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This talk in a nutshell
o

Much work is gradually being automated and/or offshored
- So the human work left over is more important than ever
— It is the only competitive differentiator left
— And such work depends fundamentally on collaboration

Yet new software tools have only made communication qwcker

— Not made collaboration more efficient

— Individual workers are running harder than ever
to stand still

— And organizations have lost the ability to manage
their workforce

We all need to collaborate better
— To adopt a simple, general approach
— That meets both individual and organizational needs
— And is fully supported by (low-cost) software
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What are the next steps for BPM?
-

First, we must ask: what, exactly, do you want from BPM?

-~ Smith and Fingar define a Business Process as “the complete and
dynamically coordinated set of collaborative and transactional
activities that deliver value to customers”

— But this doesn’t tell us why you are here today

Current definitions of BPM itself are unhelpful

- “A systematic approach to improving an organization's
business processes”

- “The execution and monitoring of repeatable business
processes that have been defined by a set of formal
procedures”

— Such descriptions cover everything from Taylor onwards
We need to define the aim of BPM

- In a way that makes business sense

- And in as few words as possible (ideally, less than 10)
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The aim of BPM

" “The co-ordination, automation and
2\ J)“’ management of work via software”

| - Co-ordination implies process- _orientation

- Automation means of as much work as p055|ble
- Management means taking control of the work

- Software Is the vital enabler of change

And this definition allows us to see how much
the BPM industry has achieved to date

Since you can now each ask yourselves ...
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A fundamental question

Not the work of those whom you manage
- Or the work of others that you analyze

Your work
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What sort of work do you do?
—

N - Notice and investigate events/forces

g S 4 Propose new ways of doing business
Negotiate with others on such changes
Design business processes

Supervise process implementation
Deal with out-of-control situations
Manage the work of other people
Report to other people

(and more of this kind of thing)
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Does current mainstream BPM support
this sort of work?

No! Such “human-driven” activity is:
— Collaborative

— Innovative

- Adaptive

And mainstream BPM methods and
tools just don’t support it

| get emails like the following all the time

— From people who have tried to use BPM to support human-driven
processes

— “I have always had the intuitive feeling that using mechanistic
process support tools to support human-driven activities was
woefully inadequate. We have received feedback from end users
that the processes are too rigid and not adaptable to actual
working conditions.”
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Why doesn’t current mainstream BPM
support such work?

Because all current mainstream BPM techniques
and tools are based on the same principle

That a process is a program

- What Computer Scientists call
an “automaton”

— Just a glorified flowchart, really
— (with some concurrency added)

And this approach works fine for some kinds of
process ...
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The 2 Types of Process
-

Mechanistic
-~ Routinized

— Human involvement
limited to key points

Decision-making
Data entry
Human-driven
— Involve uniquely human attributes
- Depend on interaction
- Dynamically shaped by the participants
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Your own work I1s human-driven

To see this, compare your own
activities with the definitions above

But current mainstream BPM tools only
support “mechanistic” processes

— l.e., those that act like
computer programs

They don’t support you
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Process systems to support you
.|

Systems that let you use your brain

Research business issues

— Think about business issues

Resolve business issues

Systems that help you communicate better
-~ Send messages in a structured way
— Create and share documents in a structured way
— Arrive at a consensus in a structured way

Systems that let you adapt
to business change

— Discuss next steps
— Agree next steps
- Implement next steps
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Why do you need such BPM?
c—

After all, people like you are the elite
- Surely you can manage your own work without the aid of process support tools?

Unfortunately, no

— Do you know how much time you spend dealing with email, text messages,
phone calls, ...?

-~ Do you know how much time you spend reading and writing documents?
- And do you know how efficiently all this time is being spent?

Almost certainly, you don’t
— It’s not your fault
— You just have no way of knowing

— And let’s not forget the Pareto rule
20% of the work causes ...
80% of the results
And 80% of the costs

That 20% of the work is you
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This Is not a new problem
c—

Drucker, 1966 (“The Effective Executive”):

- “People of high effectiveness
are conspicuous by their absence
In knowledge jobs”

- “For the knowledge worker to
focus on contribution is particularly
Important. This alone can enable
him to contribute at all”

- “There are constant pressures
towards unproductive and wasteful
time-use”

But the problem has recently got much worse ...
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Why human-driven processes are the
next big challenge

1. New software tools have exacerbated the problem
Everyone can now produce information faster
And distribute it to all and sundry at will
It's worse than information overload
You might call it “network overload”
2. The business environment has changed for good

Daniel Pink (“A Whole New Mind”, 2005) calls it
“Asia, Automation and Abundance”

Soon the sort of work you do will be the only
sort of work

And unless you start delighting your customers,
you won’t be doing it for very much longer ...
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Benefits of structuring human-driven
processes

The next step in organizational efficiency
- Realistically, the only way to survive in a global marketplace
- Faced with “Extreme Competition” (Fingar, 2006)

Analyst firm McKinsey, for example, writes:

- “Raising the productivity of employees whose jobs can't be automated is the next
great performance challenge - and the stakes are high”
(“Ten trends to watch in 2006”)

- “In today's developed economies, the significant nuances in employment concern
interactions: the searching, monitoring, and coordinating required to manage the
exchange of goods and services ... [this] requires companies to think differently about
how to improve performance - and about their technology investments ... companies
can again create capabilities and advantages that rivals can't easily duplicate.”

(The next revolution in interactions”, 2005)

Plus you might even get a bit more leisure time!

