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Management 

Significant investments in IT infrastructure have 

fallen short of meeting the dual goals of streamlining 

application development and enabling a more nimble 

response to changing business needs. At the same 

time, increasing competitive and economic pressures 

- and the resulting focus on improved processes - are 

increasing the need for an effective way to implement 

business change.

These pressures have grown as enterprises strive to 

become more agile and increase the rate at which 

they deploy new or improved processes. Additionally, 

participation in process improvement activity is rapidly 

increasing across all segments of the enterprise, as 

organizations adopt initiative-based or regulatory-

required methodologies such as Six Sigma, TQM, Lean, 

ISO9000, and Sarbanes-Oxley.  

Business Process Management (BPM) solutions have 

emerged as the answer for organizations that are 

focusing more explicitly on their processes. However, if 

they are approached as just another IT implementation 

toolset, BPM solutions will fail to achieve their 

potential and companies will continue to struggle 

to effectively manage their ever-changing business 

processes.

This paper explores the challenges associated with 

achieving a successful BPM environment and describes 

an approach that enterprises can take to realize the full 

potential of BPM.
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The Evolution of Business Process Management
For decades, application developers have sought to capture requirements and map them to implementations. Traditional methods 
of capturing system requirements are time-consuming and require significant translation efforts from the business view to an 
implementation view. The gap between the need to deliver quickly and the ability to do so continues to grow; this is a major pressure 
point for IT solutions today.

Today, companies face competitive pressures that continue to increase at an accelerating rate. This has spawned initiatives such as Six 
Sigma and Lean, which companies are successfully using to drive improvements throughout their organizations. By their very nature, these 
initiatives are process-centric and demand changes to the organization’s IT solutions and processes. 

At the same time, customer demands and regulatory requirements have created a host of process-centric standards to which businesses 
must respond. Examples include ISO9000 and Sarbanes-Oxley. These standards, acts, and regulations also exacerbate the demand for 
quick and easy-to-change IT solutions.

The confluence of Service Oriented Architectures, Enterprise Application Integration, and Workflow Automation solutions is resulting 
in execution environments that allow a business-process-oriented view to be the backbone mechanism for communicating business 
requirements. This process-centric view holds great promise.

The benefits of this approach are significant: BPM applications can better meet businesses’ needs to fulfill customer demands, and the 
process-centric view can be leveraged into the implementation environment, directly targeting the IT-responsiveness issue.

BPM represents a change in the way businesses structure IT solutions. The process view becomes central; the driving context for the 
underlying applications, services, and data is the process. This requires the separation of all the process information. Processes, including 
those which historically were embedded in application implementations or in the day-to-day business routine of employees, are now 
fundamental business assets.

BPM execution environments become traffic cops, directing the flow of transactions from activity to activity or process to process. The 
company’s process knowledge becomes the key enabler for achieving and maintaining a competitive organization.

Using BPM execution environments, businesses avoid the problem of hidden process information. The result is that processes spanning 
multiple applications or organizations are easier to define and implement. Using processes as the backbone facilitates process change and 
implementation while creating the context for continuous process improvement.

BPM extracts more value from existing investments in applications, data integration, and people in a more cost-effective and timely 
manner.

Figure 1. BPM Architecture
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Pitfalls in the BPM Highway
Although the promise of BPM is significant, organizations need to be alert to the limitations of BPM software solutions and the obstacles 
these limitations can place in their path to success. 

One of the major pitfalls that a BPM solution must avoid is being too IT-centric in its Business Process Analysis (BPA) and modeling. Many 
BPM solutions provide, in essence, a visual programming environment designed to support their specific execution environments. These 
kinds of solutions are very difficult to push into the business analysis and process initiative communities: they are fundamentally designed 
for IT implementers and bias their views and interfaces toward implementation details. The capabilities needed by business analysis and 
process initiative professionals: methodology support, process design, and analysis capabilities - are overlooked or poorly supported.  

IT-centric solutions can greatly reduce the reach of a BPM environment into the organization. Business analysis and process initiative 
professionals could respond by choosing tools that better fit their needs but don’t integrate with the rest of the organization; significant 
training and communication challenges would result. This is similar to the challenge created when business people try to communicate 
with IT using Unified Modeling Language (UML). These outcomes reintroduce translation and communication issues between the IT 
organization and the other BPM constituents, undermining the potential benefits of BPM.

Another major pitfall to avoid is getting tied into a specific execution environment. The very promise of a BPM approach is process-
centric communication, and as such, it should allow targeting to different implementation systems. Ideally, the BPM execution system 
should support the spanning of multiple environments; it is not unusual for a process to extend across more than one execution 
platform.

