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The Office of Business Process Management 
 

The OBPM Concept 
Increasingly, organizations around the world are 

attracted to the idea of process-based management. 

Central to this idea is the fact that every organization 

can only deliver value to its customers, itself and 

other stakeholders via its cross-functional business 

processes; hence, it is also via its business processes 

that an organization executes its strategy. Business 

processes must, therefore, be managed and 

continuously optimized – this is Business Process 

Management (BPM). 

Every day, each of us sees examples of costly delays, 

rework, waste, poor service and other problems that 

just shouldn’t happen. We know this is true, but it 

can be difficult to change our complex organizations. 

Many organizations have a long-term goal to create 

what is often called a BPM Center of Excellence, a 

business unit tasked to manage, support and nurture 

BPM throughout the organization. Most 

organizations see this as an aspirational goal only 

achievable once a certain level of BPM maturity has 

been realized. 

In this paper, we present an alternate view 

suggesting that an Office of BPM is a key enabler 

and organizations can realize significant benefits by 

taking this step earlier rather than later. The Office 

of BPM should be established first, not last. 

For many organizations, a gap persists between their 

aspirations for process-based management and the 

reality of what is achieved. They strive to get traction 

with the ideas of BPM, but progress is slow. Creating 

an Office of BPM can galvanize interest and action 

and provide a mechanism for effective control and 

support of the many process initiatives. 

We believe that the universal need to improve 

customer service, remove waste, delays and rework 

and to seize new opportunities makes the early 

establishment of an Office of BPM a sound strategic 

initiative.

The OBPM in Practice 

These are the key steps in developing an effective 

Office of BPM and, thereby, significantly improving 

organizational performance. 

PREPARE AND PLAN 

Secure project resources. Ensure a comprehensive 

understanding of the key stakeholders and the levers 

for change. Identify potential roadblocks. 

BUILD BPM AWARENESS 

Prepare a sound foundation by conducting briefings, 

discussions and presentations with all stakeholders. 

Understand the history of BPM in the organization. 

DEVELOP INTERNAL CAPABILITY 

Create internal process management capability. 

Document an Enterprise Process Architecture and 

tailor methodologies to suit the particular 

environment. Create an internal BPM community. 

BUILD & OPERATE THE OFFICE OF BPM 

Establish an effective Office of BPM via the three 

development accelerators: 

i. Office of BPM reference model 

ii. BPM capability development program 

iii. Staged implementation. 

COMMUNICATE 

Build and maintain interest, urgency and 

commitment by communicating the vision and 

reporting on developments. 

MANAGE CHANGE 

Develop change agents, a process-aware culture, and 

projects that make real beneficial change, not just 

recommendations. 

DEMONSTRATE PROCESS IMPROVEMENT 

Transition from classroom to workplace and from 

theory to practice via proof-of-concept projects – 

these will improve processes with the support of the 

Office of BPM. 

CONTINUOUSLY IMPROVE 

Harvest the lessons learned and implement good 

process management practice and continuous 

improvement in the Office of BPM. 
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1 Executive Summary 

Organizations must always search for new ways to improve customer3 service, seize 

opportunities, increase productivity, enhance resource usage, increase flexibility and adapt to 

change. New approaches to business process management (BPM) enable such outcomes. 

In every organization there are many circumstances where time, money and goodwill are 

wasted. It feels like we are driving with the brakes on, that there is sand in the gears. What we 

want is a smooth flow of activities and information. We want work to be done in creative and 

innovative ways. We want a framework to support the innate desire of people to improve the 

way they work as individuals and as team members. We want process-based management. 

The BPM management philosophy is summarized as follows: 

Business processes are the collections of cross-functional activities that deliver value to an 

organization’s external customers and other stakeholders. They are the only way that any 

organization can deliver such value. Individual organizational functional areas cannot, by 

themselves, deliver value to external customers. It follows that an organization executes its 

strategic intent via its business processes. Business processes are the conduits through 

which value is exchanged between customers and the organization. Therefore, business 

processes need to be thoughtfully managed and continuously improved to maintain an 

unimpeded flow of value to customers and other stakeholders. 

Increasingly, organizations demonstrating performance leadership are adopting a process-based 

management approach. Business process analysis and improvement is also fundamental to 

e-services transformation. Using IT facilities to streamline services can only be achieved with a 

sound understanding of the related business processes and their effective management. 

The Office of BPM is an important mechanism that has been widely adopted to coordinate BPM 

initiatives and perpetuate the benefits throughout the organization. It has these responsibilities: 

a) to provide a strategic, customer-value view of the organization 

b) to facilitate the continuous improvement of business processes 

c) to nurture innovation in process improvement 

d) to coordinate process improvement activities via a portfolio management approach 

e) to track the benefits delivered from process improvement and management initiatives 

f) to define and maintain methods and tools and support their use in all BPM initiatives 

g) to support change management activities in relation to process improvement projects 

h) to provide an internal BPM research and analysis resource for the organization 

i) to support the use of BPM Systems and other process related technology 

j) to share process-related knowledge and successful BPM outcomes. 

                                                           
3
 The term ”customer’ is used in a general sense to indicate any person or group receiving value from a process. 
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This paper suggests three areas of Office activity. Process management provides resources for 

sustaining process-based management in the organization. Office support relates to 

management of the Office itself. Process improvement provides resources for process 

improvement projects. Process management and Office support are central business – the 

“brains” of the Office. Process improvement, the “arms”, may be provided by the Office or come 

from operational business units. 

For this reason, we recommend that process management and Office support be centrally 

funded to secure the common business of the Office and that process improvement be funded 

by the projects. Where core funding is not assured, the Office of BPM staff may be compelled 

waste time searching for funding from projects. In any funding model, careful attention needs to 

be paid to the ongoing ROI for the Office. 

There are three styles of Office operation across a spectrum trading off intervention for 

influence: directing, coaching and serving. A directing Office exercises authority to enforce BPM 

compliance. Serving offices seek to influence outcomes but without the power to insist. A 

coaching Office recognizes that business unit volunteers are likely to achieve better and more 

sustainable results than those forced to adopt BPM approaches. This mode will take time to 

achieve as the Office capabilities develop and the BPM maturity of the organization increases. 

The Office is the steward of the methodologies, a source of advice and guidance, a coordination 

point for all process work, a scorekeeper and a compliance manager. Its role will change over 

time. In an organization that is new to process management, we can expect the Office of BPM to 

play a large role. As the level of BPM maturity increases, business units will be able to undertake 

process initiatives with little support from the Office. 

One measure of success for an Office of BPM will be the level of process analysis, redesign and 

management capabilities the rest of the organization develops, and the frequency and 

effectiveness with which those capabilities are used. The Office of BPM is an internal service-

provider to the rest of the organization. Over time, the most important service it will provide is 

to develop BPM capabilities throughout the organization, creating a process-centric culture that 

leads to innovative service delivery to external customers and other stakeholders.  

Other “offices” may exist in a modern organization – for example, Office of Strategy 

Management and Project Management Office. There are many aspects to organizational 

management, and while we see process management as the central management tenet, it is not 

alone – the Office of BPM must integrate with the complete management portfolio. The Office 

of BPM is an internal service-provider that needs to integrate with other management services. 

The establishment of an Office of BPM is a global trend. Organizations with such a facility 

benefit from clearer and more tangible results from their BPM initiatives and better process-

based management, resulting in better performance overall. 
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Supporting the anecdotal evidence, and reasonable expectation, that an Office BPM will 

improve organizational performance, there is a growing body of empirical research data. 

Indicative of this are Figure 1 and Figure 2 below from a study4 of BPM effectiveness. 

 

Figure 1 shows a significant increase in clear, measurable improvements for BPM projects where 

there is an established BPM Center of Excellence (Office of BPM). Similarly, Figure 2 shows that 

BPM project benefits are much more likely to be sustained if there is an active Office of BPM.  

The BPTrends report, A Survey of Business Process Initiatives,
5 further supports the case for an 

Office of BPM. Figure 3 shows an extract from the report highlighting an undeniable correlation 

                                                           
4
 Forrester Research Inc, 2007, US and UK Enterprise Architecture and Business Process Management Online Survey. 

5
 BPTrends, 2007, A Survey of Business Process Professionals, Nathaniel Palmer, www.bptrends.com 

Figure 2: Ongoing Benefit Realization 

Figure 1: Impact of BPM 



Establishing the Office of BPM 
 

 

© Leonardo Consulting 2010  Page 8 of 49 

between BPM project success and the leverage of a dedicated process team or establishment of 

a Center of Excellence (Office of BPM). In this study, the only organizations that reported very 

successful BPM projects had an Office of BPM or equivalent.  

 

 

The recent BPTrends survey,6 The State of Business Process Management – 2010, reports that 

two-thirds of respondents had some form of an Office of BPM in their organizations.  

To take a specific case study example, Wells Fargo Bank reports7 that, supported and 

encouraged by its BPM Center of Excellence, process improvement efforts have realized annual 

savings of $30 million across the bank. From a very low base, some 30 business units have now 

adopted BPM as their management philosophy, and Wells Fargo has developed significant 

internal capabilities that deliver an additional annual benefit in avoiding the costs of using 

external resources. Further savings come from the standardization of processes and process re-

use. At Wells Fargo Bank, the process improvement and management work is done in the 

business units supported by their Office of BPM. Without the centralized focus and resources 

provided by the Office, much of this significant improvement in organizational performance 

would not have happened. 

