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Topic: BPM overview

Moderator: Our first topic is from Michael at a state Comptroller of Public Accounts agency. He is mostly concerned with hearing what some of the industry best practices are and how BPM is being implemented in other agencies and service related. Michael, are you doing anything with BPM right?

Michael T.: Yes, actually, I manage the division manager for the business process management and requirements group at the Comptroller's office.

Moderator: OK. Can you start with a definition of business process management?

Michael T.: Well, for us, I think we are trying to take somewhat of a two-pronged approach where we are trying to assist the businesses in both documenting their existing business processes and some of the requirements that they need to have fulfilled in order to be able to do those processes, whether they be technology or people-related. 
Then the other problem would be; we are trying to implement business process improvement into the day-to-day activities. In other words, you know, trying to get them to start thinking of, not just what their current processes are, but long-term, what meets the agencies goals as far as tax revenue and the other things that we do here, and what is the best way and the most efficient way to get there.

Moderator: What is working well for you and what are some of the challenges you are facing?
Michael T.: Well, what works well, and I think this is probably typical with most business process stuff, is, it has got to be related to initiatives that are driven by the divisions that we serve, rather than--we fall into the innovation and technology division, so we are kind of attached at the hip, I would say, to the IT people. So when we come in to do some of our business process work, whether it is a process improvement event or just trying to get some as-is maps for what the current processes are. What we see that works well is if the business teams that we work with understand right from the get-go that we are not necessarily there to help them implement new, great, whiz-bang ideas related to innovation and technology. We are there for a more business process perspective. Traditionally, before I took over, we were very IT-centric, and we are becoming more process-centric as we move forward, so that has been working rather well in that it allows the business to kind of come forth with their own ideas  and implement without the need of IT resources.

Moderator: All right, thanks, Michael. That is a good starter for us. Let's hear from some of the others. How is it going, and maybe if you can identify what you think are best practices? 
Neil J.: We are just starting to get going with some of this. What we are finding is that a lot of up front work needs to be done to explain to the customers who are trying to automate a process that there are a lot of steps that they do automatically that they have to kind of slow down and explain to somebody else every single step they do. Because they have been doing it so long that it just sort of happens automatically for them, and we have to make sure we pick up all of those sub-steps. When they say, go get a file from someplace in paper, that means they have to make a call to a warehouse, to a delivery service type of thing, and all those steps have to be documented and broken down. So we just have to slow them down a little bit.

Topic: The value of BPM

Moderator: Thanks, Neil. OK, let's move to our next topic.  Carol wants to know how you communicate the value of BPM to business units and keep that communication independent of management executive staff turnover, or in other words, how does BPM become ingrained in the organization. How is it going for you in Carol?
Carol S.: Fine. We are finding that we have to keep re-educating management with each turnover that we have. We have to sell business process engineering or business process improvement, so we can get the budget and get their buy-in, if you will. It gets old and it gets time-consuming.

Moderator: OK. Can anybody recommend some steps for Carol to alleviate that problem?

Michael T.: One of the things that we have found that seems to work really well is, you definitely need the management buy-in, but most of the time, if you are able to get the value down to the end user or the end employee, in our case, we did some beginning process improvement stuff in some of divisions. The division managers were not interested in being involved at all and actually did not want us involved. Once their people started to see the benefits, and we were selling it more from the ground up. I mean, we still had to do the typical meet with executive and sell the stuff, but it was a whole lot easier, because their people were actually asking us to come in and help them. I think sometimes that capturing the benefits on the back-side does a lot in terms of selling it to the people that really need it. At least from our perspective that seems to work really well.

Carol S.: That is helpful.

Neil J.: I would echo those comments. Before you start, documenting your potential return on investment, and then when you are done with each stage or each project that you work on, document the actual. It is a lot easier to spend that nickel if you can show you have saved a dollar before.

Tommy: I believe you can sell the benefit of BPM to the business users by explaining to them the empowerment and flexibility each user receives from working more efficiently.  “Working smarter not harder” should be every user’s objective.  

