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Process at the centre

• This presentation will analyse what it is 
to be a business process:
� Logically

� Architecturally

� Organisationally

• A proven business process metamodel 
can be derived from this analysis:
� Analogous to the relational data metamodel

� Capable of supporting:
• IT development and implementation

• Operational process management

• Business transformation



Slide 3

Process at the centre

• Business information systems are 
getting increasingly process-centric

• Process-centric = customer-centric:
� Makes sense in today's relentlessly 
competitive world

• Process reality is slowly dawning on IT:
� Workflow and BPM systems are a start

� But not enough

• Legacy thinking is a huge hurdle
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Process at the centre

• Business information systems are 
getting increasingly process-centric

• Process-centric = customer-centric:
� The only rational paradigm in today's 
relentlessly competitive world

• Process reality is slowly dawning on IT:
� Workflow and BPM systems are a start

� But not enough

• Legacy thinking is a huge hurdle

Rethink 
engagement & 
delivery models

Holistic 
systems & 
business 
approach

Holistic 
approach to 
business 
change

Can’t allow IT 
to come up 
with any old 

HOW

Requirements 
definition & 

system design 
from a process 
point of view
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Analogy:

Logical data model versus physical data design

(in fact more than an analogy)

WHAT versusHOW

We will talk a lot about

Eg process features 
& requirements 

prior to any 
implementation

Eg process features 
relating to a 

specific system 
implementation
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A lot of stress on ‘process’ today:

Process analysis, process modelling, 
process mapping, process design, process 
improvement...

But these often confuse WHAT and HOW

The distinction is crucial
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Receive

switch

request

Medium?

SYSX

Validate request

Paper

or fax

SYSX

Enter request

WF

Route for checking

WF

Check request

WF

Validate scheme

member, populate

queue and move

to MSC

SYSX

Check request

Switch to

cash

Web

Process diagrams are often like this:

• System components taken as given

• ‘Process’ = linking components together

(Procedurally or automatically or both)

• This is HOW not WHAT

Operational 
procedure 

design around 
given system 
components
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This presentation:

Will look at process as a WHAT

To get the best available HOW

Focus on administration processes

First need to understand what 
administration is
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Administration

Eg:
� Processing applications

� Granting approval

� Carrying out instructions

� …etc etc

Found in:
� Sales

� Financial services

� Central or local government

� Education

� Tourism

…& hundreds of other walks of life
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Administration

• General features:

� Normally provides a service to an ‘end-user’ 
or customer:

• Carrying out implicit or explicit ‘request’ from (or 
on behalf of) a customer

� Normally rule-governed:

• Right ways and wrong ways

• Standard vs exceptions

• Sequence

• Completeness

� Increasingly supported by computer systems

• People deal with exceptions and special cases

• People make rules rather than follow them
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Administration

• Can be treated abstractly without losing 
its essence

• Can be translated into different formats 
(eg digitised) - so can its rules

� Eg life assurance policy:

legal contract between a 
financial organization and 

another person or 
organization, in relation to 
one or more human lives

Almost everything 
about this (and its 
creation) can be 

treated abstractly - in 
a translatable (eg
digitisable) way

Cannot say the 
same about the 

process of 
making an 
armchair
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Administration

• Abstract entity

� Can be translated 
into another form

� Only has to exist 
as hard copy if 
rules say so

Life 

assurance 

policy

• Concrete object
� Cannot be 
translated into 
another form and 
stay an armchair
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Now need to understand what a business 
process is

Focus on administration processes

First need to understand what 
administration is

Process
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Process
Input(s)

Input(s)
Output(s)

Process

Familiar 
model
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Order 
process

Input(s)Received 
goods

Business 
process

Customer 
order

Process
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Addition 
process

2

3

5

Calculation 
process

Process
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PhotosynthesisWater

Carbon 
dioxide

Sunlight

Glucose

Oxygen

Natural 
process

Process
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Process
Input(s)

Input(s)
Output(s)

This model is generic

Process
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Process 
1

Input 
1

Output 
1

Process
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Process 
1

Input 
1

Output 
1

Input 
2

Process 
2

Input 
3

Output 
2

Output 
3

=

Process
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Process 
1

Input 
1

Output 
1

Input 
2

Process 
2

Input 
3

Output 
2

Output 
3

Input 
4

Process 
3

Output 
4

=

Process
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Process 
1

Input 
1

Output 
1

Input 
2

Process 
2

Input 
3

Output 
2

Output 
3

Input 
4

Process 
3

Output 
4

Process
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Input 
1

Input 
3

Process 4 
(1+2+3)

Output 
4

Output 
3

Process
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Process
Input(s)

Input(s)
Output(s)

This model is generic
It is also indefinite

(where does the process start and stop?)

