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= Developer/instructor background...

ING Belgium
Alec Sharp, Clariteq Systems Consulting — asharp@clariteq.com \*)
» 40+ years experience as an independent consultant:
« Business Process Change — discover, model, Process [ Business Process Mode”ing]
analyse, and design/redesign processes
« Concept Modelling (Business-friendly Data Modelling) o [ Use Case Modelling ]
« Application Requirements Specification Application : —
+ Service Specification ]
- Facilitation & Organisational Change Daw[ Concept Modelling ]

* Project Recovery

« Consulting, teaching, speaking globally

* Awarded DAMA's global Professional Achievement Award :

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

on Amazon - http://amzn.to/dHun 1o

» Author of “Workflow Modeling”
- best-selling book on process modelling & improvement o
- second edition — 2009 (sole author, complete re-write)
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Background for this seminar

Get everyone, even experienced practitioners, to the
same baseline — conventions, terminology, approach.
Working With /
Business
Processes
2 days Working With Business A one-day session providing
Business Processes | Process the fundamental Concepts,
) frameworks, and techniques
Masterclass Primer for ING .
that are often missed.
Advanced 3 days 1 day
Business
Process \
Techniques
3 days Learn advanced business process techniques,
including building a process architecture, encouraging
change, and a feature-based process design method.
Notes:

» This is very compressed, but you will learn techniques that are immediately useful.
» |If you are serious about the Business Process space, there will still be value in attending
the February Working With Business Processes Masterclass
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1.

Themes and overview...

Three main themes: And finally... YOU:

Simple techniques, rigorously applied,

: . . « Name — how should | address you?
help us achieve more in less time.

* Role / job title and organisation

2. Communication with and engagement of . Brief description of your work
the Peop le who do the w_ork 'S essent.lal. .+ Atopic you are especially interested in?
3. A holistic not technocratic approach, including Please keep your intro under 1 minute
human, social, & organisational factors. 4
[ Section 1 - } [ Sections 2 to 4 - }
Fundamentals Techniques

» Four things you need to know about
business processes

» A proven, agile methodology for
Business Process Change " as-is analysis to to-be design

|dentifying true, end-to-end, cross-functional
Business Processes

2
3. Process modelling for humans
4. Qverview of the transition from



. 1 — Fourthings you need to know about Business Processes
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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. Success with business processes depends on taking
a holistic view in which six enablers are considered —
it's not a technocratic undertaking

4. Business processes can't be great at everything —
a single differentiator or strategic discipline should be chosen
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==.. 1. Confusion — what is a “business process?”
[1. It is essential to have clarity on ] In the early 1990s, Michael Hammer
what a business process really is

popularised the focus on business process

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

3. Success with business processes Reengineering Work: Don't R[ENE'N[[R'NE m
. . . , . . Automate, iterate
requires a holistic view in which
LIS AL "r?

Toward 2 more perfect business from end.to-end

six enablers are considered
4. Abusiness process can't be great

at everything — BETTER
a single differentiator must be Koo At o s 000 WoRR-
chosen M | [: H H [l H H M M [H The 8 Levers for Transforming How Work Gets Bone

P Busines Rein & JHMES EHHMPY MI(I:.H‘AE‘L HAMMER

Ty AND LISA W, HERSHMAN

Introduced core terminology:

* end-to-end, cross-functional, functional silo, ...
* even business process

Still, people and organisations miss the point...
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we . Lesson #1 — Never assume everyone agrees what a "process” is
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| 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 a single process — Not an entire process —

it's a family of multiple l{,{ : -%’.‘E*-jﬁ Z= !t‘s a pr_ocedil;lre prc?vicljing )
business processes instructions for a single tas
(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



A Business
Process
Primer
prepared for
ING Belgium

A real life (and expensive!) example

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

There were huge differences in
the granularity of the identified

“business processes”

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”

The problem? These aren't processes — they're functions!
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‘.. 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.

10
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‘.. Discuss - what are the boundaries of the process?

-

~

e2e business process:
Q_' Fulfill Customer Order @

Trigger Result
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- ... What are the boundaries of the process?
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~ 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.
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| 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)

13
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Resolving the situation

SAP was implemented without clarity on “process ~—

Sales Manufacturing Logistics AR
‘process” process “orocess” “process”
Sales Manuf'g Logistics Accounts
module module | | module |Prw<]| Feceivable
module
T Poor performance

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

SAP re-implemented in a process-driven configuration —

Sales function

Manufacturing
function

Logistics

function

A/R
function

end-to-end process: Fulfill Customer Order

module

Sales
module
|

Manuf'g Logistics
module module
I [ ] [ 1

A/R> l

Same software, radically different outcomes

Great performance

14
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Business Process:

« 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” 5
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1. The process name must indicate the expected result
Customer

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

* Ensure this is the intended result of the process: A (shgle)
discrete, so results are identifiable & countable Customear
IS
- No mushy verbs: manage, Aﬁq“'red
monitor, administer, handle,
Managé Renew
Re 4@ [ Policy J

track, support, maintain, etc.
« Active verbs only: Evaluate Prospect,

NV

Acquire Customer, Fill Customer Order, <\
Resolve Customer Issue, ... i
Rena%\/als /I\? Policy is
- Applies to business processes, Managed st T
phases (subprocesses,) activities, steps, ... Po;iﬁyéh[(r)llger
' : n Issue company want)
2. Name process from customer's perspective 3 Permit

(what do they want from the process?)

: : fa Assign
3. Name process in the singular niSation [ Worker }
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If there's time, an example from higher education

As part of a strategic initiative to address falling graduation rates,
a university took a process-based approach to determine why
they were failing to admit the most promising candidates...

The “processes” that were initially identified...

. Financial
Recruiting Admissions Aid
Registration
Student
Orientation Employment
Housing Assessment

Are these good business processes? NO!!!

* not named with an "active verb and noun”

« each of these is a department or function.

We convened a facilitated session to determine the "real" process

17
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=, Rename, reduce, refine, and sequence
ING Belgium
)
Financial Student
Recruiting Admissions Aid Employment
Registration
—
Orientation Award
( ) Housing Student Assessment
' Financial Aid
Recruit Con"lp/e'te Admit Register
Prospect Application Student Student
L ) o in
asses
Complete
Pre- Grant Assess
Enrq//ment Student Applicant
Requirements Housing
Sequenced:
4 . )
Admit and Onboard a Student
Award Grant Complete Register
Recruit Complete Assess Admit Student Student Pre- Student
Prospect || Application Applicant Student || Financial Housin Enrollment in
Aid g Requirements Classes
S J

—

Token: A student,
from prospect to registered

\j
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‘.. From the session — "Is it a single X-functional process?”

Triggers The process major Activities  Results
(or phases, milestones,
subprocesses...)

B e N

¢¢¢¢¢¢

, Focus is on “what, not who or how.”
More detailed .
activities Note the high-tech tools.

Very iterative, but only 90 minutes! 19
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4 Recruit, Admit, and Onboard Student R

Award Complete Register
Q_p Recruit Complete Assess Admit Financial Grant Pre- Student
Prospect || Application Applicant Student Aid Housing Enrollment in

Requirements Classes

- Y
Triggering Events: Cases: Final Results:
* Dept. targets prospect * In-state undergrad “Up and running,”
« Suspect is identified or purchased « Out-of-state undergrad ready to at’Fend classes:
« Prospect self-identifies .o * Studentis:
» ACT scores come in + admitted
* Prospect applies  oriented
. ... * registered

* Tuition is collected
TRAC — + Student accommodation

is arranged
. Trigger + Financial aid is granted
* Employment is
* Results arranged

« Activities (~5-7 phases or milestones)

« Cases (major Variants)
20
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4 Recruit, Admit, and Onboard a Student )

Award Complete Register
Q.; Recruit Complete Assess Admit Financial Grant Pre- Student
Prospect || Application Applicant Student Aid Housing Enrollment in

Requirements Classes

N /
* |dentify * Collect * Confirm * Make * Receive *Provide < Confirm * |dentify
Suspects  App Fee Application admit/ FAFSA Housing  Other Courses
*Qualify - Initiate + Evaluate ggggs/s « Assess Req'ts g?gauws%ngtesms - Create
Prospects Apphc'atlon Apphcatlon decision Need . . ﬁggﬁggtion insurance, gl:arﬁasdule
*Engage  «Submit * Verify « Notif * Determine . writing, ...) . Who: Registration Assistant
Prospect Application Req'ts St dy t Aid *Provide | Reaqist * Register »| What: Register Classes
. . . udent Alternative$ R€9ISter Classes g N
etc. etc. etc. etc. Orientation How: via Workday SRS
* Complete . etc . etc
Integrated ' » Complete '
Assessment Orientation
* etc. * etc.

Typically, 5 — 7 activities identified within each major activity.
Initially just “what” (verb — noun) — later, add “who and how,”
e.g., Registration Assistant (who) Register Classes (what) via Workday SRS (how)

Identifying the functional area responsible for each activity revealed the
process was massively cross-functional...
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S RV S S = ) < (9} S < A Q S > < 2 (¥}
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2| & S|l ]l 8 21 gl 8
= - Q QQ < (- h C
3 gl g SIE S
by S| = =
S
Recruit, Admit, and Onboard a Student
Award Complete Register
Recruit Complete Assess Admit Financial Grant Pre- Student . d
Prospect Application Applicant Student Aid Housing Enrollment in Sa|
Requirements Classes Xe cS o)
e 'g N

\ _J O"nt .
) | | O | O Gy o ¢ Thetpo with !

Without explicitly addressing the end-to-end process: "Ge to
« almost no chance the student experience is positive
 very frustrating for the people doing the work

« almost no chance the university is going to meet its goals

Two key points:

1. Functions are doing their best to optimise their activities

2. A multitude of dis-integrated systems and data sources are being used

22
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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. Success with business processes requires a
holistic view in which six enablers are considered Discuss —

4. Abusiness process can't be great at everything - What are the likely impacts of these performance goals?
a single differentiator must be chosen ) . .
What will the different functions do to meet the targets?