The trend towards establishing an Office of BPM is now well established, and the tangible 

benefits that can be realized are demonstrable. 

Many have seen the creation of an Office of BPM as an aspirational target to be achieved once 

organizational BPM maturity has increased. We believe that the Office is not an aspirational 

                                                           
6
 BPTrends, 2010, The State of Business Process Management, Celia Wolf, Paul Harmon (eds): www.bptrends.com 

7
 2010, Paul Tazbaz, Enterprise Architecture, Wells Fargo Bank, Architecting BPM Through a Center of Excellence at 

Wells Fargo Bank, ProcessDays Conference, 26 July 2010. 

Figure 3: BPM Project Success 
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goal, but a vital facility to be created right from the start to promote successful implementation 

of process-based management. 

The size of an Office of BPM will vary in different organizations and, over time, in a single 

organization. The number of staff required will vary depending on the services offered by the 

Office and the extent to which business units want to use those services. A small staff 

complement may be sufficient in some organizations. A larger number of staff will be required 

where the Office provides a full range of services.  

In this paper, we describe a comprehensive approach to the implementation of an Office of 

BPM that is based on a best practice reference framework, education programs, practical 

development activities, and coaching and mentoring for capability development. 

We define three development accelerators for establishing the Office: 

a) Office of BPM Reference Model – a repository of generic process models and document 

templates tailored to facilitate the rapid establishment of the Office of BPM. 

b) BPM Capability Development Program – a comprehensive training program to ensure 

that internal staff have the skills and capabilities to support the organization in its 

development and use of process-based management approaches and tools. 

c) Staged Implementation – progressive rollout of the services offered by the Office to 

develop BPM maturity in a controlled way, and to match business unit needs and ensure 

the early success of the Office. 

These accelerators lead cost-effectively to a fully working Office of BPM staffed by well-

developed internal resources delivering respected services to the rest of the organization. 

The approach described in this paper allows for the rapid establishment of a professional Office 

of BPM that will then be a catalyst for beneficial and measurable process change and business 

innovation throughout the organization.  

We believe that the development of high-quality internal capability for the ongoing operation of 

the Office of BPM is a prerequisite for sustained success.  

Having a properly functioning Office of BPM will also make it more likely that business managers 

will commit to process improvement projects and process management approaches, because 

they will know that expert help is readily available inside the organization. 

The Office of BPM is a catalyst for organization transformation. It provides the infrastructure to 

support development of an organizational mindset where each day provides opportunities for 

every employee to discover and implement innovative ways of delivering value to customers 

and other stakeholders.  
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2 The Office of BPM 

2.1 Delivering Value 

Organizations deliver value to their customers and other stakeholders via their business 

processes. There is no other way. Functional areas alone are not able to deliver such value. BPM 

is a holistic management philosophy that facilitates delivery of appropriate products and 

services to customers and other stakeholders in a way that is sustainably beneficial to all 

involved. It also follows, therefore, that every organization executes its strategic intent via its 

business processes. The profound sequence from strategy to execution is as follows: 

���� Organizations exist to deliver value to customers and stakeholders. That’s strategy. 

���� They do this via a series of coordinated activities across a number of functional elements 

of the organization. That’s a process. 

���� It makes sense to optimize these processes so that they satisfy the requirements of 

customers and other stakeholders. That’s process improvement. 

���� Taking a coordinated view of the performance of all the processes by which an 

organization delivers value, optimizes overall performance. That’s process management. 

���� Process management allows organizations to focus on processes that create the market 

differentiation described by the strategy. That’s execution. 

True organizational agility and optimal performance come from deep understanding of the 

processes that deliver value. Organization-wide BPM capability is a powerful advantage for 

those organizations that learn to effectively execute process-based management. 

2.2 Defining Process 

There are many definitions of business process and different ways of thinking about their 

analysis and management. We take a broad view of a business process. Business processes 

transform inputs into outputs according to certain rules and constraints, and are enabled by 

various people, systems and facilities. They exist to deliver value to customers and other 

stakeholders. Processes do not exist in isolation. The output of one process is always the input 

to another. The downstream process may belong to our customer or another stakeholder, but it 

is always there. Processes live in a multi-faceted ecosystem and are not just comprised of simple 

activity sequences.  

In this holistic view of processes, we assume that “external” considerations (such as customer 

satisfaction, service levels, quality, re-use and process capability) are as much a part of process-

based management as “internal” considerations (such as identification of waste, reduction of 

cycle time, streamlining of handoffs, and simplification of rules). 
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Organizations, including the Office of BPM, exist to provide services to their external customers. 

They do this by executing a hierarchical set of processes that deliver appropriate value to those 

customers. 

2.3 Meeting Challenges 

All organizations want to optimize customer service, remove waste, reduce cycle times, improve 

quality, avoid re-work, realize opportunities and remove unnecessary costs. They want to do 

this in a way that is sustainable. There must be a return on the analysis and implementation 

investment. Moving a problem from one area to another is not the objective. There needs to be 

a coherent approach that identifies problems and opportunities, their causes and dependencies, 

and then derives solutions (IT and non-IT) that optimize outcomes across the complete process.  

In recent years, many organizations have made significant investments in a multitude of BPM 

initiatives to achieve these ends. Many process improvement and process management projects 

have led to significant changes such as increased operational efficiency, new service offerings, 

process automation, performance monitoring enhancement, structural re-design, e-service 

delivery and improved regulatory compliance to name just a few. 

However, the uptake of process-based management is partly hindered by the fact that BPM as a 

discipline still lacks a natural home and unified management approach. Consequently, it is 

common that multiple BPM initiatives with different purposes are conducted in an isolated way 

inside an organization. This leads to a limited utilization of synergies and a diminished return on 

BPM investment. In this environment, BPM adoption is more difficult, with costly piecemeal 

efforts and no consolidation of related benefits. This makes it difficult to collect and collate 

evidence for the significant whole-of-organization benefits that can come from a BPM approach. 

Alternatively, some organizations find it difficult to get traction for process analysis, 

improvement and management projects. Without effective guidance, support, resources and a 

positive expectation, business units are unwilling to commit to changing critical processes. 

Another significant challenge is to ensure consistency in the delivery and sustainability of 

process improvement and management across the organization. An efficient and effective 

“process of process management” is required. 

2.4 Envisioning the Office of BPM 

The Office of BPM enables organizations to meet these challenges. 

A fully functional Office of BPM provides powerful, measurable, sustainable benefits to the 

management of an organization. The focus on process management means there is greater 

clarity about how the organization’s vision is to be executed; it defines “how things get done”. 

Continuous process improvement means that what really matters is measured and constantly 

scrutinized. It puts the emphasis on performance. 
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The operational and performance insights facilitated by the Office of BPM foster a culture of 

reflection, enquiry and innovation. In a process-centric organization, the focus is on 

understanding how to best deliver value to customers and other stakeholders via the conduits 

of process. Continuous process improvement ultimately demands innovation.  

We don’t wish to overstate the case. The existence of an Office of BPM does not herald the start 

of a utopian existence. We do, however, strongly assert that an organization with a properly 

operating Office of BPM is a long way removed from the dystopian operations found in many 

organizations. 

Experience has shown that organizations that make the investment required to establish an 

effective Office of BPM have a significantly improved chance of realizing the benefits of process-

based management. 

The Office of BPM is the focal point for coordination of process improvement and process 

management activities. It supports the whole organization with standards compliance, 

methodologies, templates, education, project support, and coaching. The Office ensures 

consistent practice to achieve BPM objectives in a timely and cost-effective manner. 

Establishment of an Office of BPM supports the following organizational objectives: 

a) streamlined business processes to increase operational effectiveness and efficiency 

b) the development of in-house BPM capabilities without dependence on external parties 

c) consistent, repeatable, reliable approaches to process analysis and management 

d) enhanced ability to identify innovative process redesign options 

e) the optimum utilization of resources to reduce operating costs 

f) standardized BPM training across the organization 

g) greater success in process improvement projects 

h) increased levels of BPM maturity leading to better organizational performance 

i) improved reporting of process performance facilitating continuous improvement 

j) better decision making in determining priorities for process improvement projects 

k) increased opportunities for sharing and collaboration for effective reuse of resources 

l) better alignment of strategy and process to increase productivity and agility 

m) improved ability to develop and implement effective IT and e-service strategies. 

While implementation in particular organizations will vary to suit the circumstances, the 

approach described in this document will achieve all of these objectives.  

Developing the Office of BPM does not happen overnight. A staged implementation is required 

to build up the required capabilities over time. This is discussed in more detail in Section 3 

where we define the progressive development of three capability levels. 
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All organizations need every employee to be inspired, informed and supported to come to work 

every day looking to resolve a process problem or realize an improvement opportunity. The 

Toyota Motor Corporation shows what is possible in developing a culture of continuous 

improvement. In 2007, it was reported8 that some 600,000 improvement suggestions were 

received from staff annually. A staggering 99% of these were implemented. That’s almost one 

successful process improvement per month per employee resulting from a deliberate program 

of engagement. Every organization would be better off with a culture and framework for 

continuously discovering, analyzing and implementing process improvements in a controlled 

manner. 