My example is that the more systematic a process becomes the fewer exceptions occur that steal your valuable time.  The less time you spend on this exception handling the more time you have to expand your knowledge of the work around you.  The more flexible you become, the more valuable you become and the more powerful you become.  As employees we all want to expand our potential, increase our worth and participate in new opportunities.  As users, acceptance of BPM is how you reclaim your time to spend “sharpening the saw” as Stephen Covey says in his book “Seven Habits of Highly Successful People.”
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Frans S.: Can we define again, I might have missed the start of the call, what business project management is, in this context?

Michael T.: OK. Again, I speak pretty much from the perspective of what we have been doing here. So from our perspective, business process management is kind of two-fold. One, it is understanding the current processes that support your day-to-day job or mission, and two, it is implementing the process improvement to gain efficiencies to be able to tackle whatever the next things that are in your agency's long-term vision are.

Moderator: I looked up notes from a conference call we had on this quite a while ago, and one of our members says, it is actually business process simplification. It is improving the ways the work is done by providing value-added services, which deliver results necessary to transform or grow the business faster, better, and cheaper than the competition. It is basically eliminating waste, reducing cycle time, and eliminating defects. And it is continuous; you are never done with this.

Michael T.: I would agree with that.

Moderator: Carol, we were on your topic, and we can keep going on that or move to the next topic.

Carol S.: I got my answer, and I appreciate it, thank you.

Topic: Who coordinates BPM?

Moderator: OK, very good. Thanks, everyone. The next topic is from Diana. Do you have a POC specifically for business process management, BPI, within your organization? How do you coordinate the efforts within the organization, and how do you standardize methodology and terminology? What is BPI, business process improvement?

Diana A: Yes, without any of the software management tools.

Moderator: OK, what is POC?

Diana A.: Point of contact.

Moderator: OK. Probably everybody else on the call knew that except me. All right, do you need to elaborate any further, Diana? How is it working for you?

Diana A.: Well, it is mostly done by relationship building, because people have to show you, you know, the warts and bumps and things they want to improve, so it is working with people to get them to trust you. For two years, it was just building relationships and helping them, but kind of soft information flow, and now that we have built an enterprise platform, however, without a real mandate for people using that, we are trying to identify the repeatable processes, such as payments, work orders, service requests, and looking at establishing goodwill with departments so they will allow us to come out and begin developing these platforms or applications that will centralize these repeatable processes. But we do not have a process management software tool to model all of that across our departments.

Moderator: OK. Let's hear from some others. Do you have a plan of contact specifically for this? Anybody have any advice for Diana?

Michael T.: We have a specific division that the entire division is devoted to business process management and requirements management.

Diana A.: Wow!
Michael T.: That is pretty much our entire purpose in life, is to provide business process management assistance, as well as perform BPIs.
Diana A.: OK. Is there a mandate that departments have to use you, and they must standardize and go through you?

Michael T.: Actually, that is a really good question. The person that runs office is an elected official, and we pretty much come in under her direction. So there is a very strong top-down buy-in for this. Whether or not there is a mandate, it is kind of hard to say. There is no statutory requirement that people use us, and we have in the past had a hard time selling our product. I think some other people were saying the same things, where it was hard to get the businesses to understand what we can provide to them. So there is nothing that mandates they use us, but they are getting a lot more comfortable with us being here and what our purpose is.

Moderator: Michael, on the poll we just did, did you respond that your process is immature, you think?

Michael T.: Yes, I did.

Frans S.: Not in my current organization, but in a previous one, we had a centralized point of contract for it, similar to Mike, a complete unit who did this and kept an eye on the whole organization, which was basically a central organization network, that worked pretty smooth actually, as the people were required to go through this division, if you want to call it that.

Diana A.: Which federal agency was that, if you do not mind?

Frans S.: This was a Dutch organization. Like I said, that worked well because it was also similar to Michael, where we linked it back to requirements to the set up and approved all IT business as well.

Moderator: Say, Darren--I am going to put Darren on the spot. He is the fellow who indicated they have a mature process. Can you give us a little overview of that and maybe tie that into some of the questions that have already been asked?

Daron E.: Sure, thank you. I will first start by saying that I am not, within my organization, the business continuity, business quality director. I am actually the director of the business support services, but I am very familiar with what my organization has. I guess, to kind of sum up or summarize our BPM, and by the way, is anyone else on here from state Department of Human Services? I ask that because sometimes they do pipe in even though they are not located...
Susan (same organization as Daron): Yes.