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

23
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Sales Manufacturing Logistics Accounts
Receivable

" Process: Fulfill Order Process goal: N

Responsiveness by providing the
Shortest order-to-cash cycle time

Negotiate | |Finalise & Stage Fabricate | |Assemble &| | Package & . Collect
Order Book De;sillzpp(l)ar:er Order [ Order J {Test Order} {Label Order} D;:g';r Order
Terms Order Material - Payment

[ Move Order Work in Process (WIP)

/ — N /

Late-quarter High and steady Lower No “unprocessed”
sales machine utilisation shipping costs receivables at week-end
Hold orders until Use the backlog of  Batch the shipments, Release unresolved
last two weeks orders to smooth the use lower cost invoices knowing they
of the quarter peaks and valleys (less reliable) carriers  would be sent back

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



A Business
Process

= This doesn't mean functions are bad!

ING Belgium

Sales Manufacturing Logistics Accounts
Receivable
triggering __, final
event Process: Fulfill order results
| | |
Process Function
» End-to-end business processes deliver * A centre of expertise —
essential results by aligning the work an efficient way to provide resources
of multiple functions across multiple processes
» Must be identified and managed * Specialised skills, knowledge, tools
as a whole * 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
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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. Success with business
processes requires a
holistic view in which six
enablers are considered

4. A business process can't be
great at everything —
a single differentiator must be
chosen

Business mission, strategy,
goals, & objectives

3. A holistic view for process analysis and design

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

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 / regs) ore Equipment
handoffs platforms explicit design internal (real / « Fixtures and
» Who does what * Process KPIs « Assignment "anecdotal")  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. 26
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As-is modelling maps reality — who, does what, when.

= L : ‘: |
Y E B8

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

Process Workflow || Information Motivation & Human Resources || Policies & Rules: Facilities

Design: Systems & Measurement: & Organisation: What policies or (or other):

Is each step adding || Technology: How is the Are roles suitably rules , whether Are the layout &
value, placed at the Are the process, performance of the broad, are internal or external, furnishings optimal
right point in the the steps, and the steps, the actors, the || organisations constrain or are or do they impede
process, sequential actors supported by || participating designed properly, enforced by the the process? (Many
or parallel as the right systems functions, and the and are roles & skills || process, and what clients instead use
appropriate, and technology? process measured, deployed well into is their impact? this enabler to
performed by the and what are the the process? consider data, info,
best role, etc.? consequences? and knowledge.)

27
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Enablers play a key role in phases 2 & 3

[

D

Our methodology for Business Process Change —

@

' ) ) @ . N
Establish Understand Design
Process Scope and Objectives the As-Is Process the To-Be Process
(Identify & scope\ [Complete initial ) (Perform more ) (Complete final ) (Refine to-be ) (Assess each ) (Design the to-be )
the process with as-is process detailed as-is as-is process improvement to-be feature process:
a Scope Model assessment, and modelling: assessment by ideas and b 1 - essential
& a Process to-be objective an Augmented bnd determine 5-10 ensure the new activities first
Summary Chart; setting, by Scope Model & generate to-be key features of process is 2 - "who & how"
Optional - build a stakeholder optionally, improvement the to-be process implementable next
Concept Model Workflow Models ideas and sustainable 3 —transport &
. J /) 1 J )\ J _J  \__protocol last )
e ™
The six enablers —
Business o Human o Facilities
Technology & Motivation & Policies & (or, Data / Info /
Process - Resources &
Desian Information Measurement Oraanisation Rules Knowledge,
9 Systems 9 Communications,
(Workflow) Documents, ...)
\ J

« Focusing on the six enablers provides a holistic view —
that is the key feature of our methodology (along with simplicity)
* The enablers help us make the as-is to fo-be transition
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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 strive to be great at one differentiator, and good at the other two...
2. Performance measures may be . ]

functionally aligned - work against 0 tional Consistent, predictable, error-free,

business processes perationa and efficient (or safe)

- : Excellence | — - - - - - o e e e ==,

3. Success with business processes

requires a holistic view in which six More effici e’7t’ . .
enablers are considered but less flexible in changing

direction or meeting needs of
individual customers.

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

Continuous and rapid Tailors product or service
introduction of new |  Product Customer | delivery to the processes of
products and services, | Leadership Intimacy | individual customers.
or changes to the mix --—-—-+1  L—— | e
As noted, this is one of the things ~ =~ == ===== =" . _ More flexible
| do on ~100% of Project Recove More flexible The original reference: for adapting to needs of
, J ry for adaptina to needs of The Discipline of Market Leaders ndividual cust
assignments - pting Frori Michael Treacy and Fred Wiersma Inalviaual Customers,
1. Build Process Scope Model & new orrerings, Addison-Wesley 1995 but less efficient.
Process Summary Chart but less efficient.
2. Develop Case for Action — an _ ) .
As-Is Assessment by Stakeholder | 1. Concept developed for the entire enterprise, but great for individual process areas —
| 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! 29
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1. Focus on the wrong differentiator Customer base:

= Insurance company recruits CEO from high tech industry Operational

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

» Total failure — customers wanted affordable,
easy to understand, easy to buy insurance — Product _ Cus_tome’
Operational Excellence (Op Ex) Leadership Intimacy

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

stressed workforce and lower performance Stuck in the
Operational Excellence — “We must be the low-cost provider!” Bermuda Triangle

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

3. Conflicting differentiators within functions of a process —

lower performance
30
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Framework Layer

Technique sample

Business Process — part of the Clariteq Framework for Business Analysis

What it covers

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

Locations

ce!
. . ue\’\
e ) : , Project Charter: documents the ( ased
7)) . The university is initiating the “Strategic Enroliment fi | biecti d o 1S n
© Business program to raise Student graduation rates in part by rationale, objectives, scope, ar,‘ ™
8 Objectives ensuring Classes are available for Student success measures for the project
registration when needed.
0 Registrars | Sucent Altach Reg Process Model: shows “what” in a . )
B | | Business Offee pammers forward. Scope Model, then “who & how” in a Business Process.
Lé Process o) [ Workflow Model — the steps done by ?lve; g(eat %telxt .
o Avsor favestor o et i the actors in the process Or business Analysis
| E— changes
"""""""""" ( Whenadvsorenters fve £UseCase j d;;r'it;;r;(;\;v'a'r;;ctor
H h 1 f Last N -
Pres?ntatlon B 47on Systom Bsis matohing Shudents would like to interact with a system to
8 SeI’VI(.)eS When advisor selects list item Then System displays expanded Student obtain a service, typ|ca||y to Comp|ete Use Cases and
._.c__u' (User Intefface) When advisor ofo. view with needed Classes Step in a process Serv,ces:
& e where we capture
g.' Business | Register Student in Class | Service Specification: describes Funct{ona/
< Servi Input Message: Vet Stadent oot Output Message: a service — a package of rules and Requirements
ervices Student Number Confim Class availability Resuits logic — that is triggered to complete or
l & / H Course ID Create Registration g gg
(rules & logic) Class ID respond to a business event
S ——————— —— ;[;r:e_ e —————————— e ————— T T T TTTTTTsTTssTEEEE s
o | | Data Mgmt. e Depariment Concept Model: depicts _
© Services Nomber —fin offering of sroneg] Nome the thlngs_ an(_j the facts about things  Concept Model:
o cPA Class the organisation needs to record; a great platform
(databases) 9 > great platiorm
Times the things (the entities) are what

for Business Analysis
processes and solutions act on.
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w Business
S Objectives
Q)
N
n .
2 o Business
o Process
o
Presentation
4 Services
(user interface)
o |em o
9O )
@ | | Business
3 % Services
g (rules & logic)
Data Mgmt.
1 £ Services
\ O | | (databases)

My usual
sequence

The university is initiating the “Strategic Enrollment”
program to raise Student graduation rates in part by
ensuring ™ available for Student
registration when needed.

the ultimate “what”

Registrar" Generate
egistrars Student

Office

Summary
Report

Check Reg
Request for

Attach Reg
Request and
forward
|_al o .
changes

When advisor enters five
characters of Last Name

Department
Advisor

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

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

(s

When advisor selects list item

When advisor etc.

Times
Locations

Register Stud in Class H
- . _q—e@ 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 Create Registration
Class ID 9 RegISter
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

\\ Class

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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\S
: Mod®
\ Different models and levels of detail for different audiences and purposes. \ - a Daw@
e\
oV eC?l‘f’eS"5
o5
Scope — Concept — NSO app! Detail —
for Planning for Understanding for Specification

« Detail for technical design,
perhaps using full BPMN

Process Landscape (optional): « Augmented Scope Model showing next
R ‘“'“’"’"” level activities: who - what - how

Issue Product “ . . y o/ .
Approval * “Business-friendly” (just boxes & lines)
o flow models to maximise communication ~ —
Redks . . . I | Ol @) i L pra—
Fpemit” [l “Permi and participation ] {9 =S O = &
« Two levels — Handoff and Service N o i 00! 1
e == e s
Procedure CM (Clont Safety Client Safety ™ e
Mmmmom)?nogum Management Program § ! —— - T
; 3‘0,q>r E»';";*[":*TE. ——e:—:}-v‘:::—-i:-_'-“-"g H
Process Scope Model Rosuts: | __ | ~——\ MM i (i ==
s Grant CSM Program Client ' Y
iy _C;::t: Accept Audit \'aré?' g’é‘;’l'gge 8;‘,‘;’;’.‘""" Issue O elc. l { : o B [—L s =
:m‘c":mpe gg«:idr.umn Si’;mm EcS‘:umr.m E&L:SM Eg::“"amn 2.?!7'\1‘mmmn _;Qcy -i 9 .»"4‘»- . @ e —O»‘O -
Main Actvibos (o Miesiones, Phases, or Subprocesses) | | | T Tttt T ... ¥ % S
Y | 3 T m
Process Summary Chart: ;]‘_‘ i Or{mmem o =2 14O i
(Appll = (roconss ) ((oaey ) (Fmenes) T[T IIpTTTTT T 1= S i
1 Service Management | | Operations
Grant Client Safety Management Program
Acc 5 Determine & Determine &
ol I o ol 2l
LAaplcalm [Pmoram LEnuiprm:«nl E::"‘W"' (E:;:“"“”" W[Awmnsamm]
7
Boxes, Lines,