The Office of BPM provides methodology, training, reporting, coordination, expertise, support, 

and guidance. It is the linchpin for successful process-based improvement and management. 

2.5 Scoping the Office of BPM 

The Office of BPM does not take over the existing responsibilities of line managers. Business 

unit accountabilities are not changed. The Office has a leadership and support role to see that 

BPM initiatives are completed properly. It provides a central point for marketing, coordination 

and coaching. It encourages and facilitates use of the organization’s BPM tools and techniques.  

Office of BPM operating models can take many forms. The Office can be designed and 

commissioned to function across a spectrum that trades intervention with influence as shown in 

Figure 4. 

An Office might be sanctioned to have a strongly interventionist and authoritarian role where it 

is formally controlling other business units in their BPM initiatives. At the other end of the 

spectrum, the Office of BPM might have no powers of control, and is commissioned to achieve 

BPM success for the organization by influencing, rather than directing, business behavior. 

Broadly, there are three modes of operation: directing, coaching and serving. In the directing 

mode the Office has a lot of authority to intervene in business unit operations and enforce BPM 

compliance. The serving mode sees the Office being responsive to business requirements and 

seeking to influence outcomes and acceptance of BPM thinking. However, it has no power to 

insist on a particular course of action. The coaching mode is in the middle ground where the 

Office has some powers of coercion, but recognizes that having business units participate as 

volunteers rather than conscripts is likely to achieve a better and more sustainable result. 

                                                           
8 Magee, D, (2007), How Toyota Became #1: Leadership Lessons from the World’s Greatest Car Company, Portfolio, New York. 

Figure 4: Office of BPM Operating Models 

intervention

influence

Directing Coaching Serving
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Figure 5: Office of BPM Services 

Where a particular implementation of an Office of BPM sits on that continuum will depend on 

the organization’s circumstances and BPM maturity. It is likely, however, that the coaching 

mode will generally be more successful. However, it is also likely to require time to evolve to 

that mode in line with developing BPM maturity in the organization. 

BPM is about change and improving performance. Change must ultimately come from 

operational business units, not a central support group. The Office of BPM does not need to 

take over and run all process improvement and management activities. A central elite group 

that runs all BPM related projects might, if successful, become the bottleneck and, ironically, 

handicap the achievement of further process-based management. The primary goal of an Office 

of BPM is to facilitate and nurture the growth of BPM capabilities throughout the organization. 

It is an internal service-provider to business unit managers. The Office provides services to 

guide, review, support, and encourage process improvement and management activities. 

An important aspect of the establishment of an Office of BPM will be to define an effective 

governance regime that will determine the relationship between the Office and other entities 

(process owners, process leaders, business managers, etc.). 

There is an essential difference between the role of the Office of BPM and what is often 

referred to as “process governance”. It is not the role of the Office to be the Process Owner for 

all of the organization’s managed processes. Process Owners9 are appointed to be accountable 

for taking action where the agreed limits of process performance are breached. The Office of 

BPM should provide valuable support for Process Owners, but it does not change their 

accountability or reporting requirements. An effective Office of BPM is there to serve the 

business, not direct it.  

Figure 5 shows the highest level view of the Office of BPM services and internal processes.  

 

                                                           
9
 There are many terms used for this ‘process owner’ role - coordinator, sponsor, manager, steward, guardian, 

supervisor, controller, director, custodian, principal. 

SUPPORT PROCESS 
MANAGEMENT

SUPPORT PROCESS 
IMPROVEMENT

MANAGE BPM STRATEGY

SUPPORT THE OFFICE OF BPM
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It is important to emphasize the difference between the Office of BPM services and internal 

processes. By a service we mean a capability that is offered to, and consumed by, the mostly 

internal customers of the Office (business units). By internal processes we mean those activities 

that must be performed adequately by the Office so that BPM services can be provided to its 

customers. These internal processes ensure service demands are being prioritized and BPM 

services are being effectively designed, delivered and continuously improved. 

As shown in Figure 5, the services offered by the Office to the organization are categorized as 

either “Support Process Improvement” or “Support Process Management”. Process 

improvement services are activities like process modeling, analysis and redesign, which are 

consumed as required by projects. Some projects will require more involvement from the Office 

than others, (in this case those activities will be performed by the business units). Process 

Management services include activities such as maintenance of the process architecture and 

repository, support for performance measurement and education on process management 

concepts. They are usually services performed on a periodic basis, rather than by projects.  

The BPM maturity of the organization influences the level of involvement of the Office in 

process improvement and management activities. 

The overall organizational objective is to 

create a culture of continuous 

improvement; a culture where every 

employee (and all stakeholders) are 

always looking for ways to deliver better 

outcomes. It is NOT the role of the Office 

of BPM to do all of the process analysis 

and management in the organization. 

The Office is the steward of the 

methodologies, a source of advice and 

guidance, a coordination point for all 

process work, a scorekeeper and a 

compliance manager. The Office will play 

a different role in different 

organizations. As shown in Figure 6, its 

role in a single organization will also 

change over time. In an organization that is 

new to process analysis, improvement and management (i.e. one with lower BPM maturity), we 

can expect the Office of BPM to play a large role and be much more involved with the business 

units in the execution of the “process of process analysis”. As the level of BPM maturity 

increases, business units will have developed capabilities (largely through the efforts of the 

Office) to undertake process initiatives with little support from the Office of BPM. The level of 

Increasing

BPM

Maturity

Office of BPM Involvement

Business Unit Involvement

Figure 6: Office and Buiness Unit Involvement 
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involvement of the Office will never be zero, as it has baseline responsibilities (such as 

monitoring the quality of process analysis work and maintenance of compliance with internal 

standards). Such residual Office involvement may be all but transparent to the business units. 

The services offered by the Office of BPM are consumed by business units. In some 

organizations business units may be directed to use services from the Office rather than 

external resources. In others, business units may choose whether they want to consume Office 

of BPM services or not. Typically, Support Process Management services are mandatory in most 

organizations. Approaches to the provision and use of Support Process Improvement services 

will vary. 

An important measurement of the success of an Office of BPM will be the level of process 

analysis, redesign, and management capabilities of the rest of the organization – and the 

frequency and effectiveness with which those capabilities are used. Assuming that there is an 

appropriate level of high-quality process work going on in the organization, one measure of 

success for the Office would be the ratio of requests for help to the number of process projects 

completed by the business units. In a successful Office of BPM, that ratio will be reducing.  

The Office of BPM is an internal service-provider to the rest of the organization. Over time, the 

most important service it provides will be to develop BPM capabilities throughout the 

organization, creating a process-centric culture leading to innovative service delivery to external 

customers and other stakeholders. A successful Office may even become smaller while 

remaining an essential part of the management mix, as it maintains standards, assures 

compliance, sustains the whole-of-enterprise process view, and continues to support the 

business units. 

2.6 Locating the Office of BPM 

The location of the Office of BPM within the organizational structure is an important issue. 

Many variations are possible with no definitive answer.  

It may be a completely separate unit, or part of another area (such as HR, Finance, Project 

Office, Quality Management, Planning or IT). There is no one correct answer for this question. 

Particular organizational circumstances will determine where the Office of BPM is located and 

this may also change over time as BPM maturity increases. The most important aspect is that it 

should report to a senior executive with ready access to the CEO. In some cases, the Office of 

BPM will report directly to the CEO. 

As shown in Figure 7, the BPTrends 2010 survey10 reports  that, of the respondents who 

reported having an Office of BPM equivalent, the most common locations were at the 

executive, division or departmental levels, or in IT. 

                                                           
10

 BPTrends, 2010, The State of Business Process Management. Celia Wolf, Paul Harmon (eds):.www.bptrends.com 
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In assessing this data, the report’s principal author, Paul Harmon, comments: “It’s been our 

experience that organizations that are serious about enterprise level work ... usually have their 

BPM Group at the enterprise level, reporting to a corporate level executive or to an executive 

level committee, like planning or strategy. 

Organizations that have their business process groups 

located in IT or Quality Control usually have a more 

limited perspective on BPM and are focused only on a 

part of the total BPM picture.” 

Experience suggests that an Office of BPM will usually 

work best if it is a physically centralized unit rather 

than distributed throughout the organization. In a large 

geographically dispersed organization where there is a 

lot of process work going on, it may be useful to have 

local Offices reporting to a corporate Office of BPM.  

2.7 Integrating the Office of BPM 

There may be other “offices” or organizational units with a specific whole-of-enterprise charter 

in modern organizations. These may include the Project Management Office (PMO), Office of 

Strategy Management 

(OSM), Office of Change 

Management (OCM) and 

others. The Office of BPM 

should not be seen as a 

replacement for any of 

these. They each provide a 

complementary 

management support 

service, not an alternative. 

As indicated in Figure 8, 

there are many 

management values to be 

considered. A process-

aware organization sees 

process management as the central 

philosophy. The Office of BPM is, therefore, vital. While process management is the pre-

eminent support service, it is not alone, and must be integrated into the complete management 

portfolio. 

