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PROCESS GOVERNANCE: WHERE
THE RUBBER MEETS THE ROAD
If BPM drives genuine business transformation—as many

analysts and consultants argue that it does—then effective

governance drives successful BPM. This issue of ebizQ’s

BPM Quarterly features an overview of process governance

best practices and potential pitfalls. Also inside: Expert 

advice for using BPM to enhance supply chain management

and a detailed look at the new role of human-centric BPM. 

As always, the BPM Digest offers tips, insights and resources 

on everything from spending patterns to today’s hottest 

BPM trends. Read on! —ANNE STUART, Editor
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TTRREENNDDSS

bpm spending to
keep on growing
FUELED BY “return-to-growth” 
strategies, businesses worldwide
will spend significantly more on
process-improvement projects this
year, according to a global BPM
spending survey conducted by 
Gartner Inc. 
The results reflected strong opti-

mism among respondents, with
54% planning to boost BPM spend-
ing by 5% or more and almost 20%
planning to increase their budgets
by more than 10% in 2011. Gartner
attributed the upswing to growing
interest in Software as a Service
(SaaS), which offers a lower-cost
entry point, and to a shift toward
paying for BPM projects from busi-
ness rather than IT budgets. 
However, average initial invest-

ments in BPM projects varied great-

ly. The most common initial invest-
ment was between $100,000 and
$200,000, which is low in compari-
son with many BPM suite (BPMS)
implementation projects. 
“The survey findings indicate that

users might want some BPM soft-
ware capabilities, but not necessarily

a full-blown BPMS,” says Teresa
Jones, a Gartner principal research
analyst. “Many organizations do not
aim to achieve full process automa-
tion throughout their enterprise;
most people improve process by
process.” 
Gartner surveyed nearly 600

large-to-midsized organizations
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“Users might want some
BPM software capabili-
ties, but not necessarily
a full-blown BPMS.” 
—TERESA JONES, Gartner Inc.



across 14 countries in late 2010,
asking about their BPM adoption
patterns, preferences and invest-
ment plans.
Companies in the Asia/Pacific

region expected the greatest growth
in BPM spending, according to the
survey report, “BPM Survey Insights:
Most BPM Budgets Set to Increase.”
Fully 25% of respondents from that
region indicated that overall BPM
spending was likely to increase by
10% or more. 
Asia/Pacific respondents also 

had lower initial project values, 
with nearly 35% spending between
$50,000 and $100,000, a reflection
of the lower prices for software and
services in those regions. 
Gartner’s survey indicated that

having a business process compe-
tency center (BPCC), which pro-
vides support for BPM efforts, can
promote positive views of process

improvement and encourage 
additional BPM investments. 
In keeping with the survey 

findings, Gartner recommends: 

� Setting up a BPCC (sometimes
called a BPM center of excellence)
to help optimize BPM spending. 

� Looking into BPM investments 
in areas where BPM interest is 
on the rise. 

� Considering BPM’s potential 
benefits before cutting project
spending. 

� Understanding how to measure
BPM results. �

Valerie Sarnataro is an undergraduate student
studying journalism at Northeastern University
and an editorial assistant co-op for ebizQ’s 
parent company, TechTarget. Contact her at 
vsarnataro@techtarget.com.
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BPM spending boom 
The majority of businesses surveyed expect to boost 
BPM investments this year, according to Gartner

Percentage expecting to increase
BPM spending by at least 5%:  

Percentage expecting to increase
BPM spending by 10% or more:

54%

20%

0 20% 40% 60%

mailto:vsarnataro@techtarget.com


PROJECTION: Gartner Inc. expects the market for BPM suites to expand rapidly
over the next few years. Gartner analysts predict that the BPMS market will grow
from about $1.9 billion in 2009 to $3.4 billion in 2014.
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10 top trends
transforming 
BPM today 
TEN KEY TRENDS will continue to
influence strategic business
processes in 2011 and beyond,
according to analysts at Forrester
Research. 
Those trends will be “changing

how customers interact with suppli-
ers, how business technology gets
deployed and who deploys it,” For-
rester analysts Connie Moore and
Rob Karel said in a report announc-
ing the findings. Trends include: 