< 7 J

Boxes Boxes & Lines & MANY Symbols 33
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=, Our three-phase methodology — proven, practical, & agile
ING Belgium
] ) C ) C—\ ] )
@ Establish ZJ Understand 3_) Design
Process Scope and Objectives the As-Is Process the To-Be Process
(Identify & scope\ (Complete initial R (Perform more ) (Complete final ) (Refine to-be R (Assess each h (Design the to-be )
-/Some the process with as-is process detailed as-is as-is process improvement to-be feature process:
goal or issue a Scope Model assessment, and modelling: assessment by ideas and by enabler to 1 - essential
not rigorousl); & a Process to-be objective an Augmented enabler, and determine 5-10 ensure the new activities first
specified Summary Chart; setting, by Scope Model & generate to-be key features of process is 2 - "who & how"
Optional - build a stakeholder optionally, improvement the to-be process implementable next
Concept Model Workflow Models ideas and sustainable 3 —transport &
. J )\ J )\ J _  \__protocollast )
s Customer [ * Process 1 (h )
* Performers | | - 1T
-think!
« Owner e M&M Re-think! »D—
] ° others... L[:]_ ® ERR * Select key D
[ ] —
L) F& to-be Features
— *Fac. or...
* Assess each key

O-00000

— — g _J

+ ID processes & draw Process Landscape

(Optional — only if you have a large scope)
* ID Trigger, Results, main Activities, Cases

(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

* Develop as-is models:
- Augmented Scope Model —
add ~5 — 7 more detailed

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

Feature by enabler

* |[dentify and sequence
essential activities

* Develop Workflow
Models for essential
activities by adding
who and how

* ...on to requirements
definition and

implementation
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..and a proven
Methodology

Five key points plus a BA framework plus a methodology

F1

F2

F3

F4

{ Cross-functional process }

F1 F2

F3 F4

Cross-functional process

>

|

|

\II/

\ H‘/'

Processes:
“large” and X-functional Misaligned measures
Operational
Excellence
Business mission, Culture, core competencies,
strategy, goals, & objectives | and management style |
Business Process
t t t t ¢ t
Workflow Infol Motivation & Human Policies Facilities PrOdUCt CUStomer
Design Systems Measuremen Resources nd Rul (or other) Leadership lntimacy
Holistic method Differentiator
/ Establish Understand Design

Process Scope and

Objectives

the As-Is Process

the To-Be Process

Model-driven

framework
e N
Process
Modelling
_ Y,
4 N\
Use Cases
N J
e ™
Service
Specification
\_ Y,
[Concept /
Data
(_Modelling )
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Identifying and Scoping Business Processes

1. Four things you need to know about Business Processes

2. Identifying true, end-to-end, cross-functional
Business Processes

3. Process modelling for humans

4. Overview —
the transition from as-is analysis to to-be design
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A Business
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Primer

Identify & scope process(es)

Whether it’s a new initiative or “project recovery,” always:

* Develop a Process Scope Model

* Develop a Process Summary Chart

Ooouty

Function 3

Function 4

Cross-functional Business Process

prepared for
ING Belgium
@ Establish @ Understand @ Design
Process Scope and Objectives the As-Is Process the To-Be Process
Identify & scope Complete initial Perform more Complete final Refine to-be (Assess each Design the to-be
Some the process with as-is process detailed as-is as-is process improvement to-be feature process.
goal or issue a Scope Model assessment, and modeliing assessment by ideas and by enabler o 1 - essential
not rlqorousl)} & a Process to-be objective an Augmented enabler, and determine 5-10 ensure the new activities first
s écmed Summary Chart, setting, by Scope Model & generate to-be key features of process is 2 -"who & how”
P Optional - build a stakeholder optionally, improvement the to-be process implementable next
Concept Model Workflow Models ideas and sustainable 3 - transport &
\ protocol last
Clarify scope | used to dive in here...
and context .. lots of issues!
e i ) 4
Process Landscape: Permissions and Agreements .
Issue Product N Grant Variance
Approval
—
l
Redi Issue Issue Renew . _
Degl_ster > Installation Operating Operating Function 1 | | Function 2
esign Permit Permit Permit
—
( \J
PReglzter Grant Renew
rocedure CSM (Client Safety Client Safety | [
W\ /) Management) Program Management Program ) )

You might start at a higher level, with a Process Landscape —
a decomposition of a business area into a family of individual business processes

O
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.. Process discovery example

ING Belgium

A bank believed they had identified the 12 business processes in their
Commercial Loans Management area, including these 7:

Loan Booking
Servicing
Solicitation , s
Business Qualification Payment
Development Processing
Syndication

Discuss:

« What is wrong with the names of these processes?
« Can you think of any questions to help improve these process names?
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Process
Primer
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Loan .
Servicing Booking
Solicitation Business Qualification
[ Development Payme_nt
Syndication Processing
Always use

“active verb — noun” naming
with no “who and how”

Client then identified recognisable activities, each producing an essential result (easy!)

Solici n?»??

>

Dubious “business processes”

Solicit...
what?

Bottom-up process discovery — example

Solicit
Prospect

Solicit

Loan Payment

a Customer
is registered

:
SOI|C|t Identlfy BOOk Settle
Prospect Loan )
Accept Payment Loan Fund Register
' Loan Customer
Let's put these Assess Loan
) Application _ :
in sequence, then Receive Lloan Solicit Qualify
. Application Prospect
use TRAC to determine Payment Prospect
L ]

Business Processes.

This was done in-person with Post-its and flipcharts
but tools like Lucidchart and Miro work well virtually

Distribute
Payment
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Summary — sequence acltivities

prepared for
ING Belgium
Not usually linear — parallel chains are typical
Identify Qualify Solicit Register Rig?:e ALS;:;S Fund Book Solicit Receive Distribute Settle
Prospect Prospect Prospect Customer L o Loan Loan Payment Payment Payment Loan
Application Application

A Now we’ll use my “TRAC”
framework for
business processes —
« Trigger
* Results

Solicit | Book || settle ' » Activities
The clients arranged the Payment F',de”t'fyt Loan || Loan Cﬁf::g r * (Cases — later)
e rospec
activities in sequence: Accept P E“”d
oan
- easy! A I_Ic.)arl_ Assess Solicit Distribute
- a learning experience! pprication Loan | Prospect >
.. . ayment
Application Qualify
Receive Prospect
Payment
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mre - Summary — use TRAC to discover business process boundaries

ING Belgium
A Customer seeks A Time for A Zero balance
loan financing repayment installment (conditional

(E Various... (they struggled with this one) . (decision event) (temporal event) event)
1:1 1:1 1:1 ™ 1:1 1:1 1:1 ™ 11 1:1
. . i . Receive Assess - . I
Identify N Qualify N Solicit N Register loan b  Loan > Fund N Book Solicit N Receive N Distribute Settle
Prospect Prospect Prospect Customer L L Loan Loan Payment Payment Payment Loan
Application Application
Acquire Customer Grant Loan Collect Payment Settle
Cj ( ) ( ) Loan ( )
Customer: CustoMer: Bank: k Customer:
It appears we have discovered an Account that enables Loan funds available Loan payment release of
four business processes, each with: business with the bank The Bank: received & Loan
Trigger The Bank: a performing asset (Loan) distributed liability
Results a new Customer (an asset) Syndication Partners: Syndication The Bank &
Activities Bucsé’rf::i if:ﬁ/zirgint: a share of the Loan Partners: .;yn?ication
artners:
(Cases later) . . . Loan' Payment completed
1. ID where a final Result of value is delivered to received Loanp
one or more (usually at least two) stakeholders — “happiness points” Regulator:
2. ldentify points where a Triggering event (decision, time, condition) beyond the Loan
T . . o completion
organisation’s control is required before activities can proceed notice

3. Identify “cardinality” of connections between Activities (1:1, 1:M, M:1)
4. Identify “tokens” flowing through the activities
5. Name business processes with active verbs and nouns (usually the tokens) 42



A Business

Process . ’ )
7 . FFour end-to-end business processes, objectively demonstrated
ING Belgium
Customer seeks Time for Zero balance
loan financing repayment installment (conditional
? Various... (decision event) (temporal event) event)
( . N N ) 'l B
Acquire Customer Grant Loan Collect Payment Settle
Loan
Identify Qualify Solicit Register Rigi':e ALSS:I:S Fund Book Solicit Receive Distribute Settle
Prospect Prospect Prospect Customer L o Loan Loan Payment Payment Payment Loan
Application Application
_ J AN J L y
Customer: Customer: Bank: Customer:
an Account that enables Loan funds available Loan payment release of
business with the bank The Bank: received & Loan
The Bank: a performing asset (Loan) distributed liability
a new Customer (an asset) Syndication Partners: Syndication The Bank &
Business Development: a share of the Loan Partners: Syndication
Commission credit Loan Payment Partners:
received completed
Loan
Regulator:
Client had faith these were their business processes tg;”pletion
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S T S

o

ids
ids

Ir—

7

“Active verb — noun” naming that indicates primary result
Triggered by an event (decision, time, data) outside process’ control

The same token moves through the whole process,
changing state, e.g. a Loan, from applied to booked,;
there will be a change of token across a process boundary

Acquire Customer

O—' Grant Loan )

Identi
Prospect

1:1 Qualify L1l solicit |11
Prospec Spect

Acce t Assess Im
egister —1:M— LoarliJ » = Fund ’ po
Customer Application

token:
a Customer,

from prospect to registered

change
of token

Loan Loan
change

Application
of token token:

aloan,
from applied to booked

Clear, objective guidelines — science, not just opinion

Six guidelines for well-formed processes, two clients really appreciate

At the end are results that makes one or more stakeholders happy
In between are ~5 to 7 major Activities (phases, milestones, subprocesses, ...)

