/G:Nal/— D detailed as-is as-is process improvement to-be feature Process.
/( SeiendS TN process analysis: assessment by ideas, determine by enabler to 1 - essential
’ |§sue. n:)t () - Augmented enabler, and 5-10 key determine activities first
| ngoroy; )é \ Scope Model generate to-be features of the changes to make "who & how"
& ir:\ec : ﬁv/ / - Optionally, improvement to-be process it sustainable - transport &
- 3 Conce ' draw workflow ideas protocol
Start W|th Inclusive Based on Awareness of Addresses We can do it! Feature-based
what assessment reality all factors our goals approach
13 H ”»
Builds support - Not al big btanb? - inab)
for Change an erective, Impliementable, sustalinable

business process

"We like the way support for ” Feature-based
change is built in throughout You doat have approach makes it
your approach, not bolted Yo conflete the Agile | iterative.
on at the end." | : )

And fast! — up-front
work avoids endless
rehashing later
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