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   Activity —Activity is simply a work step which could be automated or human fac-
ing. It is represented by a rectangle with rounded edges.  

   Gateway —Gateway is a point to convergence or divergence indicating whether a 
sequence of steps merges or branches out.    

 The pictorial representation is as follows:

        

    6.5.1.3   BPMN Connecting Objects 

 There are three types of connecting objects in BPMN, namely,

    Sequence  fl ow —This  fl ow is used to indicate in which order the activities will be 
performed. It is used to show the basic  fl ow in process map.  

   Message  fl ow —Sometimes the  fl ow of process might not be sequential such as 
requiring interaction between two organizations or departments. In such cases infor-
mation  fl ow happens through messages.  

   Association —These are used to provide additional information or documentation. 
They connect non- fl ow objects in the  fl owchart.    

 The pictorial representation is as follows:
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    6.5.1.4   BPMN Swimlanes 

  Pool —It acts as a graphical container for a set of activities. It usually has several 
lanes in it. 

  Lanes —These are used to separate a set of steps from each other usually to indicate 
that they belong to different departments or business roles. 

 The pictorial representation is as follows:

        

    6.5.1.5   BPMN Artifacts 

 Also there are three more objects which are not classi fi ed under any of the above. 
There are as follows:

    Data object —It usually represents some additional information that moves alongside 
the process like some document or record. It does impact the  fl ow of process as such.  

   Group —It is used to graphically arrange a set of activities for documentation or 
analysis purpose.  

   Annotation —They are used to provide some descriptive information like what is 
happening in the process.    
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 The pictorial representation is as follows:
          

    6.6   Business Process Modelling Steps 

 A business process

    1.    Has a goal.  
    2.    Has speci fi c inputs.  
    3.    Has speci fi c outputs.  
    4.    Uses resources.  
    5.    Has a number of activities that are performed in some order.  
    6.    May affect more than one organizational unit. Horizontal organizational impact.  
    7.    Creates value of some kind for the customer. The customer may be internal or 

external.      

    6.7   Business Process 

 A business process is a collection of activities designed to produce a speci fi c output 
for a particular customer or market. It implies a strong emphasis on how the work is 
done within an organization in contrast to a product’s focus on what. A process is 
thus a speci fi c ordering of work activities across time and place, with a beginning, 
an end, and clearly de fi ned inputs and outputs: a structure for action. 

    6.7.1   Connections 

     • Supply link from object information . A supply link indicates that the information 
or object linked to the process is not used up in the processing phase. For exam-
ple, order templates may be used over and over to provide new orders of a certain 
style—the templates are not altered or exhausted as part of this activity.  
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   • Supply link from object resource . An input link indicates that the attached object 
or resource is consumed in the processing procedure. As an example, as cus-
tomer orders are processed they are completed and signed off and typically are 
used only once per unique resource (order).  
   • Goal link to object goal . A goal link indicates the attached object to the business 
process describes the goal of the process. A goal is the business justi fi cation for 
performing the activity.  
   • State fl ow link to object output   
   • State fl ow link from event . A state fl ow link indicates some object is passed into a 
business process. It captures the passing of control to another entity or process, 
with the implied passing of state or information from activity to activity.    

    6.7.1.1   Goal Object 

 A business process has some well-de fi ned goal. This is the reason the organization 
does this work and should be de fi ned in terms of the bene fi ts this process has for the 
organization as a whole and in satisfying the business needs.  

    6.7.1.2   Connections 

  Goal link from activity business process : A goal link indicates the attached object to 
the business process describes the goal of the process. A goal is the business 
justi fi cation for performing the activity.  

    6.7.1.3   Information Object 

 Business processes use information to tailor or complete their activities. Information, 
unlike resources, is not consumed in the process—rather it is used as part of the trans-
formation process. Information may come from external sources, from customers, and 
from internal organizational units and may even be the product of other processes.  

    6.7.1.4   Connections 

  Supply link to activity business process . A supply link indicates that the information 
or object linked to the process is not used up in the processing phase. For example, 
order templates may be used over and over to provide new orders of a certain style—
the templates are not altered or exhausted as part of this activity.  

    6.7.1.5   Output Object 

    A business process will typically produce one or more outputs of value to the busi-
ness, either for internal use or to satisfy external requirements. An output may be a 
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physical object (such as a report or invoice), a transformation of raw resources into 
a new arrangement (a daily schedule or roster), or an overall business result such as 
completing a customer order. 

 An output of one business process may feed into another process, either as a 
requested item or a trigger to initiate new activities.  

    6.7.1.6   Connections 

 State fl ow link from activity  business process.   