Activities linked 1:1 are probably part of the same process;
a 1:M or M:1 connection between activities is probably a boundary

Collect Payment | O—' Settle Loan
Solicit  [1:1
, Loan . Etc. —NM:1
aymen . C
_—
change
token: of token token:
a Payment, a Loan,
from solicited from
to distributed zero balance
to notified
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Customer
Acquire
Customer
Tis
1:M | granted
IS
granted to
y
Loan
Grant
Loan
Tis
1:M repaid via
repays
Y N
Loan

Payment

The nouns in your verb-noun Process name are
most often the Entities in your Concept Model, and
each will usually have one primary Process

The relative number of Process instances
(e.g., 1:M or M:1) align with relationship cardinality

This does not mean there is only one Process per
Entity

Assess Customer Performance
Retire Customer

Merge Loans

Write Off Loan



A Business

we  What next?

ING Belgium
f Commercial Loans Management \ ﬁ Process L_andscape for the Proa::"ss Area
o Commercial Loans Management
Cui‘isgzr showing its four Business Processes.
T More were added later.
/ Grant ) Collect Settle This is the beginning of the
simplify “up” \\ Loan )—" Payment Loan L Process Architecture.
Various...
e - N N N 3
Acquire Customer Grant Loan Collect Payment Settle
Loan
Identify Qualify Solicit Register Rig?:e ALS;:I:S Fund Book Solicit Receive Distribute Settle
Prospect Prospect Prospect Customer L o Loan Loan Payment Payment Payment Loan
Application Application
_ 4\ J J L P,
Refine “down” A Process Scope Model for “Acquire Customer”
( A . C N\
Customer: an account... cquire Lustomer
The bank: a new Customer... O—» Capture PASSGSSt PASSESSt ol Register
Biz Dev: commission credit... Prospect is Prospect rospee rospec olicit 1 cistomer _O
) . ) Financial || Strategic || Prospect
identified Details Health Fit Account | | Customer,
L ) Bank,
Cases: Enterprise, SMB, Biz Dev:

Retail, Government no change, .
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Some
goal or issue;
not rigorously

specified

(D

Establish

Process Scope and Objectives

~N

(Identify & scope\
the process with
a Scope Model
& a Process

(Complete initial
as-is process
assessment, and
to-be objective

~N

7,

@

Understand

the As-Is Process

~N

Summary Chart; setting, by
Optional - build a stakeholder
Concept Model
\ _J \_
Big picture Don’t start
first here!

/

My hardest assignments]

3

Our methodology — three responses to three common difficulties

Design

the To-Be Process

(Perform more ) [Complete final ) (Refine to-be ) (Assess each ) [Design the to-be R
detailed as-is as-is process improvement to-be feature process:
modelling: assessment by ideas and by enabler to 1 - essential
an Augmented enabler, and determine 5-10 ensure the new activities first
Scope Model & generate to-be key features of process is 2 - "who & how"
optionally, improvement the to-be process implementable next
Workflow Models ideas and sustainable 3 — transport &

L ) \_ ) \L ) \_ ) \___protocol last )
Flow first,
detail later

1 — Premature diagnosis
of the situation

2 — Failure to identify true
end-to-end processes

3 — A rapid descent into
unhelpful detail

Don’t start with a problem statement!
There will be some goal or issue, but don’t formalise it yet.

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

Rigorous techniques to identify real business processes —
a Process Scope Model and a Process Summary Chart
make scope and context visible.

Clarify the big picture, then take a controlled descent

with well-defined levels of detail.
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1 Establish Understand \3J Design
Process Scope and Objectives the As-Is Process the To-Be Process
/Idumfy & scope \ Complete initial (Performmore Complete final Refine to-be (Assess each Design the to-be |
Some the process with as-is process detailed as-is as-is process improvement to-be feature process
goal or issue a Scope Model assessment, and modetling: assessment by ideas and by enabler to 1 - essential
not rigorously & a Process to-be objective an Augmented enabler, and determine 5-10 ensure the new activities first
specified Summary Chart; setting, by Scope Model & generate to-be key features of process is 2 -"who & how”
Optional - build a stakoholder optionally, improvement the to-be process implementable next
Concapt Model Workflow Models ideas and sustainable 3 ~ transport &
\ | protocol last

Why does this process need to change?

Tug &olDEN
SIART "o

How/
WHAT
by
Simon Smek

But for a process...

| Whatfirst

Who & How next

“People don’t buy what you
do, they buy why you do it.”

: e —
 Only then(Why?) )
—

Why does this process
need to change?

We'll answer that with a
Case for Action

(a nuanced form of
problem statement)

Process Scope Model

O—=00000kKE

Process Summary Chart

Function 1 Function 2 Function 3 Function 4

[Cross-functional Business Process}

I

I I I |

Supporting Mechanisms

Now we have an end-to-end,
cross-functional perspective.
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My version of Michael Hammer's "Case for Action”
Simplified, re-sequenced, more stakeholder-focussed

1) Stakeholder assessment — makes it real H[[Nﬁ‘N[ER'Nﬁ

What are the concerns of each stakeholder group? E;Hﬂ

* Customer l P[]I

* | Performers / ° R

* Owner/manager (the enterprise itself) £ M|[HH[[ HAMMER

* Others (regulator, partners, ...) as needed 2 & JAMES CHAMPY
We're not o
that bad!

2) Context — makes it blame-free
What changes in the environment since the process [«
was “designed” have caused these issues to surface? A ,
Yay — It's not our fault!
3) Consequences of inaction — makes it compelling % ¢

: : : e W/
What will happen if the process is left as-is- We'd better get on with it! 4
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w1, Stakeholder concerns

ING Belgium

“You must communicate in a clear and compelling way why the process
has to change by completing the initial assessment for the as-is process.”

Initial assessment — 3 components Initial assessment — typical questions

Customer:
» Are there too many interactions?
» Are rules, requirements, protocol reasonable?

Stakeholder assessment — makes it real
e (Customer

* Performers « Can your work be located within the process?
(what's in it for me?) « Are you the process integrator —

« Owner/manager the human glue that connects the process steps?
(the enterprise itself) Performer:

« Others, as needed « What are your major sources of frustration?

Do you have the necessary tools and support?

Are there redundant steps or steps that serve no purpose?

Are problems caused upstream? Does the workload vary wildly?
What would you change if you could?

Is there a documented process?

Owner/manager:

* Does the process use resources you would rather re-allocate?

* Is it a net contributor or a source of problems?

» Does the process constrain innovation, growth, or opportunities?
* Is it a source of customer or media criticism?
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=, 2. Context — assessing changes in the environment

ING Belgium

Areas to consider:

Context — makes it blame-free
What changes in the environment
since the process was first
“designed ” have caused these
issues to surface?

Regulatory change
Workforce changes (e.g., “recruiting and retaining” vs. “retiring”)

Emergent technology (Al, robotics, drones, BP Automation,
SMAC ("Social, Mobile, Analytics, Cloud,")
or current technology is EOL ("End Of Life")

Changing customer expectations
Competition, especially new or emerging Current "Top Five"

Economic conditions

Change in business volume (growth or contraction)

Change in business model (e.g., customised or standarised)
Change in business ownership (public, private,) M&A, divestiture
Change in business leadership / executives

Change in government (post-election fallout) Shers
Changes in business operating locations And ‘f“ag]g\ﬁ"\
Socio-political change (se®
Environmental (“green”) concerns 51
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3. Consequences of inaction

Consequences of inaction — makes it compelling
What will happen if the process is left as-is,
and the status quo is maintained?

For the individual: My job is:

* Unsatisfying work environment? O Rewarding

* Diminished opportunities? *Nige

* Reduced employment XCRUS,."
or loss of employment? SOUL

For the organisation:
* Reduced performance? poﬁ C

* Reduced stature or reputation? RE
* Withdrawal from the market? @ \

or

Wz
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“Case for Change” example

Situation:
» Manufacturing firm redesigns core Financial Reporting processes prior to COTS selection
» No progress! — Project has descended into “the blame game”

Stakeholder assessment — Client was very happy!
» Customer — financial markets / fund managers cannot get
the info they need for investment decisions ,
: L . Alec, I'm so happy |
» Performers — Finance staff spend all their time on assembling could just kiss you!
“the numbers” with no time for value-added analysis

» Owner/manager — CFO is under constant pressure and criticism
from the financial markets and other executives

Context —
« Firm recently divested from a huge conglomerate
» Financial reporting was formerly to Head Office,
but now is to financial markets which the processes were never designed to do

Consequences of inaction —

» Planned acquisition of competitor will not go ahead due to
lack of financial market support for new bond issue;

« Firm likely to be acquired by the competitor. Uh oh... Finance staff quickly
realised their employment was threatened and got on board!

That's not
in my contract
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= 1hen, establish process goals /improvement targets
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“You must also provide a sense of direction by
defining to-be process goals and objectives. ”

Subjective goals Measurable objectives

Give people a ‘feel “for direction: Provide specific targets
« “Customers will love this process Establish baseline to prove success

because...” Format:
« “Performers will love this process « Topic

because...” (what will be improved?)
« “The process owner will love this process | * Target

because...” (what is the measurable objective?)