For business processes we need something 
more precise

Process
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From now on we will mostly use
Business Process Modeling Notation

(BPMN)
= emerging international standard

Eg:

This ‘+’ means 
there is a lower 
level of analysis

Process

+

Any notation is 
ultimately arbitrary.

But we might as well 
use a standard...

Process
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Process Output(s)
Input(s)

ProcessRequest Outcome

For business processes we need to focus on :

A particular kind of input

A particular kind of output

• The request is for the outcome

• The outcome is the thing requested

• The request defines an entity which changes business 
status through the process

• The outcome represents the last business status change

BPMN symbol 
for ‘data 
object’

Process
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ProcessRequest Outcome

Unambiguous 
start point

Unambiguous 
end point

Paradigm case: 
request is from a 

customer (external 
or internal)

Paradigm case: 
outcome is for 
that customer

At individual 
instance

level

Achieving the 
requested outcome 

will involve 
following rules

‘Process’ is not arbitrary.

It starts with the request, & is everything which 
has to be done to achieve the requested outcome.

‘Process’ is not arbitrary.

It starts with the request, & is everything which 
has to be done to achieve the requested outcome.

Process
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ProcessRequest OutcomeProcessRequest
Requested

outcome

Alternative

outcome(s)

The business process will involve following rules

Rules may or may not be satisfied

So the requested outcome may not always be achieved, eg

Ordered goods may not be available

Application for mortgage may be unsuccessful

But just like the requested
outcome, any alternative outcome 
will also be correct in terms of the 
rules of the process

Process
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Business 
process

Order 
process

Input(s)Received 
goods

Customer 
order

Order Order process

+

Despatch

advice

Process
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Order processing department:

• Many orders from many different customers

• Different orders at different points:

- Some just come in

- Some awaiting credit check

- Some being matched against stock

- Some waiting to be matched against stock

- Some awaiting despatch

…etc

Process
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Two assumptions:
Obvious

Important to be explicit

• Assumption 1:

• Good that the business area is well managed:

Order is better than chaos

Good to know where things are rather than not know

• Assumption 2:

• Good to be customer-centric:

Look at things from the customer’s point of view

Care about service customers are getting

• Assuming a ‘customer-centric’ rather than an ‘admin-
centric’ view

In a competitive, commercial environment these two 
assumptions are both obvious and obviously linked
In a competitive, commercial environment these two 
assumptions are both obvious and obviously linked

Process
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Features of a business area meeting these assumptions:

• Follow rules

• Know how to process different kinds of orders

• Follow set procedures

• Know where bottlenecks may occur:

- Manage its work to minimise bottlenecks

• Complete each process as fast as possible

- Benefits the customer:

Gets what he/she wants as soon as possible

- Benefits the business:

Improved cash flow

The less work-in-progress the less queries; chase-ups; 
mistakes; rework…

So we need to get through the process as quickly as 
possible, and by as standard a route as possible

So we need to get through the process as quickly as 
possible, and by as standard a route as possible

Process
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A business process can normally be broken down into a finite 
series of subprocesses…

Request Process

+

Outcome OutcomeRequest
Subprocess

1

+

Subprocess

2

+

Subprocess

3

+

Take

order

+

Check

credit

rating
+

Match

against

stock
+

Authorise

order

+

Despatch

order

+

Check

order

+

Order process

Start Stop
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A business process can normally be broken down into a finite 
series of subprocesses…

Arranged in a fixed 
pattern: sequential; 

parallel…

Subprocess 1, subprocess 2 etc can be described in purely 
business terms, in relation to what the process is about. Eg
‘authorise order’, ‘match against stock’ etc. Subprocesses
would need to happen regardless of what computer system 

was used, or whether a system was used at all.

Subprocesses are not arbitrary 
collections of actions, nor events in 

terms of a particular computer system:

Eg not Run job C123, but Check 
customer’s credit rating.

Subprocesses are not arbitrary 
collections of actions, nor events in 

terms of a particular computer system:

Eg not Run job C123, but Check 
customer’s credit rating.