Daron E.: Hi, Susan. Well, there is one of our folks there. So, if I speak up out of line, Susan, just pull me back, all right?

Susan Y: OK.

Daron E.: All right. So I like to summarize it as, we kind of look at it in three different spheres. First, roles, the tools that we use, and then the techniques. The roles: we have dedicated full-time staff across the organization that support many different things. We have business analysts, systems analysts, architects, sponsors, business leaders of the units for the agency. They all collaborate on different projects, initiatives, and services, and programs to work through some of the requirements 
gathering and through projects to make sure that requirements, needs, and things like that are captured and identified. 
Some of the tools that we use that create the stability and the maturity within our processes, several of our disciplines, the project management discipline, the customer relations and account management; several disciplines. We have methodologies, we have process guides, we have business and operating standards. We employ and utilize to a great extent best practices and process workflows for most all of our services and programs that support the agency. We also have several governance boards, depending on the sphere. 
So there is an IT governance board, business services governance board, but we use governance as a means of controlling and aligning our processes back to the agency's strategy, strategic plan, vision, mission, and objectives. Some of the techniques that we use: we are heavily into Lean Six Sigma. We probably have about two dozen black belts and a hundred or so green belts. We use those techniques and practices throughout our organization. We are just getting started, but we have about 50 people that are ITIL certified as well. 
We combine those process improvement, process maturity concepts and disciplines throughout all our services to improve the alignment of what we do to what comes out. So, back to where I started off, whenever we have dedicated roles, the unit that is within the department of human services, we have dedicated business quality units, and within that is business quality, business assurance, business continuity, and disaster recovery. They are the ones that kind of manage the growth and maturity of those programs, of those services, and the life cycle of all those development projects and training initiatives. 
Moderator: Thanks Darren. We do appreciate it. I am going to move on. Please feel free to jump in anytime on these topics. What is the difference between BPM and other process improvement efforts like Lean? Anybody?

Carol S.: I do not see that there is a difference. I think they compliment each other and work together. We do a lot of integration with COBIT, control objectives for IT, because our auditors, that is what they audit by. So we also take that into consideration, as well as ITIL.

Moderator: By the way, we just had our NOREX international Roundtable here in Minneapolis, and we had a presentation on Lean IT. If you would like that PowerPoint sent out to you, and it was from a person who is an educator at a local university and has a side consulting business in Lean IT, full disclosure, if you would like that PowerPoint, I would be happy to send it to you. OK, moving on.
Topic: BPM job skills

Do government entities with specific civil service titles have business analysts who do this? If so, what titles are you using, what is the pay range, what type of background or training is required? Carol, do you have business analysts doing this?

Carol S.: Yes, we do. I am a business analyst, but my title is information systems analyst, because it seems like there is always an IT component in any kind of process engineering that I do. So that is the way it works here.

Moderator: OK. I do not know what you wanted to talk about pay range. Rather than specifics, maybe where would it compare to other positions within IT. Maybe that will be a way to cover that.

Carol S.: Well, I know as far as the business side, we are like the first-level management, similar to first-level management pay range.
Michael T.: I think we are pretty close to the same. It is a very specific skill set in terms of what we look for for our BPM analysts, and they do basically come out as business analysts. I think the working title is management analyst. So they are the equivalent of a low-level manager. 

Topic: BPM in the organizational hierarchy

Moderator: Organizationally, where are your business analysts located? In the program areas, part of IT, part of a PMO or a stand-alone? Michael, you had indicated it is kind of a stand-alone organization?

Michael T.: That is correct. We are a division of a division, I guess. We are part of the IT division. 

Frans S.: The same here, it is part of an IT division.

Carol S.: We are also part of IT, and we work often with the PMO. We do a lot of project support. We always have a business analyst on a project.
Daron E.: For us, our business analysts, the division that I actually work for is all IT. We have business analysts assigned to us, as well as some of the other business units. In our organization, the business analysts are assigned to the business support unit, which I run, but like Carol has mentioned, they support projects and initiatives, and pretty much at least at the beginning of every project or initiative, a business analyst, a systems analyst, an architect, whatever that skill set is needed, is assigned on that. Business analysts for us do our pre-project work, our business cases, and then help with the sponsors making those presentations. But they belong, in our organization, to the business support unit.
Topic: Security considerations