+ Timeframe
(when will these results be realised?)

It may now be appropriate to introduce new process measures, metrics,
and key performance indicators (KPIs) to establish baseline performance
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‘.. Example from in-person workshop — assessment to goals

Stakelaldec-bsed Jorhic| Besessment
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Making process modelling relevant

1. Four things you need to know about Business Processes

2. Identifying true, end-to-end, cross-functional
Business Processes

{3. Process modelling for humans }

4. Overview —
the transition from as-is analysis to to-be design

57



A Business

Process g ol ’
. 3 — Complete additional as-is modelling
ING Belgium
Establish @ Understand |\3J Design .
Process Scope and Objectives the As-Is Process the To-Be Process Th e goa | IS to un derst(]nd
"ld-nllfy & scope \ Complete initial (Perform more Complete final Refine to-be (Assess each Design the to-be | .
Some the process with as-is process dﬂal@d as-is asds process fmprovcmcni to-be feature process the aS-IS p roce SS' not
[ rphutesd|| = adoplll [ brrsipris-igl | [ togyon 08 i detentio 540 [l oxcire e sowr [ "~ ocen e s
nu;”go;ofsy :umi:nwsgham setting, by Scope Model & genera:(; to-be key features of process is 2 -"who & how” d OC u m e nt |t | n
P Optional - build a stakoholder optionally, ,mp(ovomont the to-be process implementable next . . .
| Concept Model | \Wockﬂow Models \meas | \and sustainable \3 —p!::?o::‘:rl‘a:i excruci at in g d e ta i l !
(" Admit and Onboard a Student
Award Complete Register
O—} Recruit Complete Assess Admit Financial Grant Pre- Student
Prospect || Application || Applicant || Student Aid Housing || Enrollment in
Requirements || Classes
\_
* Identify ~ « Collect * Confirm + Make -« Receive < Provide < Confirm * Identify Optlona I Iy;
Suspects  App Fee Application admit/ FAFSA Housing  Other Courses SR _
* Qualify < Initiate * Evaluate  deny/ < Assess Req'ts Requirements * Create model initial WOFkﬂOW
Prospects  Application  Application assess Need < Assess (visa, shots,  Class *Sim pIicity — minimal
* Engage  * Submit * Verify decision* Determine Application writing, ...) Schedule - - - - .
Prospect  Application Reqts  « Notify  Aid * Provide + Register * Register - Wﬂg{, sgggrez?tggésgslstant symbols and detail
- etc. - efc. - etc. Student - etc. Alternatives Orientation Classes “| How:  via Workday SRS “« . . ”
« etc. « etc. . etc. el * “Flow first, detail later!
| always build an Augmented Scope Model — E = A==F
1. What the detailed activities are, e.g. = - — =
“Register Class” (verb + noun) I I L _ _
2. Add who and how, e,g, A= ! T =] T R
: . . 2| i . -
“Advisor Register Class via SIS” =P FEES Y -
. . - = s~
This is often good enough! — no need for an — i = e
. . . _ | =) I
as-is swimlane diagram / workflow model =T = e =]

www.lucidchart.com
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Complete semester enroliment (partial)

VPrepare ; : Submit 7

“holds the work.”

Departmental
Dean

yes
Decide to

= Shows sequence and
dependency, left to right

Other
Process

= Simple — anyone can read

= Shows all actors and
therefore all handoffs

= The entire, e2e process

= |What, but not how

Provide

I
o enroliment ¥ » enroliment — » supporting |
E package | package | ‘ pracesd @ documentation
] - - Student gives up!
no
s _ © Submit | Decide if yes Flow:
& 8 enroliment | |, supporting | Handoff: A sequential
Eo» package documentation A flow from one N
= » no dependency
g2 Beded actor to another. ot S s
8 days later! @ p )
g ] Actor. : . Confirm Decide if du Enroll student
£ ® A partICIpant in the »  course »  waiver > per Zfri%arf n * Etc.
E § process — could be a prerequisites required instructions FONFHATo
3 person, organisation, yes Must be printed
Job, system, tool, or and signed.
anything else that Note - This is

Approve or
» reject waiver |

request '\

simplified - we
haven't shown the
“transport
mechanisms."

Ste p: _/ Grant

.. Financial Aid
An activity or step
carried out by one
or more actors.

Simple Swimlane Diagrams — maximise their strengths

Who — the actors
What — the steps

When — the flow

Other tools are better for

capturing detail —

how the steps are done:

» step-by-step
procedures

» checklists

» decision trees

* UuSe cases

- etc.

Why did simple Swimlane Diagrams become popular? 59
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.. A quick Google Images search on "swimlane diagram” reveals...

prepared for
ING Belgium

®
a 32 = *
ok I~ =
) wa o8 8B -
A'® g4 L B S 4
i S S
= eS¢ !.45! L]
Dota 2 Flow Chart ... complex RENO flowcharts easier ..
reddit.com weibull.com

= A =% = S
P — , e =
—— e - W = = ecwm e - <
~ o — S-S =
— = - -, - o) L= ==
N & 8- .- e = Q‘TJ
- ey e = = = =
i - - - ’ e
- ‘ PPy Q - ==
©9 s— Qg o - @ 'El
‘ . =3 - ! v -
] 3 = ! =] & - > proreny
o & | o 1
Follow flowchart best practices without .., Flowchart Tutorial { Complete Flowchar... 21 Creative Flowchart ... Flowchart Programming ... Free Flowchart Templates ... Flowchart Tutorial (with Symbols, ...
cacoo.com creately.com visme.co conceptdraw.com gliffy.com visual-paradigm.com
..... w— e —— —
Sl S8, NS K 561 STl
L;?t—‘/\ ............ s s - R 2P aev -
— il = : -#-
AR = = i Rt | e
e - o> R . Fe W N
St Orpervmant s et ¥ [ ] =
; | O == 1R —®= -
o o o L L2 = B me e I
e =) - - -
; f & SRR RN ‘ i-. .i-
bt 1 | = = - I - yol
B ¢ 000 | eeememmemaas o I LB - S === 4 p | " i g . @ [
" S A - e - 5 shutterstock com » 713363512
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One example... "Chaos With Colours”

Customer

Role 1

Role 2

Role 3

Role 4

Bothor / M

Both or One? |

Both or

I Probably accurate,

not too many symbols, but...
» do unexplained colours help?
« significance of multiple flows?
» two separate flows inbound
to a step
» two joined flows
inbound to a step
» one outbound flow splitting
* but most of all...
flows in all directions!:
» left to right
* right to left

» top down
* bottom up . d ofeats
r
Why?7?7? o ne—Pag%i agram-

\ mto a\Ner of the

Forcg‘rgéhic PO
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= . If you need a one-pager draw an Augmented Scope Model
ING Belgium -
4 ) )
Admit and Onboard a Student
Award Complete Register
Add 5-10 O_> Recruit Complete Assess Admit Financial Grant Pre- Student _0
Prospect || Application Applicant Student Aid Housing Enrollment in
Activities per Requirements || Classes
Maijor Activity -
«Identify  + Collect « Confirm  *Make «Receive  +Provide *Confirm « Identify
Suspects  App Fee Application admit / FAFSA Housing (R?the( t Courses Later add
«Qualify -« Initiate « Evaluate ggggs/s « Assess Req'ts (V?Sau';%nggn S «Create who & how to
Prospects  Application Application gecision Need . ﬁss?sst. insurance, ’___) glahssd I .
«Engage  *Submit * Verify « Notify « Determine  /\PPlica IOPRegister chedule  @gch ACthlty
Prospect Application Req'ts Student Aid * Provide Orientation * Register
. etc . etc . etc . etc Alternatives Classes
. . . » Complete . . etc * Complete < otc
IAntegrated t - Orientation . Who: Registration Assistant
ssessmen . :
.ot ete. What: Register Classes
ete. How: via Workday SRS

n y Y n
Before "swimlaning"... We're almost at swimlane level!

{ Always! } [ Always! ) [ Almost always! )
Process Scope Model (TRAC) § Process Summary Chart ) Augmented Scope Model )
Q_>\-_-_-_-_-_-_-_-_ [ ] [ ] [ ] [ ] [ ] Function 1 | | Function 2 | [ Function 3 | | Function 4 O—’\:____-_______ [ ] [ ] [ ] [ ] [ ]/

CrOSS-funCtiona/ Business Process ..............................

| [] [ N [ e e 62
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= 1he Cognitive Psychology of diagramming

ING Belgium

Actors

2.

A

I

relative size

an

[ important
step

aless
important
step

relative X-Y position

]
[

What do people first perceive on a diagram?
1.

[

—
( )

J

)

——

(0

Make all the steps the same size,
unless you're trying to make a point

i

M

» Flow (time) 63
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Don't conceal sequence and dependency

Steps perceived as happening in parallel,
even though flow lines indicate sequential.

Critical in analysing a process:
« sequential vs. parallel
« dependent vs. independent

A simple guideline:
flow lines only leave

the right edge
(LHJ and only enter

LDJ the left edge — never
the top or bottom. o
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"I think | know why our business partners don't want to review this..."
elgium
Probably a good DFD T—— S =%
(Data Flow Diagram) IR EIEEGETRER 11 1=
useful to a technical | — —
audience . == A - ) g
Not a good — —— §
Process Flow Diagram, |, “" = =T Ny W SN
useful to business | e L ) (e e Pt s
professionals, because... == § |
* no obvious flow § (e o L W ¥ e ) ] 4 § =
« too many symbols P —— Ly ‘ »
- cryptic acronyms & | o X §
- lanes aren't actors sos) = N o -
° | o, v v E Bovee)
L g e -y B o eV Byl ‘
\Nlth th niCatmg R’:N ' ) 1 sesey " x_ I o= ; o
' \Nrong Commu Ce? Ho — chackn 4 I E
what® “ons of - audie" ‘ g
s 2 M2 ines = —_— =C
with @ ¢ | - = = Tealle
§ men | v sy o i Bt
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Boxes alone are a great start

Remember — you can build an initial flow model with Post-its, real or virtual

66
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Minimal symbols

Later, redrew it with Lucidchart (www.lucidchart.com) —
add rigour, but still focus on flow and simplicity.