OutcomeRequest
Subprocess

1

+

Subprocess

2

+

Subprocess

3

+

Boundaries often correspond to bottlenecks, 
eg x cases awaiting B; y cases awaiting C.

Boundaries often correspond 
to hand-offs/breakpoints 

where external interaction is 
needed, eg input or 

authorisation.

Breakpoints should be 
dictated by business not 

system constraints.
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A subprocess is not:

An arbitrary set of actions

A piece of functionality

A subprocess is:

A transition from one business status to the next

Take

order

+

Check

credit

rating
+

Match

against

stock
+

Authorise

order

+

Despatch

order

+

Check

order

+

Order process

Start Stop

In this example order process:

‘Check credit rating’ is the transition from ‘awaiting 
Check credit rating’ to ‘awaiting Match against stock’

Subprocess
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Take

order

+

Check

credit

rating
+

Match

against

stock
+

Authorise

order

+

Despatch

order

+

Check

order

+

Order process

Start Stop

Rules about what 
subprocesses

Rules about 
sequence of 
subprocesses

Rules about what 
happens inside a 

subprocess

Eg, in the subprocess ‘Check order’:

All orders must be for a known customer

Items must be identifiable as goods the 
business trades in

Quantities must be specified

…etc.

Business rule
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NOT:

• Process and subprocesses come first

• Then decide what the rules arex

Take

order

+

Check

credit

rating
+

Match

against

stock
+

Authorise

order

+

Despatch

order

+

Check

order

+

Start Stop

Business rule

BUT:

• Rules come first

• Definition of process = rule

- Where process starts and stops

• Analysis into subprocesses = rules

• Some rules fit inside other rules, eg

- Rule that you have to achieve something

- Rules about what to do to achieve it
...which brings us 
to the concept of 

task
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= component of subprocess

Task

Apply the concept of a

business rule

...to the

workflow

...needed to do the work in a

subprocess

...and you get the concept of a

task
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Task

Take order

+

Check credit

rating

+

Match against

stock

+

Authorise

order

+

Despatch

order

+

Check order

+

Eg, in the subprocess ‘Check order’:

All orders must be for a known customer

Items must be identifiable as goods the 
business trades in

Quantities must be specified

…etc.

• Consider subprocess ‘Check order’ and example 
business rules:

Rules about what 
happens inside a 

subprocess
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Task

Take order

+

Check credit

rating

+

Match against

stock

+

Authorise

order

+

Despatch

order

+

Check order

+

Eg, in the subprocess ‘Check order’:

All orders must be for a known customer

Items must be identifiable as goods the 
business trades in

Quantities must be specified

…etc.

• Imagine these rules being run against the order 
‘automatically’
� Either by a computer program or by an employee whose 

only job is to validate the order against the rules

Rules about what 
happens inside a 

subprocess
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Task

Take order

+

Check credit

rating

+

Match against

stock

+

Authorise

order

+

Despatch

order

+

Check order

+

• All orders would end up in one of two categories:

� Those which obeyed the rules

� Those which did not

√√√√x

YesNo
Eg, in the subprocess ‘Check order’:

All orders must be for a known customer

Items must be identifiable as goods the 
business trades in

Quantities must be specified

…etc.
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Task

Take order

+

Check credit

rating

+

Match against

stock

+

Authorise

order

+

Despatch

order

+

Check order

+

• The ones which obeyed the rules go on to the next 
subprocess: ‘Check credit rating’

√√√√x

YesNo
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Task

Take order

+

Check credit

rating

+

Match against

stock

+

Authorise

order

+

Despatch

order

+

Check order

+

• But what about the ones that didn’t pass?

• Do they get rejected and discarded?

√√√√x

YesNo That would be impractical.

