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CONSULILTING TECHNOLOGY OUTSOURCING






Business Process Management Method


Process flow diagram

1.1 Purpose

A business process is a series of coordinated actions, conducted by both people and equipment, resulting in the accomplishment of a specific organizational goal. The process flow diagram captures the business process in a graphical representation and descriptive documentation.

1.2 Deliverables

Input

· Value added chain

· Process allocation matrix

Output

· Process flow diagram

· Process flow diagram: swimming lanes

· Function allocation diagram

1.3 Main description

1.3.1 Usage within the BPM methodology

[image: image14.png]The process flow diagram is used to describe level 4: the business processes. While level 1, 2 and 3 were mainly focusing on the process structure (what processes are performed?), the description of the business processes is really about how processes are performed.

1.3.2 Appearance and documentation

1.3.2.1 Symbols

Within a process flow a number of symbols are being used, as decribed in the table below. 

	Category
	Symbol
	Description

	Basic
	[image: image1.emf]Process step


	The name for the activity; always <verb><noun>


A process step is executed by one person, at one time, at one location for one product/service



	
	[image: image2.emf]Event


	The trigger for a process step

Events are not to be misused to make separate flow for e.g. different products. Instead, use the process allocation matrix for this purpose.



	
	[image: image3.emf]Process interface Process interface


	The link/reference to another process flow diagram on the same level of detail


	
	[image: image4.emf]X /\ \/


	Operators:
x : 1 and only 1 of the options is applicable

\/ : 1 or more of the options are applicable

/\ : all options are applicable



	Organization 
add-on
	[image: image5.emf]Role Role


	Person(s) involved in the activity, as responsible, accountable, consulted or informed


	Business services add-on
	[image: image6.emf]Business service


	The business service is used to describe specific functionality which is to be enabled by IT.



	Governance, compliancy 
and risk add-on
	[image: image7.emf]Risk


	A risk that is to be managed within the business process


	
	[image: image8.emf]Control


	The control that is implemented to mitigate a risk


	Reporting add-on
	[image: image9.emf]File


	A file/document/report that is used as input and/or output



1.3.2.2 Description

All symbols are documented by their name and a short description. In additions:

· Controls always refer to a risk

· Automated interface refer to an application system

1.3.2.3 Visualization

1.3.2.3.1 Process flow diagram

Simple

The simple visualization typically only shows the basic symbols: events, process steps, operators and process interfaces. All additional information (role, systems, and others) are captured in function allocation diagrams, capturing the complete information for one process step.
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The benefits of the simple visualization is the ease of overview. This approach (combined with function allocation diagrams) is advisable for complex processes.

Extended

The extended visualization implies the usage of all symbols in the process flow diagram. Doing so makes the usage of function allocation diagrams redundant.
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Because of the increased number of symbols in the diagram, this approach is only advisable in simple business processes.

NOTE

When you are still designing it is often the easiest way to take the extended approach first, because you are able to see the complete picture. Once the main design is done, for communication reasons, it is advisable to switch to the simple visualization.

Within ARIS this is easily done: first generated for all process steps the function allocation diagram. This can be done automatically. Once done, deleted the excessive symbols from the process flow diagram to gain a clearer overview.

1.3.2.3.2 Process flow diagram: swim-lanes

Using swim-lanes is another method of structuring a process flow diagram. It is best explained by showing an example.
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The benefit of the swim-lane approach is that all interfaces are very visible. In addition, by putting the roles and even systems on the horizontal axis, less symbol are needed within the flow diagram itself, hence reducing complexity.

1.3.3 Creation

1.3.3.1 Process flow diagram

Guidelines:

A. The OTOPOP principle:
In order to make the right distinction which activities have to be distinguished within a process, we use the OTOPOP principle: an activity is performed in One Time (continuous flow), at One Place and by One Person. Ensure that every activity has added value for the customer and/or the organization.


B. Process logic:
Make the process logic visible in the diagram. This is absolutely fundamental, but is routinely ignored by beginning modelers. Process mapping conventions describe various shapes and connectors that print in the diagram, plus supplementary detail in attributes visible only through the modeling tool or in the detailed documentation that can be generated using the tool. 
But maximizing shared understanding doesn’t come from individuals privately examining your model through the tool, nor from digging through 100 pages of documentation. It comes from a group sitting around the table looking at a printout of the diagram, discussing it, usually thinking about how it could be better.

Effectively that means two things:  

a. First, label everything in your diagrams – not just activities, but sub processes, intermediate events, gateways, sequence flows, end events and message flows. Some required attributes, like the duration of a timer event, may not be displayed in the diagram. If not, add a label to the event that replicates that information. If you can’t see it in the diagram, it doesn’t really count.

b. Second, show exception handling logic explicitly in the diagram.

C. Validate:
Make your models valid. While the diagram is the key output, a process model is more than a drawing, and a modeling tool is more than a drawing tool. A real modeling tool has the semantics and rules baked in, and gives you a Validate button that can display a list of errors when you violate the spec. If you want others to understand your models, you need to start by making them valid, so you should use that Validate button and learn to fix the errors.