Moderator:  All right, thank you. Joe has the next topic, who manages, monitors, and enforces security for your BPM and ERP solution? Business administrators, security professionals, other? Joe, your BPM and ERP are tied together? Is that standard?
Joe H.: In my previous job, it was, and that is what I am just trying to get a focus on, what the current trend is out there, and this has been very helpful. I appreciate everybody's support and participation. If you can give me some more insight on this, I have already got some business analysts and then some of the IT department. Is it out in maybe a risk management department or quality control division?
Neil J.: In our systems, the way we do the security is we set up one of the design processes of BPM is who can do what with what document or whatever process is going on, when we use an application to control it. We have it set up such that each organization has a contact who is sort of in charge of security, and they can manage the groups appropriately for their organization. So basically, we train them how to do it, and we push it out.

Joe H.: Thank you very much. Yes, we use a master requester list to kind of keep all our security items controlled, and it is very helpful to have that current and have each agency provide us the feedback for the type of issues they have. How are you working security into your BPM?

 I do not want it to be a secondary concern. I would appreciate it if somebody was saying; oh yeah, we do make sure that things are locked down tight, we do have a security professional on board that is specifically assigned to do this, or has it like an additional duty type thing.

Carol S.: As far as projects, when there is a project, we have a security person on there. But as far as business process management, honestly, we do not think about it too much.

Joe H.: Does your enterprise resource planning solution provide for security that meets the various compliance standards or recommendations listed here? Are those main drivers? Or is it just the quality initiative, cost-saving?

Neil J.: We have a mixture. Our health departments HIPAA is real big here, so again, that drives our security groups who can see when our documents go to be destroyed, go away, we are using a lot of integrating security with a lot of document retention stuff at this point, as well, which drives some of the need from those standards.

Joe F.: Excellent. Yes, we are on track, on the right track, anyway. Thank you, Neil.

Topic: Initiating a project

Moderator: Let’s go to the next topic, which was submitted by Hilda. Is there a best practice or methodology for requesting information to open a request for a project? 
Neil J.: We are finding it to be an evolving process. When we meet with our customers, we have a set of questionnaires and documents about a lot of the things that we think that they should be thinking about when they are talking about their process. Every time we do a meeting, we find out there are like three questions that we should ask, and then we go back and revise our documents for the next set of people.

Frans S.: We do a similar one. We also have IT consultants that bear their title, they are basically managing the accounts from an IT perspective with the businesses, and they each are responsible for a specific business unit. They are the single point of contact for those business units to initiate projects and other initiatives.
Hilda Z.: Really I am looking for a methodology. Right now, there is not a whole lot of structure within the county, and I know that there is probably a difference between a corporate environment and a government body. I am finding that there is a lot of, not conflict, but issues that need to be resolved with, at what point are you, the business, and what point are you IT, and how do you proceed with a project when really nobody knows how is truly accountable for all the requirements gathering.
Daron E.: We have a methodology for this, but I was just kind of withholding the comment, because it is real specific to us. We call it a pre-project questionnaire, but maybe, if I had to give you some advice, Hilda, is if you had some type of form, some kind of request for or information form or project request form and standardized it and had the benefit of establishing some type of governance or review committee or approval committee or something like that that would comprise of representatives or stakeholders from across your agency, your organization, your county. 
That is roughly the framework of how our pre-project process works. We have some work flows for it, and it is in the work flow and in the process guide that comes along with that, it identifies what is the sponsor's role, the business analysts' roles, the people that are doing the research and analysis. But I think it starts with having a committee, a governance board, or something that has the voice to speak for your county, and then having a standardized form or process or work flow that everybody can clearly see what is being followed.

Moderator: Thanks for that, Darren. Can we get copies of your process guide with the work flows and the pre-project questionnaire? I am sure the other members would love to see that.

Hilda Z.: I would love to see that, too.

Daron E.: I am a state agency, so I do not think that there are any restrictions from me releasing that information, so if you could just give me your email, send it private through the chat from here, I will share it with the presenter and he could send it out how he does it.

Moderator: OK. You can send it to us here at NOREX. 
Daron E.: All right, I got it.

Moderator: Thank you, sir. That will be great. If anybody else has BPM-related documentation that you can share, we would love to add it to our library. The more people that donate these things, the stronger the whole thing is. Just send me a chat letting me know what documents you can provide and we will follow up with you and help you get it into our library.