    6.7.1.7   Resource Object 

 A resource is an input to a business process and, unlike information, is typically 
consumed during the processing. For example, as each daily train service is run and 
actuals recorded, the service resource is “used up” as far as the process of recording 
actual train times is concerned.  

    6.7.1.8   Connections 

  Supply link to activity business process . An input link indicates that the attached 
object or resource is consumed in the processing procedure. As an example, as cus-
tomer orders are processed they are completed and signed off, and typically are used 
only once per unique resource (order).   

    6.7.2   Assessing Reengineering 

    6.7.2.1   Business Process Reengineering 

 It is the analysis and redesign of work fl ows and processes within an organization to 
achieve certain business goals. It is often a stage in a BPM project which is meant 
at aligning each and every process to have a focused movement towards the greater 
strategic vision and mission. Let us look at the various stages in the BPR    cycle.
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 Well, the above cycle clearly de fi nes the various stages of business process 
 reengineering. Here, we have tried to implement a new stage in between analyzing 
As-Is and designing To-Be process model. This stage would be called “ evaluating 
several alternatives .” 

 The alternatives emerge out of the analysis of As-Is process model. It is at this 
stage that the organizations along with  the consultants have performance-based and 
risk-adjusted cost–bene fi t analysis of each alternative process . These alternatives 
would differ on the following aspects:

    1.     Strategic direction 

     (a)     The organization top management sponsors the BPM project to be able to move 
ahead in a speci fi c direction that will lead them to speci fi c goals in a speci fi c 
time frame. This focus gives rise to several tactical plans. The various process 
states have to be changed so as to facilitate the new tactical plans.  

     (b)     The several alternatives will have different tactical strategies to achieve the 
business goals.  

     (c)     Thus, for each of them the To-Be model will differ in model and 
implementation.      

    2.     Impact 

     (a)     Since each To-Be model will differ in model and implementation they will 
thus de fi nitely have different business impact.  

     (b)    Impact parameters:

   Qualitative impact:• 

   HR policies   –
  Change management issues   –
  Organization structure   –
  Decision making, SOA (schedule of authorization)   –
  Workforce motivation and issues   –
  Leadership style      –
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  Quantitative impact:• 

   Key performance indicators (KPIs)   –
  Metrics         –

     (c)     The selection of a particular alternative will be based on whether that alterna-
tive does promise the required returns in terms of the qualitative and quanti-
tative impact.  

     (d)    The prioritization of processes is also done based on the impact.      

    3.     Risk involved 

     (a)    Risk involved can be measured by various risk assessment index measures.  
     (b)     This will clearly identify the various possible risks (controllable and 

uncontrollable).  
     (c)     Risk management steps should be identi fi ed and if risk management or pre-

vention is costly than risk occurrence loss, then that model should be rejected. 
But, again it is subjected to top management perception.  

     (d)     Moreover, if certain risky opportunities are indispensable for achieving the 
target business goals, the To-Be models should be tweaked so as to absorb 
most of the risks.      

    4.     Implementation plan 

     (a)    The methodology

    The implementation methodology for the various alternatives will differ • 
because they emerge from different tactical plans. By methodology, here 
we mean the way of going about the implementation of the reengineering 
process.  
   Sometimes, it’s a pilot model  fi rst. In some cases, it is implemented in • 
different phases. In some other cases, it is implemented all in one go.  
  Feasibility is a major concern in this case.     • 

     (b)    Cost of implementation

   This is no doubt one of the most important factors in deciding. No project • 
can proceed without top management and sponsor support.  
  The varying costs could be due to the different process models, the people • 
cost involved, change management costs, opportunity costs due to stalled 
business, and other miscellaneous costs.     

     (c)    Time required

   Time is generally a big concern since all strategies are played across a • 
time horizon and lack of faith for time can result in the competitors gain-
ing ground.  
  Time for different alternatives will vary due to the  fl ow, methodology of • 
implementation, and also issues that need to be tackled or hurdles that 
need to be overcome.     
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     (d)    Change management involved

   This includes the change in employee attitude involved, management of • 
various workforce issues, training, etc.               

    6.8   Assessment Issues (Fig.  6.1 )       

    6.8.1   Has the Organization Changed Its VMG 
(Vision, Mission, Goals)? 

 Frequently, organizations undergo a change in their VMG maybe because of a 
change in the leadership or business objectives or some other market forces. The 
important thing to realize here is that if such changes occur, the process modelling 
that was done some time back ( maybe a few years! ) will not hold effective hence-
forth. Thus, either there has to be a change such that the impact on the focus and 
strategic direction is not negative or the changes in the entire process model are 
negligible. 

 Yes, in a sense, for a large organization, such macro level structural changes are 
cumbersome and costly to handle, not to mention time taking. And time is one of 
the axis variables for any kind of strategic decision making. So, how do organiza-
tions handle such issues. 