1. Top executives of all types
(“CxOs”) will place greater priority
on business process transformation
efforts.

2. Business-process executives will
zero in on customer engagements. 

3. Responsibility for enterprise
applications will move toward the
business side. 

4. Companies will “cautiously but
steadily” start to embrace cloud-
based applications.

5. Social networking will increasingly
influence employee-facing process-
es as well as customer-facing ones. 

6. Companies will seek to empower 
workers by deploying mobile appli-
cations for enterprise processes.

7. Executives will encourage BPM
teams to emphasize sustainability. 

8. BPM pros will steadily rely more
on analytics for better and faster
insights.

9. Dynamic case management will
grow in importance for BPM, enter-
prise content management, analyt-
ics and social technologies. 

10. BPM teams will adopt new
approaches and frameworks to
process discipline. 

Bottom line, according to Forrester:
“By incorporating these trends into
their processes, enterprise can start
moving toward business agility and
transformation.” —A.S.

For the full report, “The Top 10 Busi-
ness, Process and Technology Trends
Impacting Business Process Pros In
2011,” visit www.forrester.com.

�

www.forrester.com


RREESSOOUURRCCEESS

bpm bookshelf
LOOKING TO LEARN more about
BPM—or maybe a chance to use
your new e-reader? Following are
some recently published books on
BPM and related issues; in most
cases, you can buy either a print 
or an electronic version: 

Faster, Cheaper, Better: 
The 9 Levers for Transforming 
How Work Gets Done
By Michael Hammer 
and Lisa W. Hershman 
(Crown Publishing Group, 2010)
Hammer, the late co-author of
“Reengineering the Corporation”
and Hershman, CEO of Hammer &
Co., offer advice and case studies on
using process improvement for
business transformation. 

The Power of Business Process
Improvement: 10 Simple Steps to
Increase Effectiveness, Efficiency,
and Adaptability
By Susan Page 
(AMACOM, 2010)
The basic message here: BPM initia-
tives don’t have to be lengthy, overly
complex undertakings. Page, an
experienced BPM consultant, pro-
vides a straightforward 10-step road
map for mapping, testing and imple-
menting new processes. 

How Work Gets Done: Business
Process Management Basics 
and Beyond
By Arjit (“Artie”) Mahal 
(Technics Publishing LLC, 2010)
Mahal, a veteran BPM consultant,
speaker and author, provides a 
practical and comprehensive
approach to BPM. 

Improving Business Processes:
Expert Solutions to Everyday 
Challenges
With Mark McDonald, head of
research for Gartner Executive 
Programs 
(Harvard Business School 
Publishing, “Pocket Mentors” 
series, 2010)
This slim (97-page) handbook pro-
vides a quick, easy-to-grasp intro-
duction to BPM, including work-
sheets for process-improvement
projects. 

The Lean Six Sigma Guide 
to Doing More With Less: 
Cut Costs, Reduce Waste 
and Lower Your Overhead
By Mark O. George 
(John Wiley & Sons, 2010) 
George, a managing director in
Accenture’s Process & Innovation
Performance service line, offers con-
cepts, tools and advice that are par-
ticularly relevant during tough eco-
nomic times. —A.S.
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IN SOME WAYS, BPM governance gets
no respect. 
Governance isn’t the high-concept,

“sexy” part of BPM that promises to
radically improve the way business is
conducted—it’s the necessary practi-
cal counterpart of BPM that focuses
on obtaining and documenting results.
According to analysts and consult-

ants, the problems with BPM gover-
nance exist both at the conceptual
level, where those envisioning BPM
projects need to provide governance
plans that can support implementa-
tion, and at the granular level during
and after implementation, where it’s
vital to ensure that what’s proposed
or planned actually works—and that
it actually gets implemented. 
Among the biggest challenges of

this subject is that there’s no univer-
sally accepted definition for what
constitutes BPM governance, says

Clay Richardson, a senior analyst
with Forrester Research. In Forrester
parlance, process governance, or
BPM governance, involves establish-
ing methodologies, skills and best
practices for consistent delivery of

process-improvement projects and
programs. 
In recently surveying some 45

companies about their BPM prac-
tices, Forrester researchers found
that companies reported having
many new project opportunities, but
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Process governance:
The foundation 
for true business
transformation
Good governance can serve as the keystone for successful 
BPM programs. But effective administration requires the correct
mindset, a clear strategy and plenty of careful maintenance.
BY ALAN EARLS

Setting up gover-
nance properly 
involves more than
jotting down model-
ing frameworks 
and general advice.