T
rere
———
g
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‘.. Full BPMN*™— not useful for business purposes

If you choose to use BPMN, use extreme restraint! Only use a few symbols
such as Lanes, Tasks, Flows, simple Events, and optionally Gateways

Dt Tove 1'— | - =
- = ]
| Tem — Vg e =
> > J"""'"'éi“ = | e ) Q
P - = ™ o P e | e
LI ‘ — = - = S
= ; s ® : — e ) > e |
gy == i i n }‘ *********** { Il == i )
@i e o Sl | e Y $ - — 2[ ————— : fi
\SPopmsiyes | N e | 0 St o < A (N
| | vV Arvance tums | - ;.*@_z. _tel e e A P Arcance s 13 S - n
= Sncaen | e e =% [E———— i —— >+\" el o — M e - & = | e
= < . - Y, S’ e A, Y Vewwe Sow - | L
- KOR Asvrcamas — T o | ® e = B '
(L 1 ! A R 5 6 . f s
O iy Cotontia e’ ‘ [ L 0 S L = ool
b - — ;'.'_...;:. ! N i 'r_u_‘_"__l i : on iy = - | Ao ﬁ,«‘|
| | et —— = =) | i O 4 el L Jﬂ
i | B; : N = z e
| — | ; 'J; < o R S e
et wena o v & Te—— ( - \ gt
e ! e Rt et e— . | ]
~t | - - e ¥ = swwce ) 5 P et e o e
— - > B = *O o
L = - =g 7 L, M ‘
. = N ] !
D e | :: A ]
I vy ] — - S |
| m! N 7‘
i } — i !
i - o= o
9 e | L)
wh = =V e
Sovhe e ‘ ‘-u“:‘a - = C— /h—‘—’o
1 a = () >
Ve

o

a ‘H(‘ |

i
e

*Business Process Model and Notation, a standard by the OMG. BPMN was createdtobe ~—
a visual programming language for automating workflow, not for business modelling.
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4 kinds of
Activities

(plus
Markers &

Activities

perforres. Whas marked with
% Indicates & Seb-Precess, an actiity that cas
be refined

ATask s 2wk of work, mmﬁ-
fymbot

A Tramaction & & st of actintties that bagically
peales

Transaction Delong together; & might follow a
Task Types S
e Event Sub-Process s placed into  Process o
[y b-Process. lhm'ﬁﬁmhmﬁ
<an itermept the higher
gt process contert or ren 1 porallel dnon-
ks on e WAt event.
A Call Activity % 3 wragpar far 3 globally defired
Sub Process or Task Uhat s feused in the cutrent
process.
Activity Markers Task Types
Marken indicate execution Types specily the rature of
beharier of activities: the action ta be perfarmed:
[F] subrrocess warker B s Tk
() Looo Marker [ Receive Task
TN Paealtel e marker 2 vver Task
= soquentisl M Narker 5 wanual Task

Al Hoe Markar

2 Buwiness Rude Tak

& compemtiosaer B servica Ten
B wretTuk

Sequence Flaw Defaut Flow Conditional Flow

/ / 9/

dutioen the mercution s the dofudt vanch  hat & condition.

order of activities. e be chasen If ail asggred that defines.
other condiliony whather or ot the
wvakiate to false. Tw I sod.

7 kinds of

Gateways —» Gateways

Exchaiive Gatoway

O®

When solicng, € routes e segusnce flow L exactly
one of the outgeing branches. When merging, it awaits
‘o ncoming Sranch to comglete befre (riggering the
outpoing flow.

©

Parabel Gareway

®
e

2

® =

A

y s oy ¥ of recutes Laves.
Sequence flow s routed to the subsequent event)task
which bappem first,

W uand 10 st the sequamce flaw, all cutgeing
branches are activated shmltanceusly. Whee meging
w-mumumhmwmmw
campleto belere Lriggering the cutgoing flow.

Inchusive
w—.umu-um

VI SLALS & W DrOCess
mstanca,

Exelintve Evart uned Gateway
© e
Each occurrince of A wbwauet

Conversations

/7 ACemmunication defines a st of

{ ) loghally related

-/ Whes marked with a [+-] symbel It
mdicates 3 Sub-Corversation, 4
campeund
A Coaversatson Link comoects
Communications and Participants.

A Feekad Coaversation Liek concects
Communicarions and multipe
Participasts.

Conversation Diagram
Comevanianon

= @

= 8 b

Choreography Diagram

Collaboration Diagram

)
H
2
g
]
4

Pool

DLE DUEL d ¢ JLld
Choreographies e
Choresgraghy
Fariapem A S Process
Chaceography
Tak n
Partcpant B [ (3
Task Mariple Mark

represents an Internction demetes asotof Pracess contairs & fefined
|Message Exctarge) Pacticionets of the hercopaphy with several
Detween (o Partkcpants. e Kind. Interaction.

The full BPMN symbol set (why we use a subset)

) O Top Level

Indicate stat point, state
changs o el stalen

Message: Raceiving and (’ Y
wencing mensager. \-//
Tierwe: Cpelic times events, |
Ppoints in tiese. Uime 3pan or @
meoats. =4
Escalatien: facaating 10

= bigher level of

respoasiitty.

Canditional: Reacting to

Changed busiress ConOiLioes. @

Ml’m-vﬂh— Nenage Mlow The crder of mewage
repr et vpebelises @xchanges can be
Actvities In 3 pracess. !M Marw

ot & Lase can be an boundaries. Mexsage flow  message flow and
orgarization, a ke, or & Cam be attached o pocls,  sequence fow.
ystem, Lanen pocs -«m-.umq.

of uther Lanes e 3

Masso
Plattoer
Instituy

BPM A ) SIGNAVIO

scamunda

u-humumplﬂ-n
Mukiphe: Catching ene out of
A 50t of avnts. Throwing 3%
evems deficed

Parallel Multiple: Catching
WAt of 9 set of paraliel
womes. =
Terminate: Triggering the
nmediste letrmination of &

process

@«,
@

g

ntermediate

Event Sub-Process

Interrupting
EventSub-Proces

Nondmerupting
Catching
Beundary

Interrupting
Boundary Ko
Intarrupting

)
)

/“
g

o)
® © ®O

® ®O

e

- ,g:

-

w3 O

@00
@@ 00

® ®
o

©E
GO0

®®®
® ©OORO

3

@0CER® G600

@006

Data <

[FHE=E]
O

L]
=

- inubit

B T}

& .

A Data brput Is an external iaput tor the
wntire process. It can be read by an activity.

A Data Output & & variable avatable m resilt
of the entre process.

A Dats Object rrprevents information flowing
hroogh the process, JUCh as dauness
dacuments, e-mally, o lotters,

A Callection Data Object represents 3
ot o fmion 5.6, 4 Mot of rder

A Data Stare 5 2 phace where the process can
read or write dats, 0.3, 3 dalabate of & Hhing
cabist. It persiats beyond the tiletime of the
Drocess batance.

A Message 5 wed to depict the contents of 1
commumication betmeen two Participants.

63 kinds of
Events

6 ways to
represent
Data
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Three questions to develop your initial workflow model

Emphasis:
» keep you out of the details — focus on flow

* ensure the involvement of every actor is shown —
it doesn't matter how much or how little they do,
or whether they add value

Three simple questions:
1. “Who gets the work next?”

il

H U
20

3. “Who really gets the work next?” Guideline for the initial Handoff Diagram:

— Often uncovers additional actors Whenever an actor holds the work,
whether they do a /ot or a little,

draw one box (or post one sticky)
and move on!

(And no value judgements — include
every actor that holds the work!)

2. “How does it get there?”
— Often uncovers "transport" actors or systems

["Actor 3 | Actor 2 [ Actor 1 |

70
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Question 1 — "Who gets it next?" traces overall flow

Process: Issue Building Permit
Case: Single Family Dwelling (SFD)

Builder

o-{ J ]

Permit
Control
Clerk

00 O O O O

Etc. — In some cases it will carry on to
Schools, Parks and Recreation, Legal, ...

Zoning

B!

Fire
Safety

—

B

Road-

works

u

How would you describe this process?

Be factual, not judgmental

What questions do you have for the Building Permit
experts? Focus on why it works the way it does,

not "Couldn't we do it this way instead...?"

Two key concepts:

Water-

works

B

— sequential vs. parallel
— dependent vs. independent

|

In scoping, you identified the trigger, the result, and the main actors. Now, starting at the

triggering event, keep asking question 1 —

“‘Who gets the work next?”

- trace the flow of work through to the Customer's result, following one path only!
- at a decision or parallel flows, follow the main path, mark the other with a cloud, and return later
- DO NOT ask “What do you do?”



A Business

=, Question 2 — "How does it get there?"” uncovers more actors

ING Belgium

Process: Issue Building Permit
Case: Single Family Dwelling (SFD)

00 O O O O
>

Admin Services and D
the Mailroom move the work

Builder

Permit
Control
Clerk

Zoning

Fire
Safety

B

Road-
works

works

]

Water-

Next, at every handoff, ask question 2 —

“‘How does it get there?”

- uncovers additional actors, and therefore more handoffs
- a handoff is a potential source of delay, error, or expense
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=, Question 2 revealed more actors and transport mechanisms

ING Belgium

Builder

Clerk

Permit
Control

B

etc.

Zoning

\D

A

Fire
Safety

Who really gets it in Zoning?

B

Road-
works

Water-
works

Admin
Services

Pick I

Jou O o o U

ailr

B

B

B

Now, inspect handoffs again, looking for missing actors, ask question 3 -

“Who really gets it next?”