Daron E.: I will do you one-up, if you like. I can share, or I probably should also be able to share, the pre-project assessment questionnaire process is only the beginning piece of our entire project management methodology, and I can send a copy of that process guide and templates to you as well.

Moderator: That would be absolutely fantastic.

Daron E.: I know we have released that to wider audiences before, so I do not think that there is any kind of copyright. But it will be branded for our department.

Moderator: Sure. They are just looking for the template, the boiler plate stuff. That is great, thank you. A great example for others to follow, as far as sharing documentation. OK, Hilda, I think you got some good stuff there.

Hilda Z.: I did, thank you so much.

Topic: Involving the business units

Moderator: All right I am going to move on; this is Mike's topic. Are others having success at holding external departments more accountable for business process re-engineering efforts, rather than IT processes. 

Mike G.: What we find is in IT, we have all of the project managers, and we do all the business analysis, the other formalized processes within IT. What we find is; other departments will work implementing a technical component of an overall business process solution. We find that everyone kind of thinks that it is an IT project, when it is really, the responsibility needs to be held in the business units where the business processes are taking place. So I do not know if you have covered this already or not.
Carol S.: I would like to answer. Here at Department of Consumer Affairs, we have a business project manager as well as a technical project manager. So in that way, the business owns the process and the project.

Mike G.: Great, that really helps.

Frans S.: It is similar here, where we have the business units play the role of some project owners and sponsors, and we meet with them up front, create basically sort of a contract where we outline different roles and responsibilities which we tell them; this is yours, this is ours, and this is one of them. One of those that are definitely theirs.

Neil J.: Same thing here.

Moderator: OK. Very good.  Hopefully that will help, Mike.

Mike G.: Yes, thank you very much. I appreciate it.

Topic: BPM tools
Moderator: Let’s go to our next topic. What tools are being used to gather requirements and to document the process.  Are you using anything now, Neil?

Neil J.: A lot of Visio flow-charting; putting stickies on the wall and drawing the pictures. We were actually using Taxi (?) to do the business processes. I am involved with the enterprise content management group, so a lot of our BPMs are with regard to moving paper around or moving a case file around, group of documents, so we are using the FileNet products from IBM, their FileNet Repository and their FileNet Business Process Management Tools. We did integrate it with our email systems and our fax inputs and our scanners. You got to get the paper ingested into our system so that we can actually apply the processes and have email alerts and things like that.
http://office.microsoft.com/en-gb/visio/
http://www.osalt.com/visio
Moderator: Others? What are you using? What tools? 
Frans S.: No, other than the Visio, at the point we don’t use anything else. In the past I used the system developed by ____. It has since been rebranded.  I am sorry I forgot the name, but it was very much a ______ so Sarbanes-Oxley ____, tool where you can do basically the whole process of risk management and requirements development and everything in there.

Moderator: OK. Well, if it comes to mind, shoot us an email, and I will include it in the transcript.

Can anybody else talk about the tools being used? Well, Neil, I guess that is all we are going to get today.

Neil J.: I just had one more comment for other people, and it involves BPMN notation, that is one thing I did find. There is a Visio template that if you use it, supposedly importing it into tools such as the FileNet makes it a lot easier. There is a template out there on the Microsoft website that you can download for your Visio.
http://www.bpmn.org/
http://www.service-architecture.com/web-services/articles/business_process_modeling_notation_bpmn.html
End of discussion
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Gold Nuggets from participants

The need to 'sell' BPM from the ground up, i.e., helping staff to see the value then making the presentation to management.

Learning that most BPM teams are usually based in the IT organization. (I was surprised!)
The gentleman who spoke on his agency's BPM infrastructure.

Good to know we're not behind.
This was a bigger topic than I thought it would be -- more interest than anticipated.

Hearing what other agencies/institutions do for processes.

Tools that are in place today for other organizations

That we have a state agency here that has a mature BPM system.

The development or idea of Governance Review Board/Committee. 

You can find sample Business Case templates, as well as many other templates in a full project management lifecycle on the NYS Office for Technology's website at www.oft.state.ny.us
NYS's PM methodology includes an "Origination Phase" at the beginning which includes the definition, submission and evaluation of new project requests.
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