Our BPM Group is at the 

Executive level
19%

Our BPM Group is at the Divisional 

or Departmental level
26%

Our BPM Group is located within IT 24%

Our BPM Group is located within HR 

or Training
2%

Our BPM Group is located within 

Finance
2%

Our BPM Group is located within 

Quality Control
9%

Other 17%

Figure 7: Office of BPM Location 

Figure 8: A Portfolio of Management values 
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2.8 Resourcing the Office of BPM 

The shape and size of an Office of BPM will also vary in different organizations, and over time in 

a single organization. It will generally be true that 5 to 10 staff will be sufficient, even in large 

organizations, to deliver the common services. A smaller staff complement may be sufficient in 

some organizations. A larger number of staff may be required if the Office provides additional 

services. 

In Figure 9, we define some roles or types of work that are likely to be found in the Office. Of 

course, several roles might be covered by a single person and, in other cases, there may be 

more than one person in a particular role. 

Reflecting the process architecture for the Office of BPM (Figure 5), there are three main areas 

of activity. Process management is central business for the Office and involves the creation and 

maintenance of process architectures, methodologies, conventions, and the infrastructure of 

process management and improvement. Office support covers all of the services related to 

administration, management of related IT systems, and management of the knowledge 

resources of the Office, including a central model repository. Process improvement engages with 

the process-aware business units to provide a range of resources for process improvement 

projects. We might say that process management and office support represent the “brains” of 

the Office, with process improvement being the “arms”. 

Figure 9: Office of BPM Generic Roles 
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While process management and office support are common business for every Office of BPM, 

Process Improvement may not be. A clear distinction should be drawn between process 

management and process improvement. The former is focused on building and managing all of 

the common elements required for successful process improvement and management projects, 

and for teaching people how to use them. Process improvement is about providing resources to 

directly work on projects. In some organizations, the Office will focus on enabling staff in the 

business to run projects themselves – teaching and coaching, but not taking over. Other 

organizations will set up the Office such that it has enough resources to provide specialist 

personnel to form and run project teams for the business units.  

Where the Office of BPM does provide people to work for extended periods on particular 

projects (process improvement), care should be taken to protect the central work of process 

management and office support. In the extreme, if everyone is out working on projects, there is 

effectively no Office of BPM. 

The core personnel in an Office of BPM will usually be permanent staff that may be 

supplemented by external resources to cover periods of heavy project load, provide particular 

expertise, or to provide informed but external advice. The Office might maintain a panel of 

external resources pre-contracted and briefed to be able to work reliably and effectively on 

process projects.  

The Office might also usefully maintain a register of internal staff that have successfully 

completed process projects. These are valuable, experienced resources who might be made 

available to other parts of the organization for project work, further adding to their experience, 

capability and value. 

It may be appropriate in some organizations for staff to be rotated through the Office of BPM. 

This can develop enhanced capabilities in those people that they eventually take back into the 

operational business units. A minimum rotation of 6 to 12 months is suggested. Such staff need 

to be supported with appropriate training and coaching to maintain the integrity of the services 

delivered by the Office.  

2.9 Funding the Office of BPM 

In some organizations, internal units gain their funding by charging for their services. We 

strongly recommend that the core funding be guaranteed and not subject to optional 

involvement by business units and projects. Where core funding is not assured, the Office of 

BPM staff will waste a great deal of their time searching for funding from projects. They will also 

be tempted to stray from their defined mission to take on tasks that come with funding but are 

not within their brief. 
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In the terms of Figure 9, we propose that Office management, process management and Office 

support be centrally funded to secure development and maintenance of BPM methods, tools 

and techniques, while process improvement be funded via project budgets. 

Careful attention needs to be paid to the ongoing ROI for the Office in whatever configuration it 

is operating. The mission is to improve organizational performance in unambiguous and 

demonstrable ways. The larger the Office, the greater its cost, and the greater the 

organizational improvement that must be delivered. The Office of BPM will always be a “cost 

center”. It will play an important part in generating cost savings and revenue from new 

initiatives – but these will always be in other business units; in someone else’s budget. 

--ooOoo-- 

In this section, we have reviewed the purpose and scope of the Office of BPM, various operating 

modes, its location in the organization, and how it should be resourced. In the following section, 

we discuss the details of building, managing and operating the Office of BPM. 
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3 Building, Managing and Operating the Office of BPM 

There is no doubt that building, managing and operating an Office of BPM is a complex, albeit 

worthwhile, task. It cannot be achieved overnight. Inevitably, a staged implementation plan is 

required. For some organizations, the Office may be fully established in 6 to 9 months; others 

may take longer. In this section, we discuss three implementation accelerators and progressively 

reveal the detailed steps in the staged development of capability in the Office of BPM and the 

organization it supports. 

We define three separate, but closely coupled, development accelerators for achieving the fully 

operational Office of BPM: 

a) Office of BPM reference model 

b) staged implementation 

c) BPM capability development program. 

These accelerators are designed to achieve progressive development of the Office, the services 

that it delivers, and the BPM capabilities of the whole organization. The details of 

implementation and staging will vary between particular organizations. What we present here is 

a generic pattern for the activities necessary to shape stakeholders, culture, understanding, 

process, and infrastructure in a way that facilitates creation of a successful Office of BPM. 

To give practical form to the need to prioritize the development of the Office and its services, 

we define three capability levels; three stages for the development of a trajectory from initial 

operations with limited services to a full-service facility. The three capability levels of the staged 

implementation are characterized as: 

a) Capability Level 1: diffusion of BPM concepts and benefits 

b) Capability Level 2: creation of convergence amongst BPM initiatives 

c) Capability Level 3: BPM strategic alignment and BPM culture. 

These levels are described in Section 3.4 later in this paper. 

Implementation of an Office of BPM requires the creation of the processes, capabilities and 

supporting infrastructure that will support, guide and coordinate all process management and 

improvement work across the organization, and with other external entities as appropriate. 

This paper describes a philosophy and approach to the design and implementation of an Office 

of BPM that will undertake, or contribute to, the following detailed tasks: 

a) develop and maintain an enterprise process architecture and related artifacts 

b) develop and maintain business process modeling conventions 

c) develop and maintain a process improvement methodology 

d) measure and report process performance 
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e) manage compliance with approved standards 

f) support process improvement projects 

g) manage BPM education programs for staff 

h) enhance staff capacity to undertake process improvement activities 

i) create a standard set of process analysis and management methodologies and tools 

j) measure and manage BPM maturity 

k) benchmark process performance 

l) analyze and manage business rules 

m) support process owners 

n) administer process model repositories 

o) coordinate external support services 

p) support e-services and automation initiatives 

q) manage reference models and their use 

r) manage Office of BPM staff and budgets 

s) develop a process-centric culture via promotion of the process view 

t) advise management regarding ongoing BPM development and related matters 

u) evaluate and report BPM initiative benefit realization. 

This is a substantial list. However, by using the three development accelerators – reference 

model, education programs, staged implementation – the Office of BPM can be created and 

made operational quite quickly for an initial level of service delivery, and then further developed 

to a fully functioning operation. 

The schematic in Figure 10 shows the development roadmap. The roadmap shows the 

progressive development of the Office mapping the capability levels against the accelerators. 

3.1 Prepare and Plan 

Early and detailed planning is important. Key activities should include the following: 

a) Finalize the project charter 

b) Prepare a detailed project plan 

c) Identify stakeholders 

d) Establish project expectations 

e) Confirm project logistics, timetables and resources 

f) Establish the IT and physical environments 

g) Review and assess the history of “process work” in the organization. 

Many people will eventually have some involvement with the Office of BPM. Before establishing 

the Office, it is important to make sure that as many of these people as possible have a proper 

understanding of what is planned and why it is important. A detailed analysis of stakeholders is 

required so that well-informed communication and change management plans can be created. 
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Figure 10: Roadmap to the Office of BPM 
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3.2 Communications and Change Management  

Communications and change management must start from the earliest stages of the project. All 

stakeholders, and that can be a lot of people, need to understand what is happening and why it 

is important. Process change is most effective when everyone understands the intent and is 

keen to participate. For this to happen, all must be well informed and continuously updated. 

Briefings, workshops, websites and other formal and informal communication channels can be 

developed. The need for extensive communications with management, staff, suppliers and 

customers should not be underestimated.  

Senior executives will require personal briefings. Presentations will be required for some 

committees and other groups. Workshops might be held with key stakeholder groups; intranet 

web pages may be developed; discussion papers can be prepared for wider distribution. 

The purpose of these activities is threefold. Firstly, it will be important to gather support for the 

development and operation of the Office of BPM. Secondly, the Office will be much more 

successful if all stakeholders welcome it as a positive development and not as a threat. Thirdly, 

it is vital to understand the organizational context to plan an effective implementation, 

including understanding any previous initiatives related to operations improvement. It is 

important to be forewarned about any cultural resistance that will be encountered. The creation 

of the Office of BPM is the precursor to becoming a much more process-centric organization. As 

a major catalyst for organizational transformation, its introduction must be carefully managed. 

Raising awareness about BPM and the Office will prepare a sound foundation for its future 

operation. The need for this should not be underestimated. 