There may be all sorts of reasons why an 
order failed the checks:

Taken wrongly

Gone to the wrong company

One character missing

… etc



Slide 44

Task

Take order

+

Check credit

rating

+

Match against

stock

+

Authorise

order

+

Despatch

order

+

Check order

+

• In general, errors and anomalies would need to be 
sorted out ‘manually’
� By the use of discretion to see if there was a chance of 

correcting them

√√√√x

YesNo
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Task

Take order

+

Check credit

rating

+

Match against

stock

+

Authorise

order

+

Despatch

order

+

Check order

+

• On the other hand, applying the rules themselves could 
be seen as an ‘automatic’ function

√√√√x

YesNo
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Task

• We can call the two functions ‘tasks’

Take order

+

Check

credit rating

+

Match against

stock

+

Authorise

order

+

Despatch

order

+

Check order

Automatic

check

Manual

correct errors

Automatic task:

running the rules and 
getting the results

Manual task:

correcting the 
errorsOnce the manual task has completed, the 

order will need to be checked again 
against the same business rules
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Task

• Adding these two tasks to the ‘check order’ subprocess
means:

Take order

+

Check

credit rating

+

Match against

stock

+

Authorise

order

+

Despatch

order

+

Check order

Automatic

check

Manual

correct errors

All the work of the subprocess
is contained within the tasks.

The ‘subprocess’ is only a 
‘container’ for the tasks.

Others (imperfect ones) will 
be routed by the automatic 
task to the manual task

All orders will go 
through the 

automatic task

Some orders (perfectly 
correct ones) only need 

to go through the 
automatic task

The manual task will then 
route them back to the 

automatic task for 
rechecking
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Task

• Concept of process not arbitrary

• Concept of subprocess not arbitrary

• Concept of task not arbitrary

Take order

+

Check

credit rating

+

Match against

stock

+

Authorise

order

+

Despatch

order

+

Check order

Automatic

check

Manual

correct errors

Whether a subprocess is divided into one, 
two or more tasks is decided by the possible 
objects going through the process, and the 

work the subprocess is carrying out.

It is not that each of the two tasks represents half of the work 
of the ‘Check order’ subprocess. That would be arbitrary.

It is not that each of the two tasks represents half of the work 
of the ‘Check order’ subprocess. That would be arbitrary.
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Workflow status

• In the example process, the only way to move an order 
to the state of ‘Awaiting check order’ is by manual task 
‘Take order’

� ‘Awaiting check order’ just means that point in the process 
where the ‘Take order’ subprocess has happened, but the 
‘Check order’ subprocess has not yet happened

Check

credit rating

+

Match against

stock

+

Authorise

order

+

Despatch

order

+

Check order

Automatic

check

Manual

correct errors

Take order

Manual take

order

Awaiting 
Check order

� ‘Awaiting check order’ 
is a workflow status
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Workflow status

• Now take subprocess ‘Check order’

� This moves the order from workflow status ‘Awaiting check 
order’ to workflow status ‘Awaiting check credit rating’

� Tasks in a subprocess depend on

• Possible values of object attributes

• What needs to be done to move possible objects to next 
subprocess-level workflow status

Check

credit rating

+

Match against

stock

+

Authorise

order

+

Despatch

order

+

Check order

Automatic

check

Manual

correct errors

Take order

Manual take

order

Awaiting 
Check order

Awaiting 
Check credit 

rating
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Workflow status

• Workflow status can also be at task level

� Eg an order which has been through the automatic check 
task and is now waiting for errors to be corrected in 
‘Manual correct errors’

� This would be at workflow status ‘Awaiting manual correct 
errors’

Check

credit rating

+

Match against

stock

+

Authorise

order

+

Despatch

order

+

Check order

Automatic

check

Manual

correct errors

Take order

Manual take

order

Awaiting 
Manual correct 

errors

...which brings us to subject entity...which brings us to subject entity
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Subject entity

• Not new

• Object or ‘request’ moving through the process

Take order

+

Check credit

rating

+

Match against

stock

+

Authorise

order

+

Despatch

order

+

Check order

+

order order order order order order
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Subject entity

• Object going through the process
Typically a request for something to be 

done
• Implicit or explicit

• ‘Something to be done’ = job of process

• Has a workflow status
Eg ‘awaiting check credit rating’

• Only one per process instance
Eg order number 123

Subject

entity
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Subject entity

• May be linked to physical object
Eg life assurance proposal form or claim form

- But does not have to be

Subject

entity
• Typically linked to data record or 

data set
Eg policy application, or product/service 
details on the order

- Subject entity = the request itself
Not the whole data set

- Data relationships key to successful 
process implementation
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Data relationships

• Subject (request) entity links process to 
business data model:

Subject entity

(request;

Order)

Customer Product

Order line item
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Data relationships

• Process-relevant business rules relate 
to the business data model:

All orders must 
be for a known 

customer

Items must be 
identifiable as 

goods the 
business trades in

Quantities must 
be specified

Subject entity

(request;