BPM governance guidelines 
FOLLOWING ARE SOME expert tips for establishing and maintaining a BPM governance
program: 

� Seek to establish a governance structure that meshes with the organization’s 
culture. 

� Create and maintain a best-practices manual. 

�Develop a method for selecting BPM projects based on greatest benefit to the
company.

� Provide BPM teams with clear responsibility and sufficient power to exercise 
and enforce governance. 

� Implement monitoring and testing to determine whether the BPM initiative is 
producing successful and sustainable results.

�Offer incentives for design and implementation teams to help ensure that BPM
initiatives fully transition into operational use. —A.E.

no method for weighing which proj-
ects would reap the best results. “A
big part of governance is to come up
with that methodology and what the
key metrics are to select BPM proj-
ects,” Richardson says. Similarly, For-
rester found that many companies
had portfolios of completed projects,
but hadn’t defined metrics for evalu-
ating the benefits gained. 

GOVERNANCE BEST PRACTICES
“Part of governance is to build a best-
practices guide,” Richardson says.
Such a manual might cover topics
such as setting standards for new
BPM initiatives and for prioritizing

among projects. Ultimately, its rec-
ommendations must reflect leader-
ship support while addressing busi-
ness and IT concerns. Says
Richardson: “That’s a critical piece
that is also missing in a lot of cases.”
Setting up and exercising gover-

nance properly involves more than
simply jotting down modeling frame-
works and general advice. It’s also a
demanding organizational task that
requires not only people who have
clear responsibility for specific deliv-
erables but who are also empowered
to act and enforce, warns Thomas J.
Olbrich, co-founder of the Taraneon
Consulting Group.  
Many companies want to be seen
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as having process governance, but in
too many cases, they don’t actually
undertake any governance activities,
Olbrich says. He cites numerous rea-
sons for that imbalance. 

For one thing, starting a BPM initia-
tive completely from scratch is rare.
“In most cases, you will already have
your processes in place and after-
wards you put your governance on
top,” Olbrich says. “This will either be
a lame compromise, so as not to be
disruptive, or it will be so abstract
that it doesn’t serve any real pur-
pose.” 
Another issue involves determining

which processes will be subject to
governance. “What we tend to see is
that where governance is established,

it mostly concerns process opera-
tions and does not extend to the
early lifecycle phases of design and
implementation,” Olbrich says.  
That fact may reflect the percep-

tion that governance generally
viewed as a stable, or even rigid,
instrument that’s difficult to apply to
the more volatile and dynamic devel-
opment phase. In fact, the pre-imple-
mentation process that Taraneon
does in its Process TestLab is an
effort to exercise governance over
design, Olbrich says: “It seems to be
what a growing number of compa-
nies feel is missing.” 

DIFFERENT PROCESSES, 
DIFFERENT GOVERNANCE
However, simply having governance
without being able to apply it—and,
when necessary, enforce it—will 
ultimately prove futile. “The way to
exercise governance is tied to the
demands and requirements of the
processes,” Olbrich says. 
For example, if you have high-vol-

ume, highly distributed processes,
you need a different type of gover-
nance than required for a one-step,
locally run process. In addition, many
companies define governance for
their core processes only, expecting
to extend the effort to other process-
es eventually. “But, of course, they
never do,” Olbrich says. “The chal-
lenge lies in the fact that governance
itself is a process, which, because of
its objectives, makes even higher
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Process gover-
nance is a demand-
ing organizational
task that requires
not only people who
have clear respon-
sibility for specific
deliverables but
who are also em-
powered to act 
and enforce, says
Thomas J. Olbrich,
co-founder of 
the Taraneon
Consulting Group



demands on process management
than other processes do.” 
Simply getting started with gover-

nance can be challenging as well. For
instance, “We know that the average
process-reengineering project will
require about 40% of project time on
[process] discovery, finding out what
the current processes are and how
they work,” Olbrich notes. When
you’re investing that much effort just
to document where things stand, it’s
tough to justify spending even more
on governance.