- does it really go directly to the actor you first identified?

73
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. Question 3— "Who really gets it next?" uncovers specific roles
-0 0
e o

If you stick to the 3 questions, this is fast —
1 trace one overall flow through the process
“= | without bogging down in detail.

We found FOUR
actors within D
Fire Safety

Only when we got to the level of
individual actors did we see where
the delays were

U U UU
. . .
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.. We have started a "Handoff Diagram”

ING Belgium
a little | -°9
Guideline:

- Whenever an actor holds the work,
- whether they do a lot or a little, a lot
draw one box (or post one sticky)

nd move on! : .
and move o Emphasises who is involved when.

Shows handoffs and pattern of involvements —
the overall flow, not the individual tasks.

U U UU
] ] ]
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Now develop a "Service Diagram”

2 ¥ Accept
‘ App n & Fe

Prepare Accept
App'n App n &Fee
e

Route
App'n

First, name steps in the handoff diagram,

draw flow lines, check for alternate or
parallel flows, etc.

Deliver
App'n

Steps within an actor's involvement
that complete a service,

e.g., one handoff-level step could
become four service-level steps:

Assess
Zoning
Compliance

Zonin Ver: Encumbran
oning Coverage Enclosure C ance

Assess
Assess }ssess Site Height & Assess Easement&] :EtC.
Compliance [Fompliance Compliance Impacts

———

Puts the emphasis on what is achieved by showing
the significant intermediate results or milestones —
no procedural level “how.”

Key point!

The model grows left-to-right but not
up-and-down — no new actors appear
in the Service Diagram. If they do, go
back and revise the Handoff Diagram.
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we..  1WO levels of swimlane diagrams

ING Belgium

result or state change

Level Definition Emphasis Notes
* Draw one step (box) “ ” + Sometimes this
every time an actor ‘\‘/\Yvhh(zar?’n-d level of detail is
( Hand-off ) continuously “holds the attern of enough to
work,” no matter how P understand As-Is
much or little they do involvement process behaviour
* Decompose handoff- » Usually, we don't go
level steps into discrete “What” | any further than this
. . at’ is
Service ) services, as necessary: actually for the As-Is process
one step each time actor achieved » Also called a
achieves a significant “Milestone” diagram

The handoff-level diagram is critical — ensures we
discover the overall flow before diving into detail.
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= .. Stop diagramming before you get into “how ”

ING Belgium

Stop workflow modelling when work isn't flowing.
Do not use a workflow model to describe how an activity is done —
that belongs in the activity description or in a linked document.

NL@

Validate
Application
Completeness Determine |, Set Up
| Credit Limit Account
Yes
}'/
Checklist %
» All contact info >
complete? Procedure Use Case
Tax registration * Determine gross * When credit rep enters...
number provided? annual income Then system displays...
Net income * Subtract annual tax *  When credit rep selects...
<= gross income? e Subtract child Then system calculates...
etc. support + efc.
Etc.
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Knowing when you've gone too far

ING Belgium
Do not use a workflow model to describe how an activity is done —
that belongs in the activity description or in a linked document.
Handle TEO
(Telecom Equipment Order)
E’ Submit
=] TEO
4 (web/fax/print)
O
o Receiv Print Login t Create Assignllnput Input Org ID, ulnpl:Tt] r Prrintr in Distribute Papers
iR [ ?%eoﬂ [ TEO} [ %gssﬂ [ o :jeér} [C ;er;‘l’f;ol [ngt:f%”;;’} [R;L;egé from ?Or%drz Labels Assiggscth
3
< o

You've gone too far if:
- there are multiple steps in sequence by the same actor
- the steps include "how-to" instructions (procedural level detail)
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Principles

The purpose of a
Workflow Model is to
show the Flow of Work

Simplicity is a virtue

Always do a Scope Model
and a Summary Chart
before flow modelling

Why they work

Flow (sequence & dependency)
is clearly visible, left to right

Simple to read — the symbols
are mostly boxes and lines

/Shows all actors and their
steps, and therefore all

\interactions and handoffs

o

Shows the entire, end-to-end
process, from trigger to results

Shows "what" the steps are
without diving into "how"

-

.. Summary — where we've been, where we're going

The most common errors

Concealing flow by drawing a
convoluted diagram, usually in an
attempt to make it a "one-pager”

Using a lot of symbols that
regular folks don't understand

/

Omitting actors just because
they play a minor part —
everyone has an impact

o

Cutting the diagram into one-
page segments — the initial flow
model should be continuous

Using a Workflow Model to

document procedural level detalil
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Moving into to-be design

1. Four things you need to know about Business Processes

2. Identifying true, end-to-end, cross-functional
Business Processes

3. Process modelling for humans

4. Overview —
the transition from as-is analysis to to-be design
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—/ Some
goal or issue;
not rigorously

specified

D

Establish
Process Scope and Objectives

~N

@

(Identify & scope\

[Complete initial

~

(Perform more )

Understand
the As-Is Process

Complete final

~N

The link between the As-is Process and the To-be Process

3

Design
the To-Be Process

(Refine to-be

~

Assess each

the process with as-is process detailed as-is as-is process improvement to-be feature process:
a Scope Model assessment, and modelling: assessment by ideas and by enabler to 1 - essential
& a Process to-be objective an Augmented enabler, and determine 5-10 ensure the new activities first
Summary Chart; setting, by Scope Model & generate to-be key features of process is 2 - "who & how"
Optional - build a stakeholder optionally, improvement the to-be process implementable next
Concept Model Workflow Models ideas and sustainable 3 —transport &

[ J )\ J |\ )1 L J _  \__protocollast )

o o )
Design the to-be

This activity ( @) ) marks the pivot from as-is to to-be:
* we capture what we learned while studying the as-is

* we use this to generate ideas for the fo-be

« three more activities (

Key point!

) lead us to a new design

Much of what we learn comes from discussions along the way,
not from studying the swimlane diagram.
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@

-

Establish

®

Understand

Design

\

Process Scope and Objectives the As-Is Process the To-Be Process
'/ldomlfy & scope ) Complete initial Perform more Complete final Refine to-be 3 Assess each Design the to-be
Some the process with as-is process detailed as-is as-is process improvement to-be feature process:
goal or issue; a Scope Modei assessment, and modelling: assessment by ideas and by enabler 1o 1- ossmllal
not rigorous! & a Process to-be objective an Augmented enabler, and determine 5-10 ensure the new activities first
. e £ 4 Summary Chart; setting, by Scope Model & generate to-be key features of process is 2 - "who & how™
peceec Optional - build a stakeholder optionally, improvement the to-be process implementable next
Concept Model Workflow Models ideas and sustainable 3 - transport &
\ \ \___protocol last
[ Business Process }
S S s -~ -~ S
enables enables
Business Technology & Human iac"it.iej’ /
Process Informat?gn Motivation & Resources & Policies & (or’lnfgivlvaztage
Design Measurement . . Rules N
Systems Organisation Communications,
(Workflow) Documents, ...)
* Too many * Unavailable < Inappropriate « Mismatches < Out-of-date - Mismatch of
actors information performer or  between task policiesor ~ work needs
«Non-value -  +Datare-entry ~ Process value and numerical limits and facility
added steps . Missing measures perfqrmer - Excessive « No support for
- Duplicate functionality ~ ° Internal rather « Too little review or team work
steps « Awkward ]tchan customer empowerment approval steps, Layout that
« Delays and interfaces ocus - Fragmented  « “Anecdotal”’ or impedes flow
bottlenecks L ack of * Measures of  jobs / roles inconsistent of people or
*Lacko tasks vs. : olicies material
« Excessively support for outcomes - Inappropriate PO
sequential workflow recruiting and * Misinterpreted

placement

regulations

Complete final as-is assessment, generate to-be ideas
@

Considering all six
enablers is at the heart
of this methodology

This always uncovers issues
that would have been
missed otherwise and
always generates ideas
(potential features) for the
to-be process
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A few examples...

Business
Process Technology &
Desi Information
esign Systems
(Workflow) y

Motivation &
Measurement

Human
Resources &
Organisation

Policies &
Rules

Facilities
(or, Knowledge /
Info / Data,
Communications,
Documents, ...)

/ /

Workflow AND Technology

Motivation and Measurement
What you measure is what you get...

Failing to rethink process design to
take advantage of new technology..
The new "Settle Claim" process was
still completely sequential after
implementing a Workflow system
because they copied the old paper-
based workflow

Customer Service Representatives:
measured on not exceedin%

2 minute call time, so they hung up
on Customers at 1:58 or 1:59

a

Human Resources
» Depressingly common...

» Clerical, administrative, and
support staff made redundant,

ighly-paid professional staff

do the work instead (and poorly)

Policies & Rules

* Micromanagement...

* Laboratory technicians:
work had to be checked by a
senior manager after every step,
so the process was bogged
down in pointless reviews
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A feature is a significant change or
improvement to the process,
or a significant factor in the design

of an all-new process.

Process .
mmer  ASSESS by enabler, establish 5-10 to-be features, assess each feature by enabler
ING Belgium
@ @ € . ~
Establish Understand Design
Process Scope and Objectives the As-Is Process the To-Be Process
(Identity & scope | Complete initial ‘Perform more | Complete final Refine to-be Assess each Design the to-be |
Some the process with as-is process detailed as-is as-is process improvement to-be feature process.
goal or issue a Scope Model assessment, and modelling: assessment by Ideas and by enabler 1o 1 - essential
not nqorous\\," & a Process to-be objective an Augmented enabler, and determine 5-10 ensure the new activities first
f Summary Chart; setting, by Scope Model & generate to-be key features of process is 2 -"who & how”
specified Yy
Optional - build a stakeholder optionally, improvement the to-be process implementabie next
Concept Model Workflow Models ideas and sustainable 3 - transport &
) ) y, ! protocol last
Assessment: Features:
Enabler-based

assessment of
the

as-is process
generates
ideas for the
to-be process.