- Most modern executives have less quality time
than mediaeval peasants

— (At least they only worked from dawn to dusk)
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So what is the new approach needed?
c- ]

The theory of Human Interaction Management
(HIM) identifies 5 main features of human working
activity

- Connection visibility

- Structured messaging

— Support for mental work

- Supportive rather than prescriptive activity
management

- Processes change processes
HIM is a rich set of consistent techniques
- For which we only have time for an overview here

For more details, see _
www.human-interaction-management.info
- Many articles, case studies, etc

- Excerpts from “Human Interactions”
(Harrison-Broninski, 2005)
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Core HIM Techniques (1 of 3):
Process Notation

Simplified, enhanced
Role Activity Diagrams
(RADS)

Few symbols

-~ Roles, which
contain Activities, which
contain Tasks

- Dependency relationships
between Activities, shown
as lines connecting them

— Interactions to pass data
between Roles, shown as
lines connecting Tasks

Relaxed interpretation of the symbols
—  To mirror the realities of human work

- For instance, Activities can be repeated
and interleaved as required
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Core HIM Techniques (2 of 3):
Patterns for work

.
REACT
- Research
- Evaluate
- Analyze
— Constrain
- Task
AlIM
- Access
— ldentify

- Memorize
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Core HIM Techniques (3 of 3):
Patterns for work management

Agreements
- How process participants jointly
formulate their next steps
The 3 levels of control

- Strategic: creation and monitoring
of targets and measures

- Executive: outline process description *

- Management: day-to-day support of
work from within the process *

* taken together, these are equivalent to
“case management” in the Riva method
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Not just another management method!
c- ]

There is a lot of careful theory behind HIM
— Building on leading modern business techniques
— Using insights from many disciplines: psychology, sociology, biology, ...
-~ Drawing from computer science, logic, and mathematics

Anyway, HIM is only a formalization of what all of us do, every day
— Common sense
-~ And many years of consultancy experience

— Drawn together into a
set of practical techniques

What's more, there is an easy
way to get started ...
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HIM software is available (free)
—

A Human Interaction Management System (HIMS)

- humanedj (humanedj.com)
Free, secure software based on HIM
An easy-to-install desktop tool - no server software is required

— Production release scheduled for early 2007
- Inthe meantime, early adopters are welcome for the pre-
release trial (starting September 2006)
A HIMS on its own will not give you HIM
- Any more than a spreadsheet will give you accounts
Or a CAD tool will give you a design
- But it will help you use HIM principles in your daily work
- And you will see immediate results

For example, in cutting down the number of emails you must
deal with each day

Let’s conclude by looking at a couple of real-world
business situations where HIM is necessary ...
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Inter-enterprise Automation
-

As BPMN matures, BPEL is on the way out

- Who wants 2 XML descriptions of the same thing?
Painful round-tripping problems are inevitable

- So BPMN tools from incumbent platform vendors will
translate BPMN directly to J2EE/.NET components

- Making many current mainstream BPM tools redundant
But at the same time, a new market is opening up

- Existing BPM techniques and tools cater well for intra-enterprise
process automation

- But very poorly for inter-enterprise process automation

- For such “choreography”, all we have is the WS-CDL language, from the W3C
But WS-CDL alone lacks key features necessary for adoption

— Itis simply an XML dialect

— Lacking not only a diagramming notation

- But also a methodology, for parties to negotiate “public processes”
And deal with the constant changes inevitably required in real-world practice
HIM (and the HIMS) fits these needs naturally
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Innovation in the Health Service
g

Image 2006 Venice Consulting Ltd

In the previous talk, Martyn Ould presented a Process Architecture for the
“NHS Innovations Landscape”

- Which, unlike many enterprise architectures, shows a true state of affairs

- That processes execute as a network, not as a “stream” or a “chain”

- But how are we to resolve the discrepancy between a process network and

the hierarchical controls necessary in organizational life?

HIM provides a simple, comprehensive means of turning strategy into
action — with automatic feedback both within and from each level

- Start with Strategic Control: the definition of aims and measures for each high-
level process (think KPIs), for which HIM provides new and powerful guidelines
- These aims and measures are the input to Executive Control: the definition of
outline processes, typically including a mixture of Roles, Interactions and Users
- These outline processes are the input to Management Control:
Amplification of the outline processes into a form suitable for initial execution
Participation in process execution, including the ongoing re-definition of the process itself
Provision of statistics and other information to those responsible for Executive Control

The “Strategy Disconnect” is gone!

- Each level is the input to the next
And each level reports to the one above, according to the criteria handed down
- Top-level strategies and policies are translated into executable actions

And the progress of all such actions is automatically reported back through each
organizational level - right to the top

- This can be applied as easily to other techniques, such as Balanced Scorecard
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This talk in a nutshell
o

Much work is gradually being automated and/or offshored
- So the human work left over is more important than ever
— It is the only competitive differentiator left
— And such work depends fundamentally on collaboration

Yet new software tools have only made communication quicker

— Not made collaboration more efficient

— Individual workers are running harder than ever
to stand still

— And organizations have lost the ability to manage
their workforce

We all need to collaborate better
— To adopt a simple, general approach
— That meets both individual and organizational needs
— And is fully supported by (low-cost) software
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More information

Web

- humaned|.com

-~ human-interaction-management.info
— Keith.harrison-broninski.info

Contact Keith Harrison-Broninski

— Email: khb@rolemodellers.com
- Tel: +44 (0)1373 836520
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