  Fig. 6.1    BPR drives many business changes       
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    6.8.1.1   Important Assessment Questions 

     1.    Has the organization identi fi ed the changes because it will result in a serious 
rede fi nition of R&R of the organization?  

    2.    Is the strategic level planning focused on the most important stakeholders and 
critical priority customers?  

    3.    Are they in sync with the organization’s current products/services?  
    4.    How does the BPR modelling support such change? This is the most important 

deciding factor and constraint!     

 And since it affects almost all of their customer groups directly, the organization 
should also check whether the interests of the various stakeholders and customer 
groups are not harmed.  

    6.8.1.2   Important Assessment Questions 

     1.    Has the organization identi fi ed its main customer groups for its various products 
and services, the impact on these groups if there is a strategic level change?  

    2.    Has the organization also identi fi ed all the stakeholders, big and small, and check 
the impact on the strategic level change on the interests of these stakeholders? 
And how does the organization plan to tackle it?  

    3.       The change in the dynamics of the industry and the affect of it on the customers 
and the stakeholders?  

    4.    Has the organization thus identi fi ed key areas of consent and veto for these cus-
tomer groups and stakeholders? What could be done to address those?  

    5.    What would be thus the impact of the various new process structures on these?      

    6.8.1.3   Similarly, the Other Issues that Need to Be Tackled Are 

     1.    Has the organization identi fi ed performance problems and set improvement 
goals and CSFs?  

    2.    Should the organization engage in BPR?  
    3.    Is the reengineering project effectively and correctly managed?  
    4.    Has the project team analyzed the target process and developed feasible 

alternatives?  
    5.    Has the project team completed a sound business case for implementing the new 

process?  
    6.    Is the agency following a comprehensive implementation plan?  
    7.    Are agency executives addressing change management issues?  
    8.    Is the new process achieving the desired results?       
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    6.8.2   Is the New Process Delivering Desired Results? 

 Here the important questions will be

    1.    Measurement

   (a)    Does the organization have a process metrics system in place at all?  
   (b)    Does the organization consistently perform on the set KPI targets?  
   (c)    How is the change management done? Is the transition that has been made 

possible actually sustainable?      

    2.    Continual improvement

   (a)    Is there a PIP (process improvement process) continuously in place for 
dynamic improvements in the process model?  

   (b)    Are the performance reports and data used effectively to bring about improve-
ments in the shortcomings identi fi ed?           

    6.9   Work fl ow Modelling 

 A work fl ow is basically characterized by

    1.    A sequence of activities.  
    2.    It is an abstraction of real work.  
    3.    It is a pattern of activities with roles assigned to each process, responsibilities 

de fi ned, information  fl ows.     

    6.9.1   My De fi nition of Work fl ow 

  Work fl ow is the process of automation of procedures according to a set of business 
rules and constraints to achieve certain business goals out of an activity set along 
with mapping tasks with resources and roles .  

    6.9.2   The Key Bene fi ts of Work fl ow (Fig.  6.2 )                 

 So we can say that while processes have de fi ned inputs and outputs, system, and 
 fl ow, the work fl ow basically comprising of many subprocess  fl ows is a pattern of 
activity within a function or cross-functional. 
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  Fig. 6.2    Work fl ow and process  fl ow       
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 Work fl ow engines and management techniques are much more complex and 
beyond the scope of this chapter. Work fl ow Management Coalition (WfMC), 
founded in 1993, has established common terminology and standard interfaces for 
work fl ow management (Fig.  6.3 ).     

 Work fl ow de fi nitions generally fed in XPDL consist of activities, transitions, 
applications, participants, and work fl ow-relevant data. 

 The most important part of the modelling process is the model selected for the 
business process. A business process is a collection of various activities designed to 
produce a speci fi c output for a particular customer or market. 

 A business process can be represented in the following format:

       

 Fig. 6.3    Work fl ow management reference model      
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 The scope for such notation is limited to the business processes involved. For 
instance, elements such as organizational structures, functional breakdowns, and 
data models will not be a part of the above notation. The various elements which 
will be a part of this notation are as follows:

   Flow objects like events, activities, and gateways  
  Connecting objects like sequence  fl ow, message  fl ow, and association  
  Swimlanes like pool and lane  
  Artifacts like data object, group, and annotation    

 The following diagram represents the above  fl ow and connecting objects:
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 The following diagram represents the swimlanes and artifacts:
       

 The following are some of the examples of business process diagrams:
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1376.10 Types of Business Process Submodel

      

              

    6.10   Types of Business Process Submodel 

    6.10.1   Private (Internal) Business Processes 

 These are speci fi c to the internal processes of the company or organization and are 
generally called work fl ow or BPM processes.  