The core process information captured to design, communicate, and implement the process should be independent of a particular 
BPM execution environment. Vendors commonly put extensions in standards or have special functionality in their proprietary execution 
languages that, if used as the core process knowledge, would create significant obstacles to retargeting and reusing the process 
knowledge for other purposes or environments. For example, Microsoft® supports a standard execution specification language called 
Business Process Execution Language (BPEL) with a subset of its own language called XLANG. Anyone working with a Microsoft BPM 
execution environment risks getting stuck with process definitions that are not transportable because of the special XLANG functionality.

Finally, there is the one-size-fits-all pitfall. Many BPM solutions in the market are promising to be the monolithic solution for every part of 
the BPM equation. History shows that for any problem that involves something as generic as processes and touches systems and people 
throughout an organization, a monolithic approach is likely to have many problems—and ultimately fail.

Figure 2. The three major process constituencies
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Avoiding the Pitfalls
The most effective approach to avoiding these pitfalls in deploying BPM is to use independent BPA solutions. Specific BPA solutions offer 
the ability to separate process information from the BPM implementation. They also typically offer a richer set of functionality in the areas 
of process definition and analysis. However, without looking deeper into BPA tool functionality, one could easily trade off one set of pitfalls 
for another.

Most BPA solutions fall into one of the following categories: IT-implementation BPA tools; Business Analysis BPA tools; or Process Initiative 
BPA tools. All have strengths and weaknesses. 

IT-centric BPA tools, as mentioned above, focus on ease of implementation, but often fall short on support for the business analysis or 
process initiative professional. 

Business Analysis BPA tools are very strong in the areas of process optimization but are typically weak in the areas of process initiative 
support and design for implementation.  

Process Initiative BPA tools are very useful in applying a process improvement methodology enterprise-wide, but are typically weak in the 
process analysis and optimization areas and are typically extremely limited in bridging to the implementation world.

Progress in the standards area is helping to bridge some of these gaps. For example, the Business Process Modeling Notation (BPMN) 
standard provides a structured, easy-to-use methodology for designing processes. It has the advantage of defining a standard way of 
exchanging information between systems from a valid BPMN model.  BPMN has made progress toward wider adoption of structured 
process modeling, but it doesn’t completely address the needs of the process initiative constituency, and in terms of wider adoption in the 
enterprise, it faces many of the same risks that UML did.  

The process initiative constituency requires the maximum level of ease-of-use. Without extensive training, they will look for other 
solutions that fit their specific needs. This robs the enterprise of the ability to directly capture their knowledge into the BPM system and 
once more places the burden of gathering all requirements onto the IT implementers.

BPA solutions that already span the gap between the Business Analysis and Process Initiative constituencies have the most to gain from 
new standards. Conversely, IT-centric and Business Analysis BPA tools that rely on BPMN as the mechanism for reaching into the initiative 
constituency run a high risk of failure because of the inability of BPMN to meet the needs of the process initiative constituency.

Therefore, to avoid these pitfalls, one must adopt a BPA solution that is not only independent from the BPM system, but directly addresses 
the needs of all three constituencies equally -- and with the same solution.

The Solution: BPA That Spans the Enterprise
The BPA solution should provide a single environment for process definition that encompasses: the IT user’s needs for process modeling 
for implementation; the business analysis community’s needs for process modeling for optimization; and the process initiative 
community’s needs for process methodology support. By bridging the gap between these groups of users, process data transfer is 
eliminated and one group’s changes can be leveraged by all of the other groups. The solution effectively adapts to the specific user 
requirements based on the task at hand.

This kind of BPA solution begins with easy-to-use process design, which typically encompasses a graphical representation of the process 
using traditional department-level or Swimlane® process maps. By its nature, the process map identifies the inputs, outputs and 
connections between tasks and across departments. More advanced solutions enable the decomposition of a higher-level process through 
the use of sub-processes. Process data, such as arrival rates, attributes, resources, task durations, and costs can also be captured in the 
product, thereby creating the process model. This type of adaptive BPA solution supports design capture within the scope of a variety of 
process improvement initiatives such as Six Sigma, Lean, ISO, Sarbanes-Oxley, and IDEF0.
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A key element of this kind of adaptive BPA solution is the adoption of BPMN as a standard process design methodology. This structured 
method provides the framework for later emission of valid information for process implementation. But what allows the solution to 
span the enterprise is the ability to pull ad hoc or unstructured process designs into the BPMN environment, leveraging initiative-specific 
process work throughout the organization. This reduces the initial training requirements and allows all constituencies to work with the 
same process data.