The following artifacts should be developed as part of communications and change 

management: 

a) master communications plan 

b) stakeholder engagement and communications plan 

c) leadership action plan 

d) organization impact assessment. 

There is an ongoing need to maintain interest, a sense of urgency and commitment. One of the 

best ways of doing this will always be to communicate the initial and ongoing success stories in 

which the Office of BPM has been involved. 

Keyed into the communications and change management plans are the controlled release of 

Office of BPM services (Section 3.3.1) and the education program including aspects of change 

management and communications skills development (Section 3.5). 
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3.3 Accelerator 1:  Office of BPM Reference Model 

A reference model for the design and operation of the Office of BPM has been developed based 

on extensive theoretical and practical research. Best practices from several references and case 

studies are combined, generating a rich instrument to support organizations to achieve 

improved performance via an effective process management approach. 

The Office of BPM reference model provides a significant body of process models and templates 

that are tailored to suit particular environments. The availability of this material means shorter 

and less costly development projects based on best practice in BPM. 

Building on this reference model, we have developed a comprehensive plan for assisting 

organizations to build, manage and operate an Office of BPM. 

3.3.1 Services Provided by the Office of BPM 

The Office of BPM reference model makes a clear distinction between: (a) services that may be 

provided by the Office to the organization; and (b) internal processes that manage and/or 

support the delivery of services. By a service, we mean a capability that may be offered to and 

consumed by the customers of the Office (business units). By internal processes, we mean those 

processes that must be performed adequately by the Office of BPM so that its services can be 

provided to customers effectively. 

Reflecting these concepts, the reference model has four main components: management 

processes, support processes, process improvement services, and process management 

services. An overview of the reference model structure is shown in Figure 11 followed by a 

description of each of its components. 

• Management processes are those related to the internal management activities of the 

Office of BPM. These include the translation of strategic and operational demands into BPM 

services, the analysis, configuration and monitoring of BPM services, evaluation of 

outcomes and the nurturing of BPM culture throughout the organization. 

• Support processes are those supporting the operation of the Office of BPM. These include 

creation and maintenance of processes and methodologies for the process lifecycle, 

establishment of BPM related roles and responsibilities, administration of the BPM services 

portfolio, administration of human resources, charging and funding. 

• Process improvement services are the services that may be offered by the Office during 

process improvement projects. These include main services (such as process analysis, 

modeling and redesign, and change management), as well as more sophisticated and 

complementary related services (such as process automation, risk analysis, and 

identification of competencies). We consider “main services” as those directly related with 

BPM, and “complementary services” as the ones that may be the responsibility of other 

management areas, but are still related to the BPM discipline and its methods and tools. 
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• Process management services are those that should be offered by the Office on a periodic 

basis, sustaining process-based management in the organization. These relate to activities 

best performed in a centralized way. They form the baseline of core services for the Office, 

even in an organization with a very high level of BPM maturity. Included are main services 

like maintaining a process architecture, education/training on process management, and 

support for performance measurement, as well as complementary services related to other 

disciplines (such as compliance, risk management, and cost management). 

Figure 11 shows the complete reference model with the presentation of all BPM services and 

internal processes.  

 

Each of these Office of BPM internal processes and services is described further below. 

It is important that the Office of BPM is itself managed using sound process-based management 

principles. This is not only good practice, but also an important demonstration to the rest of the 

organization. The Office of BPM should be it’s own case study for successful BPM. 

The services and internal processes provided by a fully functioning Office of BPM are described 

in more detail in the table below.  

Figure 11: Reference Model for the Office of BPM 
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PROCESS IMPROVEMENT SERVICES 

MS01 Define process vision 

and scope 

Definition of future vision for the process, estimating value to 

be generated with process improvement. Definition of 

process scope to drive analysis and redesign activities. 

MS02 Understand processes 

(AS IS) 

Development of models for understanding current reality. 

Models include activities, events, responsibilities, systems 

and documents displayed according to agreed conventions.  

MS03 Analyze processes Application of techniques for analysis and identification of 

improvement opportunities. Usually includes basic 

techniques such as value analysis and elimination of wastes. 

MS04 Redesign and 

standardize processes 

(TO BE) 

Redesign of existing processes based on the analysis of 

improvement opportunities and prioritization of identified 

solutions. Also includes creation of process standards. 

MS05 Implement and roll 

out processes 

Making improvements in existing processes. Tracking of plan 

status, results and difficulties. Monitoring process roll out. 

CS01 Perform quantitative 

analysis 

Measurement and analysis of process costs and times in 

order to achieve efficiency and, mostly, reliability. May 

include process simulation. 

CS02 Perform innovation 

and value creation 

analysis 

Application of analysis techniques to innovate and/or 

improve the customer experience during process execution.  

CS03 Perform risk analysis Analysis of operational risks in processes and definition of 

internal controls to mitigate risks. 

CS04 Automate process 

control and execution 

(via BPMS) 

Orchestration of processes control and execution using a 

business process management suite. 

CS05 Specify, develop and 

test IT systems 

Design and deployment IT solutions based on process 

requirements. 

CS06 Identify and provide 

competencies 

Definition and evaluation of required competencies for 

process execution. Establishment of training plans. 

PROCESS MANAGEMENT SERVICES 

MS06 Support performance 

measurement 

Definition of process measures. Support measurement and 

reporting of process performance. Establishment and 

tracking of actions to improve performance. 
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MS07 Support continuous 

improvement 

Day-to-day actions to support minor improvement activities.  

MS08 Educate and train on 

process management 

Employee training and education on BPM concepts, methods 

and tools. 

MS09 Maintain process 

architecture and 

repository 

Maintenance of enterprise process architecture and models 

repository, based on continuous improvement activities. 

CS07 Support compliance 

and certification 

Periodic process checking. Verification of adherence of the 

process models to conventions, reference models and 

certifications. 

CS08 Support risk and 

control management 

Periodic tests to check if process controls are in place and 

being effective.  

CS09 Support cost 

management 

Maintenance of the cost structure of an existing process, in 

order to support cost analysis.  

CS10 Measure process 

maturity  

Process maturity evaluation, based on existing maturity 

models. 

SUPPORTING PROCESSES 

SP01 Administer BPM 

methods and tools 

Creation and maintenance of BPM methodologies and 

modeling notation. Administration of software tools. 

SP02 Administer BPM roles 

and responsibilities 

Definition and updating of information related to BPM roles 

and responsibilities according to the organization’s process 

management model. 

SP03 Administer BPM 

services portfolio 

Updating of information related to BPM services provided by 

the Office of BPM. 

SP04 Administer BPM 

human resources 

Definition and updating of profiles, roles, competencies and 

division of labor of the Office of BPM team. 

SP05 Administer BPM 

budget 

Budgeting and, where appropriate, charging for the services 

of the Office of BPM. Pricing of these BPM services. 

MANAGEMENT PROCESSES 

MP01 Translate strategy 

into processes 

Organizational strategy deployment into processes. 

Definition of how business processes could be improved to 

support achievement of strategic objectives.  

MP02 Gather and analyze 

BPM demands  

Identification, analysis and prioritization of day-to-day 

operational demands for BPM services. 
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MP03 Define BPM projects 

portfolio 

Definition of a portfolio of changes to be made based on 

strategic and operational needs. 

MP04 Plan prioritized BPM 

projects 

Planning of service delivery by Office of BPM. Definition of 

responsibilities and targets. 

MP05 Manage BPM projects 

and portfolio 

Management of all BPM services that are being delivered 

during process improvement and management. 

MP07 Disseminate BPM 

results and culture  

Communication of actions and success stories based on BPM 

results. 

 

The Office of BPM reference model is a comprehensive set of processes and services that enable 

organizations to move quickly and cost-effectively to a full implementation. 

3.3.2 Rollout of Services 

It is not useful, nor would it be prudent, to provide all of the defined services from the 

commencement of Office operations. In each organization, an assessment is required to 

determine the appropriate rollout plan. This will depend on the level of BPM maturity of the 

organization, availability of required skills, and the demand from the business for the services. 

For some organizations, some services may never be offered. 

Figure 12 presents a generic rollout plan showing the services offered at each capability level 

and the processes that, therefore, need to be defined to enable delivery of these services. 

Capability levels are discussed in Section 3.4.  

The existing reference model material makes a significant difference to the development of the 

Office of BPM. Many process models, templates and documents are already available, and these 

can be tailored to suit the particular organization.  

 

Figure 12: Reference Model Services Rollout 
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3.3.3 Supporting Documentation 

For each of the aforementioned services and processes, supporting documents are used to 

guide implementation and continuous improvement. These documents reflect actual project 

experience in a range of operating environments.  

The following are available as examples of best practices:  

a) Service requirements documents 

b) Service delivery process models 

c) Methods and techniques, tools and templates 

d) Work instructions for the templates. 

The following sections describe and provide examples of each of these elements. 

3.3.3.1 Service Requirements Documents 

The Services requirements documents give instructions on: 

a) Service objectives, specifying why the service is offered and typical outcomes 

b) Service periodicity, specifying when the service should be performed 

c) Service applicability, specifying in which situations the service should be used 

d) Required steps to deliver the service 

e) Service deliverables and performance attributes 

f) Roles and responsibilities. 