Order)

Customer Product

Order line item
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Task structure

• We shall now break the ‘Check credit rating’ 
subprocess into possible tasks

� Again this will depend on the business rules

Check

credit rating

+

Match against

stock

+

Authorise

order

+

Despatch

order

+

Check order

Automatic

check

Manual

correct errors

Take order

Manual take

order
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Task structure

• Example rules:

IF

Customer has sent cash with order

THEN

Pass credit check

Rule 1
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Task structure

• Example rules:

IF

Customer has not sent cash with 
order

AND

Amount of order not >>>> total current 
unused credit

AND

Customer is not in arrears

THEN

Pass credit check

Rule 2
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Task structure

• Example rules:

IF

Customer has not sent cash with order

AND

Customer is not in arrears

AND

Amount of order >>>> total current unused 
credit

AND

Customer has enclosed a bank reference 
justifying the credit increase

THEN

Credit increase needs to be manually 
approved

Rule 3
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Task structure

• Example rules:

IF

Customer has not sent cash with order

AND

Amount of order is not >>>> total current 
unused credit

AND

Customer is in arrears

THEN

Write to customer requesting payment 
before accepting the order

Rule 4
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Task structure

• Example rules:

IF

Customer has not sent cash with order

AND

Customer is not in arrears 

AND

Amount of order >>>> total current unused 
credit

AND

Customer has not enclosed a bank 
reference justifying the credit increase

THEN

Write to customer requesting bank 
reference before accepting the order

Rule 5
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Order

Cash with order (Y/N)

Customer

Customer

Credit balance

Credit limit

Arrears balance

Product

Description

Price per unit

Amount in stock

Order line item

Product

Quantity

Document

Document type

Customer

Date received

Document type

Description

Task structure

• Again the rules relate to data model:

Rules 1, 2, 3, 4, 5

Rules 2, 3, 4, 5Rule 2Rules 2, 3, 4, 5

Rules 3, 5
Rules 2, 3, 4, 5
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Task structure

• Some rules allow the subprocess to be 
passed automatically

- Eg if criteria of rule 1 or rule 2 are met:

IF

Customer has not sent cash with 
order

AND

Amount of order not >>>> total current 
unused credit

AND

Customer is not in arrears

THEN

Pass credit check

Rule 2

IF

Customer has sent cash 
with order

THEN

Pass credit check

Rule 1
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Task structure

• Rule 3 means the subprocess needs allowance 
for manual approval:

IF

Customer has not sent cash with order

AND

Customer is not in arrears

AND

Amount of order >>>> total current unused credit

AND

Customer has enclosed a bank reference justifying the credit 
increase

THEN

Credit increase needs to be manually approved

Rule 3
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Task structure

• Rules 4 and 5 need writing to the customer

- And therefore:

• Recording and acting on the reply

• Follow-up if no reply

IF

Customer has not sent cash with 
order

AND

Amount of order is not >>>> total 
current unused credit

AND

Customer is in arrears

THEN

Write to customer requesting 
payment before accepting the 
order

Rule 4

IF

Customer has not sent cash with order

AND

Customer is not in arrears 

AND

Amount of order >>>> total current unused 
credit

AND

Customer has not enclosed a bank 
reference justifying the credit increase

THEN

Write to customer requesting bank 
reference before accepting the order

Rule 5
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Task structure

• Summary:

Correspondence

Acting on reply

Follow-up if no reply

4, 5

Manual approval3

Pass automatically1, 2

ActionRule

Events and conditions 
like these are familiar 
office administration 

procedures



Slide 68

Task structure

Could model 
subprocess 
like this

Match against

stock

+

Authorise

order

+

Despatch

order

+

Check credit rating

Automatic

credit check

Manual credit

check

Auto or

Manual

await reply

meets criteria

of 3, 4 or 5approved

(rule 3)

pass

1 or 2

written to customer

(rule 4 or 5)

Check

order

+

Take order

+
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Task structure

Match against

stock

+

Authorise

order

+

Despatch

order

+

Check credit rating

Automatic

credit check

Manual credit

check

Auto or

Manual

await reply

meets criteria

of 3, 4 or 5approved

(rule 3)

pass

1 or 2

written to customer

(rule 4 or 5)

Check

order

+

Take order

+

Order passing 1 or 2 
goes to next 

subprocess with 
workflow status 
‘Awaiting match 
against stock’