Another key element is the ability to add implementation-specific data as well as process-analysis-specific data to the same model. This 
allows for the IT implementer and the business analyst to work from the same source. Further optimizations to the process model are 
easily incorporated into the actual implementation because the changes only have to be made once. This is critical for keeping up with 
increasing process change demands.

Once the process map and process model are created, BPA solutions provide what-if capabilities via simulation. Simulation enables the 
business analyst to experiment with numerous options to identify the optimal process design, cost structure, or resource distribution and 
utilization. BPA solutions should also have the ability to allow the business analyst to leverage diagrams and models created by other users 
in the organization via comprehensive import from common tools such as Visio®. The ideal BPA solution would provide the flexibility of a 
product suite, allowing for full sharing of models with process designers not focused on simulation and analysis.

Usability & Reach
A major effect of this approach to BPA is that it can reach much further into the organization to pull the most complete process knowledge 
into enterprise-wide BPM efforts. Solutions without this capability typically draw upon a small fraction of the process owners within the 
organization, thereby risking incomplete requirement gathering and sub-optimal process implementation.

Process management in today’s world is an enterprise-wide endeavor that involves participants from all areas of the organization. Process 
stakeholders can include business unit managers, line managers, process owners, quality associates, line employees, and others. Many of 
these people have not yet considered their function as a part of a larger process, or have not considered how their process impacts other 
processes.

Figure 3. BPA bridges the chasms between the three major constituencies
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To support a wide range of process awareness and knowledge within an organization, the BPA solution must enable the user to focus 
on the process and its operation – not on the tool itself. Archaic, unnatural, or unfriendly user interfaces are a critical roadblock to wide 
acceptance of a solution across an organization.  

Processes are dynamic entities that need to continuously adapt to a changing business environment. The BPA solution is the front line 
for defining and analyzing new or improved process maps and models. The solution must facilitate updates to process diagrams that may 
undergo substantive changes over time. If the threshold of pain for the designer is too great, utilization will drop off and the benefits will 
be lost.  

Process Initiative Support
BPA solutions should also focus on support for process improvement initiatives such as Six Sigma, Lean, ISO, or Sarbanes-Oxley. The 
benefits realized by these improvements can be much more rapidly implemented if they fall within the BPA umbrella.

The old adage “fix the process before you automate it” holds true for BPM as well. In fact, BPM (as with any automation) can exacerbate 
the problem of inefficient processes because they are now operating more rapidly. The BPA solution must be able to support process 
initiatives that cross particular BPM environments and process activities that may not involve any kind of IT automation. It is critical that 
the captured process information is the whole process and not just the part being automated.

Process simulation has also been a major component of historical process initiatives such as total quality management (TQM), business 
process reengineering (BPR), and business process improvement. 

Enterprise Class
BPA solutions must also have strong team collaboration capabilities to help organize the wide range of processes in the enterprise, and 
track the (typically frequent) changes to these processes.

Processes affect many parts of an enterprise.  In turn, an enterprise affects its processes.  A process-centric enterprise understands this 
clearly and implements systems to support and enable cross-departmental integration and communication. The BPA solution must provide 
not only the visual representation of the process, but must also support cross-departmental collaboration, knowledge sharing, and process 
documentation management.

A central process repository is a key component of any BPA solution. It provides overall management and control of process 
documentation. Process repositories manage process documentation change, control simultaneous access, track history of changes 
with the ability to roll back to earlier versions, coordinate process change approvals, and enable automated web publishing of process 
documentation.

The best BPA vendors offer the repository as an option – not a requirement. Optional repositories provide a more pragmatic approach 
that facilitates and encourages day-to-day process activities and allows faster time to deployment. Solutions with mandatory repositories 
generally suffer from design flaws which require constant network connectivity to the repository, as well as a more difficult-to-use user 
interface. The difficulty in understanding and effectively working with a repository immediately presents a usability obstacle first-time 
users may find difficult to get past.  

In addition, BPA solutions must be Enterprise Class in terms of fitting within the organization’s requirements for standard enterprise-wide 
deployment, scalability, multi-lingual, and licensing flexibility.