Below we provide an example of a service requirements document for the service “Support 

Performance Measurement”. 

3.3.3.2 Service Delivery Process Models 
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3 DISSEMINATE KPIs

• The OBPM disseminate to the involved areas the results from KPI measurement.

4 CONDUCT PERFORMANCE ANALYSIS MEETINGS

• Whenever required, the OBPM should conduct performance analysis meetings to present KPI results. During those meetings action 

plans may be proposed in order to restablish required performance.
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This document type describes the execution activities of Office of BPM services. It gives further 

details and work instructions for people directly responsible for the delivery of the service, and 

shows how Office customers and other supporting areas (IT, HR, etc.) can be involved. Below we 

provide an example for the service “Implement and Roll Out Process”.  

 

 

 

 

 

3.3.3.3 Methods and Techniques , Tools and Templates  

For each service or internal process, various reference methods and techniques can be applied. 

The reference model incorporates methods and techniques used to support implementation of 

a service. This set of documents represents a rich part of the reference model and gives further 

instructions on how an activity should be performed. 

Below we provide some examples of tools and templates for internal processes “Administer 

BPM Roles and Responsibilities” and “Translate Strategy into Processes”. 
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Impact Target Impact Target Impact Target Impact Target

Subprocess 1 0

Subprocess 2 1

Subprocess 3 2 3

Subprocess 4 3

Subprocess 1 0

Subprocess 2 1 0

Subprocess 3 3 2

Subprocess 4

Instructions: 0 - No relation  1 - Low 2 - Significant  3 - Full relation

STRATEGY DEPLOYMENT MATRIX

Process

ROPROCESS MAP Responsible

Process

Competitive Driver 1 Competitive Driver 2 Competitive Driver 3 Competitive Driver 4

 

 

Method and technique descriptions for internal process are typically not found in general BPM 

methodologies. They provide guidance on the management of BPM services (i.e. how a service 

request can be handled by the Office, how status can be monitored and results reported to 

0

1

2

3

Opperational 

Excellence

Customer 

Intimacy

Innovation / 

Differentiation

Expansion to 

other markets

Organizational 

Climate
Compliance

Strategy Management 1 2 2 3 3 2

Financial Management 2 1 1 1 0 1

Market and Customer Management 2 3 3 1 0 3

Supply Chain Management 3 2 0 2 0 3

Sales Force Management 1 3 3 3 2 2

People Management 2 1 1 1 3 2

External Relations Management 1 2 2 2 2 3

Infrastructure Management 1 0 0 2 0 0

Technology Management 3 2 2 2 2 1

Observations

1. Strategy Deployment Matrix 

into Processes

Macroprocesses

Which SHOULD BE the relation 

between macroproceses and 

competitive drivers?

0 - No relation

1 - Small

2- Significant

3- Total relation

MS01 Process Architecture Maintenance R C I

MS02 Process Modeling (AS IS) R C, A R

MS03 Process Improvement (TO BE) R C, A I C C R

MS04 Process Documentation R A

MS05 Process Change Management C R I C C

MS06 Process Performance Measurement C R

MS07 Process Management Training and Education R

MS08 Process Compliance -

MS09 Process Maturity Management -

MS10 Process Benchmarking & Innovation

PG01 Translate Strategy into Processes

PG02 BPM Demands Identification and Analysis A R

PG03 BPM Services Development Planning

PG04 BPM Services Programming C, I R

PG05 BPM Services Monitoring C, I R

PG06 BPM Results Evaluation I R

PG07 BPM Culture Dissemination

PS01 Administration of Models Repository R R

PS02 Administration of BPM roles and responsibilities

PS02 Administration of BPM services portfolio

PS02 Administration of BPM human resources R

PS03 Administration of BPM budget

BPM Governance RACI Chart - Current Status

Service Portfolio Office of BPM
Business 

Areas

Board of 

Directos
IT HR

External 

Consultancies

Board of 

Advisors

Internal Processes
Chief Process 

Officer

Process 

Consultant

Process 

Committee
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business areas) and on the Office’s support routines (how activities could be divided within the 

Office of BPM team, how cost structures can be defined and budget can be charged). 

3.3.3.4 Work Instructions for the Templates 

For each service tool and template, there is a work Instruction that describes its purpose and 

practical use. This provides guidance on how the tool/template should be applied and how data 

should be collected, analyzed and reported. The figure below shows an example work 

instruction for the template of a “Process Implementation Plan”. 

 

The reference model is an invaluable asset in creating the Office of BPM. It reflects considerable 

experience and allows the basic Office infrastructure to be built quickly and cost-effectively. 
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Process Implementation Plan

Track status of process implementation

Assure process will be implemented according to process design specifications

1) Register name of the process that will be implemented

2) Register implementation major steps at cells <Action 1, 2, 3 etc >

3)  Register ALL planned implementation activities into cells. Consider all types of implementation activities (training, 

dissemination, creation of procedures, implementation of IT systems, implementation of KPIs, formalization of process 

ownership etc.)

4) Register the following informations regarding each activity: 

Responsáveis: Responsible for performing the activity

Expected Start Date: (dd/mm/yyyy) 

Real Start Date: (dd/mm/yyyy) 

Expected End Date: (dd/mm/yyyy) 

Real Start Date: (dd/mm/yyyy) 

% Conclusion: percentage of conclusion for each activity

Status: use the following alternatives: delayed, in progress, not started, finished, postponed, cancelled

OBS: You should report here: (1) Reason for any delays; (2) Issues being observed during implementation; (3) actions that 

were considered not feasible and therefore must be reconsidered

5) On sheet "report", click on right button over "Status" box and then "Update" to generate updated reports on process 

implementation status
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3.4 Accelerator 2: Staged Implementation 

We define three capability levels; three stages for the development of a trajectory from initial 

operations with limited services to a full-service facility. The three capability levels of the staged 

implementation are characterized as: 

a) Capability Level 1: diffusion of BPM concepts and benefits 

b) Capability Level 2: creation of convergence amongst BPM initiatives 

c) Capability Level 3: BPM strategic alignment and BPM culture. 

To attempt to provide all services from the first days of operation of the Office risks failure. It is 

important to develop the services gradually to make sure that they can be delivered in a very 

professional manner and to match the developing needs of the business for the various services. 

The Office of BPM is an internal service-provider to the operational business units in the rest of 

the organization. Consistently high-quality service delivery is a prerequisite for success. If 

business unit managers do not believe that the Office assists them to meet the challenges they 

face, then the Office will be short lived. 

The BPM Capability Development Program (Section 3.5) has also been constructed to reflect the 

three capability levels. 

Figure 13 shows the three capability levels and the progressive ability of the Office to provide 

increasingly effective services and the ability of the organization to make good use of them. 

The following sections discuss the content and intended outcomes of each capability level11. 

                                                           
11

 Leandro Jesus, Andre Macieria, Daniel Karrer, Michael Rosemann, A Framework for a BPM Center of Excellence, 

September 2009, Retrieved 30 October 2010, from BPTrends: http://www.bptrends.com 

Staged Implementation

Capability 

Level 1
•BPM awareness

•business value

•core services

•initial projects

•architecture

•infrastructure

Capability 

Level 2
•convergence

•governance

•measurement

•ref models

•acceptance

•BPM maturity

Capability 
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•alignment
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•full services
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Figure 13: Capability Levels 
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3.4.1 Capability Level 1 

BPM adoption firstly requires the diffusion of its importance and the establishment of a core set 

of services and corresponding methodologies, tools, and techniques that are fundamental 

within process lifecycle management (e.g. process modeling, process analysis). Thus, the 

services here are twofold.  

First, an initial set of methodologies, tools, and techniques has to be defined to facilitate the 

execution of preliminary process redesign projects.  

Second, managers need to appreciate that BPM is not only about modeling and documenting 

processes, but a systematic approach to re-thinking the way an organization executes and 

improves its operations. The Office of BPM has a fundamental role in spreading this idea 

throughout an organization. 

3.4.2 Capability Level 2 

When managers understand and value the importance of BPM, and first initiatives are 

successfully completed, it is critical for the Office of BPM to ensure the convergence of BPM 

initiatives into a consistent, comprehensive, and accepted BPM methodology.  

Convergence will avoid redundancies and reinforce the idea that BPM represents a portfolio of 

robust solutions that enable business improvements in a sustainable manner.  

The Office has a fundamental role in promoting and enforcing the necessary governance and, 

therefore, in increasing organizational BPM maturity. 

3.4.3 Capability Level 3 

Finally, besides the desired convergence, it is important for the Office of BPM to demonstrate to 

the organization that process-based initiatives are aligned with, and derived from, strategic 

drivers. This can be achieved when the Office manages BPM demands according to the 

organization’s strategic planning, and disseminates BPM culture throughout the organization.  

The BPM service portfolio in this stage is complemented with services that relate to process 

performance and conformance to ensure that BPM is embedded in corporate performance and 

conformance reporting frameworks.  

The Office of BPM must continually adapt its own practices to remain aligned with business 

priorities. 