Motivation &

Sales Reps motivated entirely by
commission, with no motivation to

| ron o forenttetmres

[New Sales Assistant role to enter Service Orders |

Measurement . .

return and submit Service Orders

Order Capture and Order Submission IService Order entry directly by Customer ]
::::ches are not effective uses of a Sales Rep's

time

[New Sales Assistant role to enter Service Orders |

Rejected by execs.
A feature.
Another feature.

Same feature
again.

Then, assess each Feature — what changes are needed, enabler by enabler, to make this feature work?

Feature

Direct Service

Order entry by
Customers

Process
Design

Need to get the
Service Order
from the server to
the Engineering
Supervisor for
assignment, and
then to Engineer
for assessment

Customer review?

Info.
Systems
& Tech.

Obviously, all
the Web stuff

Integrated
Service Order
DB

Workflow
functionality?

What format
for Customer
sketches?

Motivation &
Measurement

Commission?

What impact on
commissions for
current sales force?

Human
Resources

Displacement
of current
Sales Reps?
What are
expectations
for freed-up
Sales Rep
time?
Customer
training?

Policies &
Rules

Will all
Customers have
access to this?

Facilities
(or other)

Electronic
orders may
free up space
currently used
for bins,
boards, etc..

Feasibility

& Notes

Highly feasible.
What will
Customer and
Sales Rep
reaction be?

Avoids unanticipated
consequences!
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- . A bit more on assessing each to-be feature, enabler by enabler

ING Belgium

Intent:
» Ensure each feature is implementable and sustainable
« Avoid unanticipated consequences through a holistic assessment

For each feature, ask...
"What needs to change in this specific enabler to make this feature work?"
***Changes in multiple enablers are usually needed for each feature.

Feature Process Info. Motivation & Human Policies & Facilities Feasibility &
Design Systems Measurement  Resources Rules (or other) Notes
& Tech.

Assign Need to decide Current systems }| We MUST Revise job Current policies (| Some Highly feasible if
authority for whether we can | are much too adjust the descriptions for || dictate that all Support Staff | we can resolve
higher-value auto-route complex for performance Support Staff as || categorization will be moved | Policy issues.
work to requests to the most cases, measures of necessary. and . closer to Support §taff are
Support Staff appropriate staff | especially the Support Staffto | Provide classification Records very positive
member, or if all | ones that would || ensure they are [ additional work be carried Managers, about the
rathgr tﬁan should go to a now go to not penalised for ftraining in out by Records but this is a opportunity, and
havingitall | senior Records | Support Staff. taking on Records Managers — this || minor change | Records
done by Senior | Manager for Need to isolate || additional Management will have to Managers look
Records routing and only display J| responsibility functions and change. Some forward to more
Managers. essential the RM System || regulations may time for high-
functions be a factor value work.
w

This feature required change in all six enablers, especially M&M and P&R! o6
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Process s ol .
.. Design to-be process — overview (beyond scope of Primer)
elgium
@ isl @ Inders! \@\ ign N .
Process Scii:o?ba'n: Objectives theL/I\sc-’les P‘?:cdess > the Tol-);:‘ grooess @ pOIntS: ﬂ
i [ [ e || Joamms Wl o || [C——— [l onae [l * As with the as-is process —
goal or issue, a Scope Modei assessment, and modelling: assessment by ideas and by enabler o 1- os:fqtlal . "
notrgorously | || ey Ghart | [seting.oy || ||Scopenoders | [ounemetove | [|keysemtarescs | [arocessie | ||2-whosnow "What first, who and how later
Optional - build a stakeholder optionally, improvement the to-be process implementable next . .
\ConceptMode! \WorkﬂowModels ideas K and sustainable \3—pt::::;%<')r|::t ° DeSIgn arou nd essent’al StepS,
« Use an Augmented Scope Model to determine what the _ not administrative steps
essential activities are
4 B
* Next, factor in who will perform each activity, then how ([ o H
e >
* aperson as a manual activity A » C
* a person interacting with a system, e.g. a use case > -
» asystem, e.g., RPA (Robotic Process Automation) » o
» Link essential activities by dependency — a PERT chart > F

« Adjust — e.g., verify activity is assigned to the correct role
* Only then redraw as a swimlane diagram
 Finally, add non-value-added but necessary activities:

ek £56
wheation Lin

-—':; I Scbeky 0F cec et

0

Conficm Qm\u.dm,

(‘“‘(\Ch ness 0%

» transport, record keeping, notification, etc.
* ensure any approval steps are really necessary

("Don't confuse notification with approval.”)

Who: Safety Officer

What: Confirm Application
Completeness

How: S-MAN (system)
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—/ Some
goal or issue;
not rigorously

specified

D

Establish
Process Scope and Objectives

~N

Remember — "It's a process!”

@

Understand
the As-Is Process

3

Design

the To-Be Process

(Identify & scope\ [Complete initial R (Perform more ) (Complete final ) (Refine to-be R (Assess each h (Design the to-be )
the process with as-is process detailed as-is as-is process improvement to-be feature process:

a Scope Model assessment, and modelling: assessment by ideas and by enabler to 1 - essential

& a Process to-be objective an Augmented enabler, and determine 5-10 ensure the new activities first
Summary Chart; setting, by Scope Model & generate to-be key features of process is 2 - "who & how"
Optional - build a stakeholder optionally, improvement the to-be process implementable next

Concept Model Workflow Models ideas and sustainable 3 —transport &

. J U )\ J )\ J _  \__protocollast )

< > /

Making the new process sustainable:

Transparency and involvement are core principles —

Brad Wheeler — “You can’t skip the therapy” and
"We are legitimising what comes next."

You can’t start here
with “best practices”

« Alignment of all enablers, especially Motivation & Measurement,
Human Resources & Organisation, and Policies & Rules
« Visibility of the process — the whole process, right down to job aids
« Training in the new process for current and new staff
« Time for each feature of the new process to take hold before more change —
continuous change should mean regular but not constant change
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Other courses for analysts by Alec Sharp

Working With Business Processes — Process Change in Agile Timeframes 2 days

Business processes matter, because business processes are how value is delivered. Understanding how to work with business
processes is now a core skill for business analysts, process and application architects, functional area managers, and even corporate
executives. But too often, material on the topic either floats around in generalities and familiar case studies, or descends rapidly into
technical details and incomprehensible models. This workshop is different — in a practical way, it shows how to discover and scope a
business process, clarify its context, model its workflow with progressive detail, assess it, and and transition to the design of a new
process by determining, verifying, and documenting its essential characteristics. Everything is backed up with real-world examples, and
clear, repeatable guidelines.

Business-Oriented Data Modelling — Useful Models in Agile Timeframes 2 days

Data modelling was often seen as a technical exercise, but is now known to be essential to other initiatives such as business process
change, requirements specification, Agile development, and even big data, analytics, and data lake implementation. Why? — because it
ensures a common understanding of the things — the entities or business objects — that processes, applications, and analytics deal with.
This workshop introduces concept modelling from a non-technical perspective, provides tips and guidelines for the analyst, and explores
entity-relationship modelling at contextual, conceptual, and logical levels using techniques that maximise client involvement.

ing With Business Processes Masterclass — Aligning Process Work with Strategic, Organisational, and Cultural Factors

This 3-day interactive workshop combines the core content from two highly-rated classes by Alec Sharp — “Working With Business
Processes” and “Advanced Business Process Techniques.” This structure is popular because it gets both new and experienced
practitioners to the same baseline on Claritig's unique, agile, and ultra-practical approach to Business Process Change. First, it shows how
to effectively communicate Business Process concepts, discover and scope a business process, assess it and establish goals, and model
it with progressive detail. Then, it shifts to advanced topics — specific, repeatable techniques for developing a process architecture,
encouraging support for change, and completing a feature-based process design. The emphasis is always on ensuring business process
initiatives are aligned with human, social, cultural, and political factors, and enterprise mission, strategy, goals, and objectives.
Business-Oriented Data Modelling Masterclass — Balancing Engagement, Agility, and Complexity
Our most popular workshop! This intensive 3-day workshop combines the core content from two popular offerings by Alec Sharp —
“Business Oriented Data Modelling” and “Advanced Data Modelling.” First, the workshop gets both new and experienced modellers to the
same baseline on terminology, conventions, and Clariteq's unique, business-engaging approach. We ensure a common understanding of
what a data model really is, and maximising its relevance. Then, we provide intense, hands-on practice with more advanced situations,
such as the enforcement of complex business rules, handling recurring patterns, satisfying regulatory requirements to model time and
history, capturing complex changes and corrections, and integrating with dimensional modelling. Always, the philosophy is that a data
model is a description of a business, not of a database, and the emphasis is on engaging the business and improving communication.

Model-Driven Business Analysis Techniques — Proven Techniques for Processes, Applications, and Data

Simple, list-based techniques are fine as a starting point, but only with more rigorous techniques will a complete set of requirements
emerge, and those requirements must then be synthesised into a cohesive view of the desired to-be state. This three-day workshop shows
how to accomplish that with an integrated, model-driven framework comprising process workflow models, a unique form of use cases,
service specifications, and business-friendly data models. This distinctive approach has succeeded on projects of all types because it is
“do-able” by analysts, relevant to business subject matter experts, and useful to developers. It distills the material from Clariteq's three,
two-day workshops on process, data, and use cases & services.

*** Note: two-day in-person workshops are delivered virtually as three half-day sessions via Zoom.
Three-day in-person workshops are delivered virtually as five half-day sessions via Zoom.
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Alec Sharp, West Vancouver, BC, Canada

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

« e: asharp@clariteg.com
* ig: @alecsharp01
* m: +1 604 418-3352