Benefits of BPA Spanning the Enterprise
Organizations stand to benefit from the implementation of BPM systems that support the needs of the three major constituencies: IT, 
business analysis, and process initiative professionals. The BPA solution becomes the common language that enables disparate parts of the 
organization with differing requirements to come together with an understanding of each other’s needs. 
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IT Constituents
The BPA solution enables the IT group to receive information proffered by the business organizations. Then, using the same BPA tools, the 
IT organization expands the information with implementation-specific detail. This active repurposing and extending of the information 
representing the requirements of the business community eliminates transcription errors and speeds solution delivery. IT departments are 
credited with delivering solutions that better meet the needs of the business community, in shorter time frames.

With a BPA solution, the IT organization can also assure corporate management that the “corporate jewels” – processes and the process 
knowledge they embody – are safely maintained in a system that is not susceptible to changing system requirements. This decoupling of 
the process knowledge assets from the execution environment enables IT departments to strategically implement new enterprise systems 
while reusing the core process knowledge.

IT departments can also ensure that the organization is deriving maximum value by deploying a BPA solution. Standardizing on a solution 
set that meets the needs of the entire organization reduces learning curves, significantly leverages training curriculums and best practices, 
and minimizes system management requirements. These benefits result in a lower total cost of ownership versus disparate, niche tools or - 
worse - monolithic solutions that don’t meet the needs of the different constituencies.

Business Analysis Constituents
The business analysis groups also stand to gain significantly from deployment of a BPA solution. Business organizations are best suited 
to understand the needs and demands of the market and their customers and must be able to rapidly respond to changes. BPA enables 
a company to become more agile and responsive, which can mean the difference between success and failure in an ever-shrinking 
timeframe.

Business also stands to gain from receiving a more precisely targeted solution from IT, on the first try. A BPA solution facilitates 
communication between the business and IT groups, and significantly reduces the opportunity for error or misunderstanding. When the 
business groups receive product functionality that precisely meets their needs, their turnaround time is improved and the result is often 
an organization that is so responsive it appears to anticipate the needs of its market.

The decoupling of the process knowledge from the implementation environment also places a natural gateway between IT and business. 
This gateway enables IT to update or implement new enterprise systems with a minimal impact on the business community. This 
enables both organizations to focus on their areas of expertise with the knowledge that their activities will not adversely impact other 
organizations.

Process Initiative Constituents
Process initiative practitioners stand to gain significant benefits from a BPA solution through the ability to use solutions that meet their 
specific process-oriented needs while at the same time synergizing with the efforts of the rest of the organization. By supporting process-
centric initiatives or requirements like Six Sigma, Lean and Sarbanes-Oxley, the BPA solution enables these practitioners to integrate with 
the broader organization without compromising the needs of the methodology.

A BPA solution also enables process initiative practitioners to have an even greater impact on the results of the organization. By using a 
solution that bridges the organizational gaps and facilitates cross-functional communication, the results from process-centric initiatives can 
feed directly into the implementation environment.

The iGrafx BPA Solution
iGrafx is a leading provider of BPA solutions that directly address the three primary constituencies involved in process improvement work. 
From the beginning, we have emphasized the importance of the business process as the starting point for business improvement. To 
that end, we have developed easy-to-use solutions that enable users to focus on capturing details of the process without traditional tool 
encumbrances.
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The iGrafx BPA solution is a suite of tools that help companies increase the return on investment (ROI) of BPA by reducing the costs of 
business process improvement initiatives through product value, ease of wide deployment, seamless product upgrade capability, and a 
central repository for sharing and communicating process knowledge. iGrafx precisely meets the needs of the major constituencies, while 
at the same time ensuring a high level of communication and collaboration across groups. The iGrafx suite consists of:

iGrafx® FlowCharter® – The flagship, standards-based process mapping and modeling product for enterprise-wide deployment

iGrafx® Process™ –  Full-featured business process analysis product with mapping, modeling and simulation

iGrafx® Process™ for Six Sigma – Extends iGrafx Process for the Six Sigma community

iGrafx® Process™ for Enterprise Modeling – Extends iGrafx Process for modeling multi-dimensional enterprise data

iGrafx® Process™ for SAP®  – Extends iGrafx Process for use with SAP Solution Manager and incorporates SAP methodology support

iGrafx® Enterprise Modeler® – A robust enterprise modeling tool enabling enterprise reporting and analysis

iGrafx IDEF0® – Structured IDEF0 diagramming with unique integration to process mapping

iGrafx® Process Central® – An optional server-based repository that manages, tracks and enables sharing of all process information

iGrafx® Enterprise Central® – An optional server-based repository that manages, tracks and enables sharing of all enterprise model 
information

iGrafx® Performance Central® – An integrated solution for measuring and monitoring process performance using KPIs

