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BUSINESS PROCESS MODELLING PROCEDURE

A pragmatic method to build executable business processes

Abstract . From our experience delivering effective and efficient process models is one of the most chal-
lenging parts in any business process initiative. A failure to correctly model the process may lead to inef-
ficient, non adaptable, non maintainable or ineffective processes. Despite the first impression, capturing a
business process is not a simple task, it requires a methodical approach.Throughout this article, we pre-
sent our modelling approach and give recommendations, based on our experience, to ensure the accu-
rate transformation of business needs into executable business processes, thus realize business & IT
alignment. Our methodology is divided in four steps: black boxing, decomposition, coordination and in-
strumentation. It is a recursive and iterative procedure where building blocks are recursively constructed,
like Russian dolls.

This modelling procedure is an integral part of our approach for improving BPM systems. It is the first
part of a book that will be released soon.
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INTRODUCTION

Historically, modelling of business processes are
disconnected from their implementation. As a re-
sult, models are difficult to implement and imple -
mentations do not correspond to their models. We
consider this cleavage as one of the main contribu-
tors to the famous gap between IT and business. In
order to solve this problem, modelling and imple-
mentation should be considered as two different
views of the same description and be elaborated
together, in an agile and iterative way. Further-
more, we believe that an appropriate business
process modelling technique should deliver an
executable process implementation that is simple
and complete. This may sound as a daunting mis-
on, because model l ing
straight forward, and mixing it with implementa-
tion turns out to be in opposition to many IT pro-
ject management practices. Therefore, capturing a
business process requires a methodical approach.
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In this article we will discuss our modelling proce-
dure. It is intended to unite the work of Business
and IT when modelling and implementing proc-
esses. The procedure described in this article rely
on the capability of most modern BPM suites to
provide a shared workspace for both business and
IT by hiding the implementation complexity behind
business friendly representation.

The last section of this article describes general
remarks that add substantial value to the business
process modelling procedure exposed here. They
are based on practical experience and should be
seen as important hints and advices.
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The Process Architect Role

The person in charge for delivering process mod-
els, we call himprocess architect must have a set of
qualities that range from excellent analytical and
communications skills, abstraction capabilities, the
ability to comprehend and capture the business
needs, and a Obusiness
The last skill may be the most important one. It
forces to realize that a business process is not a
simple workflow driven by end users screens, but
far more a series of business activitiesthat alto-
gether realize the business objective.

Process modelling is not a loner discipline; a suc-
cessful process architect ought to involve the busi-
ness people as much as possible. Having them par-
ticipate fully during the modelling process is the
oply,way tg gnsuge thgt thg deyeloped procesg Wl ¢

be effective.

MODELLING PROCEDURE

The design of any visual artefacts (including proc-
ess diagrams) has an important role & it allows car-
rying out a quick visual control. Taking this into
consideration, the main design rule resides in the
elegance and simplicity of the diagram.

The purpose of the modelling procedure is to ana-
lyse a building block (what it is supposed to do) and
to synthesize its implementation (how it does it) as
explicit co-ordination of other building blocks
(processes or activities). It is a recursive and iterative
procedure 9 it is applicable until the moment there
are no divisible building blocks left (i.e. activities) &
we can apply it many times during the processes
development, until all functionalities have been cap-
tured and refined. Thus, building blocks are recur-
sively constructed, like Russian dolls.
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Figure 1: lterative and Recursive procedure.

We present here the key points of the modelling
procedure:

e It models human and non-human activities
equally.

e ltis primarily used for capturing the flow of control
within a building block, and not for optimising.

e ltis atool for both, business and IT.

¢ [t should be validated using direct simulation.

¢ It should be validated applying quick prototyping,
where real services can be invoked, and then us-
ers can play with the process.

e Itis avisual programming, no coding is needed.

e The model should be simple and elegant.

Modelling Procedure Main Phases

There are four main phases in the modelling pro-
cedure: black boxing, decomposition, coordina-
tion and instrumentation.

When drilling down into activities, the first phase is
also a decision point where the following question
needs to be answered: should this building block be
further sub-divided, or should we stop the model-
ling procedure at the current level and consider this
building block as a human or automated activity?
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If we decide to carry on with division and con-
tinue the modelling procedure, we will eventually
identify several smaller building blocks. Recur-
sively, we will apply this modelling procedure for
each of these building blocks and so on.

Figure 2: Modelling Procedure Overview

1 Black boxing

The purpose of this phase is to analyse a building
block as a whole and from the outside to discover
its functional characteristics. At that stage, the
building block is considered to be a black box &
see Figure below.

Figure 3 Black Box Building Block

While this phase is very important during the first
iteration it will in most case require few modifica-
tions during subsequent iterations.