GOVERNANCE SHOW-STOPPERS 
Another common disconnect in BPM
governance, in Olbrich’s view: the
question of authoritative documenta-
tion. For example, the documentation
for each phase of a process lifecycle
frequently involves different content.
Design documentation will vary from
operations documentation—if the
latter even exists, as employees often
choose to modify or ignore the meth-
ods prescribed in the design phase.
“We had a case at a financial institu-
tion where we found out during a
process audit that 90% of [actual]
working practices did not conform to
the documented processes,” Olbrich
says.
Furthermore, audits performed in

the Process TestLab indicate that
about 92% of tested processes con-
tain logical errors, with an actual
average rate of around 120 errors per
process, Olbrich says: “That’s 120

reasons why a process would not
work or cannot be implemented.”
Even after those errors have been

corrected, when future process-users
are allowed to try the process, “this
usually leads to the discovery of any
number of misunderstandings in the

process design,” he says. 
Unfortunately, in the absence of

such rigorous testing, what usually
happens is that “these things only
come up either during or after imple-
mentation, which makes correcting
these errors extremely expensive and
time consuming,” Olbrich says. That
can create disillusionment among
executives who are unwilling to trust
process methods or to invest in top-
ics such as process governance. Like-
wise, he says, employees may
instinctively mistrust any projects
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The average pro-
cess-reengineering
project requires
about 40% of proj-
ect time on process
discovery. When
you’re investing
that much effort 
on documenting
where things stand,
it’s tough to justify
spending even more
on governance. 



involving major change, because they
believe, based on past experience,
that such efforts don’t really provide
improvement.

KEEPING GOVERNANCE GOING
If that isn’t enough to think about,
there’s also the desirability of having
a lifecycle framework for BPM gover-
nance. According to Forrester’s
Richardson, when you’re talking
about lifecycle in terms of BPM gov-
ernance, you need a plan to take you
from design to build to deployment
and beyond.
Governance needs to include

“facilitation,” along with incentives to
give it staying power, says Alyssa G.
Martin, Dallas executive partner for
Weaver, an independent certified
public accounting firm in the South-
west. She defines facilitation as a
method for moving processes along
and providing guided monitoring to
improve performance. 
“Facilitation is a piece of gover-

nance; it is about what governance is
accomplishing,” she says. “With
process improvement, an idea isn’t
really implemented until it is fully
adopted.” Governance must set a
tone of authority and include a moni-
toring element to ensure that BPM is
achieving the desired benefits—and
that its success is sustainable. 
One way to ensure sustainability:

“Continue the responsibilities of the
team that has been in charge of

launching the BPM project for some
time after implementation, maybe
four to six months,” Martin advises.
In that situation, team members will
monitor and help enforce the process
changes. You may even want to con-

sider rewarding the initial team when
specific results are achieved. 
“One mistake I see teams make is

that when they communicate the
change, they think they are done. Or
when they have rolled out the train-
ing, they think they are done,” Martin
says. But those are the first steps in
implementation, not the last, she
continues: “Embedding that change
into workflow and measuring adop-
tion and following that change—that
is when you are done.” �

Alan Earls, a freelance journalist based in 
the Boston area, specializes in writing about 
technology and business. He can be reached at
alanearls@comcast.net. 

BPM QUARTERLY E-ZINE  •  WWW.EBIZQ.COM 10

HOME

BPM DIGEST

PROCESS

GOVERNANCE:

THE FOUNDATION

FOR TRUE

BUSINESS

TRANSFORMATION

BPM + SCM =

NEW EFFICIENCIES

ACROSS THE

ENTERPRISE

THE EVOLUTION

OF HUMAN-

CENTRIC BPM

1 COVER STORY: PROCESS GOVERNANCE

Governance 
must set a tone 
of authority and 
include a monitor-
ing element to 
ensure that BPM 
is achieving the 
desired benefits—
and that its suc-
cess is sustainable. 

http://www.forrester.com/rb/research


ESSENTIALLY, supply chain manage-
ment (SCM) consists of a subset of
business processes, and that makes
it an especially good candidate for
BPM. In fact, processes and process-
improvement capabilities are typi-
cally embedded in SCM systems. 
The problem: All too often, enter-

prises don’t use those functions
effectively. Those falling short of
their SCM goals—especially in
terms of inventory optimization—
can often benefit significantly from
evaluating and optimizing their
business processes. 