Order meeting criteria of 
rule 3, 4 or 5 routed to 

manual task

For simplicity’s sake, 
assume that same 

manual task allows for 
approval (rule 3); and 

both writing to customer 
and recording reply 

(rules 4 and 5)

Automatic task to 
apply rules 1-5

Approval only (rule 
3): order routed to 
the automatic task 
(which then allows 
the order to pass to 
next subprocess)

Rules 4 and 5: task to 
await reply; and 

automatic follow-up 
to loop back if no 
reply after n days.
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Task structure

Match against

stock

+

Authorise

order

+

Despatch

order

+

Check credit rating

Automatic

credit check

Manual credit

check

Auto or

Manual

await reply

meets criteria

of 3, 4 or 5approved

(rule 3)

pass

1 or 2

written to customer

(rule 4 or 5)

Check

order

+

Take order

+

• Point of example is to establish 
process-modelling principles:

Number

Nature

Routing

of

Processes

Subprocesses

Tasks

determined by

Work

needed to apply

Rules

to

Attribute values

of

Possible cases
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Task structure

Match against

stock

+

Authorise

order

+

Despatch

order

+

Check credit rating

Automatic

credit check

Manual credit

check

Auto or

Manual

await reply

meets criteria

of 3, 4 or 5approved

(rule 3)

pass

1 or 2

written to customer

(rule 4 or 5)

Check

order

+

Take order

+

Logic and functionality 
within each task can 
be analysed further.

But this will not affect 
the workflow.

Workflow is 
established at task 

level.

This is true by 
definition.



Slide 72

Task structure

Workflow Subprocess Task+ +

Apply the 
concept of a… …to the

…needed to do 
the work in a

…and you get 
the concept of a

Workflow at task 
level:

- From logic & 
logistics of 
applying process 
rules to variety of 
individual cases

Logic and functionality 
within each task can 
be analysed further.

But this will not affect 
the workflow.

Workflow is 
established at task 

level.

This is true by 
definition.

Business rule

Workflow at 
subprocess level:

- From logical 
sequencing of 
process rules

- Ignores variety 
of individual 
cases
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Process model

• The organisation is unlikely to have just one 
process
� So far we have only looked at one

• More likely to be many processes, with 
relationships between them:
� Interactions

� Dependencies

…etc
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Process model

• A trading organisation with an order process is 
also likely to have:

� Process to record new customers

� Process to handle customer data changes

• Bank details

• Address changes

… etc

� Billing and settlement processes

� Bad debt recovery processes

� Process for ordering stock and raw materials

� Payment process

…etc
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Process model

• Many people in the organization will be 
involved in more than one process

• Key data entities will be relevant to more than 
one process:

� Customer

� Product

� Sales representative

… etc
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Process model

• Process architecture approach:

� A business can be analysed into a finite set of processes

• Each process can be analysed into a finite set of 
subprocesses

– Each subprocess can be analysed into a finite set of 
tasks

� Following business rules 

� Applied to key business data entities
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Process model

• This analysis is the ‘process model’

� Eg:

Process 
1

Business 
(area)

Process 
2

Process 
3

…etc

Subprocess

1.2A

M

M

Subprocess

1.1

Subprocess 1.3

A

Subprocess

2.1

+

Subprocess

2.2

+

Subprocess

2.3

+

Subprocess

2.4

+

Subprocess

3.1

+

Subprocess

3.2
+

Subprocess

3.3
+

Subprocess

3.5

+

Subprocess

3.4
+
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Process model

• This analysis is the ‘process model’

� Eg:

Process 
1

Business 
(area)

Process 
2

Process 
3

…etc

Subprocess

1.2A

M

M

Subprocess

1.1

Subprocess 1.3

A

Subprocess

2.1

+

Subprocess

2.2

+

Subprocess

2.3

+

Subprocess

2.4

+

Subprocess

3.1

+

Subprocess

3.2
+

Subprocess

3.3
+

Subprocess

3.5

+

Subprocess

3.4
+

Model can also show how processes 
interact with each other:

One may initiate another

One may terminate another

Action in one could determine 
outcome of another

…etc
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Process model

• What does having a process model 
mean to a business?

� Rules define

• Finite set of business processes

– Typically carrying out requests

(= What the organisation is there to do)

• Interactions between processes

• How each process breaks down into subprocesses

• How each subprocess breaks down into tasks

– Number

– Type

– Routing
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Process model

• What does having a process model 
mean to a business?