3.5  Accelerator 3:  BPM Capability Development 

A key objective of the Office of BPM development is to develop internal BPM capability. This 

requires a flexible program that provides a mixture of training, consulting, coaching and 

mentoring, with the overall intent of both delivering specific project outcomes and developing 

BPM capabilities.  
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The following capabilities, to be delivered by this program, are vital if the Office of BPM is to be 

successful: 

a) an understanding of the principles of BPM 

b) the development and use of enterprise process architecture models 

c) the creation of process measurement sets within a balanced scorecard framework 

d) the ability to make process analysis prioritization decisions 

e) the creation and management of a process-centric organization 

f) the use of a process improvement methodology 

g) the gathering of information for process improvement projects 

h) the ability to facilitate innovation 

i) the generation of process change ideas 

j) the measurement of process performance 

k) the ability to achieve and sustain process change 

l) the management of business rules 

m) the automation of business processes 

n) the measurement  and management of BPM maturity. 

As illustrated in Figure 14, the BPM Capability Development Program has two components: (a) 

BPM Education and Training; and (b) Proof-of-Concept and Initial Projects. 

An indicative BPM education curriculum categorized by the three capability levels is provided in 

the appendices. A broad curriculum is required covering BPM principles, methodologies, change 

management, facilitation, automation, modeling, coaching and team management. 

BPM Capability Development Program

Capability

Level 1

•BPM principles

•As Is analysis

•To Be redesign

•data gathering

•facilitation

•architecture

•project mgt

•modeling

Capability

Level 2

•idea generation

•measurement

•SOA

•complex analysis

•BPM maturity

•change mgt

•team performance

Capability

Level 3

•automation

•leadership

•change agent

•adapt case mgt

•BSC

PoC / Initial Projects

E
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u
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n
 

Figure 14: BPM Capability Development 
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The amount and type of BPM training required will depend on the particular circumstances of 

the organization. Over time, and linked with the developing capability levels and demands for 

services, training will be required for both the Office of BPM staff and the wider organization. 

Training programs can be delivered either by Office staff or external resources. In the early 

stages of developing BPM awareness and approaches, it is likely that external resources will 

provide training. As the Office develops a stable service delivery platform, internal resources 

may conduct some of that training. The key issue is not in-house versus external delivery, but 

quality of training. 

Developing practical process analysis, improvement and management capability requires more 

than training courses. The theory, tools and techniques need to be understood. Then they must 

be put into practice making the transition from classroom to workplace. Classroom learning 

must turn into practiced behavior and practical projects that deliver real benefits. 

Once Office of BPM personnel have been trained in the process analysis, improvement and 

management methodologies – and these have been customized, if required – an initial proof-of-

concept process improvement project can be conducted.  

This gives Office staff the opportunity to use the methodology with a real project in their own 

environment. Although internal staff should undertake most of the project activities, it may be 

useful to have an external person with relevant experience to act as coach and mentor to 

ensure that the early projects are successful. 

As confidence and capability (both of the Office and staff and the rest of the organization) 

develops, more and more projects can be undertaken in conjunction with business unit 

managers and their personnel. 

Building BPM capability requires the careful development of confidence in the process 

approach. The Office of BPM staff need to be confident in designing and delivering the services 

that they offer to the rest of the organization. Business managers must have enough confidence 

in the outcomes of these services to commit their processes to analysis and management. A 

firm foundation of shared confidence is generally a prerequisite for a successful Office of BPM 

and process-based management. 

3.6 Review and Plan  

Managing the Office of BPM using sound process-based management principles means that 

continuous improvement must also be applied in the Office. After the initial operational period 

and the first process improvement project, all of the Office of BPM processes and supporting 

infrastructure should be reviewed and updated as required.  

3.6.1 Post Implementation Review 

Such an early stage post implementation review should address several questions: 
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Office Services 

a) Did the service delivered meet the requirements of the Office’s internal customer? 

b) What lessons have been learned about delivering the services? 

c) What was done well? 

d) What was done poorly? 

e) What changes should be made to improve the outcomes of future projects and other 

Office of BPM activities. 

Methodology 

a) What aspects of the methodology worked well? 

b) What aspects of the methodology did not work well? 

c) Was the methodology well understood? 

d) Are there aspects of the methodologies that unproductively handicap the project? 

e) What changes should be made to improve the outcomes of future projects and other 

Office of BPM activities. 

Project Outcomes 

a) Did the project deliver the expected benefits? 

b) The project could have been completed earlier if the project team had … 

c) What was done well? 

d) What was done poorly? 

e) Was there open and appropriate communication? 

f) Were there sufficient resources available? 

g) What changes should be made to improve the outcomes of future projects and other 

Office of BPM activities. 

The post implementation review is an ideal opportunity for the Office of BPM to search for, and 

respond to, problems and opportunities in its own “process of process management”. 

3.6.2 Transition Plan 

A transition plan should be developed to manage the change from initial development mode to 

ongoing normal operation of the Office of BPM. The transition plan should cover these issues: 

a) Finalization of outstanding issues from the original development plan 

b) Changes in services to be offered by the Office in response to business unit demand and 

feedback 

c) Adjustments to resource requirements for ongoing operations – people, systems, 

facilities 

d) Office staff development plan 

e) Continuing education program for the whole organization 
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f) Long-term plans for the nurturing of the process culture 

g) Documentation of successful process initiatives to date showing, if possible, a positive 

return on investment 

h) Marketing plan to re-sell the concept of process-based management throughout the 

organization, especially in senior management. 

Such a transition plan will provide a solid launch platform for ongoing operation of a successful 

Office of BPM. 
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4 Deliverables and Timetable 

An indicative Office of BPM implementation project schedule is shown in the table below. The 

tale shows the milestone deliverables of the project. The timing indicators give an 

approximation of the time to deliver each milestone measured from project commencement. Of 

course, this is a generalization and will vary in practice. 

# Milestone Deliverables Timing 

Phase 1: Prepare and Plan 

1 Project charter document + 2 week 

2 Detailed project plan + 2 weeks 

3 Master communications plan + 3 weeks 

4 Stakeholder engagement and communications plan + 5 weeks 

5 Assessment of “process work” history in the organization + 5 weeks 

6 High-level process model of Office of BPM operation + 6 weeks 

7 Organization impact assessment + 6 weeks 

8 Leadership action plan + 6 weeks 

9 Office of BPM staff initial training program design complete + 8 weeks 

10 Initial BPM awareness sessions + 10 weeks 

Phase 2: Achieving Capability Level 1 

11 Office of BPM staff initial training program commencement + 10 weeks 

12 Detailed service/process descriptions for Level 1 services available + 10 weeks 

13 Office of BPM roles and responsibilities plan complete + 12 weeks 

14 Competencies matrix for Office of BPM staff available + 12 weeks 

15 Office of BPM resource and staffing plan complete + 12 weeks 

16 Office of BPM budget complete + 12 weeks 

17 Office of BPM methodologies and tools defined + 12 weeks 

18 Office of BPM commences operations (Level 1 service offering) + 12 weeks 

Phase 3: Achieving Capability Level 2 

19 Initial process improvement projects commence + 14 weeks 

20 Advanced training program design complete + 14 weeks 
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21 Advanced training program commencement + 16 weeks 

22 Design and rollout Level 2 services + 18 weeks 

23 Review and finalize initial process improvement projects + 26 weeks 

24 Review and finalize Office of BPM methodologies + 28 weeks 

25 Review and update Office of BPM processes + 30 weeks 

Phase 4: Achieving Capability Level 3 

26 Commence additional process improvement projects + 30 weeks 

27 Design and rollout Level 3 services + 34 weeks 

28 Reassess BPM maturity + 36 weeks 

29 Process-aware culture development plan + 38 weeks 

Phase 5: Review & Plan 

30 Post implementation review + 40 weeks 

31 Transition plan + 40 weeks 
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Contacts 

This paper has been a collaboration across three continents. For further discussion, please 

contact any of the following: Bassam AlKharashi (Saudi Arabia), Leandro Jesus (Brazil) or Roger 

Tregear (Australia). Contact details are provided below. 

Bassam AlKharashi is the CEO of ES Consulting, a Saudi Arabian management, 

information and communication technology consulting firm. A resident of Riyadh, 

Bassam has extensive public and private sector experience in information and 

communication technology, process management, strategic management, health 

informatics, project management, business development, coaching, and change 

management. He is President of the Association of Business Process Management Professionals 

(Saudi Chapter) and an accredited instructor in the global BPTrends Associates network. 

Bassam can be contacted at b.alkharashi@esconsulting.com.sa or on +966 505 267 064. The ES 

Consulting website is at www.esconsulting.com.sa.  

--ooOoo-- 

Leandro Jesus and Andre Macieira are Managing Partners at ELO Group, a 

Brazilian consulting firm focused on business process management solutions. 

They are also researchers and lecturers at the Federal University of Rio de 

Janeiro, Brazil. Leandro is Vice-President and Founder of the Brazilian Chapter of 

the Association of Business Process Management Professionals (ABPMP), and an 

accredited instructor in the global BPTrends Associates network. Recent projects 

for Leandro and Andre have focused on business process governance and 

architecture with clients in global manufacturing and financial services. 