STARTING WITH SCM BASICS
SCM involves coordinating and inte-
grating the key processes that make
up the supply chain. “A process is a
way that a company gets work done.
Processes define what an organiza-
tion does,” explains Joel Wisner,
professor of supply chain manage-
ment at the University of Nevada,

Las Vegas. “These key processes
would define what a supply chain 
is for an organization, too.”
Because BPM involves automat-

ing and standardizing processes or
parts of processes, it can provide
plenty of benefits when applied to
SCM.
“One of the characteristics of 

supply chain is that end-to-end
processes cross multiple barriers
within and across organizations,”
says Robert Kugel, a senior vice
president with Ventana Research, a
benchmark research and advisory-
services company. “Because of that,
a lot of handoffs have to take place.”
Automating those handoffs and
ensuring consistency and timely
execution not only speeds up
processes, but helps minimize
errors, saving time and money. 
BPM can help achieve the ulti-

mate goal for most SCM platforms:
reducing or optimizing inventory.
“Anytime you speed up processes
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BPM + SCM = New 
efficiencies across
the enterprise
Process improvement can boost performance all 
along the supply chain—if you follow a few important 
best practices. BY CRYSTAL BEDELL



and reduce errors, it will support
optimizing inventory,” Kugel points
out. “If your execution of purchases
and deliveries is more accurate,
you’ll have less stuff lying around
and less stuff to physically move

around than if you have errors in
what you’re ordering and what
you’re delivering.” 

SCM AND BPM 
Most SCM platforms come with
some form of built-in BPM. The real
questions, according to Kugel, are: Is
that functionality sufficient, and are
you using it to its fullest? “Often,
companies may cut corners when
implementing supply-chain and ERP
[enterprise resource planning] soft-
ware because the implementations
are so expensive,” Kugel says. But in
many cases, that penny-pinching
ultimately means that companies
won’t reap the returns that they’d
hoped to see. 

Kugel says it’s important to step
back and evaluate how such soft-
ware is being used. He advises com-
panies to learn and apply SCM and
BPM best practices, both generally
and specifically for their industries.
He also recommends sending users
to key vendor conferences “to find
out what’s possible, learn best prac-
tices, come back and persuade the
organization that process improve-
ments are worth implementing.” 

OPTIMIZING SCM PROCESSES:
BEYOND TECHNOLOGY 
Of course, technology is not an end
in itself. “It comes down to under-
standing that software is just a tool
to help companies that are doing
the right things do them better,”
Wisner says. “The idea is that if
you’re doing a reasonably good job,
then software applications can help
you do those things better. If you’re
doing a lousy job at something, then
software is not the answer.” 
That means considering other fac-

tors in addition to your technology.
“You have to take into account the
people, the process, the technology
and the knowledge that enables it,”
says Jeffrey Varney, a senior advisor
for the APQC, the American Pro-
ductivity & Quality Center. “To be
successful, you need to integrate
these four things.” 
Before implementing any technol-

ogy, of course, it’s important to first
understand your processes.
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Most SCM plat-
forms come with
some form of built-
in BPM. The real
questions are: Is
that functionality
sufficient, and are
you using it to its
fullest?



“Process is implicit in everything we
do in our businesses, whether we
know it or not,” says Varney, who
also leads APQC’s Process Improve-
ment Practice. “Those processes, if
we don’t have an understanding for
what they are, can get messy and
inefficient in a hurry. Those process-
es exist. The real question is: Do we
have an awareness of them? Do we
know where [in the enterprise] peo-
ple do processes differently and can
we enforce a common approach?” 
BPM gives organizations the per-

spective needed to identify supply
chain processes, structure them in a
way that’s effective and to identify
process owners. But experts empha-
size that users must be involved in
these efforts. 
After all, “a process isn’t much of

a process if people that should be
involved aren’t involved, particularly
in areas of planning and reviews,”
Kugel says. “If you don’t have all of
the people involved, it’s going to
lessen the effectiveness of the
process you’re trying to manage. If
you don’t have input from the right
people, or the right people who
should know what’s going on don’t,
then the execution of that process
isn’t going to be that great.” 
Process ownership must be in