� Diagrams and text

� Complete description of 
business area

� Value and implications 
for: 
• Business analysis

• Computer system design

• Change implementation

• Change management

• Business management

…etc
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Analogy:

Logical data model versus physical data design

(in fact more than an analogy)

WHAT versusHOW

We are talking a lot about

Eg process features 
& requirements 

prior to any 
implementation

Eg process features 
relating to a 

specific system 
implementation
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WHAT and HOW

• Process design is NOT
Just linking components together
either Procedurally

or Automatically

• Process design IS
Where process logic meets workflow

• First WHAT then HOW
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Underwriter role supplied internally 
from new business department? Or 
internally from underwriting 
department? Or from 3rd-party 
supplier of underwriting services? 
From shared underwriting 
department of another group 
company?

For product type A, assured 
age B, of health 
characteristics C, and sum 
assured D, underwriting must 
be done by qualified 
underwriter rather than by 
automatic application of rules 
to proposal data.

HOW (Physical)WHAT (Logical)

These would not be part of the logical 

model. There will usually be more than 

one way of achieving the WHAT.

It is crucial to have a clear picture of WHAT has to be 
done, uncluttered with details of a particular HOW

It is crucial to have a clear picture of WHAT has to be 
done, uncluttered with details of a particular HOW

WHAT and HOW
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• Another aspect of WHAT and HOW:

AS IS TO BE

WHAT and HOW
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TO BEAS IS

AS IS →→→→ TO BE

• Both are HOW not WHAT:

AS IS TO BE

At physical level:

HOW

Current solution, using 
current systems, 

people, partners etc

At physical level:

HOW

Proposed solution, using 
proposed systems, 
people, partners etc

AS IS →→→→ TO BE
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AS IS →→→→ TO BE

• Need a stepping stone:

AS IS TO BE
Logical 
model
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AS IS →→→→ TO BE

• Logical model = step between 
TO BE and AS IS

� Implicit or explicit

� = AS IS with all contingent 
constraints removed

•Abstract away everything that could be 
otherwise

� Logical model can only be 
actualised in physical terms

TO BE = best available/achievable 
implementation of logical model (WHAT)

TO BE = best available/achievable 
implementation of logical model (WHAT)
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Logical model

Analogy:

Logical data model versus physical data design

(in fact more than an analogy)

Subprocess

1.2
A

M

M

Subprocess

1.1

Subprocess 1.3

A

Subprocess

2.1

+

Subprocess

2.2
+

Subprocess

2.3

+

Subprocess

2.4

+

Subprocess

3.1

+

Subprocess

3.2

+

Subprocess

3.3

+

Subprocess

3.5

+

Subprocess

3.4

+

Business (area)

Process 1 Process 2 Process 3 ...etc

=  Process model +  Data model

Order

Cash with order (Y/N)

Customer

Customer

Credit balance

Credit limit

Arrears balance

Product

Description

Price per unit

Amount in stock

Supplier

Minimum order

Lead time

Order line item

Product

Quantity

Document

Document type

Customer

Date received

Document type

Description

Sales representative

Name

Supplier

Name

Address

Credit limit

Account balance
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Logical model

Subprocess

1.2
A

M

M

Subprocess

1.1

Subprocess 1.3

A

Subprocess

2.1

+

Subprocess

2.2
+

Subprocess

2.3

+

Subprocess

2.4

+

Subprocess

3.1

+

Subprocess

3.2

+

Subprocess

3.3

+

Subprocess

3.5

+

Subprocess

3.4

+

Business (area)

Process 1 Process 2 Process 3 ...etc

Process

Type

Process

Instance

Subprocess

Instance

Subprocess

Type

Task

Type

Task

Instance

Request

Type

Request

Instance

Routing

Link to 
business 

data 
model

• Process model can itself be expressed as data:



Slide 90

Logical model

Business data model

Process model as data

Process

Type

Process

Instance

Subprocess

Instance

Subprocess

Type

Task

Type

Task

Instance

User Access

Functionality

Component

Task-

Component

Request

Type Request

Instance

Routing

Order

Customer

Product

Order line

item

Document

Document

type

Sales

representative

Supplier

These are 
the same 
entity 

Implementation
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An introduction to

Business Process Architecture

Thank you

© Chris Lawrence 2008