iGrafx Features that Unlock the Potential of BPM

Feature Benefit

BPMN Compliant Enable support for the BPMN standard

BPMN Correct by Construction Reduce documentation time and ensure 

compliance with the BPMN standard

BPMN Validation Ensure compliance with the BPMN 2.0 

standard

BPMN/XPDL/XML Interfacing Bridge to the implementation environment 

for rapid process deployment

Process Repository Aid awareness, compliance, best practices, 

and collaboration for process excellence

Process Migration Automatically generate BPMN diagrams from 

existing swimlane diagrams for improved 

accuracy and reduced design time

Modeling/Simulation Optimize business processes prior to 

implementation

Process Initiative Support (Six Sigma, 

Lean Manufacturing, ISO, Sarbanes-Oxley, 

IDEF0)

Reduce learning curve and increase 

collaboration with a single solution

Product Hierarchy Flexible deployment options for widest 

adoption and greatest return

Enterprise Architecture Fits into software deployment architecture
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iGrafx and the IT Department
IT departments will utilize the BPMN, XPDL, and XML integration capabilities of iGrafx to expand on business-generated BPMN diagrams to 
feed directly into execution environments for rapid system deployment.

The iGrafx solution includes desktop process analysis tools as well as a server-based central repository. The iGrafx repository, a deployment 
option, enables IT to establish a process infrastructure that allows the enterprise to leverage the best practices learned through process 
improvement initiatives. By leveraging best practices with iGrafx, more optimized processes can be implemented in the BPM system.

iGrafx also fits within the organization’s requirements for enterprise-wide deployment of standard tools, product scalability, multi-language 
support for international users, and licensing flexibility to ensure cost-effective deployment and ongoing maintenance.

iGrafx and Business Analysis
At iGrafx, ease-of-use has always been a cornerstone of our product design strategy. With a uniquely intuitive and easy-to-use interface, 
iGrafx helps to ensure that process documentation is up-to-date and accurate. iGrafx was the first application to implement the swimlane 
methodology for process capture and design, enabling greater clarity and understanding of processes. Additional features, such as 
unlimited page sizes, process hierarchies, and links to supporting documentation, help to create easy-to-understand and easy-to-build 
process diagrams.

With iGrafx, users will be able to instantly migrate their existing swimlane diagrams into the BPMN format, saving a significant amount of 
time in the process. This feature will enable companies to leverage the vast amounts of process intelligence already available within the 
organization.

Business users in every industry have used iGrafx to perform what-if analysis on their business processes. Simulating processes with iGrafx 
requires no special scripting language, and is designed for anyone to use, not just simulation experts.  

iGrafx and Process Initiatives
iGrafx leads the way in delivering process initiative solutions. Through our focus on initiative-based solutions such as Six Sigma, Lean 
Manufacturing, ISO, BPA and IDEF0, and our support for leading process analysis and implementation standards, we uniquely and 
seamlessly link business initiatives with the implementation environment for measurable productivity improvements. Professionals all 
over the world in hundreds of companies undergoing dozens of different improvement initiatives use iGrafx solutions. The goal is always 
the same – improve processes to increase efficiency, improve customer service, and improve the bottom line.

iGrafx was the first company to develop a product specifically for the needs of the Six Sigma community. By focusing on the specific needs 
of Six Sigma practitioners, iGrafx has enabled hundreds of companies to gain greater process insight, identify higher-value solutions, and 
increase the ROI from their Six Sigma initiatives. As Six Sigma practitioners take up Lean Manufacturing, iGrafx is also leading the way in 
integrated solutions for Lean Six Sigma.

Summary
BPM solutions hold the promise of bringing a process-centric view to IT solutions. Organizations will be able to implement systems that 
support, simplify, enable and automate the way a business operates. On their own, however, BPM systems are not the complete answer. 
BPA solutions that effectively span the various process improvement needs within the organization will help unlock the potential of BPM 
systems by bridging the chasms between the major organizational constituencies and providing a common language for the progressive, 
agile enterprise.
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About iGrafx
iGrafx is a leading provider of process analysis solutions that help organizations achieve competitive 
advantage through process excellence. The iGrafx solutions enable organizations to improve quality, 
increase customer satisfaction, reduce costs, and increase utilization, allocation and deployment of 
resources through understanding, analyzing and optimizing processes. Process-centric organizations 
can bridge the gaps between the three major process constituencies: IT departments, business analysts 
and process initiative practitioners, by creating a team-based collaborative process visualization and 
analysis environment. iGrafx effectively links process initiatives with the implementation environment 
for measurable productivity improvements.