place and those process owners
must understand their roles and
how they need to fill them, Varney
says. If owners aren’t willing to
adhere to established processes,
they’ll never take hold. By the same

token, those overseeing BPM efforts
should identify parts of the process
where deviations occur, then estab-
lish a channel for owners and users
to report when and why a process
doesn’t work. “If you define process-
es that are so rigid that they don’t
allow variations, that can handcuff
people and prevent them from using
the processes correctly,” Varney
says. 
With numerous processes com-

prising the supply chain, it can be
difficult to determine where to begin
with business process improvement
efforts. Varney’s advice: Start small.
“Don’t try to do it all at the same
time,” he says. “Look at what’s
strategically important and what
will drive success, and focus on key
initiatives that will drive success 
and greater value.” 
For example, you might start 

with a small piece of the procure-
ment process and fine-tune your
approach as you progress. But the
effort should be slow and strategi-
cally driven, Varney emphasizes.
“Getting processes infiltrated into
the business can be challenging. 
But you’ll eventually get champions
in the business itself who will say,
“This is working. You’ve gotta do
this.’” With that support, you can
then more easily extend efforts into
other supply-chain processes. �

Crystal Bedell is a freelance writer special-
izing in technology coverage. She can be reached
at cbedell@bedellcommunications.com. 
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CLAY RICHARDSON admits he chuckles
when he hears the term “human-
centric BPM,” a phrase once widely
used by Forrester Research. Why?
“Because I have tried to stop calling
it that,” says Richardson, a Forrester
senior analyst. “I just call it ‘BPM.’” 
Indeed, human-centric BPM as a

buzzword has faded quite a bit re-
cently as, according to Richardson
and others, many of its precepts
have become more widespread,
embedded in other types of BPM.
Thus, while human-centric BPM
may be less visible today than in the
past, it remains highly important
and defines much of what’s current-
ly happening in BPM. 
The change in emphasis reflects

an overall shift in the BPM land-
scape over the last two or three
years, according to Richardson.
“What we see is that more BPM
suites are able to support transfor-
mation in more meaningful ways,”
Richardson says. “Traditional
human-centric BPM has focused on
human work and automation and

improving collaboration. But those
attributes have increasingly become
mainstream.”
Derek Miers, a principal analyst

with Forrester, is even more outspo-
ken about the transitions in how
BPM is described and defined. “A lot
of the categorization mechanisms
have always been daft,” he says.
“BPM is simply a seamless spec-
trum of processes and practices.” 

HUMAN-CENTRIC’S 
PLACE IN PROCESS
Miers says some parts of what hap-
pens in any business process are
highly constrained. Others are high-
ly flexible and adaptable. For exam-
ple, it isn’t always possible to pre-
dict customer outcomes or what
customers will really want. Human-
centric BPM has tended to be more
at the practice end, where the
processes need to be more flexible
and adaptable. “You may have a def-
inition of how you [normally] want
to do things, but you need to be able
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The evolution of
human-centric BPM  
Smart companies are discovering that the traditional 
people-oriented approach to process management 
hasn’t gone away. It’s just gone mainstream. BY ALAN EARLS



Measuring the results 
of human-centric BPM

HOW DO YOU make a business case for implementing human-centric BPM—and how
do you measure what you’ve achieved? 
One fallback is always the purely cost-based approach—expenses avoided or re-

duced, or perhaps an expansion in revenues, says Accenture’s Mathias Kirchmer.
However, he notes, with a topic as complex as human-centric BPM, cost is just

one dimension of the potential benefits. He recommends looking broadly at what
human-centric can accomplish, such as driving compliance and reducing the risk of
accidents for an oil and gas company. 
Certainly, tracking and documenting all the benefits of human-centric BPM can

be challenging. But it’s worth the effort: A successful initiative can lead to enhanced
management support, setting the groundwork for a next initiative.
Human-centric BPM can also improve integration with clients, enhancing cus-

tomer satisfaction and helping drive sales—another measurable benefit. Specifics,
of course, vary from company to company and situation to situation. 
“When you conduct a human-centric BPM project, or any BPM project, you need

to answer three questions: Why do it, what to do, and how,” Kirchmer says. “Many
companies start with ‘how’ and then ‘what,” and only answer ‘why’ at the end.”
He recommends starting with “why” instead: “Then you can decide whether you

need human-centric—or something else.” —A.E.