D. End to end:
Make your models hierarchical (hence level 1, 2, 3 and 4). What makes BPM different from traditional management disciplines is its emphasis on viewing the business from a cross-functional end-to-end perspective. Capturing processes in flat models that take up thirty feet of wall space does not allow that end-to-end perspective to be consumed all at once. 

Instead, we teach a top-down methodology in which the top-level diagram shows the whole process on a single page, and uses sub processes to expand process detail at nested diagram levels, so you can zoom in and out of your model to describe any level of detail. It may print out as multiple pages, but internally the integrity of a single model is maintained.


E. <verb> <noun>:
Label process activities <verb> <noun>. Process mappings describe processes in terms of activity flows, where activities are actions. They represent work done in the process. Activities are not states, not business functions, not use case interactions. To reinforce that, consistently name activities using the <verb> <noun> construction, like Check Credit or Validate Order, not Credit Check (a function) nor Valid Order (a state). 


F. Don’t use a process step to route work:
Another common mistake is to insert process steps like Send to Manager, followed by a sequence flow to a process step in the manager’s swimlane. That sequence flow is already routing work to the manager, so the Send to Manager process step is redundant. 

There’s a second problem here as well. Best practice is to reserve the keywords "Send" and "Receive" in process step names to send and receive process step types, which are equivalent to message events. In general a "message" means a signal between the process and some external entity. Here manager is not an external entity, but a participant in the process. So it’s not a message and should not be labeled Send.  If you want to communicate something to the manager without routing the work itself, you could use a process step called Notify Manager. 


G. End states:
Distinguish success and failure end states in a process with separate end events. Each path in a process that is enabled must reach an end event before the process is complete. You can draw a single end event for the process and route all paths to it, or you can draw multiple end events and route specific paths to each one. (Since there is an implied "join" of all the end events, technically it doesn’t matter.) But there is benefit in drawing and labeling separate end events for each distinct end state of the process, particularly if some end states represent "success" and others represent "failure" or some type of exception. 

You can follow the process with a gateway that tests the end state to see whether to continue the process or do something else, like end it or loop back to a previous step. Matching the label on the gateway to that of the end event makes that linkage clear in the diagram. Alternatively, an end event on an exception path inside the process can rethrow the error, which is caught by an attached error event on the process boundary. This also can end the process or follow some other exception flow. Again, matching the labels of the throwing and catching events makes the connection obvious from the diagram.


H. Standardized patterns:
Standardize on specific diagram patterns to distinguish types of exceptions. Best practice is to learn specific diagram patterns to distinguish each type of exception, and use them consistently. The key principle is understanding exactly what is meant just from the diagram itself. 

This can be achieved to model the “regular” flow top down aligned to the left, while constantly putting the exceptions out to the right.

1.3.3.2 Function allocation matrix

To reduce the quantity of objects in the business process model, it is possible to design FAD’s. To do this, at the lowest level of process detail, for every activity a FAD is drawn. In the center of the diagram is the activity itself. In the business process model, only the actors, activities and events are modeled.

All other objects (documents, applications, risks, and others) are modeled at the level of the FAD. 
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Benefits of using FAD’s:

· Increased readability of the business process model

Downsides:

· More models implies higher maintenance, especially when making changes.

Usage guidelines:

· Only use FAD’s when using a structured process modeling tool. Without it, inconsistencies will occur rapidly and frequently.

1.3.3.3 MULTI LAYER PROCESS FLOW DIAGRAMS

Starting point:

The BPM architecture prescribes a single layer for process flow diagrams. This means that a process step in a process flow diagram is not detailed by another sub-process flow diagram.

To reduce the need for multilayer process flow diagrams, use process allocation matrixes to visualize different process variations.

Of course there are always (complex) situations where the use of multi layer process flow diagrams is justified. Some guidelines to help enable this:

I. Make sure that the process flow can be read on all levels of detail. This means that the reader should be able to read the process flow end to end from the diagrams on the top level, without looking at the second detail level, and vice versa. 

Especially the latter requires extra attention to make sure that the correct process interfaces are used.
Without this principle it will be very confusing for the reader to determine on which level of detail he is reading the diagrams, switching in levels of detail.


J. A relatively easy way to create multilayer process flow diagrams is to first model the complete lowest level of detail. Once this is done and verified, aggregate to a higher level process flow diagram. 

When starting of modeling immediately in two or more layers, often leads to a lot of shuffling later on in the project


K. Use sub processes to scope attached events. Intermediate events attached to a process activity mean if the event occurs while that activity is running, abort the activity and proceed down the sequence flow out of the event, called the exception flow. A neat trick is to wrap a sequence of activities with a sub process for the sole purpose of defining that scope for the event. For example, if you have an order handling process with steps A through Z and you want to allow the customer to cancel or change the order without penalty any time between steps B and G, you can wrap the sequence from B to G in a sub process and attach a message event and particular handler exception flow to that.

1.4 Related tools / techniques

· Value added chain

· Brown papering

· ARIS terms of reference

1.5 Example

See chapter 1.3.2.

1.6 Template

Not applicable.
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