Leandro can be contacted at leandro.jesus@elogroup.com.br and Andre at 

andre.macieira@elogroup.com.br. Both are available on +55 21 2222 2191. The 

ELO Group website is at www.elogroup.com.br. 

--ooOoo-- 

Roger Tregear spends his working life talking, consulting, thinking and writing 

about analysis, improvement and management of processes. Often working as a 

“thinking partner” and mentor, he provides business process analysis consulting 

services. Roger is an accredited instructor in the global BPTrends Associates 

network and has delivered courses in Saudi Arabia, Bahrain, UK, Africa, Australia 

and New Zealand. A frequent writer on BPM topics, Roger is a regular BPTrends columnist and 

has contributed a chapter to The International Handbook of BPM (Springer 2010). 

Roger can be contacted at r.tregear@leonardo.com.au or on +61 (0)419 220 280. The Leonardo 

Consulting website is at www.leonardo.com.au.  

--ooOoo— 
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Further Reading 

There are many sources of further and different information on the topic of the Office of BPM. 

Listed below, in alphabetic order by author, is a selection of further reading about the Office of 

BPM and related topics. 

 

Burlton, R.T., (2001), Business Process Management: Profiting From Process, Sams Publishing. 

Forrester Research Inc, (2007), US and UK Enterprise Architecture and Business Process Management 

Online Survey. 

Harmon, P., (2007), Business Process Change: A Guide for Managers and BPM and Six Sigma 

Professionals, Morgan Kaufmann. 

Kotter, J.P., (2008), A Sense of Urgency, Harvard Business Press, Boston. 

Liker, J.K. (2004). The Toyota Way: 14 Management Principles from the World’s Greatest Manufacturer. 

McGraw-Hill, New York. 

Liker, J.K. and Meier, A., (2007), Toyota Talent: Developing Your People the Toyota Way, McGraw-Hill, 

New York. 

Magee, D., (2007), How Toyota Became #1: Leadership Lessons from the World’s Greatest Car Company, 

Portfolio, New York. 

Oson, E., Shimizu, N. and Tekeuchi, H., (2008), Extreme Toyota: Radical Contradictions That Drive Success 

at the World’s Best Manufacturer, John Wiley & Sons, New Jersey. 

Palmer, N., (2007), A Survey of Business Process Professionals, BPTrends, www.bptrends.com 

Rosemann, M., et al., (2009), Framework for BPM Center of Excellence, BPTrends, www.bptrends.com.  

Rosemann, M, (2006), Process Management Best Practices: Building a BPM Center of Excellence, 

BPTrends, www.bptrends.com  

Rosemann, M., (2008), The Service Portfolio of a BPM Center of Excellence, BPTrends, 

www.bptrends.com 

Tazbaz, P., (2010), Enterprise Architecture, Wells Fargo Bank. Architecting BPM Through a Center of 

Excellence at Wells Fargo Bank, ProcessDays Conference, 26 July 2010. 

Tregear, R., (2009), Practical Process: Practical Governance, BPTrends, www.bptrends.com 

vom Brocke, J. and Rosemann, M. (eds.), (2010), Handbook on Business Process Management, Volumes 1 

and 2, Springer-Verlag, Berlin. 

Wolf, W. and Harmon, P., (eds), (2010), The State of Business Process Management, BPTrends. 

www.bptrends.com 
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Indicative Education Program 

The table below presents an indicative education program to support the development o the Office of 

BPM and the effective use of its services throughout the organization. 

 

 ID Course Name Duration Content 

C
a

p
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e

v
e
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1

 

BPTA 

101 

Principles of BPM 1 day • why BPM? 

• BPM maturity 

• process management 

• process architecture 

• process improvement 

• process change 

BPTA 

102 

Modeling, 

Analyzing and 

Designing 

Processes 

3 days • understanding process context 

• stakeholder analysis 

• process vision 

• process and project scope 

• process performance gap 

• analyzing the current state 

• root cause discovery 

• data collection 

• data analysis 

• redesigning processes 

• redesign patterns 

• waste analysis 

• reference frameworks 

• case for change 

BPTA 

103 

Information 

Gathering and 

Facilitation for 

Business Process 

1 day • project information management 

• facilitating workshops 

• conducting interviews 

• targeting information gaps 

BPTA 

301 

Architecting and 

Managing a 

Process-Centric 

Organization 

4 days • use of process architecture 

• systems view of an organization 

• stakeholder analysis 

• alignment of processes 

• performance analysis 

• defining value chains, Level 1 and Level 2 
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processes 

• use of reference models 

• the BPM Center of Excellence 

• process governance systems 

• pain gain analysis 

AR 03 7P Facilitation Skills 2 days • Philosophy – what is facilitation, role of the 

facilitator 

• Purpose – agenda, participants, outcomes 

• Place – physical and emotional environment 

• Preparation – logistics, walkthroughs 

• Process – opening, decisions, agreement 

• People – group dynamics, reading people, 

difficult people 

• Practice – observation, feedback 

LQ 01 BPM Notation 

(BPMN) 

2 days • origins and scope of BPMN 

• review BPMN standard 

• levels of BPMN modeling 

• basic control flow modeling 

• organizational modeling 

• process choreography 

• process orchestration 

• event-based decision-making 

• exception handling 

• creating effective BPMN diagrams 

• dealing with complex process modeling 

requirements 

• creating BPMN diagrams useful for both IT 

and business people. 

BPTA 

202 

Managing a 

Business Process 

Project 

3 days • basics of project management 

• applying PMI approach to process projects 

• scoping a BPM project 

• managing risk 

• organizing a BPM project team 

• project deliverables for a BPM project 

• principles of change management 

• building a successful business case 
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• gaining acceptance 
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LED 

01 

Improving 

Processes 

3 days • discovering ideas for change 

• 4 Dimensions model 

� improvement 

� innovation 

� utilization 

� derivation 

• achieving change 

LED 

02 

Measuring 

Processes 

2 days • process vs. functional measures 

• what to measure 

• process measurement failure modes 

• accountability for process measurement 

• basic statistical techniques 

LQ 02 Principles of 

Service Oriented 

Architecture (SOA) 

1 day • concepts of service analysis 

• concepts of service design 

• best practices and trends 

• creating a service-oriented architecture 

AR 01 Change 

Management for 

Executives 

1 day • change methodology 

• articulating strategic direction 

• risks and challenges 

• stakeholders 

• measuring progress 

• team building skills 

• supporting people in change 

• coaching essentials 

AR 06 Building Better 

Teams 

1 day • team alignment 

• the four stages of change 

• understanding how people behave 

� DISC (4-quadrant behavioral model) 

� filters/perceptions 

• stages of group development 

• building trust in teams 

� communication skills  

� communication model 

� listening and questioning 

� building rapport 

� influencing skills 
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AR 02 Becoming a 

Change Agent 

2 days • overview methodology 

• articulate the strategic direction 

• developing step-by-step plans 

• identify risks and challenges 

• stakeholder buy-in 

• how to measure progress 
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BPTA 

201 

Advanced 

Techniques for 

Process Modeling, 

Analysis and 

Design 

3 days • advanced process analysis techniques 

• prioritizing processes for improvement 

• measuring process performance 

• advanced analysis and redesign problems 

• complex design problems 

LQ 03 Business Process 

Automation 

2 days • requirements for successful process 

automation 

• process modeling to process execution 

• identifying automation topics 

• reference languages for process automation 

• planning for process automation projects 

LQ 05 BPM Maturity 1 day • concepts, purpose and role of BPM maturity 

• BPM capability maturity model 

• Factors and capability areas 

• Measurement of BPM maturity 

• BPM maturity development roadmap 

AR 04 Managing Team 

Performance 

1 day • motivation – internal/external 

• setting goals and KPIs 

• individual/team rewards and recognition 

• giving and receiving feedback 

• dealing with non-performance 

• resolving conflict 

� passive – assertive – aggressive 

� above and below the line behavior 

� problem-solving 

� scenario practice 

AR 05 Coaching for 

Leaders 

5 days • foundational communication skills 

� building rapport 

� listening 

� questioning 
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� giving and receiving feedback 

• advanced communication techniques 

� mindfulness 

� generative listening 

� emotional intelligence 

� pacing 

� reframing 

� appreciative inquiry 

• core coaching skills 

� reflecting 

� enquiring 

� communicating respect 

� being specific and descriptive 

� confirming 

� affirming 

• simple and effective models 

� GROW coaching model 

� Competence vs. Commitment 

� Trust Triangle 

� Trust Equation 

• effective coaching techniques for working 

with groups 

• practice and observe coaching skills in a 

safe, supportive environment. 

 

 

Training courses BPTA 101, BPTA 102, BPTA 103, BPTA 201, BPTA 202 and BPTA 301 are delivered by 

Leonardo Consulting under license from BPTrends Associates12. 

Courses LQ 01, LQ 02, LQ 03 and LQ 05 are owned by the Queensland University of Technology13. 

Courses AR 01, AR 02, AR 03, AR 04, AR 05 and AR 06 are owned by Achieving Results14. 

 

                                                           
12

 www.bptrends.com  
13

 Queensland University of Technology, Brisbane, Queensland, Australia. http://www.bpm.fit.qut.edu.au/  
14

 Achieving Results Pty Limited.  ACN 072 829 924 