to update and adapt on the fly,”
Miers says. 
In his view, human-centric BPM

“is the stuff humans need to do.”
Even if a process is completely auto-
mated—for instance, check clear-
ing—it may still include elements
that require humans, he notes. Peo-
ple are needed to handle whatever
percentage of exceptions occur. 
In fact, companies can differenti-

ate themselves in terms of how they
handle those process exceptions
and problems created when things
go wrong. As an example, Miers

cites the variation in how various
airports and airlines treat customers
when a flight is cancelled.
“There are different features in

BPM tools that can support that sort
of flexibility and case management
is one way, a more generic way, of
doing this,” he says.
Human-centric BPM suites typi-

cally include features such as the
ability to reassign work or to put
work on hold and return to it, Miers
says. They might also allow you,
under certain circumstances, to
involve someone else who isn’t nor-
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mally part of the process—for
example, sending an insurance
claim to the fraud department
because the human processor has
spotted something unusual about it. 
“You find examples of human-

centric attributes in the [BPM suite]
user interface and in how we group
tasks and make work visible to the
users,” Miers says. “There are also
things about how processes are
designed and managed so the
human-centric approach tends to
say, ‘I will empower the human to
take the process and change it.’” 
Likewise, while some BPM suites

have been designated as “docu-
ment-centric” because they revolve
around document-handling, that
task can also be considered human-
centric because it supports employ-
ee decision-making related to those
tasks. “Vendors can say they are
focusing on needs of humans. In
fact, vendors all overlap and con-
flate the different terms together,
because they are trying to differenti-
ate their offerings,” Miers says. 

HUMAN-CENTRIC BPM’S 
EVOLUTION 
Mathias Kirchmer, executive direc-
tor for BPM at the Accenture man-
agement-consulting firm, says that
organization talks about BPM as a
management discipline. “We don’t
use BPM just as a name for a piece
of software,” he explains. “We see it
as a value-driven management dis-

cipline, combining human attributes
and technology.” However, Kirchmer
also sees less of a distinction
between human-centric BPM and
BPM in general today. 
About eight to 10 years ago, vari-

ous workflow systems helped bring
human working steps into certain
sequences, routing documents from
one person to another. That process
was known as “human-centric
workflow.” 
“With EAI [enterprise architec-

ture integration] tools, it was possi-
ble to link those different working
steps of functions through pieces of
software,” Kirchmer says. “Those
human-centric systems became
more system- or automation-cen-
tric, because every step could be
executed by calling a specific piece
of software.” 
In practice, he says, business

processes typically needed both
highly automated functions and
human intervention—such as em-
ployees manually checking the sta-
tus of insurance claims, for example.
But other functions, such as check-
ing credit limits, could be done with-
out human interaction. The most
modern BPM engines include both
kinds of functions, he says. 

VALUE PROPOSITION 
Accenture’s recent report, “Value-
Driven Business Process Manage-
ment: Which Values Matter for
BPM,” based on a study conducted
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in conjunction with the Queensland
(Australia) University of Technolo-
gy, focused on the major values that
BPM provides from both human-
centric and system-centric perspec-
tives. “The outcome was that the
major benefit of [all types of] BPM
is transparency,” Kirchmer says.
The reason: If you use a BPM sys-

tem, you must define aspects of
your processes—human and sys-
tem-related—in structured ways;
those steps can then help you exe-
cute. That transparency helps
enable achievement of business
goals that, in a more traditional
environment, would be seemingly
contradictory. 
For instance, at a large bank, BPM

could achieve both agility and com-
pliance goals by having a workflow
engine to identify activities that
might involve regulatory issues,
then harnessing human-centric
BPM to help enforce compliance. 
That same transparency could

enable you to figure out where the
company needs to be more agile
and where employees need more
freedom to alter or reinvent
processes. In those areas, you might
deliberately define processes at a
higher level to leave more flexibility
for people to adjust and invent.
In other words, along the lines of

the Dow Chemical ads that promote
the importance of “the human ele-
ment,” BPM can achieve the most
when people are factored in and
empowered to add value. —A.E.
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